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Executive Summary
Project Summary and Approach

The Certus team developed and utilized a multi-pronged, methodologically rigorous approach to
study the Rolesville Police Departments (RPD). We relied on a combination of qualitative and
quantitative methods to develop a firm understanding of your department and to craft actionable
recommendations that will help you to significantly improve operations. The Certus method
utilizes a bifurcated process consisting of two distinct phases: (1) Data and Document Analysis

and (2) Comprehensive Operational Review:

1. DATA AND DOCUMENT ANALYSIS PHASE

The Certus methodology included quantitative analyses of crime data, internal department
performance data, and workload data extracted from the department’s computer-assisted dispatch
(CAD) system. We also employed focus groups and structured interviews with key stakeholders
within the organization. Our holistic and comprehensive approach has been honed by decades of

experience working with hundreds of departments.

2. COMPREHENSIVE OPERATIONAL REVIEW PHASE

Certus evaluated the department’s existing staffing levels, organizational structure, and
processes, and provided recommendations for improvement. Our recommendations for
optimizing organizational structure address the following areas: specific staffing levels (for
patrol, investigations, etc.); assignments, including effective use of civilian, professional and

sworn staff; deployment schedules; and policies and procedures that will assist the department in



providing the most effective, high-quality police services to the community with long-term
sustainability. The following information describes the approach we used to assess the staffing

needs of the RPD:

Departmental Context

To better understand the service levels, public safety needs, community dynamics, and
overall environment in which the department operates, our study included an open forum
with internal stakeholders (e.g., department employees). Certus also compared the
department to organizations of similar size with respect to crime, demographics, and cost-

efficiency.

Patrol Operations

Patrol is understood to be the backbone of police operations. The Certus team evaluated
patrol operations in the department by applying the “Rule of 60.” This rule evaluates the
allocation and deployment of personnel on patrol. Certus’s differentiated approach evolved
through multiple steps, beginning with an analysis of workload data extracted from the
CAD system. Comparison of workload demand and staffing availability makes up the first
prong of the “Rule of 60.” This data was used to create workload models that identified
actual service demands placed upon the department by the public via the 911 system, as
well as self-initiated activities undertaken by patrol officers. The workload models also

illustrate service demands across the 24-hour period of the average day.

Once workload was calculated, staffing availability was added to the models. We

calculated the “Saturation Index,” or the percentage of available personnel that are
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committed to work across the 24-hour day. This allowed the Certus team to make
recommendations about staffing levels, alternate shift opportunities, demand reduction
strategies, and opportunities to make the patrol function more efficient and effective. In
making these recommendations, we fully considered both officer safety and community

needs, with an eye toward preserving scarce fiscal and personnel resources.

Our patrol workload and staffing analysis is the foundation of the remaining elements of

the staffing study. This critical process focused on the following areas and questions:

e Service Demands: What are the service demands made by the public as
measured through the CAD system?

e Patrol Workload: What is the actual patrol workload for the department?

e Shift Alignment: Based on this workload, is the current shift schedule aligned
appropriately? What alternatives to the current shift plan would be most
efficient?

e Staffing: How many police officers and supervisors are needed to staff the
patrol function to meet the workload demands placed on the department?

e Response Time: How long does it take to respond to calls for service (both
response time and total time) and how can these times be reduced?

e Officer Assignment: How many officers get assigned to each call and what are
the ways to minimize these assignments?

e Call Categories: What are the categories of call and what is the frequency of
each type that the department handles, and what measures can be adopted to

minimize unnecessary responses?



e Administrative Workload: How much time do patrol officers spend on
administrative duties?

e Patrol Activity Workload: How much time is spent on directed patrol
activities and specialized enforcement?

e Civilian Alternatives: Are there opportunities to deploy civilian personnel

instead?

The study identified gaps or unnecessary and wasteful overlap in patrol coverage and
provides recommendations for modifying temporal and spatial deployment. Once the
appropriate “best fit” of patrol coverage was identified, a determination was made

regarding the appropriate number of officers required to meet service demands.

Similarly, we assessed the relationship of patrol operations with the rest of the department.
To what extent does the patrol function coordinate and communicate with the other
operational and support functions of the department? How should it coordinate and
communicate? What are the strategic, management, and planning functions of the
department regarding the patrol function, and how do patrol operations respond to the
mission of the organization? How are crime, traffic, disorder, and quality of life problems
handled? We examined evidence of the department taking a problem-solving and proactive

approach towards policing.



Investigations
The project team evaluated each investigative function in the department, including both

reactive and proactive investigations, addressing the following questions:

e \Workload: What is the investigations workload? How many cases do
investigators handle? Is the specialization appropriate?

e Staffing: Are there sufficient investigators available to handle the workload?

e (Case Management: Is an effective case management system in place?

e Effectiveness: How much time does it take to investigate cases? Are victims
kept informed? Are cases cleared in an efficient manner? Are offenders held
accountable? How much is spent on overtime?

e Intelligence: How is intelligence gathered and disseminated (inside and
outside the department)? Does the investigation function make appropriate use
of intelligence?

e Civilianization opportunities: What are the potential areas for civilianization
(e.g., re-deploying uniformed personnel back into the field)?

e Technological opportunities: Is technology being leveraged to improve
investigations and operational efficiency?

e Crime scene: Are past crimes being processed efficiently, and are appropriate
follow-up investigations being conducted?

e Proactive Investigations: The above questions were applied to each
specialized function in the department, as appropriate (narcotics, violent

offenders, fugitives, fraud/cybercrime, etc.).



After the project team evaluated each investigative function in the department, we assessed
the department’s performance in these areas, how these investigative operations align with
the overall mission of the department, compared operations to best practices in law
enforcement, identified improvement opportunities, and identified appropriate staffing

levels.

Administration and Support

We utilized the same approach to evaluate administrative and support units in the
department. The project team analyzed administration and support activities in the
following areas: professional standards (Internal Affairs, disciplinary system, sick/comp
time management, promotional system); hiring and recruitment; training (entry-level, in-
service, and executive development), records management, department facilities, vehicle
fleet, equipment, information technology (IT), property/evidence management, overtime,
communications, and dispatch. We also evaluated the critical, frequent, and high liability
policies of the department. In each of these categories, we evaluated the following sub-

areas:

e Workload

e Staffing

e Civilianization possibilities
e Cost saving opportunities
e Qut-sourcing opportunities

e Best practice comparisons and opportunities for improvement



This approach has produced numerous actionable recommendations that are consistent
with the best practices in policing in the U.S. and will position the department for sustained
growth as the needs of the town evolve. The following is a summary of the staffing

positions we believe are needed in the department.

STAFFING RECOMMENDATIONS:
e Re-assign one lieutenant from the patrol division to the support services division.
e Add two sergeants to the patrol division.
e Backfill vacant police officer positions in the patrol division.
e Add civilian personnel to the Support Services Division to assist the lieutenant in
developing critical organizational functions.
e Add a new police officer position to the Support Services Division to develop

community engagement, training, and other support functions.

The following pages contain a compilation of all the findings and recommendations from the
main body of this report. The “Blue Sheet” provides our findings, and the “Gray Sheet” provides
all recommendations. Taken together, these two sources encapsulate the entirety of our work and

are easy to read and access for a full understanding of our assessment of the department.

Summary Findings — The BLUE Sheet



Patrol Operations

Patrol Operations in the RPD are sound, and there are several key opportunities for improvement.
The department allocates more officers to patrol operations than expected. This indicates that there
is a lack of specialization in non-patrol areas. The RPD patrol shift schedule is excellent and
provides an appropriate supply of officers to meet service demands in a timely manner. The
workload demands reflected by the Saturation Index indicate there are sufficient resources on
patrol to meet those demands; however, this requires that staffing levels be maintained at the
specified levels and vacancies be filled in a timely fashion.

The RPD policy of requiring patrol operations to be supervised by a ranking officer is sound.
However, this puts pressure to redeploy lieutenants to backfill when sergeants are absent,
diminishing the lieutenant’s role as watch commander. We see this as an opportunity for
restructuring. Certus recommends transferring one lieutenant from the patrol division to the
Support Services Division. The patrol lieutenant should become the patrol commander and be
responsible for strategic and tactical patrol operations and management. To ensure appropriate
supervisory coverage, Certus further recommends adding two sergeants to the patrol division
working a modified shift schedule of rotating days off/on from 12:00 pm to 12:00 am.

The newly assigned patrol commander would be responsible for developing strategic plans to
address crime, disorder, traffic, and community engagement.

Officers on patrol are assigned “take home” vehicles and are equipped appropriately.
Consideration should be given to equipping each marked patrol vehicle with an Automated
External Defibrillator (AED), and the department should explore the acquisition and deployment
of an automatic License Plate Reader (LPR).

Investigations

RPD General Orders were adapted from a local police agency. This explains most of the variance
in terminology and practice between the RPD and its GO. The observation here is NOT that the
actual RPD practice with respect to investigations is deficient, but that in several areas, the RPD
practice varies from its GO. These variances between the GO and RPD practices will be an
impediment when seeking state or national accreditation.

Overall, the investigative function of the RPD meets or exceeds industry standards for criminal
investigations. However, there are opportunities for improvement in the areas of case
management and training for newly assigned criminal investigators and in-service training of
investigative personnel.

School Resource Officers

Overall, the RPD meets or exceeds industry standards for school resource officers (SROs). The
consultant did not find operational guidance for school resource officers. Similar to guidance
provided to patrol officers, the GO should include guidance for school resource officers. Also,
there are opportunities for improvement in the areas of inter-agency communication and training.
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Reserve Officers

The reserve officer program as currently operating does not appear to serve the needs of the
department. The chief and captain alluded to this during the consultants’ meeting with the RPD
command staff. The chief is currently considering several options, from redesign to elimination of
the program.

The RPD invests heavily in the training of reserve officers. In fact, their training must be equivalent
to that of full-time police officers. If the chief decides to retain the reserve officer program, it is
recommended that he re-imagine the program. While the reserve officer program primarily
supplements the patrol operations, the reserve officer program guidelines also permit reserve
officers to serve in special assignments to support department operations. The RPD should
leverage the existing reserve officer program and include it as part of its recruitment strategy. Also,
the RPD should seek reserve officers with the skill sets required to meet the RPD’s emerging
needs. Recently retired law enforcement officers offer a rich candidate pool of well-trained and
experienced individuals from which to recruit for specialized duties, including recruitment,
community engagement, crime analysis, criminal intelligence, etc.

Professional Standards

The RPD does not have a Professional Standards/Internal Affairs Unit. Instead, Professional
Standards/Internal Affairs is a function. The RPD has limited complaints and does not currently
warrant a Professional Standards/Internal Affairs Unit. The performance of this function has been
at an acceptable level, but the recommendations below will enhance the function’s performance.

Career Ladder

The RPD has a robust Career Ladder Program that addresses the needs of a small agency to provide
sworn officers opportunities for non-competitive advancement and promotional advancement.

Evidence and Property Management

RPD General Orders were adapted from a local police agency. This explains most of the variance
in terminology and practice between the RPD and its GO. As above, the observation here is NOT
that the actual RPD practice in Property and Evidence Management is deficient, but that in several
areas, the RPD practice varies from its GO. These variances between the GO and RPD practices
will be an impediment when seeking state or national accreditation. The solution, although simple,
is time consuming: informed by industry best practices, the RPD should review each section of the
GO and reconcile the variance between it and RPD practices. Reconciliation can include amending
the GO to reflect the current practice, amending the RPD practice to conform to the GO, or a
combination of the two.

Overall, the RPD evidence and property management systems meet or exceed industry best
practices. There are, however, opportunities for improvement in several areas. On a positive note,
the RPD was already aware of the challenges in this area and has been proactively taking steps
toward improvement.

Information Technology
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The department has adequate technology and equipment to effectively perform the records
function. Additional non-sworn staff should be provided to this unit to increase capacity and
efficiency.

Records Management

The department avails itself of developing technologies. The RMS and CAD systems have good
functionality and are adequate for their intended purposes. Video camera and data management
systems are sufficient. It is likely that the department’s IT needs will increase over the next several
years.

Fleet Management

The RPD has a robust fleet management process. Data on the status of the vehicles is collected
and utilized to support a vehicle replacement master plan which projects five years forward.

Employee Staffing

The department has historically been successful at attracting and retaining qualified employees.
However, due to the anticipated rapid growth of the town and dramatic changes in the current
police hiring environment, additional coordinated efforts are required. Specific staffing
recommendations for particular units are provided throughout this report.

Training

Department employees receive an adequate quantity and quality of training. The department does
not presently have a training coordinator, that is, a designated supervisor who is charged with
developing and implementing a department-wide training plan, developing, and reviewing
curriculum and lesson plans, and delivering and overseeing ‘in-house’ training. Failure to schedule
and conduct inter-agency ‘active shooter’ trainings is noted as a deficiency.

Community Engagement

The RPD had a part-time community engagement officer (CEO) who also served as a school
resource officer. In January 2022, this officer was transferred back to patrol due to staffing needs.
This officer has all the needed certifications to serve as a full-time community engagement officer.
Not creating a full-time community engagement officer position would be a missed opportunity.
Currently, the department has limited community engagement.

Facilities

The Rolesville Police Department is outgrowing the current facility. External and internal security
needs several enhancements. Planning for a future facility would be beneficial.

Strategic Planning

The department is currently engaged in developing/implementing a multiyear strategic plan.
Command staff personnel must delegate many clerical and administrative tasks. Monthly
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supervisors meetings must be enhanced to increase internal communication, to ensure
accountability, to train and evaluate supervisors, and to actively use timely and accurate
performance data to inform decision making.

Summary Recommendations — The GRAY Sheet

Patrol
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Explore opportunities for specialization in non-patrol functions.
Backfill vacant positions in the patrol division.
Better leverage command level personnel in the patrol division to achieve strategic priorities.

Adjust the mix of supervisory personnel on patrol to accommodate six supervisors, to ensure
continuous around-the-clock coverage.

Eliminate one lieutenant position from patrol and transfer that lieutenant to the Support Services
Division.

Designate the patrol lieutenant as the patrol division commander and develop patrol-based
strategies targeting crime, disorder, traffic, community engagement, and officer wellness.

Add two additional sergeants to a 12:00 pm to 12:00 am shift and the current days-off rotation.
These sergeants will directly supervise the officers assigned to the modified squad as well as be
available to backfill patrol when other sergeants are absent.

Take advantage of the opportunity for improvement with regards to the RPD patrol community
engagement strategy.

Have the patrol division commander work with the community engagement officer to develop a
community engagement strategy for officers on patrol.

Require officers to implement the community engagement strategy each day on patrol.

Investigations

The detective sergeant and investigator should meet regularly (e.g., monthly) with the support
services division lieutenant (if the recommendation to reassign one patrol division lieutenant to
the Support Services Division is adopted) or captain to discuss progress on open investigations
and the necessary steps to complete the investigation.

The Support Services Division lieutenant or captain should review all criminal investigations
before they are closed.

The chief should require a monthly report detailing performance measures developed specifically
for criminal investigators.

It appears there is an effort to equally distribute cases requiring a follow-up investigation between
the two department investigators. The RPD should re-evaluate this practice. The detective sergeant
has additional administrative/supervisory responsibilities (e.g., assignment of cases, supervision
of case investigator/process, reviewing case closing reports, preparing reports, etc.) with respect
to criminal investigations and responsibilities outside of criminal investigations (e.g., supervising
two school resource officers, conducting background investigations for new hires, quartermaster
duties, fleet responsibilities, etc.). A distribution that takes into accounts the different
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responsibilities of each position for cases requiring follow-up investigation would be more
appropriate.

