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EXECUTIVE SUMMARY 
 
 
The Owatonna Police Department is experiencing another year filled with significant changes and 
high profile activities.  Owatonna has and continues to lead South Central Minnesota in proactive law 
enforcement initiatives to combat crime and disorder, and overall ‘quality of life’ for our community. 
 
The police department is currently considering restructuring and reorganization to better address the 
demands of our community.  The changes that are being recommended are being made with the 
intent of improving response times; meeting the mission and values of the organization; shifting 
resources to address the emerging crime trends, major events, and development in the city; and to 
provide resources and support for the line level personnel who service the public on a daily basis. 
 
Staffing continues to challenge the department.  Efforts to fill vacancies, both new positions and 
those created through attrition, remain a high priority.  As with the crime situation, progress has been 
made, significant improvements are still needed.  Current data continues to support the need for 
increased uncommitted patrol time for proactive efforts.  This is accomplished by SUSTAINING 
authorized personnel and related resources. 
 
Despite documented advances and improved efficiency, significant additional resources are vital to 
enable the department to fully accomplish its mission in protecting the Owatonna community and its 
citizens.  Officers need additional time throughout their shifts for proactive policing efforts.  They need 
to be in a position to respond more quickly when crimes occur.  Investigators need to be able to 
follow-up on all crimes when investigative leads are present.  Both officers and investigators depend 
on non-sworn personnel to adequately support their efforts through the performance of dispatch, 
training, and administrative duties.  Again, SUSTAINING sworn and non-sworn personnel are 
required to meet these demands. 
 
This report represents the police department’s continuing commitment to examine staffing levels 
annually and to adjust our staffing recommendations based on current conditions.  As Chief of Police, 
I am recommending that council and city administration continue to support core services at the 
current authorized levels.  The documents that follow will further illustrate and support this 
recommendation.  Finally, all that we do is based on the fundamentals in the overall public safety 
mission.  
 

MISSION STATEMENT  
 

We are a value driven organization that serves the community by protecting life and property, 
preventing crime, enforcing the laws, and maintaining order for all citizens 

 
In serving our community, we emphasize education of citizens, voluntary compliance, 
partnership with the community, visual presence in the community, and detection and 

apprehension of offenders. 
 

We achieve our mission through planning and problem solving, personal responsibility, 

customer orientation, fairness and equity, teamwork, and INTEGRITY above all. 

 



BEST PRACTICES 
 
Police staffing strategies largely depend on regional standards, political climate, local economics and 
finances, city leadership and their goals, crime, calls for service and community expectations. Other 
methodologies include analysis of historical staffing data, community surveys, actual and/or projected 
population growth, the ratio of employees to population and the ratio of sworn to non sworn 
employees. No nationally recognized standards with specific formulas for staffing exist. To develop 
and implement sound and efficient staffing plans, decisions and recommendations must be based on 
sound police management practices. Here are discussed “best practices” that represent the latest 
strategies in the area of police staffing according to the most knowledgeable and respected sources 
around the country and our regional area. 

 
Accreditation Standards 
 
Accreditation programs seek to improve the delivery of public safety services, primarily by:  
maintaining a body of standards, developed by public safety practitioners, covering a wide range of 
up-to-date public safety initiatives; Specifically, The Commission on Accreditation of Law 
Enforcement Agencies (CALEA) goals are to: 
 
♦ Strengthen crime prevention and control capabilities; 
♦ Formalize essential management procedures; 

♦ Establish fair and nondiscriminatory personnel practices; 

♦ Improve service delivery; 
♦ Solidify interagency cooperation and coordination; and 

♦ Increase community and staff confidence in the agency. 

 
IACP Recommendation 
 
The International Association of Chiefs of Police (IACP) has long been recognized for its 
preeminence in the field of patrol staffing, deployment, scheduling and productivity.  Ready-made, 
universally applicable patrol staffing standards do not exist. Because of the many variables involved, 
the use of ratios, such as officers-per-thousand in population, is totally inappropriate as a basis for 
staffing decisions. Accordingly, they have no place in the IACP methodology.  Defining patrol staffing 
allocation and deployment requirements is a complex endeavor requiring consideration of an 
extensive series of factors and a sizable body of reliable, current data. In defining patrol staffing 
requirements, the following factors may be considered, the mix of which is unique to each locality and 
agency: 
 

♦ Policing philosophy 

♦ Policing priorities 

♦ Police policies and practices 

♦ Number of calls for service 

♦ Population size and density 

♦ Municipal resources 

♦ Trends in the foregoing areas. 

