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5 SFPD Staffing Analysis 

the SFPD’s minimum staffing level should be based on a workload-based assessment that 
accounts for department-specific conditions, as well as a comprehensive examination of historical 
workload data.” 

• Ph.D. Professor James McCabe’s International City/County Management Association (ICMA) 
Center for Public Safety Management White Paper analyzes police department staffing and 
reviews findings from 62 agencies nationwide. The White Paper recommends staffing decisions 
made on actual workload, as “it relies on actual levels of demand for police services and matches 
that demand with the supply of police resources.” The report notes that a workload-based 
approach does have shortcomings because demand is modeled entirely on calls for service and 
“ignores other elements of community demands placed on a department.” Therefore, ICMA 
advocates for modeling workload and then placing the quantitative analysis in context with other 
demands facing a department, resulting in “a comprehensive assessment of workload through 
both calls for service and other sustained operational commitments placed on the department.” 
The report asserts that a workload-based methodology is the most accurate and reliable 
predictor of police staffing levels. 

Sector Patrol staffing is determined using a workload-based methodology which, as demonstrated by the 
research presented here, is the industry best practice. This workload-based analysis uses the demand for 
police services, represented by the time spent responding to calls for service (CFS) from the public, and a 
target percentage of time devoted to community engagement, to establish recommended staffing levels 
for Sector Patrol Officers. This is the same methodology used by Matrix Consulting Group in 2020 and 
aligns with the methodology utilized by the Controller’s Office in 2018 and the Police Executive Research 
Forum in 2008. An illustration is shown below. 

 

A workload-based methodology is also employed to determine recommended staffing levels for positions 
with investigative caseloads. Matrix Consulting Group used the same methodology; a basic equation is 
shown below. 

Investigative Workload = [Number of cases assigned] x [Time spent working each case] 

Ratio-based Methodology 

This analysis utilizes the ratio-based methodology to determine recommended staffing levels for 
supervisory positions and positions that scale directly with another metric. One example is Sergeants that 
provide street-level supervision for Sector Patrol Officers. 

1 Sergeant to 6 Officers – the police organization industry standard for patrol officer oversight 
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Fixed Post Methodology 

This analysis utilizes the fixed post methodology to establish recommended staffing levels for positions 
that must be staffed at a specific level for a determined number of hours. The fixed post methodology is 
an operational analysis such that the Project Team calculated recommended staffing based on designated 
number of positions or teams must be staffed for a designated timeframe to meet operational coverage 
needs for the Department. 

Non-scaling Methodology 

This analysis utilizes the non-scaling methodology to recommend staffing levels for positions that fulfill 
unique Department functions and are staffed electively to facilitate citywide and Department priorities. 
Positions that use the non-scaling methodology to determine recommended staffing do not scale based 
on workload metrics such as calls for service (CFS) or other determined ratios (e.g., number of sworn 
members in the Department). A senior leadership position is one such example. 

Detailed methodological descriptions are provided in each Bureau section. 

Approaches Utilized in the Staffing Analysis 

• Data Wrangling and Analysis: The Project Team conducted extensive quantitative data analysis on 
calls for service (CFS) to determine recommended staffing levels for Sector Patrol Officers. This 
workload-based analysis utilizes demand for police services and is the industry best practice that 
has been utilized in the previous three analyses on SFPD staffing. The Project Team developed 
and documented replicable data cleaning and data filtering steps for preparing and analyzing the 
data. This methodology can be used ongoing and will be utilized in future Department staffing 
analyses. 

• Interviews and Data Collection: The Project Team conducted extensive qualitative data analysis in 
the form of interviews with every Bureau, Division, and unit in the Department. The objectives of 
the interviews were to learn about the function and role of the unit, understand contextual 
factors that may impact staffing, and to collect data (e.g., caseload data from investigative units). 

• Information Synthesis and Analysis: Using methodology guidance from the Matrix Consulting 
Group staffing analysis and police organization industry best practices, the Project Team 
synthesized both the quantitative data analyzed and the qualitative information collected to 
determine recommended staffing levels across all Bureaus, Divisions, and units in the 
Department. These are the “Recommended” figures presented in the report. The “Current” 
numbers presented are as of June 2023. Given the dynamic nature of the “Current” number, the 
“Recommended” number is the unchanging baseline. 
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continuity in operations and providing high-quality service and may yield opportunities to civilianize 
portions of sworn member job duties. 