The information/intelligence gathering function and the crime analysis function should be merged
and vested in one individual within the investigations function of the support services division.
Given the relatively low volume of reported criminal activity within the town of Rolesville, a
fulltime position of crime analysis/intelligence officer is not required or recommended at this time.

The RPD should explore the feasibility of having recently assigned investigators attend an entry-
level criminal investigations course provided by one of the larger police agencies in the state.
Large, accredited departments routinely permit officers from other law enforcement agencies to
attend their training (space permitting) for free or for a modest fee.

The detective sergeant should create a formal, multiyear in-service training plan for himself and
his investigator to maintain their proficiency and acquire the additional skills necessary to meet
the evolving needs of criminal investigations. The plan should be aligned with the larger
department training plan.

School Resource Officer

The school resource officer should meet electronically (at least quarterly) with peer SROs from
area law enforcement agencies assigned to Rolesville High School feeder schools.

The RPD should consider having one of the two SROs complete the North Carolina Justice
Academy’s SRO certification program. However, the certification program is a large investment
for the department and must be carefully evaluated, particularly if the SRO position is a career-
path position with frequent turnover leading to more desirable assignments.

The department should create an in-service training plan beyond the courses required to maintain
police officer certification, to ensure officers continue to acquire the skills and professional
development necessary for their SRO duties.

It is recommended that the RPD plan and host a multi-agency active shooter drill that includes all
agencies likely to respond to the Rolesville High School in the event of an actual active shooter at
the school.

Prior to the full-scale exercise, the RPD should conduct a table-top exercise (or a series of table-
top exercises if necessary) with all stakeholders and incorporate learning from the table-top
exercise(s) into the planning for the full-scale drill.

Reserve Officers

The RPD should evaluate whether it is receiving a sufficient return on its investment in the training,
equipment, supervision, etc. from the current reserve officers.

The RPD should re-imagine the reserve officer program, leveraging it more fully and focusing the
efforts of these reserve officers to meet the evolving needs of the RPD.
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The RPD should view reserve officers as viable candidates for full-time positions. Moreover,
reserve officers should be considered for duties other than supplementing patrol operations.

There are several functional areas the RPD should build-out and support but that do not require a
fulltime position (e.g., recruitment, training, planning, etc.). Leveraging qualified reserve officers
to assist with some of these functions should be considered.

The patrol division commander should work with the community engagement officer to develop a
community engagement strategy for officers on patrol.

Professional Standards

The department needs to send internal affairs investigators to a training seminar, such as the FBI—
Law Enforcement Executive Development Association (FBI-LEEDA) Managing and Conducting
Internal Affairs Investigation certification course, which focuses on individual skill development,
procedures, and contemporary best-practices for conducting and managing not just internal
investigations but all phases of administrative procedure by law enforcement and other
governmental disciplines.

Career Ladder

When staffing permits, it would be beneficial for an officer to shadow or be assigned temporarily
to a specialized position or unit for additional career development.

The department should work with the town’s Human Resource Department to create valid
personnel evaluations based on a job task analysis of each position.

Evidence and Property Management

GO 300.17 should be amended to reflect the current practice with respect to the staffing and
operation of the property room.

The RPD must view the installation of a piston-driver to the property room entry door and the
installation of four CCTV cameras as department priorities. The video recorded from these
additional cameras (as well as the existing camera recording the entry door) should be stored a
minimum of 45 days (unless a longer period is required) before it is written over or deleted. The
Chief must decide which members of the department have a need for “view only” access to the
three interior property room cameras once they are installed.

The tamper-evident envelope containing the hard key that is secured in the office of the chief of
police must be inspected periodically (monthly or quarterly) and the results of said inspection must
be documented.

Once a bank account is established for currency coming into the custody of the RPD, it is
recommended that a provision in the General Orders be created to detail the process for depositing
said currency.
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An annual in-service training plan should be developed for the evidence specialist and his backup.
At a minimum, this training must include instruction on legal updates and biohazards associated
with this function. The remaining blocks of instruction should be selected based on the emerging
needs of the property function.

The RPD should assess the value to the organization of having the evidence specialist certified in
property and evidence.

The RPD should confer with the Wake County Sheriff’s Office to discuss updating/enhancing the
capabilities of its RMS evidence and property module. Again, it is recommended that the GO be
amended to reflect current practices in this area particularly as it relates to the destruction schedule
of property taken for destruction.

The GO and the actual practice with respect to inspections must be reconciled. Moreover, written
guidance detailing how the inspection shall be accomplished and what is to be inspected should be
included in the GO or other department directive. While a notation of the inspection in the
Evidence Room Access Record is appropriate, a written report of the findings of said inspection
should be forwarded through channels to the chief and a copy of said inspection should be
maintained by the evidence specialist.

Random or scheduled inspections of the property room should be delegated to a member of the
command staff (e.g., Support Services Division lieutenant, captain, etc.).

Records Management

The duties of the administrative specialist have been greatly expanded due to the extremely low
level of civilian staffing in the department. Certus believes that additional administrative support
IS now required to relieve the administrative specialist of some of her duties, so that she can more
effectively address her core responsibilities. To this end we recommend: 1) adding a full-time non-
sworn administrative assistant; and 2) creating a volunteer program to provide part-time customer
service support during normal business hours at the front window of the headquarters building.
The department’s newly created citizens police academy could be used as a means of advertising
and recruiting qualified individuals for this program.

The newly hired full- or part-time administrative assistant should be charged with performing
administrative and clerical tasks such as invoicing and purchasing (thus relieving the captain and
the chief of these ministerial tasks). This individual would be assigned many of the clerical and
administrative tasks currently being performed by the administrative specialist (such as grant
administration and responding to public information requests) and could perhaps also be trained
to oversee the department’s fleet management program. Certus again notes that it is important for
the RPD to build administrative capacity now, in light of the exponential growth projections for
the Roseville community. It is highly likely that a 20% increase in town population will translate
(roughly) into an approximately 20% increase in public information requests. Now is the time to
prepare for this anticipated increase in workload.

The total number of “hot-file” validations performed should be tracked.
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The administrative specialist should be utilized to deliver a block of training (on IBR coding, RMS
queries, proper report writing, etc.) to OIT’s during field training.

Complete all court-ordered file expungements as quickly as possible.

Information Technology

The department should establish an internal technology taskforce. This body should comprise
supervisors, line officers, an IT professional contracted with or assigned to the department, and
the administrative specialist. The task force should meet bi-annually in order to: 1) identify the
department’s current technology needs; 2) field test, evaluate, and select new equipment, software
and technologies; 3) identify any deficiencies in the department’s current communications (CAD),
records management (RMS), or other data systems; 3) periodically revise and update the
department’s website; 4) identify technology training needs and recommend and develop
additional training; and 5) make specific recommendations for improvement, where necessary.

The technology task force should develop a formal replacement plan for all of the department's IT
equipment and software.

The technology task force should track the number of formal and informal work orders and
requests for assistance that are made by department personnel in connection with the department’s
various data systems, radios, software, cameras, etc. Service contracts should be adjusted, or other
plans should be made, as necessary to meet the actual and anticipated needs of the department
going forward.

Facility

The department should work with city leaders to plan for a new police facility in the future. The
facility should be designed for growth in the department and have appropriate and secure parking
areas.

Until the department has a new facility that can be designed with state-of-the-art security, the
exterior of the building needs security improvements, including installation of cameras in the rear
of the building.

The interior of the building also needs security improvements. Bullet proof glass in the lobby
separating the public from the administrative assistant would be desirable but expensive. The new
facility should have bullet proof glass in the lobby. The officer’s work area room needs security
enhancements for officer safety. The work desk is currently positioned so that the officer’s back is
to the prisoner. The prisoner is handcuffed but sits on a bench. The work desk area needs to be
repositioned and the room needs cameras installed and panic buttons. Policy should require that
when only one officer and a prisoner are in the work area, any sworn officers in the building should
monitor the room either in person or by camera. The computer server would benefit by being
moved to a location with greater ventilation.

Employee Staffing
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One uniformed member of the department should be designated as “recruitment/retention officer.”

The RPD must work with the town to ensure that starting pay and benefits for police officers is
consistent with salaries and benefits offered by neighboring departments (e.g., Wake Forest).

The RPD must work with the town to ensure that the hiring and screening process is expedited to
ensure rapid hiring turnaround. It is imperative that communication with applicants be maintained
throughout the process.

Every effort must be made to develop and offer viable retention incentives that do not result in
salary compression (e.g., senior sergeants should not be earning more than junior lieutenants).
Additional paid time off (PTO) should be considered.

As an additional aid to retention, we suggest that additional hours worked as overtime should be
compensated as either compensatory time off or pay. (The current policy of merely offering ‘comp
time’ should be abandoned.) In such a highly competitive marketplace, mid-career and senior
officers must be provided the option of earning salaries comparable to those being offered to their
peers by other agencies in the region.

The RPD should record and consistently monitor its applicant yield rate (i.e., the percentage of
individuals who submit a completed application who are ultimately hired) and perform
comparisons from year to year. This information, combined with accurate data concerning the
number of police applicants each year, can provide meaningful insight into the department’s
relative degree of success in attracting and securing qualified police officers.

It is recommended that the position of police officer remain an “open” posting for the foreseeable
future. If this is not possible, every effort must be made to post open positions and commence
hiring as quickly as possible. Failure to commence the hiring process until a vacancy has already
occurred results in unnecessary staffing shortages and backfilling of positions.

As part of its overall recruitment plan, the RPD should develop and/or strengthen relationships
with colleges and universities that offer degrees in criminal justice and public administration. We
recommend that the department reach out to full-time faculty in criminal justice programs
throughout the region, particularly full-time professors with prior law-enforcement experience. In
addition to simply attending job fairs on campus and handing out pamphlets, uniformed members
of the department should request the opportunity to meet with and present to criminal justice club
members. To build on this work, the RPD should develop a robust college intern program. Such
efforts were not necessary several years ago but, considering the current reality, every effort should
be made to make meaningful connections and to distinguish the RPD in the minds of potential
applicants.

The town should continue to explore the feasibility of instituting officer wellness incentives.
Financial incentives of this type have proven to be a valuable retention tool for other departments.

Training
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Certus believes that a uniformed supervisor should be developing, scheduling, coordinating, and
delivering training within the department. We therefore recommend that the department designate
the support services lieutenant to serve as training coordinator/supervisor. In addition to
coordinating ongoing in-service and field training, the newly designated training supervisor would
be primarily responsible for developing and coordinating the delivery of in-service lessons.

The RPD should develop a multiyear training plan. This training plan should identify specific
training goals and objectives for all units, and all sworn and nonsworn members of the department,
and should be incorporated into the department’s newly created overall multiyear strategic plan.
The newly appointed training supervisor would be chiefly responsible for developing, reviewing,
and revising the training plan as necessary. The training supervisor should actively solicit potential
training topics from personnel of all ranks within the department.

The department should form a standing training committee to meet regularly to assess the training
needs of the department and set the agenda and training goals for the entire department. The
training committee should represent all operational units and should solicit ideas, identify
operational problems and training opportunities, formulate specific training plans, and evaluate
and periodically report on the success of training received by members of the department. The
newly designated training supervisor should serve as chair of the RPD’s training committee.

The training supervisor should work with neighboring agencies (police, fire, emergency medical)
and the regional SWAT team to immediately identify or develop and implement an appropriate
tactical active-shooter training exercise/program for all uniformed members of the service. An
emphasis upon inter-agency coordination and interoperability is essential. Appropriate locations
(e.g., a school or place of business) within Rolesville should be identified.

The RPD must develop and deliver on-going driver training for all sworn members of the
department.

The town and the RPD should develop an officer fitness training program, which would include
financial incentives for participants. Such programs have proven to be beneficial in terms of
enhancing officer wellness and serving as a retention incentive.

The town and department should consider offering financial incentives (e.g., base compensation
supplements) to officers for foreign language proficiency. This could improve the quantity and
quality of community outreach and engagement and serve as an additional retention incentive.

The training committee should utilize the resources promulgated by the International Association
of Directors of Law Enforcement Standards and Training (IADLEST). IADLEST membership
includes access to an information portal that provides lesson plans, webinars, innovative learning
strategies and activities, assessment tools and rubrics, etc.

In light of recent national events, de-escalation and judgmental use of force training for police
officers has become critically important for all communities. Immersive firearms simulator
training technology is rapidly evolving. We believe that all police departments must avail
themselves of the most current firearms training technologies and methods available. The current
firearms simulation equipment utilized by the department is adequate, but the department should
be continually open to utilizing new and emerging technologies. During our site visit we discussed
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such state-of-the-art systems that are now utilized by other departments in the state. We therefore
recommend that the department seek opportunities to provide fully immersive judgmental firearms
simulator training to its officers by: 1) obtaining and utilizing a state-of-the-art simulated firearms
training system of its own (and perhaps sharing the costs with one or more law enforcement
agencies in the region); or 2) seeking opportunities to utilize such equipment owned and operated
by other law enforcement agencies in the region.

The department should enhance its sergeants’ field training program to include specific learning
objectives and methods of assessment (such as daily observation reports [DORs]).

The department should create a field training program for detectives to include specific learning
objectives and methods of assessment.

The department should encourage and actively support members of the department to apply to the
FBI National Academy.

Community Engagement

The department should create a new, full-time community engagement officer (CEQ) position.
This position should not have ancillary duties that take the officer away from the mission of
community engagement. The CEO would engage in the following activities:

e Recruiting volunteers from the community to work with the department on planning and
implementing community events, programs, and activities.

e Establishing an alarm abatement program to assist in reducing calls for service.

e Establishing both residential and business neighborhood watch programs.

e Expanding the department’s social media footprint to enhance digital connection with the
community.

e Overseeing all community events and keep detailed statistics on community engagement
activities.

Revise General Order 100.22, Community Services, to reflect the responsibilities of a community
engagement officer.

All full-time members of the department should have their email addresses listed on the

department’s website (presently, only the email of the chief and the administrative specialist is
listed).

The RPD does not presently have sufficient staffing to offer a citizens police academy.
Nevertheless, the department should consider doing so in the future. In the interim, an abbreviated
citizen engagement program should be developed, which would include lectures and presentations
held at police headquarters, as well as a citizens’ ride-along program.

A citizen satisfaction survey specific to the functions and operations of the RPD should be
developed and administered at regular intervals. The results of the survey should be posted publicly
on the RPD website.
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The department should fund and support a Police Explorer Program. Such programs are an
excellent recruitment and community engagement tool. The RPD should coordinate and combine
its efforts with the programs offered by other departments in the region. Specific performance
goals for this program should be established and the department should regularly monitor progress
towards those goals.

The department should designate, train and support one uniformed member to serve as public
information officer (P10). The chief should continue to make official statements, media and public
appearances as necessary. Going forward, the P10 should work with town officials and the town’s
newly hired communications specialist to develop a public information strategy for the department,
with an emphasis upon advertising and recruitment.

Strategic Planning/Management

Certus believes that the department is well-positioned to continue the process of developing,
publishing, and implementing a multiyear strategic plan. We believe, however, that it is critically
important to fully engage and collaborate with internal and external stakeholders as part of this
process. It is imperative that the department: 1) obtain stakeholder buy-in; and then 2) develop
reasonable and attainable performance goals as well as mechanisms for tracking the relative degree
of progress in achieving these goals from year to year. The development of a functional strategic
plan should be a thoughtful and inclusive process.