 
To prescribe patrol requirements properly, a series of professional guidelines and departmental 
policy preferences must be explicitly considered and deliberately applied. These include policing 
philosophy, service philosophy, response time standards, and supervision philosophy. 

 

 



BEST PRACTICES 
 
Policing Style/Philosophy 
 
It is common practice to divide the time available for field patrol activity equally, allowing one-third of 
an officer's time for response to calls for service; one-third of his or her time for crime prevention, 
community relations, and other proactive services that an agency may elect; and one-third for 
administrative duties such as writing reports, conferring with supervisors, and meals. Variations of 
this basic formula occur, especially in jurisdictions committed to problem-solving and/or 
neighborhood-oriented approaches. In these jurisdictions, the portion of time allocated for proactive 
activity must be substantially greater. 
 
Police agencies should consciously choose a policing style, recognizing that modifications have 
direct effect on staffing requirements. Agencies coping with budget constraints can choose to reduce 
uncommitted, prevention-focused time, thus expanding the time committed to response to calls. This 
strategy reduces patrol staffing requirements, which may risk public safety. Alternatively, agencies 
can choose to be more proactive, allocating, for example, 40%, 45%, or 50% to of each officer's time 
to crime prevention, problem solving, community relations, and other proactive activities. This 
strategy increases staffing requirements. The IACP management survey staff prefers this more 
proactive approach to policing. 

 
Service Philosophy 
 
Police agencies can dispatch a field officer to handle each complaint or request made by each 
citizen. Agencies can also choose to be selective in dispatch choices. Stabilization in police 
department budgets has occurred in many cities at the same time that citizen demands for police 
service have increased and/or departments have been engaged in efforts to improve quality of 
service, reduce response times to urgent calls, and develop new strategies for crime prevention and 
community-police interaction, without measurable increases in patrol staffing. Many departments 
cope with this condition by diverting nonemergency calls. Rather than dispatch officers, agencies 
employ alternative responses such as taking telephone reports, promoting walk-in and mail-in 
reporting, using paraprofessionals and referring calls to other governmental agencies. Agencies often 
combine these strategies with delayed mobile response, which involves on-site response, delayed 
30-60 minutes. Use of these alternatives, referred to as differential responses, lowers field staffing 
requirements. They represent a tradeoff of costs for on-scene service levels. 

 
Response Time Standards 
 
Response time to highest-priority calls must be as rapid as possible. Highest-priority calls include 
those which pose danger to the lives of citizens and/or police officers and those which present 
opportunity to arrest an alleged offender. Absolute, formally-endorsed response time standards have 
not been established. Response times, like other factors discussed, have major impacts on staffing 
requirements. The impact of response time goals is evident. The higher the goal (the faster the 
desired response), the greater the staffing requirements. Response times are not exclusively staffing 
driven. Call prioritization is crucial in achieving desired response times. 

 



BEST PRACTICES 
 

Supervision Style and Requirements 
 
The Commission on Accreditation of Law Enforcement Agencies recommends a supervisor be 
responsible for no more than twelve officers or eight beats. This standard is useful but requires skillful 
adaptation. To prescribe the number of supervisors required, it is essential to consider entry level 
selection standards, quality and experience of patrol personnel, the process used to select 
supervisors, quality of supervisory training, time available for supervisors to supervise, and preferred 
supervisory style -- control-oriented, coach facilitating, coaching, or a combination. Fewer supervisors 
are required when an agency has an experienced field force and experienced supervisors. More are 
needed when an agency has a young, inexperienced field force. Well trained officers require less 
supervision than modestly or poorly trained officers. An article published in The Police Chief in 
October 2006 reported a survey conducted by the Kansas State University Police Department 
regarding span of control. The average span of control for the 140 responding agencies was 1:7. The 
same article indicated that similarly Las Vegas Police Captain Stavros S. Anthony, as reported in The 
Structural Dimensions of Community Oriented Police Departments, found traditional police 
departments in the United States had an average span of control of one supervisor to 8.4 officers. 
Further, those departments focused on community police philosophy had a slightly lower ratio of 7.7 
officers per supervisor. National Incident Management System (NIMS)/Incident Command System 
(ICS) standards state that span of control is the most fundamentally important management principle 
of ICS. It applies to the management of individual responsibilities and response resources. The 
objective is to limit the number of responsibilities being handled by, and the number of resources 
reporting directly to, an individual. ICS considers that any single person's span of control should be 
between three and seven, with five being ideal. In other words, one manager should have no more 
than seven people working under them at any given time. 

