
Inter-Departmental Communication 

Office of the City Auditor 

Date: February 7, 2018 

To: Councilwoman Katheryn Shields 

From: Douglas Jones, City Auditor 

Subject: Summary of Audits and Consultant Study Related to Kansas City Police Department 

Staffing 

This is in response to your request for summary information from past audits by the City Auditor’s 

Office related to staffing in the Kansas City, Missouri, Police Department (KCPD).  You also asked us to 

summarize staffing related information from the recent workload/staffing study completed by the 

Matrix Consulting Group. 

This memo does not constitute an audit under Government Auditing Standards. 

Summary 

The reports we reviewed have some similar themes or recommendations related to KCPD staffing such 

as the need for more patrol officers/Patrol Bureau staffing, civilianizing administrative activities as a 

way to reallocate officers from administrative activities to law enforcement activities, and evaluating 

the use of two-office patrol cars.  The Matrix Consulting Group performed an extensive analysis of 

Police Department staffing, organizational structure, and key operational elements that notably impact 

staffing levels and made 180 recommendations to address identified issues. 

What We Found 

We identified and reviewed the following reports and memo issued by the City Auditor’s Office that 

addressed staffing issues in the Kansas City, Missouri, Police Department: Performance Audit Kansas 

City, Missouri, Police Department Patrol Deployment:  Blackout Analysis – January 1998; Special 

Report Kansas City, Missouri, Police Department Opportunities for Civilianization – September 1998; 

and Council Memorandum Police Department Comparative Information – October 2016.  We also 

reviewed the Matrix Consulting Group’s report, Police Department Workload / Staffing Study – July 

2017.  Following are summaries of these documents. 

Performance Audit:  Patrol Deployment Blackout Analysis (January 1998).  This audit focused 

on the Police Department’s patrol deployment and the extent of blackout (times when all patrol officers 

are busy and cannot respond to an additional call).  At the time of the audit, the Patrol Bureau had 907 

authorized law enforcement positions.  Analysis of blackout and simulation results suggested the need 

for improvements in monitoring and reporting on patrol staffing and deployment, as well as the need 

for operational changes that would reduce blackout and allow patrol officers more time for community 

policing.  Auditors estimated that a small increase in on-duty staffing could reduce blackout, but a 

larger staffing increase – 117 more officers assigned to patrol duty – would be needed to reduce 

officers’ time committed to answering calls for service to the suggested benchmark of 35 percent. 

https://drive.google.com/open?id=1LLY6ca3VvIBTyK-OQX-f_d8U7pd9gVua
https://drive.google.com/open?id=1LLY6ca3VvIBTyK-OQX-f_d8U7pd9gVua
https://drive.google.com/open?id=13fYcN5cf4J422jZ1FOqTvNe3Eb2flaCx
https://drive.google.com/open?id=13fYcN5cf4J422jZ1FOqTvNe3Eb2flaCx
https://www.kcmo.gov/Home/ShowDocument?id=2928
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The audit did not recommend specific staffing levels, but did recommend the chief of police prepare 

department goals for the maximum level of blackout and maximum percent of officers' committed time 

for each patrol division and that the Board of Police Commissioners approve these goals; that the chief 

of police adopt a deployment plan designed to achieve the goals adopted by the board; and that the 

patrol bureau commander regularly report the statistics on blackout, committed time, and on-duty 

patrol staffing that would allow the board to monitor the achievement of the adopted goals.  We 

recommended the deployment plan carefully reconsider the use of sworn officers in administrative 

posts, guided by the recommendations in the City Auditor’s Office forthcoming report on civilianization.  

Civilians should fill administrative and support positions and sworn officers should be redeployed to 

patrol duties to the greatest degree possible.  We also recommended the plan incorporate the police 

officer positions funded by federal grants that were to expire. 

 

In considering the options for deployment changes suggested by the simulation results, the audit also 

recommended that the chief of police study the effectiveness and flexibility of two-officer patrol cars.  

Deployment changes based on limited patrol car availability, such as the deployment experiment in the 

East Division, should be reevaluated in light of the chief's findings. 

 

Special Report:  Kansas City, Missouri Police Department Opportunities for Civilianization 

(September 1998).  This report looked at which jobs in the department performed by sworn 

personnel could be performed by civilians and also estimated cost savings and service improvements 

that could be expected as a result of civilianizing certain positions.  At the time of the report, the Patrol 

Bureau had 9431 authorized law enforcement positions and 105 authorized civilian positions.  Overall, 

the department had 1,312 authorized law enforcement positions and 616 civilian positions. 

 

Auditors found civilians could fill more positions as the Police Department had 78 sworn officers, 

ranking from police officer to major, serving in positions that did not require sworn powers.  The 

estimated cost savings associated with placing civilians in these positions was about $1 million.  This 

report also referenced a 1988 consultant report2, which also discussed civilianizing positions in 

administrative units. 

 

According to our report, civilianization should result in a reallocation, not reduction, of law enforcement 

staff.  Reallocating the sworn positions to law enforcement activities would reinvest those resources 

where they were most needed, which based on the City Auditor’s Office January 1998 Patrol 

Deployment Blackout Analysis was the Patrol Bureau.  In addition to increasing the deployment of 

sworn officers, civilianization can improve administrative and support functions that allow the 

department to effectively provide law enforcement activities to the public. 