The written strategic planning document that is developed must include specific goals and
objectives for the department, as well as all operational units. Once it is developed and properly
vetted, this plan should be broadly communicated within the department and throughout the
community.

It is important to note most American police departments the size of the RPD do not currently have
a multiyear strategic plan as described above. Nevertheless, American policing has changed
dramatically in recent years. All departments are now held to higher standards of transparency and
accountability (see, for example, the Final Report of the President’s Task Force on 21st Century
Policing). As such, we believe that strategic plans are now a necessity. Certus recommends that
the department begin the process of formulating its new plan now, considering the significant
development and population growth anticipated over the next several years. Certus is available to
assist with this process, as necessary.

The department should publish comprehensive annual reports. Annual reports should not simply
report aggregate data for work performed during the previous year but should make explicit
reference to the department’s overall multiyear strategic plan. Specifically, annual reports should
contain stated goals and objectives that have been identified for the period in question and should
demonstrate the relative degree of progress/success the department has had in achieving each of
these goals.

The captain should accompany the chief to town council meetings and should assist in presenting
and explaining organizational performance data. The RPD does not have an explicit succession
plan in place. Certus recommends that all command level supervisors be gradually introduced to
additional leadership responsibilities and evaluated on their ability to perform them. This aligns
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with Recommendation 2 of the Novak Group’s 2020 Town-Wide Organizational Assessment
(“Creat[e] an innovative culture that values professional development” [p. 13]).

Supervisors meetings should be scheduled and held every month, they should be more structured
and substantive. A written agenda should be distributed in advance of all supervisors meetings and
all supervisors (sworn and non-sworn) should be encouraged to suggest agenda items as necessary.

Minutes should be recorded to ensure accountability, transparency and adequate follow up on
action items. These meetings should frequently reference the multiyear department strategic plan
(when finalized), as well as individual unit goals, as a means of checking overall progress toward
these stated goals.

A review of patrol operations, detective investigations and case updates, narcotics enforcement,
traffic analysis and enforcement operations, and training updates should always be included on the
agenda and be presented in the same order at every monthly supervisors meeting. Below is a
sample.:

Proposed agenda for monthly supervisors meetings:

1. Criminal incidents, crime reports (review and analysis)

2. Investigations (case updates, narcotics investigations, etc.)

3. School safety (SRO activities, events)

4. Traffic (analysis of vehicle accidents, enforcement activities, citations)

5. Administrative:

a) scheduling (overtime expenditures; sick leave; modified assignment, etc.)
b) training (basic, field, in-service)

C) recruitment/hiring

d) community engagement (outreach efforts, HOA meetings/events, community event
planning and debriefs)

e) special/community event planning
6. New Business

The department should continue to hold executive staff meetings. However, a significant portion
of the items addressed at these meetings can likely be more properly and effectively addressed at
enhanced supervisors meetings (for sergeants and above). For example, a meeting might address
an increase in overtime that was experienced as a result of directed patrols, or budgetary issues
relating to the purchase of equipment. These meetings are an effective means of communicating
and vetting administrative issues and provide meaningful feedback concerning the department’s
relative degree of success in achieving goals that are stated in its multiyear strategic plan.

23



It is critical to have a central source of key performance data. It is recommended that the
department review the performance information that is currently being compiled and referred to
during its various internal meetings and attempt to combine the information into a [single] usable
performance measurement system or template (i.e., a data dashboard). If all such data (or accurate
and timely recapitulations) are readily accessible from one central database or data dashboard
(such as an enhanced FYI Report), the information is more likely to be regularly
consulted/retrieved by managers and used to actively manage daily operations. Multiple sources
and locations of information hinder the department’s ability to engage in proactive management.

The department should task one staff member of the department to obtain timely and accurate data
to be used in this manner and incorporate it into the “monthly activity report” (an enhanced FYI
Report). It is likely that the newly appointed full-time administrative assistant can be charged with
this provided he/she is adept at querying the department’s various databases to obtain timely and
accurate performance data.

The specific performance measures to be tracked and reported at the enhanced supervisors
meetings and/or included in the data dashboard are entirely at the discretion of the RPD. All police
agencies have unique missions, challenges, and demands. Outside performance benchmarks or
measures should not be imposed upon the department, but rather they should be derived from
within. The RPD must determine what is “baseline normal” in terms of the monthly number of
vehicle crashes, citations, use of force reports, etc., then actively track performance going forward.
“Key” performance indicators should be identified with an understanding that they can always be
expanded or modified later, and should form the basis of discussions at staff meetings.

It is imperative that baseline levels be established for all performance categories. This entails
measuring a category over a period of months, calculating percentage increases and decreases,
computing year-to-date totals, and averaging monthly totals to determine seasonal variation and to
obtain overall performance levels for the agency and its various units.

Any substantive changes to the current performance management framework or meeting schedule
must be communicated to, understood by, and acted upon by all members of the department.

It is recommended that the department continue to utilize a standard template to convey pertinent
performance information to the town manager. This would include crime and traffic enforcement
data, as well as budgetary and administrative information, such as sick time, comp time, and
overtime expenditures, and any other measures that the chief and town manager agree to include.

The chief must continue to meet with the town manager monthly to discuss the ongoing
management of the department. More frequent meetings should be scheduled, as necessary.

The department’s newly appointed administrative assistant should be charged with searching its
data systems to regularly produce internal performance data to be used at these monthly meetings
between the chief and the town manager. Aggregate data should be broken down and fully
analyzed whenever possible. For example, the department should continually report who is
accumulating overtime, when, and why.

Both the town and the department currently have virtually all this information in their possession.
However, mere access is not sufficient. This information must be shared, analyzed, and used as
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the basis of substantive discussions between the chief and the town manager about organizational
performance and effectiveness.

Additional recommendations re: the format of supervisors meetings:

There must be a collaborative dialogue during supervisors meetings, rather than formal
presentations. In other words, there must be an active give-and-take in which supervisors and field
personnel are challenged to explain why crime or vehicle accidents are occurring and to set out
their plans for crime/accident reduction. A critical aspect of these meetings is to identify lessons
learned. There is a critical distinction between holding patrol and detective supervisors personally
accountable for these events (which they, obviously, have no responsibility for), and holding them
accountable for using best efforts to address and respond to these incidents to reduce future
occurrences. Supervisors meetings should be used to reflect upon the following questions: What
is happening (in the community)? How do we know this? What should be done? Are our efforts
having any effect? How can we tell?

The discussions and issues addressed at these meetings must relate directly to the department’s
strategic plan and stated goals; for example, the department might identify goals such as “a town-
wide reduction in the number of domestic violence incidents,” or “a twenty (20) percent reduction
in motor vehicle accidents with personal injuries.” Supervisors should continually be challenged
to define what success looks like, and then to use timely and accurate data to gauge performance.

The training supervisor must actively participate at all supervisors meetings and must be intimately
involved in reviewing current police practices and policies, use of force reports, etc., to identify
needed training, assist in the selection of equipment and technology, and to actively participate in
the department’s overall safety, enforcement, and risk management functions. Supervisors
meetings should not be used primarily as a recapitulation of past events, but to generate new
knowledge and specific action plans. Supervisors meetings have great potential for encouraging
brainstorming and innovative problem solving.

The department should designate a supervisor to perform an annual evaluation of all risk
management data, including information on police vehicle pursuits, uses of force, department-
involved traffic accidents, and other incidents that have the potential to incur liability for the town
of Rolesville, the RPD, and its employees. This review should specifically focus on identifying
possible training and policy needs or improvements and be reviewed by the command staff.

Department Context

The RPD is a full-service police department that provide a wide range of services to the

community. These services are provided by 20 sworn officers and 4 civilian employees and involve
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responding to calls for service from 911, investigating crime complaints, providing security and
support to the local schools, and engaging with the broader community. To properly understand
and evaluate the breadth and scope of these services, it is useful to compare the police department
with other police departments offering similar services to other communities in the vicinity of
Rolesville and others that have similar demographics and populations sizes. Communities
obviously differ from one another in population, demographics, etc. They also have different crime
experiences and different social and economic cultures that influence the type of policing.
Examining Rolesville with these variables in mind and comparing it to similar departments is
necessary for understanding the current and potential future needs of the department.

The table below lists 40 towns and cities in North Carolina that have similar populations
to Rolesville. For the purpose of this illustration, we only selected communities that were the same
or larger than Rolesville. Since Rolesville is growing in population and has a projected growth of
10,000 residents in the next 15 years, we thought it would be informative to examine communities
that have that level of population for comparison.

The table reports the town/city name, along with the population, police budget, budget per
officer, total department size, total number of sworn officers, officers per capita, total number of
civilian employees, and the violent and property crime rates from 2021. According to this table
Rolesville has a very low crime rate at 51 violent crimes (per 100,000 residents) and a property
crime rate of 558. These rates are substantially lower than the violent crime rate average of 519
and the property crime rate average of 3665 of the other 40 communities. Similarly, Rolesville has
few officers per capita, but spends approximately $40,000 more per officer.

Table 1 — RPD Demographic Comparisons - NC

Budget Total Officer Violent  Property
Pop. Per Dept Total per Total Crime Crime
City (2021) PD Budget Officer Size  officers Capita Civilians Rate Rate
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Washington 9451 $4,361,479 $117,878 37 28 391 9 751 3777
Rolesville 9679 $3,380,450 $153,657 22 21 227 1 41 558
Dunn 9721 $4,420,100 $94,045 47 42 483 5 576 5288
Morehead City 9774 $5,272,380 $119,827 44 41 450 3 286
Mount Airy 10152 $5,099,250 $115,892 44 36 433 8
Winterville 10225 $2,497,980 $118,951 21 20 205 1 88 841
Tarboro 10484 $3,660,532 $110,925 33 27 315 6
Waynesville 10632 $5,629,042  $130,908 43 32 404 11 583 6443
Kings Mountain 11162 $4,966,945 $121,145 41 33 367 8 134 3073
Archdale 11572 $3,837,369 $116,284 33 28 285 5
Lincolnton 11641 $3,820,170 $112,358 34 31 292 3
Spring Lake 12028 $2,404,530 $96,181 25 23 208 2
Elon 12521 $2,429,314  $115,682 21 20 168 1 64 655
Belmont 12891 $4,862,268 $105,701 46 40 357 6
Newton 13253 $4,330,100 $117,030 37 28 279 9 347 3456
Davidson 13457 $3,319,591  $122,948 27 25 201 2 59 899
Smithfield 13581 $4,391,405 $104,557 42 38 309 4 523 3394
Reidsville 13948 $5,630,350 $102,370 55 47 394 8 753 6381
Roanoke Rapids 14046 $3,903,503 $102,724 38 34 271 4 911 5026
Hendersonville 14351 $6,727,812  $122,324 55 43 383 12 425 4738
Eden 14786 $5,693,800 $116,200 49 45 331 4 595 3469
Laurinburg 14798 $4,475,493  $114,756 39 37 264 2 1081 5149
Henderson 15067 $5,509,065 $112,430 49 41 325 8 1606 5495
Southern Pines 15358 $6,345,776  $132,204 48 39 313 9 300 2383
Hope Mills 15914 $4,438,800 $108,263 41 33 258 8 697 4857
Graham 15919 $5,661,200 $134,790 42 38 264 4
Albemarle 16391 $5,544,282  $108,711 51 38 311 13 891 5381
Mount Holly 16720 $4,262,966 $103,975 41 33 245 8
Stallings 16746 $3,126,550 $135,937 23 21 137 2 119 1188
Pinehurst 17253 $4,858,351 $173,513 28 23 162 5 64 655
Mebane 17365 $5,590,831 $147,127 38 34 219 4 259 3979
Lenoir 17881 $6,475,044 $93,841 69 52 386 17 436 4468
Elizabeth City 17948 $7,912,116  $118,091 67 60 373 7 496 4246
Waxhaw 19089 $4,002,000 $125,063 32 30 168 2 131 817
Lexington 19162 $8,201,341  $124,263 66 53 344 13 631 4238
Havelock 19450 $3,355,670 $93,213 36 26 185 10 267 2756
Kinston 19672 $8,120,791 $119,423 68 61 346 7
Shelby 20128 $8,602,300 $102,408 84 72 417 12
Boone 20321 $4,851,098 $127,660 38 30 187 8 128 1284
Carrboro 21413 $4,498,675 $132,314 34 31 159 3
Kernersville 25074 $10,478,567 $124,745 84 65 335 19 259 4551
Asheboro 26082 $11,225,503 $123,357 91 78 349 13
AVERAGE 12140 $4,374,910 $114,990 38 33 319 5 519 3665
Table 2 — RPD Demographic Comparisons — Wake County
Budget Total Officer Violent Property
Pop. Per Dept Total per Total Crime Crime
City (2021) PD Budget Officer Size  officers Capita Civilians Rate Rate
Zebulon 6764 $3,045,442 $138,429 22 21 325 1 355 3459
Rolesville 9679 $3,380,450 $153,657 22 21 227 1 41 558
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Wendell 9841 $2,920,576  $139,075 21 19 213 2 61 782

Knightdale 18970 $5,136,779  $146,765 35 32 185 3 221 1719
Morrisville 32018 $13,690,300  $333,910 41 39 128 2 37 1184
Garner 32889 $10,050,206  $122,563 82 70 249 12 240 3272
Fuquay-Varina 34018 $8,603,466  $148,336 58 51 170 7 76 867
Holly Springs 41798 $10,150,055  $118,024 86 68 206 18 60 612
Wake Forest 49457 $14,899,600 $150,501 99 83 200 16 49 795
Apex 67878 $16,769,300 $151,075 111 93 164 18 78 776
Cary 177735 $30,751,385  $142,368 216 171 122 45 64 878
Raleigh 481823 $124,458,821  $167,283 744 648 154 96 254 1768

The table above illustrates the same variables for departments in Wake County. The RPD
does not compare with the Raleigh PD, for example, but the other departments in Wake County
would likely be experiencing similar social and economic conditions as well as recruiting officers
from the same prospective employee pool. Here again, the RPD compares favorably along the
selected variable. Notably, the RPD looks at Knightdale as not only a favorable comparable, but
also as the kind of department in scope and breadth that the RPD will evolve into as the population
of Rolesville grows. We can see that Knightdale has a higher crime rate than Rolesville, but lower
officers per capita and a lower budget per officer. Undoubtedly, economies of scale are responsible
for these relative differences, as smaller departments need to provide a baseline of services, which
then require a minimum number of personnel. Assuming the growth of Rolesville evolves as
predicted, the department will also grow and have approximately the same number of sworn and
civilian personnel as Knightdale.

The next table is illustrative of the same variables according to size groups. Again,
assuming Rolesville’s population grows as expected, the anticipated number of sworn personnel

could be approaching approach 40 or more.
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Table 3 — RPD Demographic Comparisons — Size Grouping

Violent Property

. Pop. Budget Per Total Total Officer Total . .
Size (2021) AR Officer Dept Size officers per Capita  Civilians Crime Crime
Rate Rate
11L';§S”d 10015 $4,290,152  $120,260 36 31 364 6 388 3381
11k to 15k 13145 $4,342,332 $112,161 39 34 294 5 489 3624
15k to 20k 17329 $5,560,319 $122,056 47 39 269 8 492 3372
20k to 25k 22604 $7,931,229 $122,097 66 55 289 11 194 2917
NC State 12095 $4,370,216 $115,088 38 33 320 5 511 3647

The following discussion takes the department context and examines current, proposed,
and future staffing needs. Figures 1 and 2 below were delivered to the RPD to illustrate the current
and immediate future staffing needs of the department. The discussion here provides a brief
summary of our staffing recommendations. The main body of the report goes into greater detail
and provides empirical support and explanation of each position and suggested organizational

structure changes.