According to the International Association of Chiefs of Police (IACP) Model Policy establishing law 
enforcement agencies’ commitment to hiring and utilizing professional staff, the “efficiency and 
effectiveness of law enforcement agencies is enhanced when sworn and non-sworn personnel are 
appropriately used to perform those functions that are best suited to their special knowledge, skills and 
abilities.” Throughout, the full report suggests civilian staffing opportunities that can be categorized by: 
the complete civilianization of a position, the addition of a civilian position to remove some job duties 
from a sworn member and hence utilize the sworn member’s expertise elsewhere, and the addition of a 
civilian position because the unit’s responsibilities necessitate additional staffing and specialized 
professional staff expertise in particular. The full report provides detailed analysis and considerations. 
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comeback.”1 Key features in this plan involve increased police presence in the most impacted 
areas and working directly with local businesses and hotels to ensure safe passage for visitors. As 
a result, SFPD has already begun reallocating sworn officers to high commercial areas such as 
Union Square and the Moscone Center, amongst other locations. This reallocation of staffing 
resources for citywide initiatives has taken away officers from working sector patrol and 
answering calls for service for district stations. 

• There are opportunities for increased professional staffing in various units throughout the Field 
Operations Bureau to facilitate improved operational management and service delivery. Subunits 
such as [Overtime] Police Law Enforcement Services (PLES) in the FOB-HQ have significant 
administrative tasks involving record keeping and coordination and could benefit from a 
Management Assistant; Alcohol Liaison Unit and Permits similarly are responsible for a range of 
different administrative processes and coordination with internal and external partners and could 
benefit from professional staff trained in operations. At the District Stations, a Management 
Assistant would play a valuable role on the Captain’s Staff and would be tasked with office 
operations, basic reporting and analysis, and authoring newsletters. Finally, the Department 
should consider utilizing professional staff and/or Prop F Per Diem employees rather than sworn 
members on temporary modified duty (TMD) in any roles that don’t need to be done by sown 
officers, such as the Report Writing Unit or as a part of the Captain Staffs at district stations. 

• Given the importance and depth of the analytical work conducted by the Crime Strategies 
Division (CSD), there is a significant need for additional Analyst positions in the Division. CSD 
supports the entire Operations branch of the Department – Field Operations Bureau, 
Investigations Bureau, and Special Operations Bureau – in conducting strategic, tactical, and 
operational analyses and case support. The staffing in CSD has remained relatively the same since 
2023, while remaining understaffed. However, there has also been an increase in the need for 
analytical support, thus the strong need for analysts in CSD. Using a ratio-based methodology 
established by the International Association of Crime Analysts (IACA), the Project Team 
recommends additional staffing in CSD. 

  

 

1 Mayor Lurie launches SFPD Hospitality Task Force, major new effort to strengthen public safety, drive economic comeback: 
https://www.sf.gov/mayor-lurie-launches-sfpd-hospitality-task-force-major-new-effort-to-strengthen-public-safety-drive-
economic-comeback. 
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CSI. However, the Department should maintain the use of sworn personnel to provide continuity 
of operations and services until professional staff have been hired and transitioned into the 
Division. 
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structure utilized by both units. Minimal positions are recommended in Homeland Security based 
on grant funding agreements currently in place. 

• The Project Team recommends that the Department explore options for civilianizing the 
Department Operations Center (DOC). Currently DOC is staffed with sworn members who are less 
than full duty (and therefore not fully deployable to other assignments) based on some sort of 
temporary modified duty (TMD) classification or pending disciplinary investigation. Therefore, 
sworn members in this assignment are often only temporarily assigned to provide call center 
services, and may not provide a standard level of service and continuity. As a large portion of DOC 
staffing does not require law enforcement expertise, the Department should consider civilianizing 
DOC for both continuity and to promote high quality service.  
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• There is an opportunity to civilianize all sworn positions within the Records Management of CIS. 
Records Management is responsible for the collection, storage, and distribution of all incident 
reports; and the maintenance of historic records, with the added responsibility of ensuring that 
all digital records are searchable and available to be used for statistical and investigative 
purposes. Staff in the unit are responsible for fulfilling information requests from the public, 
other agencies, and internal units. While some Officers are assigned to Records Management due 
to temporary activity restrictions, there are some sworn members who hold a permanent 
assignment. All duties and responsibilities of Records Management, which are largely 
administrative, can be performed by professional staff.  