 
Community Policing Roles 
 
The role of the patrol officer differs radically in agencies committed to community-inclusive forms of 
policing. A patrol officer's role must be fully defined in order to incorporate time components into the 
calculation of patrol officer requirements. Community and problem solving policing is labor-intensive 
for patrol, although empirical evidence has yet to accumulate to quantify requirements with 
confidence.  Because of public safety, public policy, and cost implications, IACP's approach to 
staffing allocation and deployment ensures that a jurisdiction's own preferences in the foregoing 
policy areas are reflected in findings, recommendations, and prescriptions, without ever 
compromising professional police standards. 
 
The IACP suggests allocating patrol resources as follows: 
20 minutes of each hour to be allocated to calls for service 
20 minutes of each hour to be allocated for administrative duties 
20 minutes on administrative time that is free (proactive) for patrol 
 
This model was referenced in last year’s study, and has been used as one of the prime factors in this 
year’s patrol staffing recommendation. IACP has suggested that there should actually be an average 
of 30 minutes per hour of free un-obligated time for patrol. The benefits of having 30 minutes of un-
obligated time allow more time for proactive community policing, crime prevention, and reduce the 
likelihood of traffic accidents as officers rush from call to call. 

 



VACANCIES AND HIRING CONSIDERATIONS 
 
Significant costs are incurred when trained and experienced employees leave an organization.  
Hiring and training replacement personnel is very expensive.  Provision of quality services is likewise 
impacted by the loss of experienced personnel.  Clearly it is important that a successful organization 
reduce turnover and retain competent staff.  Turnover rate, or the number of employees exiting the 
department, measures such productivity.  Employees exit an organization for a number of reasons; 
retirement, forced termination, better job, health and more.  Turnover due to voluntary resignation is 
particularly important as it can more readily be managed, unlike retirements or terminations.   
 

 Patrol Staffing Level 
The department currently deploys 19 officers / 6 supervisors who are assigned to patrol different 
parts of the city referred to as districts. Minimum staffing is dependent on the shift. For “day” shift the 
minimum staffing is set at two officers and one supervisor.  If available, additional officers are 
assigned to assist in areas experiencing problems or a higher than normal calls for service levels. 
Because the assignment of additional officers to a particular area is based on need, the staffing 
levels in any given district can change on a daily basis. In addition, due to overlapping shifts, officers 
from different shifts are often responsible for the same area. When a shift slips below minimum 
staffing, sergeants and command staff authorize overtime as needed to ensure adequate staffing.  
See attached staffing/shift guidelines. 

 
Deploying Resources 
The department uses a software program called “Speed Shift” as a tool to optimize patrol scheduling 
and deployment. The program provides recommendations for total staffing levels and staffing by day 
of week and time of day.  The program allows command staff to balance the amount of time allocated 
to administrative activities, calls for service, and most importantly to proactive or directed efforts in 
accordance with pre-established standards.  This program helps the department create the best 
staffing “fit” for the community by incorporating the aforementioned staffing factors, unique 
geographic layout, and changing customer demands. It also helps solve staffing problems based on 
available personnel. 
 

Hiring Issues 
“Although warnings were sounded in the 1980s and 1990s (see e.g. comments made by Shannon, 
1984; Sanders et al., 1995; Bowers, 1990), the "cop crunch" based on anecdotal evidence appears 
to have hit many agencies very hard and very quickly. The challenge of recruiting and hiring quality 
personnel has emerged as a critical problem facing law enforcement nationwide. It threatens to 
undermine the ability of law enforcement to protect our nation's citizens and to reverse important 
gains in our efforts to increase the representation on our forces of racial/ethnic minorities and 
women.” 
 
Owatonna Police face the same challenges in recruiting and hiring efforts as other agencies. 
Increased separations, significant economic growth, and numerous external contributing factors 
threaten the ability to adequately staff the department with qualified people.   
 
A number of factors impact the ability to attract and retain qualified employees. Starting salaries and 
subsequent salary steps competitive with neighboring jurisdictions must be maintained. Like other 
departments “laterals” are used to attract new applicants, recruits and lateral alike. To remain 
competitive, the department must constantly evaluate and appropriately adjust compensation plans 
and benefits.  
 