The current state of the organization shows an imbalance in command staff with an over-
representation of lieutenants on patrol. The current patrol lieutenants act primarily as patrol
staffing backfill to cover vacancies. In addition, the other division in the organization was
understaffed and requires command leadership and civilian support staff to address critical
organization functions. Similarly, these critical functions are performed by the RPD executive

staff, distracting them from strategic, managerial, and leadership functions.

Figure 1 — Current RPD Organizational Chart
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To address these issues, Certus offers several recommendations that should be
implemented immediately. Figure 2 illustrates these recommendations. They include reassigning
one lieutenant from patrol to the Support Services Division. This lieutenant would be responsible
for developing several critical functional areas, such as training, community engagement,
planning, performance evaluations, etc. To assist the SSD lieutenant, we recommend that a sworn
officer and civilian manager be added to this division. In addition, we recommended adding two

sergeants to the patrol division, and backfilling the two vacant police officer positions on patrol.

Figure 2 — Proposed RPD Organizational Chart
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PROPOSED ROLESVILLE ORGANIZATION
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As the Rolesville community grows in population, police services and staffing will need to
grow with it. The proposed organizational chart that appears in Figure 2 will be appropriate to
support this growth for the foreseeable future and was designed with that growth in mind. In
general, police organizations expand as they increase in size and specialization. The number of
“divisions” in a department, therefore, will reflect this growth and specialization. There are no
specific benchmarks in the police management literature that dictate the appropriate number of
divisions; however, our experience indicates that departments with sworn personnel headcounts
under 50 can be managed with two major divisions: patrol and support. When departments increase
in personnel size to between 50 and 100 sworn officers, the organization is best served with three
divisions: patrol, administration, and investigations. These three divisions reflect the specialization
needed to provide police services for larger communities and for the department to manage a larger

and more diverse workforce.
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The RPD, in its current and proposed immediate future state, can be managed sufficiently
with two divisions, with a lieutenant in charge of each one. This organizational structure can be
maintained with a sworn personnel headcount of 50 or more, serving a population of at least
20,000. The divisions and core functions would remain the same, but as the community grows the
RPD would need to add personnel as well as resources to these core functions.

Figure 3 illustrates a proposed organizational structure for a service population of 15,000
residents, and Figure 4 illustrates what the RPD might look like with a service population of
approximately 20,000. The basic core functions are maintained, but more officers are added to
patrol and investigations to accommodate the increased workload. Patrol would consist of 1
lieutenant, 8 sergeants, and 18 police officers. Similarly, the investigations unit would increase to
4 detectives, and we would recommend the addition of a traffic team, community resource officers,
and a training officer. The total sworn headcount under this department would be approximately
42. Civilian staff would be necessary to support this operation as well and could include additional
records, administrative, property and evidence personnel. Although it is impossible to predict the
exact timing of these additions, we are confident that the organizational structure and staffing

model illustrated in Figure 3 would properly serve a community of 20,000 residents.

Figure 3 — RPD with a Population of 15K
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Rolesville Police Department Org Chart — 15K Population
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Figure 4 — RPD with Population at 20K

Future Rolesville Police Department Org Chart — 20K Population
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In order to communicate our findings clearly and succinctly, Certus has developed a
“scorecard” to assess police operations. This scorecard was applied to every functional area in the
department. The pages that follow list the functional areas of the department: patrol, investigations,
etc. and their relative performance on numerous important dimensions. There are 17 functional
performance areas with more than 120 sub-dimensions of performance that the Certus team
assessed. These assessments are provided in each section and are consolidated at the end of this

report as an appendix for easy inspection of the overall department performance.

SCORECARD ORIENTATION

Each Functional Area Scorecard has four sections. Each area has an Executive Summary, a
Scorecard, with a color-coded rating on each sub-dimension assessed, a Narrative providing more
details about the sub-dimension and empirical support where appropriate, and a Recommendation

section.

e Executive Summary

Executive Summary: Each functional area in the Certus Master Scorecard has a section that
summarizes the observations in this area. These sections are used to develop the “Blue Sheet”
that provides a compilation of all findings from the various functional areas.

e Sub-Dimensions — Each functional area also has a summary table of the area sub-

dimensions that were assessed in that area.

CATEGORY SCORE OBSERVATIONS RECOMMENDATIONS

Communication ‘

Each sub-dimension is given a color-coded rating. A green diamond 4 represents that the sub-

dimension assessed is fully functional and operating within expected norms for a police
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department. A yellow diamond < represents a rating where the department is developing and
evidences signs of sound practices. A red diamond € represents a rating where the particular sub-
dimension was not observed in the department, or an area where opportunity for improvement

exists.

e Recommendations

Recommendations:

At the end of each functional area there is a gray dialogue box that presents the recommendations
for this area. These sections are used to develop the “Gray Sheet” that provides a compilation of
all the recommendations from these areas.

The following sections present the main body of the Certus assessment.
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Rolesville Police Department Scorecard

Functional Area: Patrol Operations

Patrol Operations in the RPD are sound, but there are several key opportunities for
improvement. The department allocates more officers to patrol operations than expected. This
indicates that there is a lack of specialization in non-patrol areas. The RPD patrol shift schedule is
excellent and provides an appropriate supply of officers to meet service demands in a timely
manner. The workload demands reflected by the Saturation Index indicate there are sufficient
resources on patrol to meet those demands; however, this requires that staffing levels be
maintained at the specified levels and vacancies filled in a timely manner.

The RPD policy of requiring patrol operations to be supervised by a ranking officer is
sound. However, this puts pressure to redeploy lieutenants to backfill when sergeants are absent,
diminishing the lieutenant’s role as watch commander and presenting an opportunity for
restructuring. Certus recommends transferring one lieutenant from the patrol division to the
support services division. The patrol lieutenant should become the patrol commander and be
responsible for strategic and tactical patrol operations and management. To ensure appropriate
supervisory coverage, Certus further recommends adding two sergeants to the patrol division
working the modified shift schedule of rotating days off/on from 12:00 pm to 12:00 am.

The newly assigned patrol commander would be responsible for developing strategic plans
to address crime, disorder, traffic, and community engagement.

Officers on patrol are assigned “take home” vehicles and are equipped appropriately.
Consideration should be given to equipping each marked patrol vehicle with an Automated
External Defibrillator (AED), and the department should explore the acquisition and deployment
of an automatic License Plate Reader (LPR).

CATEGORY SCORE OBSERVATIONS RECOMMENDATIONS
Allocation of Personnel e 70% Sworn on patrol > than 60%. |e Explore opportunities for
to Patrol Lack of specialization. specialization in non-patrol
e Over-invested in patrol operations. functions.

o Excellent shift design: 12-hour
Deployment ‘ shifts provide a consistent supply
of officers to meet demand.

e Backfill vacant positions in the
Patrol Division.

e Transfer 1 lieutenant from the
patrol division to the support
services division.

e Designate the remaining patrol
lieutenant as the patrol
commander.

e RPD requires a supervisor on duty
at all times.

Supervision ‘ e Re-alignment of command and

supervisory personnel will

improve operations.
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Add 2 sergeants to patrol working
the modified schedule from 12:00
pm to 12:00 am.

Workload

Workload consistently below 60%.
Several breaches of threshold
driven by high concentrations of
officer self-initiated work.

Shift focus of proactive CFS from
numerous, short in duration CFS,
to one with a strategic focus
involving fewer, but longer in
duration CFS.

Demand Management

Non-existent; all CFS handled.
Restricted by RPD protocols.

Response Times

Overall response time at 4:53 <
15-minute benchmark.

Critical CFS response time also at
4:53 < 5-minute benchmark
(driven higher by several outliers).

Equipment and
Technology

Patrol vehicles lack AEDs and
automatic license plate readers.

Consider deploying AEDs and
LPRs in marked patrol vehicles.

Strategic Deployment

Strategic Plans needed to direct
patrol operations.

Empower the patrol commander to
develop a strategic plan for patrol
operations that is aligned with the
overall department strategic plan.

Community
Engagement

Formal community engagement
plan not in place.

Empower the patrol lieutenant to
collaborate with the community

engagement officer to develop a
community engagement strategy
for patrol operations.

ALLOCATION OF PERSONNEL TO PATROL

To assess proper allocation of personnel in a police department, Certus developed and

applies a “Rule of 60.” This benchmark has two parts: the first part of the rule holds that

approximately 60 percent of the sworn personnel in a police department should be assigned to

patrol for CFS response and uniformed patrol. The second part is that no more than 60 percent of

available police officer time in a given hour should be committed to handling workload from both

self-initiated activities and CFS from the public through 911.

At the time of the site visit, there were 20 sworn officers in the RPD. The patrol division

was staffed with 14 sworn officers: 2 lieutenants, 4 sergeants, and 8 police officers. These 14 sworn
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officers represent 70% of the total number of sworn officers in the department. There is a higher

percentage of sworn personnel allocated to patrol operations than expected.

The 60 percent figure is a benchmark for comparison and not necessarily a strict threshold.
In general, larger departments have greater specialization and a lower patrol allocation percentage,
while smaller departments will have a higher percentage of sworn personnel on patrol. The RPD
resembles a smaller department, and we are therefore not surprised that there are more officers on
patrol as a percentage of the entire department. However, the 70 percent allocation could indicate
that patrol has too many officers, or the department is missing important specialized position. In
the RPD case, the department requires additional personnel on patrol and sworn personnel in

specialized (non-patrol) assignments.

€ DEPLOYMENT

Allocation refers to the distribution of officers within the department, and deployment
refers to how they are assigned to work. The RPD relies on a combination of six 12-hour patrol
shifts to deploy officers on patrol. Two squads consisting of 1 sergeant and 2 officers work from
6:00 am to 6 pm. Two other squads with 1 sergeant and 2 officers work opposite from 6:00 pm to
6:00 am. These squads have rotating days off that follow what’s commonly referred to as a
“Pittman” schedule and work a series of days on and off such that each squad gets every other

Friday, Saturday, and Sunday off.

The RPD also deploys two additional officers that work a “modified” schedule. These
modified officers follow the same day-off rotation as the other officers and work 10:00 am to 10:00
pm when they are working weekdays, and then modify their shift to work 2:00 pm to 2:00 am

when they are assigned to work weekends.
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The system in place in Rolesville is among the most efficient deployment the Certus team

has encountered. Below is a chart that illustrates patrol officer deployment:

Table 4 — RPD Patrol Staffing Chart

Shift Hours Lt Sgt PO Total
Command 12x24 2 0 0 2
Day Shift 06x18 2 4 6
Night Shift 18x06 2 4 6
Modified 10x22 or 14x02 0 0
Total 14

In order to understand personnel staffing levels in the RPD, Certus requested the number
of sworn officers actually assigned and present at work for the months of January, February, July,
and August 2022. These winter and summer months from 2022 permit comparisons along the
spectrum of staffing outcomes. In winter, the supply of officers is generally higher (less vacation)
and service demands are lower, and in summer the opposite occurs, with lower supply of officers
(higher vacation) and higher levels of service demands. These four-month periods were further

broken down to explore the workload and service demands between weekdays and weekends.

The figures below illustrate the average number of officers actually assigned to work

during several periods in 2022.
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Figure 5 — RPD Actual Staffing

RPD Actual Staffing
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The figure above illustrates the average number of officers present for duty across the four time
periods under examination over the 24-hour period of the day. The figure shows a consistent
pattern with fewer officers assigned during the overnight and morning hours between 2:00 am and
10:00 am. From 2:00 am to 5:00 am on winter weekends the actual staffing levels are the lowest
at approximately 2.4 officers per hour over that period. By contrast, actual staffing levels are
highest during winter weekends between 2:00 pm and 5:00 pm with approximately 4.2 officers

working on average.

The supply lines illustrated on the figure above show that the RPD has more officers
assigned between 10:00 am and midnight and staffing levels drop off during other times. In
addition, it appears that staffing is highest during every period between 2:00 pm and 5:00 pm. The

RPD should be commended for having designed a shift schedule that staffs-up, or provides more
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officers when they are needed the most during the day, and then staffs-down by providing fewer
officers when service demands decrease overnight. The table below provides a visual of staffing
level fluctuations. The green shaded boxes are hourly periods when actual staffing is highest, and
the red shaded boxes are hours when actual staffing is lowest. Darker greens indicate highest
staffing levels and darker reds indicate the lowest staffing levels. Here again, the efficiency of the
RPD staffing plan is on display. Red boxes show low staffing levels during the overnight and early
morning hours, with staffing levels increasing during the day and at their highest in the late

afternoon and early evening when police services are needed the most.

Table 5 — Staffing Heat Map

Winter Winter Summer Summer
Weekdays Weekends Weekdays Weekends
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This table illustrates the average total number of sworn officers (supervisors and police
officers) present for duty during the four periods we studied (winter and summer weekdays and
weekends) during the 24 hours of the day. Dark green shaded cells represent hours when staffing

is the highest. Dark red shaded cells represent hours when staffing is the lowest.

4 SUPERVISION

The RPD has a standing policy that patrol must be supervised at all times by a ranking
member of the department. Therefore, if a sergeant is absent from their assigned shift due to
vacation, sick, training, etc. another supervisor must cover the shift. Often, this translates into one
of the patrol lieutenants changing their schedule to fill that vacancy. The RPD should be

commended for implementing this policy and we strongly support it.

The Patrol Division is commanded by two lieutenants acting as watch commanders. The
“watch commander” model is common in policing in the United States and holds that a command-
level officer is always assigned to supervise and manage patrol operations. The lieutenants are
assigned to the same day-off rotation as the sergeants and officers but work from 12:00 pm to
12:00 am. This means that lieutenants straddle both patrol shifts for six hours. This not only allows
the lieutenants to directly supervise personnel from both day and night shifts, but in the event a
sergeant is not present for duty (vacation, sick, training, etc.), they can change their hours to cover

patrol in the sergeants’ absence.

Based upon an analysis of patrol lieutenant duties and responsibilities, discussions with
personnel on patrol, and observation of duty schedules, it appears the patrol lieutenants are utilized
more to backfill vacancies on patrol than perform duties typically associated with command level

personnel. A later section of this report will discuss the need for strategic management of patrol
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operations. Developing that capacity in the patrol division would improve the overall operation of
the department. With two lieutenants acting as patrol backfill and not as commanders, the RPD is
missing an opportunity to leverage their status in the organization to identify and implement
strategic priorities. However, the RPD still requires supervisory personnel to cover patrol
operations. In general, in order to cover one position 24-hours each day throughout the year, the
department would need six people. In the RPD, the four sergeants and two lieutenants are the six
positions needed to ensure patrol is continuously supervised, and they are assigned in the most

efficient way to meet those staffing needs.

4 WORKLOAD

Certus examined workload and service demands for officers on patrol by examining CFS
data extracted from the CAD system. The Raleigh Police Department is responsible for receiving
police emergency calls through 911 and dispatching those calls to officers on patrol for a response.
For the purposes of this study, Certus examined calls dispatched to RPD officers during the period
from November 1, 2021, to October 31, 2022. In total, there were 36,243 CFS dispatched to

officers in the RPD.