• There is an opportunity to civilianize all sworn positions within the Property Control Division 
(PCD). PCD is responsible for maintaining and processing all property and evidence entering into 
San Francisco Police Department’s custody. With the creation of the Police Evidence Supervisor 
and Technician role, previously sworn-only tasks can now be completed by civilians, thus 
removing the previous recommendation of permanently assigned sworn positions. Additional 
administrative support is still needed to prepare for PCD’s relocation. On top of the upcoming 
facility move, there are nearly 200,000 old cases that need to be reviewed to determine if 
property and evidence can be disposed of, which involves items needing barcoding, packing, 
transporting, and/or preparing for destruction. This is a temporary assignment that provides an 
opportunity for the Department to utilize sworn members with temporary activity restrictions in 
the one-time, critical task of assisting with the Division’s anticipated relocation. 

• There is an opportunity to civilianize several positions within Staff Services. Currently, there are 
sworn members within Staffing and Deployment, Backgrounds, and CCW that could be 
reallocated to other areas in the Department. Most of their duties and responsibilities are 
administrative and could be performed by civilian staff. However, the Department will need to 
obtain additional budgeted civilian positions to ensure existing workload is fulfilled. 
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remained vacant since December 2022, and an additional analyst is needed to adequately 
support the current workload.  

• The Project Team recommends adding professional staff across several units within the 
Technology Division, including the IT Portfolio Solutions Unit and the Technical Support & 
Services Unit.  The Technology Division, consisting of five units, delivers all communication and 
information technology support for the Department, covering IT Project Management, 
Architecture and Operations, Applications, Business Intelligence, and IT Support. In alignment 
with Department priorities and citywide initiatives, the Division is undertaking significant 
modernization efforts, including the implementation of new records management and business 
intelligence systems. These upgrades will enhance functionality for SFPD officers and ensure 
compliance with the FBI’s National Incident-Based Reporting System (NIBRS), which became the 
national standard for law enforcement crime data reporting in January 2021.The Department is 
also collaborating with the Department of Emergency Management (DEM) to implement a 
Computer Aided Dispatch (CAD) system that will expand mobile technology capabilities and 
provide officers with a critical tool in the field. With projects and workload expected to increase, 
the Project Team recommends additional resources to:  

• Develop a long-term IT strategic framework;  

• Establish a comprehensive technology training program;  

• Create redundancy in critical security and database programming functions;  

• Support the Department’s growing business analysis needs; and  

• Ensure high-quality technological support that enables staff to perform their duties 
effectively.  
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• The Media Relations Unit need additional staffing. As social media platforms continue to evolve, 
there is a great demand for video content and Media Relations needs an additional videographer 
to support the Department’s multiple video projects.  
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Methodologies Used to Determine Staffing 

Workload-based Methodology 

Sector Patrol Officers are responsible for responding to community-generated calls for service; these are 
the Officers that arrive on-scene when members of the public request law enforcement services. At each 
District Station, Lieutenants oversee the Sector Patrol function, while Sergeants provide street-level 
supervision and the Police Officer rank responds to calls for service. 

The District Stations represent approximately 60% of the Department’s sworn full duty workforce, and 
approximately 88% of Officers at the District Stations are assigned to Sector Patrol. Providing direct patrol 
services accounts for a significant portion of the Department’s resources and this function is paramount 
to the services provided by any law enforcement agency. The following section provides a detailed 
description of the methodology used to determine workload and service levels at each District Station, 
metrics that are then used to determine recommended staffing levels for Sector Patrol Officers. Per 
industry best practices, Sector Patrol Officer staffing needs are determined using a workload-based 
methodology based on calls for service from the public. 