 



VACANCIES AND HIRING CONSIDERATIONS  
Staffing / Shift Guidelines - 2009 

 
1. Shift Minimums 

 

A. Day Shift-Patrol: 
 

 When four patrol officers are scheduled, three officers and a supervisor will be the minimum 

 When three patrol officers are scheduled, two officers and a supervisor will be the minimum 
 

B. Evening/Night Shift-Patrol  
 

 1600-2100 hours:  Three officers and a supervisor on any given day 

 2100-0200 hours:  Sunday through Thursday five officers and a supervisor 

 2100-0200 hours:  Friday and Saturdays six officers and a supervisor 

 0200-0700 hours:  Sunday through Thursday two officers and a supervisor 

 0200-0400 hours:  Friday and Saturdays three officers and a supervisor 

 0400-0700 hours:  Friday and Saturdays, two officers and a supervisor 
 

2. Shift Minimums for All Work Days 
 

A. Winter Trimester (January 4 – May 23)  
             Day Shift-Patrol:                 Four officers and a supervisor 

                                            Evening Shift-Patrol:          Four officers and a supervisor 
                                            Night Shift-Patrol:              Four officers and a supervisor 
                                                 

B. Summer Trimester (May 23 – September 12)  
             Day Shift-Patrol:                 Six officers and a supervisor from 0630 to 1430 
             Evening Shift-Patrol:          Five officers and a supervisor from 1600 to 0200 
             Night Shift-Patrol:              Four officers and a supervisor from 2100 to 0700 
 

C. Fall Trimester (September 12  – January 2, 2010)  
             Day Shift-Patrol:                 Four officers and a supervisor 
             Evening Shift-Patrol:          Four officers and a supervisor 
             Night Shift-Patrol:              Four officers and a supervisor 

 
EXCEPTIONS:  To allow for department approved training and shift adjustments for details. On 
call administrator can count towards supervisor requirement. 

 
 

3. Schedule of Hours:   
 
Sergeants      X – 0630-1630         Y – 1600-0200        Z – 2100-0700     ZZ – 1800-0400 
Patrol              J – 0630-1630             K – 1600-0200             L – 2100-0700 
Patrol              8 hour shifts               Q – 0900-1700            M – 2100-0400 
Investigator   H - 0800-1600             G - 1900-1700             P - 0730-1530 

  

 

 



VACANCIES AND HIRING CONSIDERATIONS  
  

2009 
 
 

YEAR CHIEF CAPTAIN SERGEANT CORPORAL OFFICER TOTAL 

2004 1/1 2/2 5/5 4/4 **19/**18 31/30 

2005 1/1 2/1 5/7 4/4 **19/**16 31/29 

2006 1/1 1/1 7/7 4/5 ***22/***19 35/33 

2007 1/1 2/2 7/7 5/5 **20/*19 35/34 

2008 1/1 2/2 7/7 4/3 21/22 35/35 

2009 1/1 2/2 7/6 4/3 21/21 35/33 

 
 

Literal:  1  /  1  = Authorized Number of Personnel/Positions Filled 
   

          * Total includes one part-time officer 
      ** Total includes two part-time officers 
      *** Total includes three part-time officers 
      The Patrol Captain's authorized number of personnel was transferred to Officer's authorized number of personnel 

in 2006  

 

 



ORGANIZATIONAL OVERVIEW 
 
The Owatonna Police Department continues to evolve as an organization. Structural, programmatic 
and personnel changes are implemented to better enable it to address crime and meet organizational 
responsibilities. What follows is a description of the organizational structure of the Owatonna Police 
Department and its major divisions. 
 
Throughout the past four years, several new programs were developed toward the department’s goal 
of crime reduction. The department’s management team developed strategies for a safer city and 
created programs to address the established goals for reducing crime(s).  Other efforts initiated to 
institute squad integrity and establish a district approach to patrol deployment. 
 
 

Strategies for a Safer City  
 
The strategies for a safer city objective utilizes existing resources, is based on realistic, ethical, legal, 
affordable and politically feasible plans and involves the citizens in these efforts.  
 
The plan consists of several activities assigned to the following six strategies: 
 
♦ Focus on Repeat Offenders; 

♦ Utilize effective tactics and ensure the proper use of existing resources; 

♦ Reduce Visible Signs of Disorder; 
♦ Increased Traffic Safety; 

♦ Increase Public Outreach and Involvement; 

♦ Enhance the information infrastructure to properly support enforcement efforts 
 
 
Organizational Charts Highlighting Staffing/Personnel Assignments 
 
Chart A – 2008 / January - December 
 
Chart B – 2009  / January - June  
 
Chart C – 2009 / July – December  
 
Chart D – 2010  / Future Plan 
 
**Organizational Charts Attached 
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Organizational Chart  
December 2008-Chart A 
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