The Certus team conducted several steps to clean the data for analysis. The first step was
to compare the recorded times given to each CFS. The data provided listed the times the CFS were
received (time assigned), when they were dispatched (time en route), the time the officer arrived
at the scene (arrived at scene), and the time the officer completed the call (time cleared). This
allowed Certus to calculate response times to CFS as well as the total time spent handling them.
However, the first step was to examine the times and determine if there were any anomalies in the

data.
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It did appear that numerous CFS had inconsistent times recorded. For example, some CFS
had time cleared earlier than the time assigned. This is chronologically impossible; therefore, these

CFS were removed from the analysis.

In addition, there were numerous CFS that lasted for several hours, even days. One such
CFS, for example, lasted 19 hours and was assigned to 11 officers. This CFS involved the response
of the entire department to a suicidal person that barricaded themselves in their home. There was
a prolonged negotiation to successful resolve this incident and many officers were required for
inner and outer perimeter control, traffic control, etc. This CFS and others like it were removed

from the workload models.

Similarly, RPD officers were assigned to “special assignments” throughout the year. These
special assignments, such as parades, festivals, fireworks, etc. appeared in the CAD dispatched
logs but were not patrol related in a workload sense. To accurately reflect workload demands on
patrol officers it was necessary to remove these special assignments. In total, there were 887 such
CAD assignments (time inconsistencies, assignment anomalies, and special assignments) removed

from the workload models.

The next step in the process was to categorize these CFS. Within the 36,243 CFS handled
by the RPD there were more than 100 different call types, from Animal Control CFS to Warrant
execution. To better understand the workload faced by the RPD, these call categories were
condensed into 12 categories. The table below illustrates the 12 CFS categories and reports the

number of CFS handled by the RPD in each category.
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Table 6 — RPD CFS Categories (11/1/2021 to 10/31/2022)

Category RPD Initiated CFS CFS from 911 Total
Accident 35 223 258
Alarm 4 282 286
Animal 1 65 66
Crime-Person 30 59 89
Crime-Property 55 182 237
Foot Patrol 7,443 7 7,450
Investigate 231 276 507
Miscellaneous 179 529 708
Public Order 92 211 303
Security Check 18,889 21 18,910
Suspicious 115 109 224
Traffic 3,384 202 3,586
Total 30,458 2,166 32,624

The table above illustrates the large volume of proactive police work conducted by the RPD.
Compared to reactive police work, which is represented by CFS from the public through 911,
proactive police work is initiated by the officer without being mobilized by the community. This
proactive work is represented by CFS categories of “foot patrol,” “security check,” “traffic” in the
table. Combined, the RPD handled almost 30,000 of these types of CFS. This is an impressive
amount of work and the RPD should be commended for engaging in such a robust approach to

policing.

The RPD provides a free property security check for Rolesville residents who will be away
from their residence for an extended period of time. As part of the program, registered homes are
periodically checked by the RPD patrol officers during the residents’ absence. Anecdotal accounts
from RPD officers reveal that they are informed periodically about which homes are on the security

check list. Officers are expected to visit at least four homes each shift.

A similar approach is taken with foot patrol. RPD officers are expected to take themselves

off patrol and engage the community on foot. This is an excellent tool to build rapport with the
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community and get a better understanding of the policing services they need. In addition, the
number of traffic stops conducted by RPD personnel is impressive. Considering there are only
twelve sworn officers assigned to patrol, each officer is conducting hundreds of traffic stops a year.
The level of activity in these areas is very high and demonstrates and active and engaged patrol
division.

The next table reports the amount of time RPD officers spend on the average category of
CFS. There are no benchmarks on CFS service length, but the shorter the time spent on an average
CFS could indicate perfunctory service, and spending too much time on CFS could indicate

inefficiencies in reporting and supervision.

Table 7 illustrates some key findings. On average, and RPD officer spends about 36
minutes handling a CFS from the public. From Certus’s experience this is within expected bounds.
The average traffic accident requires almost an hour to handle (51:23 minutes), and the longest
amount of time is spent handling crimes against persons CFS at 55:56 minutes. These time

commitments would be considered normal and within expected bounds.

The RPD self-initiated CFS also reveal interesting findings. On average an RPD officer
spends 14:52 minutes on a CFS. This would be considered a short amount of time to handle an
incident. From our experience, the typical self-initiated CFS requires approximately 25 minutes to

handle, therefore, the RPD experience in this area is substantially shorter.
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Table 7 — RPD CFS Service Times

RPD Initiated CFS CFS from 911

Average Call Sumof Call  Average Call
Category Sum of Call Length Length Length Length
Accident 60:20:16 1:00:20 426:30:11 0:51:23
Alarm 0:59:01 0:11:48 107:41:14 0:11:49
Animal 0:13:14 0:13:14 40:06:22 0:22:55
Crime-Person 42:48:47 1:01:10 107:11:55 0:55:56
Crime-Property 65:44:15 0:56:21 301:26:03 0:50:40
Foot Patrol 2603:47:23 0:20:18 10:49:20 0:46:23
Investigate 223:14:18 0:42:15 515:06:44 0:53:17
Miscellaneous 101:36:45 0:30:38 455:16:22 0:30:27
Public Order 177:28:59 1:19:28 317:45:07 0:40:29
Security Check 3792:37:36 0:11:45 21:53:28 0:32:02
Suspicious 66:00:12 0:20:25 85:38:00 0:21:41
Traffic 805:09:00 0:12:12 156:55:26 0:28:37
Total 7939:59:46 0:14:52 2546:20:12 0:36:27

Closer examination of the table above can explain the shorter than expected handling times for
RPD-initiated CFS. The table shows that “security checks” only last 11:45 minutes on average.
Considering there were almost 19,000 of these CFS, this short amount of time has a larger
influence on the average. Again, while there are no prescribed benchmarks on the amount of time
spent on CFS, spending only 11:45 minutes on a security check appears like a short amount of
time. Empirical studies indicate that spending 20 minutes in a “hot spot” can have a lasting
deterrent effect on crime and disorder in that location. Therefore, a security check of approximately
half that amount of time could be considered reactive and a process of only checking to see if the
residence was burglarized or damaged. A deterrent effect (preventing crime from occurring at the
location) would require a longer presence. Similarly, foot patrols lasting only 20 minutes seem like
a short amount of time. Engaging the community and establishing a dialogue and rapport would
likely require more time. Surely, some foot patrols last longer, but others are even shorter. More

time should be committed to these types of activities.
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Table 8 — RPD Average Number of Officers Assigned per CFS

Category RPD Initiated CFS CFS from 911
Accident 1.71 2.27
Alarm 1.25 1.94
Animal 1.00 1.72
Crime-Person 1.40 2.02
Crime-Property 1.32 2.01
Foot Patrol 1.03 2.00
Investigate 1.38 212
Miscellaneous 1.14 1.71
Public Order 1.47 2.25
Security Check 1.03 1.95
Suspicious 1.70 2.26
Traffic 1.17 1.69
Total 1.05 1.96

The above table illustrates the average number of officers assigned to the various CFS categories.
Overall, the RPD assigns on average 1.05 officers to a self-initiated CFS and 1.96 officers to the
average 911 CFS from the public. On the on hand, 1.05 officers assigned to the average self-
initiated CFS would be considered low, but on the other hand 1.96 officers assigned to a 911 CFS

would be considered high.

On the self-initiated side, it is clear that the overall average is being impacted by the number
of officers assigned to foot patrols and security checks. These types of CFS are only intended to
be handled by one officer and, therefore, it is understandable that the high volume of these types
of CFS is having an out-sized influence on the average. Looking at the other categories of CFS,
the averages appear to be along the lines of what would be expected. We would expect
approximately 1.3 officers on the average self-initiated CFS, and this appears to be reflected in

those other categories.

The 1.96 average is high. We would expect this figure to be approximately 1.6 officers per

CFS. Considering there are generally only three officers working, this would mean that every
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officer that is available will respond to any CFS reported through 911. This has both positive and
negative implications. From the positive standpoint, officers are assisting one another on every
CFS. This demonstrates a good sense of supportiveness and camaraderie. Multiple officers on a
CFS also demonstrates a high level of service provided to the public during the encounter. On the
downside, however, committing essentially all available resources to CFS when they arrive
exposes the community to a shortage of police coverage. Also, assigning almost two officers per
CFS could signify inefficiencies in the patrol process. These were not observed during the site
visit, or reported by officers on patrol, but policy and reporting requirements could be contributing
to expending more personnel resources to each CFS than needed. The RPD should explore this
further and determine if there are adjustments that need to be made to the patrol response and

reporting protocols.

Certus uses a variant of the “Rule of 60" benchmark above to assess the overall deployment
of patrol officers to CFS. Total service time to an average CFS should not exceed 60 minutes.
Total service time is calculated by multiplying the average amount of time needed to handle a CFS
by the number of officers assigned. In the RPD the total service time equals 71:27 officer/minutes
(36:27 minutes X 1.96 officers) to handle the average CFS from the public. This is about 19%
more time than the benchmark. Clearly, this is driven by the number of officers assigned, since the
service time of 36:23 is within normal bounds. Again, this could be a positive feature of patrol

response in Rolesville, but closer scrutiny by the RPD is warranted in this area.

The next set of figures translate the CFS handled by the RPD into increments of hours. The table
below illustrates the number of cumulative hours of time spent handling CFS from the public

through 911, and time spent on self-initiated activities.
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Table 9 — Workload during Winter 2022

Winter Winter
Weekday Weekend

Total Self- Total Total Self- Total

Hour Initiated Total Calls Workload Initiated Total Calls Workload
0 0.71 0.20 0.91 0.58 0.43 1.01
1 0.74 0.10 0.84 0.95 0.13 1.08
2 0.62 0.05 0.67 0.97 0.06 1.03
3 0.59 0.01 0.60 0.91 0.11 1.02
4 0.78 0.12 0.89 0.95 0.19 1.14
5 0.40 0.03 0.43 0.42 0.15 0.57
6 1.06 0.08 1.15 0.77 0.13 0.91
7 1.81 0.31 2.12 1.37 0.33 1.70
8 0.91 0.33 1.23 1.54 0.26 1.80
9 0.75 0.50 1.24 1.42 0.19 161
10 0.79 0.40 1.20 0.83 0.32 1.16
11 0.77 0.27 1.04 0.69 0.11 0.79
12 0.87 0.20 1.07 0.99 0.27 1.26
13 0.96 0.22 1.18 1.39 0.42 181
14 0.80 0.33 1.13 1.07 0.32 1.39
15 0.86 0.45 1.31 1.40 0.13 1.53
16 0.84 0.53 1.36 1.26 0.21 1.46
17 0.78 0.88 1.66 0.72 0.20 0.92
18 1.14 0.54 1.69 1.01 0.24 1.26
19 1.44 0.43 1.88 1.25 0.23 1.48
20 1.25 0.42 1.67 1.26 0.37 1.63
21 1.11 0.30 1.41 0.94 0.25 1.18
22 1.03 0.15 1.18 0.97 0.15 1.12
23 0.99 0.18 1.17 0.94 0.37 1.31
0.92 0.29 1.21 1.02 0.23 1.26

The table above shows that during the average hour in winter weekdays the RPD handled
1.21 hours of work from both self-initiated work and CFS from the public. There was just under
one hour of self-initiated work (0.92 hours) and 0.29 hours, or approximately 17 minutes, spent
handling CFS from the public. The right-panel of the table shows the workload during winter
weekends. The busiest hour during winter weekdays is 7:00 am to 8:00 am where 2.12 hours of
total time was committed to handling CFS. The slowest hour was 5:00 am to 6:00 am during winter

weekdays with only 0.43 hours committed to work. Here the table indicates that only 0.03 hours
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of time was spent on CFS from the public, which indicates almost no 911 CFS during that hour
over the two-month period of observation.

The amount of time committed to work on weekends is similar to weekdays. In total, there
was an average of 1.26 hours of work, with 1.02 hours of self-initiated workload and 0.23 hours
of work from CFS from the public. The busiest hour during winter weekends was between 8:00
am and 9:00 am and the slowest period was between 5:00 am and 6:00 am.

The workload pattern in Rolesville is similar during the summer. The table below illustrates

the time committed to work during July and August.

Table 10 — Workload during Summer 2022

Summer Summer

Weekday Weekend

Total Self- Total Total Self- Total

Initiated Total Calls Workload Initiated Total Calls Workload
0.78 0.34 1.12 1.31 0.44 1.75
0.72 0.24 0.96 1.14 0.27 1.41
0.66 0.11 0.77 1.48 0.15 1.64
0.69 0.11 0.80 1.02 0.25 1.27
0.70 0.05 0.75 0.84 0.13 0.97
0.40 0.06 0.46 0.34 0.05 0.40
0.64 0.23 0.87 0.73 0.09 0.82
1.45 0.33 1.78 1.39 0.20 1.59
1.06 0.25 1.31 1.36 0.23 1.59
0.89 0.24 1.13 1.05 0.34 1.39
0.89 0.24 1.13 1.03 0.39 1.43
1.13 0.21 1.35 1.25 0.17 1.41
0.97 0.34 1.31 0.95 0.26 1.21
0.69 0.42 1.11 0.49 0.28 0.77
1.14 0.39 1.53 1.06 0.28 1.34
0.89 0.43 1.31 1.06 0.32 1.37
0.81 0.72 1.53 1.29 0.46 1.75
0.60 0.69 1.29 0.85 0.56 1.40
0.68 0.37 1.05 0.86 0.76 1.62
1.16 0.48 1.64 1.29 0.51 1.80
1.28 0.63 1.91 1.38 0.39 1.77
1.37 0.56 1.93 1.23 0.61 1.84
1.13 0.58 1.71 1.12 0.47 1.59
0.96 0.40 1.36 1.25 0.41 1.65
0.90 0.35 1.25 1.07 0.33 1.41
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The table above shows that during the average hour in summer weekdays, the RPD handled
1.25 hours of work from both self-initiated work and CFS from the public, divided between 0.90
hour of self-initiated work and 0.35 hours of time spent handling CFS from the public. The right-
panel of the table shows the workload during summer weekends. This illustrates that summer
weekends are the busiest periods of work in Rolesville with 1.41 hours committed to both self-
initiated and public CFS. This is an approximately 17% greater workload than experienced during
the slowest period observed, winter weekdays. The busiest hour during summer weekdays and
weekends is from 9:00 pm to 10:00 pm, where 1.93 and 1.84 hours of total time was committed to
handling CFS. The slowest hour during both periods was from 5:00 am to 6:00 am during winter

weekdays, with only 0.60 hours committed to work.

The next figure illustrates the total workload for each period plotted across the 24-hours of
the day. This figure shows that workload spikes early in the morning during each period. This is
likely when the day shift begins work and commences self-initiated security checks and foot
patrols. After the beginning hours of the day, workload fluctuates, rising until it peaks around
midnight and then dropping substantially through the early morning hours, reaching its low point

at 5:00 am.
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Figure 6 — Total Workload by Hour and Period

Total Workload (hours) by Period
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Understanding workload demands is important when making staffing decisions about a
police department. However, workload alone is insufficient and must be put in context with the
number of officers assigned to handle that workload. This is where the second prong of the “Rule
of 60” comes into play. According to the Certus “Rule of 60,”” no more than 60 percent of available
police officer time in a given hour should be committed to handling workload from both self-
initiated activities and CFS from the public through 911. To determine RPD performance in this
area, workload is translated into a ratio that expresses the number of hours of work to the number
of hours of available officers during each hourly period throughout the day. This ratio is referred

to as the saturation index, or the measure of available police officer time saturated by workload.