Sector Patrol Officer Definition 

• SECTOR PATROL ONLY: Sector Patrol units are identified in the data by a “call sign” code that 
indicates the District Station, the assignment, and the shift. To be included in this analysis, the 
assignment number must represent a Sector Patrol unit. Other station personnel assigned to units 
such as Foot/Bike Beat, Housing, Homeless Outreach, and Plainclothes are not included in this 
analysis. Even though officers in specialized units do respond to calls for service (e.g., a Footbeat 
officer may respond to call for service in the designated beat area), it is not their primary 
responsibility to do so, as is the case with Sector Patrol.  

• OFFICER RANK ONLY: Sector Patrol supervisors (Lieutenants and Sergeants) are not included in 
this analysis. Other methodologies such as span of control are used to determine Sector Patrol 
supervisory staffing levels. 

  

METHODOLOGY SUMMARY: Recommended staffing for Officers assigned to Sector Patrol is calculated 
by measuring workload, which is community-generated calls for service (CFS), and the time it takes to 
respond to the CFS workload, as well as accounting for time dedicated to community engagement and 
time dedicated to administrative tasks. Time spent on community engagement is a policy decision for 
which a target must be set. Workload is then assessed against staffing availability, which is the net 
available work hours (NAWH) for personnel, representing work time available after leave and training. 
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responding to (“handling”) this workload. “Handling time” (HT) represents the duration of time from the 
call dispatch timestamp to the call close time stamp in order to accurately account for the interval of time 
that a unit spends committed to a call. This is the same handling time interval used by Matrix Consulting 
Group to calculate Sector Patrol workload hours. It should be noted that this analysis excludes the 
duration between the time a call was created to the dispatch timestamp. This time is often included in 
the overall response time in other reports which includes responsibilities handled by both DEM and SFPD. 

Furthermore, more serious calls for service result in an assigned (primary) unit responding to the incident 
with an additional backup unit(s) subsequently responding to provide additional support. As these backup 
units are devoting staffing hours toward a particular call, backup unit responses and backup unit handling 
time must also be included in the calls for service workload hours. On average, backup unit handling time 
is longer than assigned unit handling time for a few key reasons. First, incidents that warrant support 
from additional units are inherently more severe and hence generally record longer handling times. 
Similarly, incidents of higher severity often require multiple backup units, and additional handling time for 
all backup units must be included to accurately represent workload hours. 

Based on professional experience, Matrix Consulting Group estimated backup unit handling time at a rate 
of 75% of the assigned unit’s handling time on each individual call, and the Project Team used the same 
methodology and estimate. The overall average backup unit handling time is higher than the overall 
average handling time for assigned units for the reasons described above. 

Therefore, the workload hours calculation of Sector Patrol staffing must include: 

• The number of community-generated calls for service for the assigned unit, and the number of 
backup unit responses to these calls for service 

• Average handling time for assigned unit and backup units 

The following table presents these calculations, showing the total workload hours resulting from the 
community-generated calls for service workload. 

Total Calls for Service Hours by District Station 

 

 

District Station # CFS
Assigned Unit 
HT (minutes)

Assigned Unit 
Hours

Backup Unit 
Count

Backup Unit 
HT (minutes)

Backup Unit 
Hours

Total CFS 
Hours

Co. A - Central Station 26,515 39.6 17,505 17,890 64.9 19,340 36,845
Co. B - Southern Station 31,955 35.1 18,693 21,888 56.2 20,496 39,189
Co. C - Bayview Station 18,389 41.7 12,779 13,988 57.7 13,458 26,237
Co. D - Mission Station 29,543 36.9 18,150 20,664 62.2 21,425 39,575
Co. E - Northern Station 30,428 40.9 20,761 16,766 69.7 19,484 40,246
Co. F - Park Station 9,698 41.7 6,738 6,337 63.2 6,676 13,415
Co. G - Richmond Station 12,879 44.1 9,477 7,452 66.8 8,294 17,771
Co. H - Ingleside Station 17,807 50.2 14,891 11,827 71.6 14,111 29,002
Co. I - Taraval Station 17,312 47.8 13,782 15,753 61.8 16,236 30,017
Co. J - Tenderloin Station 26,397 34.5 15,197 13,785 67.6 15,533 30,730
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CFS hours are taken in tandem with administrative time and an established community engagement time 
target to determine the number of unit hours needed to handle workload. This entails handling calls for 
service and related administrative tasks, while retaining sufficient time for Officers to engage in 
community engagement activities. 