 

The report recommended that the chief of police develop a civilianization plan for the positions 

identified, consider steps to provide new promotional opportunities to patrol officers in compensation 

for other opportunities lost to increased civilianization, and use specific criteria when deciding whether 

sworn personnel are needed in administrative and support positions. 

 

Council Memorandum:  Police Department Comparative Information (Revised October 2016).  

This memo compiled 2012, 2013, and 2014 figures for city population, the number of police officers 

and civilian employees, and the number of violent and property crimes from the FBI’s crime statistics 

website for the 50 cities with the largest U.S. population and St. Louis.  Land area data was obtained 

from the U.S. Census Bureau’s 2014 Gazetteer Files.  Police department expenditures were obtained 

from the adopted budgets of ten benchmark cities (Denver, Fort Worth
3
, Indianapolis, Memphis, 

                                                 
1 Included 28 entrant officers. 
2 Kansas City Police Department Report of Resources Allocation Study, Cresap Management Consultants, March 
1988. 
3 We excluded Fort Worth from our calculations and graphs because the city did not report staffing or criminal 
offense statistics for all three years in this review. 
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Milwaukee, Minneapolis, Oklahoma City, Omaha, St. Louis, and Tulsa).  The results were presented in 

a series of graphs. 

 

Because city-to-city comparisons are difficult due to different socioeconomic, geographic, and 

demographic factors affecting each city, the median value for each measure was included as a way to 

mitigate these differences and provide some additional context when reviewing the graphs.  The 

graphs related to staffing are below. 

 

Police Department Staffing – 50 Large U.S. Cities and Benchmark Cities 

 

 

 

Police Department Staffing – Benchmark Cities 
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Consultant Report:  Police Department Workload / Staffing Study – (July 2017).  The Matrix 

Consulting Group performed an analysis of staffing allocations and deployments in each bureau of the 

Police Department, the department’s organizational structure, and management systems used to 

control operations and ensure department and community goals are met. 

 

The consultant noted there were several themes in the report related to organizational and 

management issues impacting services, staffing, and costs and among the overarching concerns were 

management and sworn levels resulting in many functions that could be civilianized or managed by 
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lower ranks and that civilianization is additionally impacted by many department-wide and field 

support functions requiring additional staff resources. 

 

The consultant report includes 180 recommendations addressing staffing, deployment, organizational 

structure, and management controls.  Rather than trying to summarize all 180 recommendations or all 

300 pages of the consultant’s report, the executive summary from the report, which provides a high 

level review and lists all of the recommendations, is attached.  However, because much of the recent 

discussions about the Police Department have been related to increasing staffing, particularly the 

number of officers on the streets, some additional information from the consultant report is 

summarized below. 

 

The consultant analyzed patrol staffing needs by determining patrol proactivity, defined as the 

percentage of patrol officers’ time available and on-duty that is not spent responding to calls for 

service, and calculated the department’s current proactivity was about 21 percent and also noted that 

the patrol division had a number of vacant patrol officer positions.  The consultant suggested the Police 

Department have a proactivity goal of at least 35 percent as a minimum effective level with a future 

target of 40 percent.  Here are a few of the recommendations the consultant made that could help the 

department achieve these proactivity goals. 

 

“Discontinue the practice of deploying two-officer patrol cars, except in special assignments and 

circumstances.”4  The estimated impact of this recommendation was to increase proactivity to almost 

30 percent. 

 

“As an urgent priority in the short-term: Increase the number of filled officer positions in patrol by 37 

in order to bring the overall proactivity level to 35%, assuming that the deployment of two-officer units 

is discontinued as a regular practice.  This change can be accomplished either through the reallocation 

of personnel from other functions, or by placing a temporary hold on filling vacancies in areas other 

than line-level patrol staffing.”5  (Emphasis added.) 

 

“As a long-term plan: Increase the number of authorized officer positions in Patrol to 547 level in order 

to achieve an overall proactivity level of 40%.  This represents an increase of 38 officer positions from 

current authorized levels.”6 

 

Civilianization was another topic, with the consultant noting there were many functional areas in which 

sworn personnel were performing those functions or managing civilians within those areas.  Because of 

this organizational structure, there were a significant number of opportunities for civilianization which 

could be more cost effective as well as effectively allocate resources in direct service to the community 

rather than management and administration.  The consultant noted that over the long-term, KCPD 

needs to reduce management staffing levels as overall management staffing levels were found to be 

higher relative to comparably-sized departments as well as much bigger ones.  To help reduce 

management staffing and costs the consultant recommended the department “Continually evaluate 

additional opportunities for civilianization and placing administrative responsibilities as low in the 

organization as is practical.”7 

 

Attachment 

 

cc: Mayor Sylvester “Sly” James Jr. 

Members of the City Council 

Troy M. Schulte, City Manager  

                                                 
4 Police Department Workload / Staffing Study Kansas City, Missouri, Matrix Consulting Group, July 2017, p. 40. 
5 Police Department Workload / Staffing Study Kansas City, Missouri, Matrix Consulting Group, July 2017, p. 43. 
6 Police Department Workload / Staffing Study Kansas City, Missouri, Matrix Consulting Group, July 2017, p. 44. 
7 Police Department Workload / Staffing Study Kansas City, Missouri, Matrix Consulting Group, July 2017, p. 285. 
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