The table below reports the average saturation indexes for the hours of the day in each of

the four periods observed, along with the overall average for these periods:
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Table 11 — Saturation Index by Hour and Period

Hour Winter Weekday  Winter Weekend Summer Weekday Summer Weekend
0 31.44% 31.29% 40.17% 49.98%
1 28.82% 33.99% 34.49% 40.29%
2 27.44% 43.31% 29.34% 62.74%
3 24.58% 42.66% 30.93% 48.78%
4 36.67% 47.70% 28.78% 37.18%
5 17.73% 23.97% 17.65% 15.19%
6 42.68% 33.99% 35.41% 29.55%
7 79.17% 63.65% 72.54% 57.23%
8 44.79% 67.51% 52.95% 57.22%
9 45.17% 60.27% 45.62% 50.07%
10 37.71% 43.44% 36.51% 51.31%
11 32.74% 29.78% 43.61% 50.87%
12 28.68% 37.55% 37.12% 38.28%
13 31.59% 53.95% 31.50% 24.25%
14 27.34% 32.68% 41.28% 32.96%
15 31.88% 36.01% 35.28% 33.79%
16 33.07% 34.52% 41.30% 43.19%
17 40.08% 21.64% 34.77% 34.62%
18 43.52% 31.79% 27.92% 40.39%
19 48.39% 37.42% 43.78% 44.26%
20 43.48% 41.27% 50.98% 43.76%
21 36.84% 29.90% 51.59% 45.34%
22 34.48% 28.22% 55.03% 39.33%
23 34.24% 33.10% 43.61% 40.79%

Average 36.77% 39.15% 40.09% 42.14%

The hourly periods are color-coded to provide a clearer visual understanding of the periodic
saturation indexes. The green shaded boxes are hours when the saturation index is below 40%.
This is the optimal area for patrol staffing. Workload saturation between 40% and 60% is shaded
yellow. This is an area where workload demands begin to strain patrol operations. While not
exceeding the threshold, officers working during this period would likely report high workload.
Saturation indexes exceeding the 60% threshold are shaded in red. Data from the table show that
the period between 7:00 am and 8:00 am exceeds the threshold in three periods and is only 3

percentage points away (57.23% in summer weekends) in the fourth. Again, this appears to be the
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time RPD patrol officers begin to engage in self-initiated activities such as security checks and
foot patrols. The heavy workload during these times is not driven by CFS from the public.
Although the RPD should be commended for having such a robust commitment to security checks
and foot patrols, the data here suggest that they are heavily concentrated at the beginning of each
shift. When this approach is put in context with the short amount of time spent on these activities
(11 minutes per security check and 20 minutes per foot patrol), it leads to the conclusion that these
activities are somewhat perfunctory. In other words, officers are required to do these activities
each day; therefore, they begin their shift and get them out of the way by performing numerous
but brief checks and patrols. The RPD would be better served by doing fewer and longer security
checks, with foot patrols dispersed throughout the day and not concentrated at the beginning of the

shift.

Considering that the times the saturation indexes break the 60% threshold are driven by
self-initiated activities, we can conclude that the overall workload for patrol officers in the RPD
appears to be within normal bounds. The overall average workload saturation indexes for each of
the four periods are well below 60%, ranging from 36.77% during winter weekdays to a high of
42.14% during summer weekends. This close range of workload also suggests that the RPD
efficiently balances workload demands with an appropriate supply of officers. This further

confirms the effectiveness and efficiency of the patrol shift model in place in the RPD.

The next set of figures presents this information in a different way. Figures 7 through 10
combine total staffing and total workload and then project where ideal staffing should be under a

60% threshold line.
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Figure 7 — Ideal Staffing Winter Weekdays

Winter Weekday
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This figure reports the average number of officers and supervisors compared to the total
workload, and estimates the ideal staffing needed to handle the workload under the “Rule of 60.”
The blue shaded area represents the average number of total supervisors and officers assigned to
patrol. The light blue shaded area represents the total workload from calls-for-service and officer
workload that was self-initiated. The dark blue line represents the number of officers needed in
order to meet 60% threshold. Places on the figure where the dark blue line is higher than the
number of officers available indicate that there are not enough sworn personnel on patrol to meet

workload demands under the “Rule of 60.”

In Figure 7 we can see that the “ideal staffing” threshold exceeds available staffing at
7:00 am. As discussed previously in this report, officers on patrol perform a substantial amount

of foot patrols and security checks during this period. Therefore, the staffing to workload ratio is

56



higher than desired, but this is driven by self-initiated work. Under these circumstances, a brief
and isolated breach of the 60 percent threshold is acceptable. The rest of the day the figure shows

that there are sufficient personnel to meet workload demands.

Close examination of Figures 8 through 10 illustrate a similar pattern. There is a brief and
isolated breach of the threshold in the mornings in winter weekends and summer weekdays.
Again, this is acceptable, since by looking at all four figures collectively we can observe that the

RPD has sufficient personnel on patrol to meet the service demands form the community.

Figure 8 — Ideal Staffing Winter Weekends
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Figure 9 — Ideal Staffing Summer Weekdays

Figure 10 — Ideal Staffing Summer Weekends




4 DEMAND MANAGEMENT

The position of the RPD with regard to the handling of CFS is that any call, no matter how
insignificant or unrelated to the police missions, will receive a response by an officer on patrol.
Police departments around the country have looked at alternatives to dispatching full-duty police

officers to certain categories of CFS.

For example, research has shown that more than 95% of all alarm CFS handled by the
police are false alarms. Faulty equipment, owner error, weather, etc. all contribute to erroneous
activation of residential and commercial burglar alarms. With this understanding, police
departments around the country have explored many ways of removing the response to false alarms

from the police mandate.

Similarly, minor traffic crashes, routine medical CFS, civil enforcement, etc. are all areas
that have the potential to be shifted away from the police and handled in a different manner. The
nature and scope of these CFS in Rolesville is such that the need to triage CFS away from officers
on patrol is not critical. The department has ample resources on patrol to handle these minor CFS

and Certus recommends continuing the current practice.

Considering that the Raleigh Police Department is responsible for dispatching CFS to RPD
officers, changing the response protocols would be challenging. Since the RPD does not “own”
the process, making changes would be difficult. However, supervisors on patrol should be given
the authority to cancel CFS that are dispatched during their shifts or determine that they be handled

in a manner that does not require the immediate response of an officer on patrol.
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RESPONSE TIMES

Another important feature of patrol operations is response time to CFS. The empirical
literature on response times demonstrates that a rapid response to CFS is not a deterrent of crime
and is not necessarily a main factor in apprehending perpetrators when a crime is committed.
Nonetheless, there are public expectations about quality police service, and when requested the
public should receive a response as quickly as possible. In general, police response to a routine

CFS should be within 15 minutes, and within 5 minutes to a serious crime in progress.

Table 12 — RPD Response Times

Category Calls for Service
Accident 0:04:08
Alarm 0:03:56
Animal 0:06:21
Crime-Person 0:04:53
Crime-Property 0:04:28
Investigate 0:05:56
Miscellaneous 0:05:11
Public Order 0:05:22
Security Check 0:02:54
Suspicious 0:03:54
Traffic 0:05:41
Total 0:04:53

The table above illustrates that the response time in Rolesville is excellent. Average total
response time to a CFS is 4:53 minutes which is substantially below the 15-minute benchmark.
Also, response time to CFS involving crimes against persons is 4:53 minutes, which is lower than
the 5-minute benchmark. It should be noted that there was one CFS in the crime-person category
that had a negative influence on the overall time. There was a report of a person shot who went to
a local Emergency Room for treatment. The hospital was in Rolesville, but the incident occurred

in another community. The uncertainty surrounding the event produced a delay in response;
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otherwise, the overall response time in this area would be even lower than the excellent time
reported above. Here again, the CFS data suggested a highly motivated and engaged patrol

function in the RPD and is a sign of a well-managed and efficient operation.

¢ COMMUNITY ENGAGEMENT

Community engagement presents a tremendous opportunity for improvement in the RPD.
The requirement that patrol officers conduct foot patrols each day is an excellent start. As the
workload analysis showed, however, these foot patrols appear short in duration and could benefit

from a strategic focus.

Certus is making two recommendations in this report that can be used as the platform to
enhance patrol community engagement. The first is the designation of a patrol division
commander, and the second is assigning an officer in the Support Services Division specifically to
community engagement functions. The patrol commander should be tasked with developing a
community engagement strategy for patrol. This strategy should feature elements that involve the
organized community and key department stakeholders, as well as specific strategic initiatives for
officers to perform om each shift. This strategy should align with the RPD’s overall community
engagement strategy but should be tailored for officers and supervisors on patrol and geared to the
things they can do during their shifts. The patrol division commander, working with the
community engagement officer would develop this strategy and ensure that each day, along with
crime reports and traffic crash information, officers also receive instructions on the community
engagement tasks they must perform. This is separate from the broader community engagement
strategy the department should develop. This strategy might include any of the following

initiatives:
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e Attending community meetings occurring on their beat.

e Re-visiting crime victims to solicit any new evidence and offer support.

e Visiting community stakeholders on their beat.

e Patrolling at school and church crossings.

e Performing foot patrols at prescribed locations and times during the shift and interacting

with community members during the foot patrol.

e Encouraging feedback from community members.

The above list is just a handful of suggestions that officers on patrol could implementr. Officers
should have specific direction about who, what, where, when, and how to engage the community
each shift, and officers should be encouraged to design their own engagement opportunities
consistent with the overall patrol community engagement plan. The activities should be short-term
and not interfere with their primary responsibility of emergency response to CFS. However, there
are numerous opportunities for officers on patrol to balance emergency responses with community

engagement.

Recommendations:

Explore opportunities for specialization in non-patrol functions.

Backfill vacant positions in the Patrol Division.

Better leverage the patrol division’s command level personnel to achieve strategic priorities.

Adjust mix of supervisory personnel on patrol to accommodate six supervisors ensuring
continuous around-the-clock coverage.

Eliminate one lieutenant position from patrol and transfer that lieutenant to the Support Services
Division.

Designate the patrol lieutenant as the patrol division commander and require him/her to develop
patrol-based strategies targeting crime, disorder, traffic, community engagement, and officer
wellness.
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Add two additional sergeants to patrol, assigned to a 12:00 pm to 12:00 am shift and the current
days-off rotation. These sergeants will directly supervise the officer assigned to the modified
squad as well as be available to backfill patrol when other sergeants are absent.

Take advantage of the opportunity to improve the RPD patrol community engagement strategy.

Task the patrol division commander to work with the community engagement officer to develop
a community engagement strategy for officers on patrol.

Require officers to implement the community engagement strategy each day on patrol.
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Functional Area: Investigations

RPD General Orders were adapted from a local police agency. This explains most of the
variance in terminology and practice between the RPD and its GO. The observation here is NOT
that the actual RPD practice with respect to investigations is deficient, but that, in several areas,
the RPD practice varies from its GO. These variances between the GO and RPD practices will be
an impediment when seeking state or national accreditation.

Overall, the investigative function of the RPD meets or exceeds industry standards for
criminal investigations. However, there are opportunities for improvement in the areas of case
management and training for newly assigned criminal investigators and in-service training for
investigative personnel.

CATEGORY

SCORE

OBSERVATIONS

RECOMMENDATIONS

Operational
Guidance

4

RPD General Orders
provide guidance on
conducting criminal

investigations.

Amend GO to reconcile
with current department
structure (e.g., GO
references an Investigations
Division, but Investigations
is not a division; rather it is
a function within the
Support Services Division).

Case Management

Detective sergeant reviews
all Incident Reports and
determines, based on
established criteria, which
cases will be assigned for
follow-up investigation.
Cases appear to be
distributed equally between
the detective sergeant and
investigator.
Oversight/progress of case
is managed electronically
via investigator dashboard.
The detective sergeant
reviews the investigators’
cases before they are
closed. No one reviews the
detective sergeant’s cases
before they are closed.

Cases should be assigned
between the detective
sergeant and investigator in
a manner that is cognizant
of their different
responsibilities.

In addition to electronic
case management review,
formal meetings between
the detective
sergeant/investigator and
the Support Services
Division lieutenant or
captain (frequency to be
determined by RPD) to
discuss open investigations
and the steps necessary to
resolve/close said
investigations.

Adhere to current GO
provision requiring the
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No systematic review of
these cases beyond that of
the detective sergeant.

Support Services Division
commander (or amend GO
to assign this responsibility
to the Support Services
Division lieutenant) to
approve the closing of
criminal investigations.
Prepare monthly or
quarterly report that
examines investigations
performance-based
management measures
created for department
investigators and forward
through channels to the
chief of police.

Staffing/Caseloads e The investigation function Leverage opportunity to
is properly staffed. assign additional
e Caseloads are well within responsibilities/functions to
industry benchmarks for department investigators
criminal investigators. (e.g., crime
analysis/intelligence
officer).
Training e Officers performing Create a formal training

criminal investigations do
not have a formal training
plan for on-boarding newly
assigned criminal
investigators or for annual
in-service training.

plan (identifying NCJA or
other service providers
courses) for new/recently
assigned investigators and
topic areas/courses for
annual in-service training.

¢ OPERATIONAL GUIDANCE

General Order (GO) 300.12 provides guidelines for members who conduct criminal

investigations. Preliminary investigations are generally conducted by the patrol officer responding

to the call-for-service. A follow-up investigation is described as “...a continuation of the

preliminary investigation and occurs to ensure a complete and exhaustive investigation has

occurred. When additional evidence or information is required to identify and apprehend the
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perpetrator and the time and efforts required to obtain such evidence or information is extended
beyond the abilities of the patrol officer, or when complexities of the case require the use of
specialized personnel, personnel from the Investigations Division or other specialized detectives
should be summoned to assist in the preliminary investigation and begin the follow up

investigation.”

CASE MANAGEMENT

At the beginning of each shift, the detective sergeant queries One Solution RMS for new
Incident Reports taken by patrol officers. The consultant was informed that fraud and property
crimes account for most of the investigative workload. The detective sergeant noted that there is
little crime against persons in Rolesville and the few that occur are often juvenile related. The
perpetrators of these crimes are usually students from Rolesville High School (a regional high

school) who do not reside in the town of Rolesville.

GO 300.12 establishes the criteria used to determine whether a case will be assigned for a
follow-up investigation. Specifically, the GO requires consideration of the following factors: a)
seriousness of the crime reported b) solvability factor of the case, c) time or travel required for
proper investigation, d) experience level and expertise of available personnel, e) current caseloads

of available personnel and f) availability of required investigative resources.