Utilization 

Administrative Time 

Recent staffing analyses have measured and estimated time spent on administrative tasks using slightly 
different methodologies. While the CAD system includes various administrative codes (under the “10-7” 
identifier) to indicate unit administrative activity, the 10-7 code is used inconsistently – and on a limited 
basis – across the District Stations. For example, units are often writing reports but display themselves in 
CAD as available (“10-8”) should they need to respond to a call, and events like meal breaks are rarely 
recorded in the CAD system. As units run from call to call, administrative time is limited, fragmented, and 
not recorded consistently in the dispatch system. 

Previous Analyses 

In spring 2018, the Controller’s Office released a report on Sector Patrol staffing. The Controller’s Office 
analyzed the 10-7 code in CAD from FY 2015 to FY 2017 and found that Sector Patrol officers spend 25% 
of available work time on administrative tasks; the report acknowledged that because “the tracking of 
administrative tasks is done inconsistently, time on Admin could be higher than 25%” and that 25% 
administrative time should be considered the minimum. The Controller’s Office also found that call 
duration for the administrative codes increased by 26% from FY 2015 to FY 2017 and attributed this 
increase at least in part to policy changes that impact report writing and other policing protocols. In the 
years since the Controller’s Office analysis, additional reform efforts and subsequent policy changes have 
come into effect. Therefore, it is likely that Sector Patrol Officer time spent on administrative tasks greatly 
exceeds the 25% baseline calculated by the Controller’s Office. 

Matrix Consulting Group used figures developed from prior work with other jurisdictions to estimate the 
time spent on two key types of administrative time: 

• Administrative time (meal breaks, line up, gas, email, etc.) – estimated at 263 hours 
• Report writing time – based on number of reports written and estimated at 45 minutes per 

report 

Due to the inconsistency of the administrative time data in the CAD system, the Project Team utilized the 
same estimates and methodology as those utilized in the analysis conducted by Matrix Consulting Group. 
Estimated report writing time, which is a component of administrative time for which an actual hour 
estimate is available, is shown below. 
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Report Writing Hours by District Station 

 

Community Engagement Time 

Community engagement time is calculated by deducting 1) CFS workload hours and 2) administrative 
hours from net available work hours (NAWH). Community engagement time represents the balance of 
time units have available after responding to calls for service and conducting job-related administrative 
work. Setting a target for community engagement time enables units to problem-solve and interact with 
the community – residents, visitors, and merchants – in a manner that is not possible when units are 
running from call to call to call. 

It is important to note that setting a target for the amount of community engagement time is a policy 
decision that must be set by the organization or jurisdiction based the priorities of the community that 
the agency serves. The Police Executive Research Forum’s (PERF) 2008 “Organizational Assessment of the 
San Francisco Police Department” determined via extensive interviews with San Francisco community 
members, members of the Police Department, and elected and appointed local government officials that 
“Officers assigned to the 10 districts are expected to perform reactive policing tasks in response to calls 
for service but also to perform proactive tasks featuring substantial community engagement and 
partnership.” In the many years since the PERF study was conducted, the expectation that officers engage 
with the community has only increased given reform efforts, many of which are explicitly recommended 
in the Department’s Collaborative Reform Initiative (CRI) and the ongoing recognition that community 
engagement and policing is a cornerstone of 21st century police reform. Best practice research indicates 
that the industry standard target for time devoted to community engagement should be 30-40%2. Matrix 
Consulting Group used a target of 30% of Sector Patrol time devoted to community engagement. This 
analysis uses the same target of 30% community engagement time. 

 

2 Previous analyses conducted by the Controller’s Office and by the Police Executive Research Forum (PERF) utilized the following 
breakdown: 30-35% time spent responding to calls for service, and 25-30% administrative time with a remaining balance of 
approximately 40% community engagement time, respectively. 

District Station # Reports
Estimated Time/Report 

(Hours)
Report Writing Hours

Co. A - Central Station 4,185 0.75 3,139
Co. B - Southern Station 5,147 0.75 3,860
Co. C - Bayview Station 4,644 0.75 3,483
Co. D - Mission Station 5,617 0.75 4,213
Co. E - Northern Station 4,663 0.75 3,497
Co. F - Park Station 1,916 0.75 1,437
Co. G - Richmond Station 2,203 0.75 1,652
Co. H - Ingleside Station 4,443 0.75 3,332
Co. I - Taraval Station 3,173 0.75 2,380
Co. J - Tenderloin Station 4,198 0.75 3,149
* Please note that whole number rounding may impact how numbers appear in the table.
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Staffing Availability 

Out of the total number of hours that an employee could theoretically work over the course of the year, 
only a certain percentage of these hours are actually worked and spent on-duty in the employee’s 
assignment after leave and training. This figure represents net available work hours (NAWH). 