The detective sergeant determines which cases will receive follow-up investigations. The
consultant was informed that the complainant/victim is usually contacted the next day or within 2-
3 days if the Incident Report was taken over the weekend. Incident Reports are rarely closed at the
Patrol Division level. Instead, Incident Reports are reviewed by the detective sergeant. The

detective sergeant assigns most cases requiring further investigation to either himself or his
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criminal investigator. However, there are instances in which the follow-up investigation will be
assigned to the Patrol Division. For example, if a patrol officer identifies a suspect during his/her
preliminary investigation but the officer is unable to make a summary arrest (e.g., suspect is no
longer on the scene and is not located in a reasonable amount of time, etc.), the case is assigned
back to that patrol officer to make further attempts to locate and effect the arrest of that suspect.
The RPD Criminal Investigation case file contains a checklist identifying the documents that are
generally prepared in connection with a criminal investigation. A review of the body worn cameras
of all RPD officers who responded to a crime scene, for probative evidence or intelligence, is a
basic investigative step that must occur. The consultant was informed that the detective does not
have access to BWC videos recorded by patrol officers and must go through the detective sergeant
to obtain these videos. The current process is unnecessarily burdensome. The electronic audit
feature of body worn camera systems identifies which members watch which videos. That is a
sufficient quality assurance measure to monitor the detective sergeant’s BWC viewing and ensure

he views only those videos for which he has a business purpose.

The detective sergeant uses the RMS Investigator Dashboard to monitor progress on the
criminal investigations that he assigns. The detective sergeant reviews the electronic case folder
and makes notes in the case file documenting said review and/or providing directions/comments
to the case investigator concerning the investigation. The detective sergeant does not have
regularly scheduled in-person case reviews with his investigator. While the current method of
supervisory oversight is sufficient for the present workload, as the town of Rolesville grows and
the investigative caseload and investigative staff increase, the limitations of this oversight process
will become apparent. It is recommended that the detective sergeant and investigator meet

regularly (e.g., monthly) with the Support Services Division lieutenant or captain to discuss the
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progress on each open investigation and the steps necessary to complete the investigation. These
case review sessions will be particularly helpful given the limited experience of the investigator in
his current position and the limited experience of the detective sergeant in his supervisory role.
These case review sessions will also help ensure criminal investigations are thorough and

completed promptly.

The GO provides that “...a Division Commander will determine if investigative efforts
must continue or if the case can be closed.” The consultant was informed that the cases investigated
by detective sergeant or the criminal investigator are not reviewed beyond the detective sergeant.
The current case review practice must be aligned with the GO provision which requires cases to
be reviewed at the division level. It is recommended that the Support Services Division lieutenant
(if the recommendation to reassign one Patrol Division lieutenant to the Support Services Division

is adopted) or captain review all criminal investigations before they are closed.

The consultant was informed that monthly/quarterly reports detailing investigative
performance are not routinely prepared and submitted to the chief through the chain of command.
We recommend that the chief consider implementing a monthly or quarterly report detailing
performance measures developed specifically for criminal investigators. The data contained in this
report should be incorporated into the department’s larger performance-based management

process used to assess the overall performance of the department.

€ STAFFING/CASELOAD

Investigations are conducted by one sergeant and one investigator. These investigators
work alternating 10-hours shifts: Monday through Thursday 07:00 to 17:00 for one week and then

Tuesday through Friday 08:00 to 18:00 the following week. Each investigator is on call every other
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week. Both have less than six-months experience in their current assignments. The Investigations
sergeant was promoted to his current rank of sergeant in June 2022 and thereafter assigned as the
Investigations’ detective sergeant. Prior to promotion, the detective sergeant was the department’s
criminal investigator assigned to Investigations. The current investigator was assigned to
Investigations to backfill the vacancy created by the former investigator’s promotion to sergeant.
The RPD is supported in their investigative efforts and has access to the resources of local, county
and state law enforcement agencies as the need arises. For example, the City County Bureau of
Investigations (CCBI) processes crime scenes that RPD personnel lack the capacity (e.g., training,

technology, etc.) to process. The table below lists the number of cases assigned for investigation:

Table 13 — RPD Investigative Case Assignments 2019-2021

Category 2019 2020 2021
All Other Crimes 3 1 4
Assault 5 2 3
Blackmail 0 1 0
Burglary 20 4 5
Calls For Service 3 0 0
Damage to Property 4 3 0
Death Investigation 1 1 0
Drug Offense 3 0 2
Embezzlement 0 1 0
Forgery 2 2 0
Fraud 29 21 21
Identity Theft 1 1 1
Larceny 13 10 3
Larceny from MV 9 2 3
Missing Person 4 1 0
Motor Vehicle B&E 6 1 4
Motor Vehicle Theft 2 2 2
Pornography 1 0 0
Robbery 2 0 0
Runaway 4 0 0
Sexual Offense 1 1 3
Wire Fraud 1 0 0
Total Cases 114 55 51

69



In 2019, RPD criminal investigators were assigned 114 cases divided between an
investigator and a detective sergeant. The investigator was assigned 59 cases and the detective
sergeant was assigned 55 cases. Fraud, Burglary and Larceny accounted for nearly half (49%) of
the cases assigned for follow-up investigation. During 2019, Investigations averaged 9.5 cases per

month shared between two investigators. In 2019, there were 75 reported UCR Part | crimes.

In 2020, RPD criminal investigators were assigned 55 cases divided between an
investigator and a detective sergeant. The investigator was assigned 26 cases and the detective
sergeant was assigned 29 cases. Fraud, Burglary, and Larceny accounted for nearly two-thirds
(63.6%) of the cases assigned for follow-up investigation. During 2020, Investigations averaged
4.5 cases per month shared between 2 investigators. In 2020, there were 42 reported UCR Part |

crimes.

In 2021, RPD criminal investigators were assigned 54 cases divided between an
investigator and a detective sergeant. The investigator was assigned 33 cases and the detective
sergeant was assigned 21 cases. Fraud, Burglary, and MV B&E accounted for more than half
(58.8%) of the cases assigned for investigation. During 2021, Investigations averaged 4.25 cases

per month shared between 2 investigators. In 2021, there were 54 reported UCR Part I crimes.
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Figure 10 — Case Assignment by Officer
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It appears that an effort is made to equally distribute cases requiring a follow-up investigation
between the two department investigators. The RPD should re-evaluate this practice. The detective
sergeant has additional administrative/supervisory responsibilities with respect to criminal
investigations, (e.g., assignment of cases, supervision of case investigator/process, review of case
closing reports, preparation of reports, etc.), as well as responsibilities outside of criminal
investigations (e.g., supervision of two school resource officers, conducting background
investigations for new hires, quartermaster duties, fleet responsibilities, etc.). A distribution that
takes into account the different responsibilities of each position for cases requiring follow-up
investigation would be more appropriate. Specifically, the detective sergeant should not assign
himself cases that are particularly complex or that will require numerous investigative hours.
Those types of case should be assigned to the investigator and the detective sergeant should support
that investigator’s efforts as necessary. The detective sergeant should assign himself the “ground

ball” cases (e.g., those that lack sufficient solvability factors, that only require contacting the
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complainant/victim to see if there is additional probative information beyond that contained in the

incident report, non-complex cases, cases that require few investigative hours/resources, etc.).

There is no singular standard/formula to determine the appropriate workload for criminal
investigators. The skills, abilities and knowledge of the investigator coupled with the complexity
of the investigation should determine an investigator’s caseload. For example, one homicide
investigation could occupy the time of several investigators for months, but on the other hand, one
investigator could handle scores of simple theft investigations in a similar period. There is
guidance on this issue from practitioner organizations. The International Association of Chiefs of
Police (IACP) suggests that a criminal investigator caseload of 120 to 180 cases per year (10 to 15
per month) is manageable. Other sources suggest that departments should staff one detective for
every 300 UCR Part I Index Crimes recorded each year. By either measure, RPD investigative
caseloads for the two criminal investigators are well within the benchmarks. As such, there is an
opportunity to assign additional functions to Investigations without impairing their investigative

capacity.

GO 300.23 entitled Intelligence broadly describes the intelligence gathering and
dissemination function of the department. The commander of the Support Services Division is
assigned overall responsibility for the department’s Intelligence function and serves as the primary
point of contact for the collection, processing, dissemination, and utilization of intelligence. The
GO describes the intelligence function as an activity or process principally concerned with
collecting, organizing, interpreting, disseminating, and utilizing information related to criminal
activity or events that pose a threat to the community in such areas of concern as organized crime,
vice, terrorism, subversive activities, and civil disorders. The GO goes on to state that all

departmental employees will report any information of an intelligence nature directly to the
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Commander of the Support Services Division in a detailed email message. The RPD practice does
not appear to follow the intelligence process outlined in the GO. The RPD appears instead to rely
on Intelligence Alerts/Bulletins distributed by the Apex Police Department (which distributes
intelligence/information to several law enforcement agencies within Wake County). While the
information obtained from this distribution list is helpful, the RPD must evaluate and interpret this
information/intelligence in the context of existing/emerging crime data/trends and other conditions

in the town of Rolesville.

Currently, department investigators interview individuals arrested by patrol officers who
are of interest to department investigators. The practice of debriefing prisoners, however, should
be extended to all persons arrested by the RPD, not simply person of interest to department
investigators. Patrol officers should be given guidance on debriefing persons under arrest to ensure
federal and state constitutional rights are not infringed and be provided by Investigations with a
general set of questions/areas of inquiry to ask arrestees concerning their knowledge of criminal
activities occurring within or proximate to the town of Rolesville. Department investigators should
update this guidance as needed. Patrol officers should routinely debrief prisoners when department
investigators are not working (provided the experience/specialty of a criminal investigator is not
required). Information gained from these debriefings should be combined with existing
information or intelligence. The collection and analysis of information obtained from prisoner

debriefings should reside within Investigations.

Although information gathering/intelligence and crime analysis are two separate functions,
they can and in this instance should be combined and assigned to one of the department’s criminal
investigators. We recommend that the information/intelligence gathering function and the crime

analysis function be merged and vested in one individual within the Investigations function of the
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Support Services Division. Given the relatively low volume of criminal activity within the town
of Rolesville, a full-time position of crime analysis/intelligence officer is not required or
recommended at this time. Instead, these functions can be assigned to one criminal investigator or
possibly assigned to a reserve officer specially hired for this purpose. A recently retired police
officer/criminal investigator who possesses an investigative and/or analytical background is the
ideal candidate for this reserve officer position. The monthly hours for this function would
continue to be governed by the provisions set forth in the GO for reserve officers. The individual
vested with crime analysis/intelligence officer responsibilities must receive appropriate training

for this position.

DETECTIVE TRAINING

Since both members of Investigations are relatively new to their roles/assignments, training
relevant to their new duties is essential. The detective sergeant completed the required 40-hour
First Line Supervision course for newly promoted sergeants. The North Carolina Justice Academy
(NCJA) offers a Leadership Certificate Program (LCP) that requires completion of 400 credit
hours of course work (a combination of required and elective courses) and provides advanced
leadership training for police supervisors. The FBI-Law Enforcement Executive Development
Association (FBI-LEEDA) also offers professional development opportunities through its
Supervisor Leadership Institute, Command Leadership Institute and Executive Leader Institute.
This type of thoughtful, structured instruction is essential for continued professional development
and growth of police supervisors, managers, and executives. Annual in-service training beyond
that required for the detective sergeant to maintain police certification is necessary for him to

realize his full potential as a department supervisor and to help prepare him should he decide to
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advance to a managerial rank. The detective sergeant noted his intentions to sign up annually for

courses offered by FBI-LEEDA.

As part of his training for his new assignment, the Investigator attended Interviews and
Interrogations, Crime Scene Investigations and Cellphone Analysis training. Annual in-service
training beyond that required to maintain police certification is necessary for the Investigator to
realize his full potential as a criminal investigator. While the department does not offer an
introductory course or series of courses for new criminal investigators, the NCJA does, providing
a program of study that leads to a certificate in criminal investigations. The Criminal Investigation
Certificate Program is designed to prepare department investigators for the rigors and challenges
of criminal investigations. This certificate program includes foundational and advanced courses
that criminal investigators need for skill enhancement and professional development, and includes
in-person instruction (e.g., classroom, conferences or symposiums related to criminal
investigations) and on-line courses. Completion of this program is flexible and determined by the
pace of the student. This certificate program, like that of the Leadership Certificate Program, must
be earned within 10 years of when the course of study begins. Additionally, large departments
often provide department created (or hosted) training for new criminal investigators. These courses
vary in length from one to several weeks. The RPD should explore the feasibility of having recently
assigned Investigators attend an entry-level criminal investigations course provided by one of the
larger police agencies in the state. Large, accredited departments routinely permit officers from
other law enforcement agencies to attend their training (space permitting) for free or for a modest
fee. The detective sergeant stated his training plan was for himself and his investigator to complete
three investigative classes every calendar year. However, there is currently no formal training plan.

The detective sergeant should create a formal, multiyear in-service training plan for himself and
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his investigator to ensure they maintain their proficiency and acquire the additional skills necessary

to meet the evolving needs of criminal investigations.

Recommendations:

The detective sergeant and investigator should meet regularly (e.g., monthly) with the Support
Services Division lieutenant or captain to discuss progress on each open investigation and the
steps necessary to complete the investigation.

The Support Services Division lieutenant (if the recommendation to reassign one Patrol Division
lieutenant to the Support Services Division is adopted) or captain should review all criminal
investigations before they are closed.

The chief should implement a monthly or quarterly report detailing performance measures
developed specifically for criminal investigators.

It appears that an effort is made to equally distribute cases requiring a follow-up investigation
between the two department investigators. The RPD should re-evaluate this practice. The
detective sergeant has additional administrative/supervisory responsibilities with respect to
criminal investigations (e.g., assignment of cases, supervision of case investigator/process,
review of case closing reports, preparation of reports, etc.) as well as responsibilities outside of
criminal investigations (e.g., supervision of two school resource officers, conducting background
investigations for new hires, quartermaster duties, fleet responsibilities, etc.). A distribution that
takes into account the different responsibilities of each position for cases requiring follow-up
investigation would be more appropriate.

The information/intelligence gathering function and the crime analysis function should be
merged and vested in one individual within the Investigations function of the Support Services
Division. Given the relatively low volume of criminal activity within the town of Rolesville, a
fulltime position of crime analysis/intelligence officer is not required or recommended at this
time.

The RPD should explore the feasibility of having recently assigned investigators attend an entry-
level criminal investigations course provided by one of the larger police agencies in the state.
Large, accredited departments routinely permit officers from other law enforcement agencies to
attend their training (space permitting) for free or for a modest fee.

The detective sergeant should create a formal, multiyear in-service training plan for himself and
his investigator to ensure they maintain their proficiency and acquire the skills additional skills
necessary to meet the evolving needs of criminal investigations.
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Functional Area: School Resource Officers

Overall, the RPD meets or exceeds industry standards for school resource officers. The
consultant did not find operational guidance for school resource officers. Similar to guidance
provided to patrol officers, the GO should include guidance for school resource officers. Also,
there are opportunities for improvement in the areas of inter-agency communication and training.

CATEGORY

OBSERVATIONS

RECOMMENDATIONS

Operational
Guidance

SCORE ‘

The RPD does not have an
operational guide specific for
the duties and responsibilities
of an SRO.

e Provide operational
guidance with respect to
the duties and
responsibilities of the
SRO in the GO.

Inter-agency
Communication

SROs attend an Annual
Summit with Wake County
Public School System officials
prior to the beginning of the
school year.

SROs supervisor meets
monthly with Wake County
Public School System
officials.

SROs assigned to Rolesville
High School do not meet
formally daily/weekly with
Rolesville High School
officials. Instead, they meet as
needed.

SRO supervisor briefs his
SROs on relevant issues
discussed at these monthly
meetings.

RPD SROs do not meet
periodically with SROs from
other agencies assigned to
Wake County Public School
System schools within the
town of Rolesville.

e RPD SRO should meet
regularly (daily or
weekly) with Rolesville
High School officials
regarding current or
emerging issues at the
school.

e If minutes from the
monthly Wake County
Public School System
meeting with Wake
County law enforcement
agencies are distributed,
those minutes should be
provided to the RPD
SROs.

¢ RPD SROs meet
electronically (at least
quarterly) with peer
SROs from area law
enforcement agencies
assigned to Rolesville
High School feeder
schools.

Training

NCJA offers SRO training and
an SRO Certificate Program.

e RPD should create a
formal training plan for
SROs’ professional
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SROs completed the required
40-hour School Resource
Officer Training course.

An active shooter drill has not
been conducted at the high
school in some time.

A recent lockdown at the high
school revealed several
operational concerns that are
currently being addressed.
These issues would have
emerged during the planning
or execution of a table-top or
actual active shooter exercise.

development. If
completion of the SRO
Certificate Program is
not a viable option, then
specific SRO related
courses should be
identified as part of the
SROs annual in-service
training.

RPD should plan and
host a multi-agency
active shooter drill that
includes all agencies
likely to respond to the
Rolesville High School
in the event of an actual
active shooter at the
school.

Prior to the full-scale
exercise, the RPD
school should conduct a
table-top exercise with
all stakeholders and
incorporate the learning
from the table-top
exercise into the
planning for the full
scale.

begin and end their shifts at the high school.

The RPD assigns two school resource officers (SROs) on a fulltime basis to Rolesville
High School. One of the two SROs has additional duties, including community engagement
responsibilities for the department. Rolesville Hight School is part of the Wake County Public
School System and has a student enrollment of approximately 2,400 students. The Middle and
Elementary Schools in Rolesville are not served by a RPD SRO. The Rolesville High School SROs

report to the Detective Sergeant. Both SROs work Monday through Friday 07:00 to15:00 and each
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The SROs typically start their day by conducting a perimeter inspection of the building
and then assume a high visibility position to monitor the arrival of students. Once the first bell
rings, SROs go to their offices located on separate floors to complete administrative duties. While
in their offices, the SROs have the capability to monitor cameras (e.g., entry doors, stairwells,
hallways, etc.) located throughout the school. After their administrative tasks are completed, they
patrol the interior of the school building and campus until the lunch periods begin. There are four
cafeterias located on four floors and three lunch periods during the school day. The SROs and
school personnel cover the cafeterias during lunch time. After lunch, the SROs resume their
patrols, complete administrative duties as necessary, and respond to incidents that occur on school
grounds. Fights, car crashes, missing children, drugs/weapons on campus, etc. would result in the
preparation of an Incident Report; however, most incidents do not require the preparation of an
Incident Report. On those occasions, a Call for Service Report may be prepared (i.e., does not rise
to the level of a crime but is documented); however, much of the workload of SROs is
undocumented. The SROs prepare for dismissal by assuming high visibility positions to monitor
the bus loop, hallways, and other locations where students tend to gather during dismissal. The
Wake County Public School System employs one private security officer who patrols campus
grounds via a bicycle. While the SROs communicate with this security officer, the security officer

is not under the direction or supervisor of the SROs.

INTER-AGENCY COMMUNICATION

An annual SRO Summit is held prior to the beginning of the school year. The Wake County
Public School System organizes and invites all SROs in Wake County to this event. This summit
allows SROs to hear from county school officials about concerns and challenges anticipated in the

upcoming school year. It is also an opportunity for SROs to exchange information and collaborate
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with peers from different law enforcement agencies. Once the school year begins, the Wake
County School Public School System security director holds monthly school safety meetings with
SRO supervisors from law enforcement agencies in Wake County to discuss matters of mutual
concern. While the consultant was informed that the RPD SRO supervisor, who is a detective
sergeant, verbally briefs both SROs concerning issues discussed at the monthly meeting, it is
recommended that any minutes prepared and distributed by Wake County Public School System
officials following these meetings (or in the alternative, summaries prepared by the SRO

supervisor) should be distributed to both RPD RSOs.

There does not appear to be a structured process for daily communication/feedback
between the two RPD SROs and Rolesville High School officials, either before the start of the
school day or after its conclusion. Instead, the communication between these entities appears to be
“as needed” or incident based. This type of communication structure for the on-site SROs is not
optimal for effective interagency communication, planning, or maintaining a school climate
conducive to student learning and achievement. The SRO supervisor should explore the feasibility
of a daily briefing (optimal) or a weekly recap between a designated Rolesville High School
official and the two SROs. Planning for RPD staffing at upcoming school events (e.g., athletics,
school plays/performances, etc.) and discussion of emerging issues should be included in these
briefings. Additionally, the consultant was informed that other than the annual summit, RPD SROs
do not regularly meet with their peers from other law enforcement agencies that provide public
safety services to Wake County Public School System schools within the town of Rolesville or
schools that are close to the town. This is a missed opportunity for area SROs to share information
and identify common areas of concerns across local Wake County schools. Rolesville High School

is a regional school, meaning most students attending do not live in the town of Rolesville.
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Approximately 15% of the student body have an address in the town of Rolesville. As such, many
issues/concerns in “feeder schools” into Rolesville High School may make their way into the high
school. Given the availability of teleconferencing (e.g., Zoom, TEAMS, etc.), it is recommended
that the RPD SROs meet electronically (at least quarterly) with peer SROs from area law
enforcement agencies assigned to Rolesville High School feeder schools. These meeting should
be used to discuss emerging trends, noteworthy incidents occurring at schools, problematic
students, and successful strategies employed to maintain a school climate conducive to student

learning and achievement, etc.

SRO TRAINING

Both SROs have completed the 40-hour School Resource Officer Training course and the
32-hour SRO Ethics course. One SRO has completed the Solo Active Shooter for SRO and
Advanced SRO Survival while the other SRO has completed a Juvenile Law class at Wake Tech.
NCJA offers advanced courses for SRO to enhance their skills and professional development,
including a School Resource Officer Certificate Program. This program is designed specifically
for SROs who desire increased training, experience, and credentials. SROs must complete 400
hours of instruction. Four courses totaling 120 hours (School Resource Officer Training, School
Officer Ethics, Advanced SRO Survival and Community Oriented Policing) form the foundation
of this certification program. The remaining 280 hours are elective courses, many of which are
applicable to general police duties. The RPD should consider having one of the two SRO complete
this certification. However, this is a large investment for the department, particularly if the SRO
position is a career-path position that leads to more desirable assignments. Turnover in the SRO
position is a factor the RPD must consider when investing in training. Should the RPD decide not

to pursue SRO certification, the two SROs should complete, at a minimum, the four core courses
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listed above. Thereafter, an in-service training plan, beyond the courses required to maintain police
officer certification, should be created to ensure continued skills and professional development for

those performing SRO duties.

The consultant was informed that an active shooter drill at the school had not been conducted
in some time. The lack of an Active Shooter training exercise was mentioned during a focus group
in the context of a Code Red lock down that occurred at Rolesville High School in October 2022.
Responding RPD officers could not easily access the locked doors of the school. The SROs had to
physically open doors to admit responding officers. The problems with facility access were
immediately apparent to the RPD. The consultant was informed that the RPD and Wake County
Public School System officials have identified a solution to this concern. The SROs immediate
access to their long guns was another concern. This concern is also being addressed with school
officials. Had an active shooter drill been conducted, either during the planning or execution of
this drill, these issues (and possibly others) would have become apparent, and solutions created to
address them. It is recommended that the RPD plan and host a multi-agency active shooter drill
that includes all agencies likely to respond to the Rolesville High School in the event of an actual
active shooter at the school. The drill must be held at the school to give responding agencies
familiarization with the physical layout of the building. The RPD must work with the Wake County
Public School System officials to schedule this exercise. It is critical that Rolesville High School
staff participate fully in this exercise so that they too can assess how well the Wake County Public
School System’s active shooter protocols (for teachers, staff, and students) integrate with those of
emergency responders. However, prior to the full-scale exercise, the RPD should conduct a table-
top exercise (or a series of table-top exercises if necessary) with all stakeholders to incorporate

learning from the table-top exercise(s) into planning for the full-scale exercise.
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Recommendations:

The SROs should meet electronically (at least quarterly) with peer SROs from area law
enforcement agencies assigned to Rolesville High School feeder schools.

The RPD should consider having SROs complete one of the two SRO certification programs.
However, it is acknowledged that this is a large investment for the department, particularly if the
SRO position is a career-path position that leads to more desirable assignments.

An in-service training plan, beyond the courses required to maintain their police officer
certification, should be created to ensure continued skills and professional development for those
performing SRO duties.

The RPD should plan and host a multi-agency active shooter drill that includes all the agencies
likely to respond to the Rolesville High School in the event of an actual active shooter at the
school.

Prior to the full-scale exercise, the RPD should conduct a table-top exercise (or a series of table-
top exercises if necessary) with all stakeholders to incorporate learning from the table-top
exercise(s) into the planning for the full-scale exercise.
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Functional Area: Reserve Officers

The Reserve Officer Program as currently operating does not serve the needs of the
department. The chief and captain noted this at the consultant’s meeting with the RPD command
staff. The Chief was considering several options from redesign to elimination of the program.

The RPD invests heavily in the training of reserve officers. In fact, their training must be
equivalent to that of full-time police officers. If the chief decides to retain the Reserve Officer
Program, it is recommended that he re-imagine the program. While originally designed to
supplement patrol officers, Reserve Officer Program guidelines also permit reserve officers to
serve in special assignments to support department operations. The RPD should leverage the
existing program as part of its recruitment strategy. Also, the RPD should seek reserve officers
with the skill sets required to meet the RPD’s emerging needs. Recently retired law enforcement
officers constitute a well-trained and motivated pool of candidates from which to recruit for

specialized duties including recruitment, community engagement, crime analysis, etc.

SCORE OBSERVATIONS RECOMMENDATIONS
RPD General Orders provides
Operational ‘ guidance on use of reserve
Guidance officers.
Reserve officers have e Evaluate return on
completed required in-serve investment (ROI) in
courses to maintain their terms of training,
police certification. equipment, supervision,
Training Given limited availability of etc. of the_reserve
these officers, advanced officers with respect to
training will not reap the actual service
substantial benefits. rendered to the
department/town.
The reserve officer program is e The RPD should re-
underutilized. In 2021, reserve imagine the Reserve
officers worked a combined 80 Officer Program.
hours, and 62 hours in 2022. e Discontinue the service
Reserve officers do not have of reserve officers who
Utilization ’ access to the department’s are L_mable to meet
computer system and as such minimum hours
cannot enter Incident Reports established by the
that they prepare. As such, department to support its
fulltime RPD officers are operations.
dispatched with reserve e Recruit reserve officers
with skill sets that better

84




officers to complete any
reports that may be required.

meet the evolving
operational needs of the
department (e.g., crime
analysis, intelligence
officer, planning,
training, community
engagement, etc.).
View the Reserve
Officer Program as a
viable candidate pool for
fulltime officers.

General Orders (GO) section 100.24 entitled Police Reserves governs RPD police reserves.

Police reserve or reserve officers are part time police officers employed by the RPD to assist full

time sworn personnel in the day-to-day delivery of law enforcement services. Reserve officers

serve at the discretion of the chief of police and are certified through the North Carolina Criminal

Justice Education and Training Standards Commission. Their training and qualifications are

equivalent to full-time sworn officers. Reserve officers work under the direction of full time sworn

supervisors and perform police services, assist in specialized assignments, and support the

department during emergencies. The department currently has three reserve officers. The annual

hours that the three reserve officers worked over the last three years are contained in the chart

below.

Table 14 — Reserve Officer Hours

2019 2020 2021 2022
Arnold 37 - 40 27
Haga 26 - 40 25
Holding 282 - - -
Santana - - - 10

*Off-duty detail hours are not contained in the figures above; 2022 hours are as of 12/2/22
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No hours were recorded for reserve officers in 2020 (COVID-19 pandemic), 80 hours were
recorded in 2021, and 62 hours were recorded in 2022. There is a budget associated with this
function. The Reserve Officers Program as presently operating is underutilized. The hours these
officers contribute are insufficient to meaningfully impact department operations. The RPD should
determine if it is receiving a sufficient return on its investment in training, equipping, and
supervising the current reserve officers. If the RPD is not getting a sufficient return on its
investment in these officers, then the chief should consider separating these reserve officers from
the RPD and recruiting reserve officers who can commit more time and who possess skill sets that
better serve the RPD’s operational needs. Moreover, the RPD should re-imagine the Reserve
Officer Program, leveraging more fully and focusing the efforts of these part-time employees to
meet the evolving needs of the RPD. Ideally, some of these positions could be filled by individuals
considering a career in policing. The RPD should view reserve officers as a viable candidate pool
for full-time positions. Moreover, reserve officers should be considered for duties other than patrol.
For example, the department needs a crime analyst/intelligence officer, but the RPD UCR Part 1
Crime Data Report suggests a fulltime crime analyst/intelligence officer is not required. The crime
analysis/intelligence officer function would be an appropriate part-time position for a retiring or
recently retired criminal investigator from the RPD or a local police department. This officer could
maintain police certification and perform backfill patrol duties when necessary, but would
primarily be tasked with working one or more days a week to gather, analyze, and make sense of
social media, crime and traffic data. This officer would report to the detective sergeant and be
tasked with reviewing alerts, bulletins, and crime data from adjoining jurisdictions and identifying
emerging or actual trends or patterns as they relate to crime conditions in and around Rolesville.

This officer would also prepare performance-based management reports/charts/graphs to inform
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command staff decision-making regarding deployment of personnel. The goal is to build capacity
into the existing RPD organizational structure, to better prepare the RPD for the service challenges
that are certain to come as the population of Rolesville continues to grow. There are several
functional areas that should be built out and supported, but that do not currently require a fulltime
position (e.g., recruitment, community engagement, training, planning, etc.). Leveraging reserve

officers to assist with some of these duties should be considered.

Recommendations:

The RPD should determine if it is receiving a sufficient return on its investment in the training,
equipment, supervision, etc. of the current reserve officers.

The RPD should re-imagine the Reserve Officer Program, leveraging more fully and focusing
the efforts of these part-time employees to meet the evolving needs of the RPD.

The RPD should view reserve officers as viable candidates for full-time positions. Moreover,
reserve officers should be considered for duties other than patrol.

There are several functional areas that should be built out and supported but that do not currently
require a fulltime position (e.g., recruitment, community engagement, training, planning, etc.).
Leveraging reserve officers to assist with some of these duties should be considered.

Task the patrol division commander to work with the community engagement officer to develop
a community engagement strategy for officers on patrol.
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Functional Area: Professional Standards

The Rolesville Police Department (RPD) does not have a Professional Standards/Internal
Affairs Unit. Instead, Professional Standards/Internal Affairs is a function. The RPD has limited
complaints and at this point does not warrant a Professional Standards/Internal Affairs Unit. The
performance of this function has been at an acceptable level, but the recommendations will

enhance the function’s performance.

CATEGORY

OBSERVATIONS

RECOMMENDATIONS

Certifications

The department currently
has no accreditation
certifications.

e When appropriately staffed,

the department should
consider pursuing state
certification.

Early Warning

The Early Warning System
is embedded in a module in
the One Solution RMS
system. The Early Warning
System will alert a

e The department should be
commended for having an
Early Warning System that
benefits both the
department and employees.

Systems / Software o
supervisor if recorded
incidents have triggered an
Early Warning System
alert.
There have been minimal e The department has a very
complaints 