Net Available Work Hours Calculation 

 

It is a policy decision whether an agency chooses to operate one- or two-person units. SFPD’s Chief has 
previously directed that Sector Patrol should operate two-person units for officer safety and officer 
accountability. In response to declining staffing levels and to maintain coverage, one-person units are 
prevalent during certain shifts and at particular stations. For each District Station, the Project Team 
analyzed the percentage of calls within the respective district that were responded to by a one-person 
versus a two-person unit, identified by the unit’s “call sign” identifier. 

  

Definition Explanation Number of Hours
Max # work hours per year 40 hours/week x 52 weeks/year 2,080
Leave hours Estimated usage of paid leave (FH, SP, VA) (310)
Court hours On duty court time (60)
Training hours On duty training allotment per year (50)
Net Available Work Hours (NAWH) Time balance available for on-duty work 1,660
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and extra-duty employment, in order to examine the potential advantages and disadvantages associated 
with various shift schedules. Key findings from the study suggests that: 

• 10-hour shifts have several advantages over 8-hour shifts: 
o Reduces the number of days worked, the total amount of commute time, and the 

likelihood of working on a holiday 
o Provides an overlap period between shifts when officers from two shifts are working, 

effectively allowing the Department to double staffing during peak demand times 
o Officers assigned to 10-hour shifts reported significantly more sleep per night (over half 

an hour) and a significantly higher quality of work life 
o Officers assigned to 10-hour shifts worked the least amount of overtime amongst the 

three shift-lengths 
• Benefits from 10-hour shifts did not extend to 12-hour shifts: 

o Officers assigned to 12-hour shifts did not report sleeping significantly more hours than 
those on 8-hour shifts 

o Officers assigned to 12-hour shifts worked less overtime than those working 8-hour 
shifts, but worked comparatively more overtime hours than those on 10-hour shifts 

• 12-hour shifts may pose safety risks to officers and the public: 
o Officers assigned to 12-hour shifts had significantly lower levels of alertness and were 

sleepier than those on 8-hour shifts. These findings were not true for those on 10-hour 
shifts 

• 8-hour shifts may be more costly 
o Officers assigned to 8-hour shifts worked significantly more overtime than those on 10-

hour or 12-hour shifts 

The study noted that shift length did not have a significant impact on measures of performance, safety, 
work-family conflict, or health. While there may be varying advantages with each shift length, the 
Department acknowledges that any major changes to the work schedule policy will require a meet and 
confer process with the Police Officers Association. 

The Project Team is currently analyzing various scheduling options to determine alternative work 
schedules for sworn members. The Department may benefit from switching away from the current 
platoon schedule to garner additional staffing coverage on certain days of the week, possibly reducing the 
amount of overtime needed.  

Response Times 

Response times are not a direct input into the workload-based calls for service methodology, yet 
analyzing response time service levels provides additional insight into Sector Patrol staffing. 

Response time analytics developed by the Controller’s Office in partnership with SFPD and the 
Department of Emergency Management (DEM) define the SFPD response time as call entry to on-scene, 
representing the interval from when the DEM dispatcher enters the call into the queue until the time that 
the first SFPD unit arrives on-scene. For the Calendar Year 2024, the median SFPD response time for 
Priority A calls was 8.61 minutes. This means that for half of the calls with imminent threat to life or 
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property, an SFPD unit arrived on scene within 8.61 minutes or faster, indicating an effective response to 
high priority incidents. However, as the Department continues to experience staffing challenges, 
response times have increased compared to prior years. 

For Priority C calls, the median SFPD response time over the same time period was 80 minutes, meaning 
that only half of non-emergency calls were responded to within that time. In this analysis, 22% of calls 
were classified as Priority C. It is not typical for a response time to have wait times of well over an hour in 
many instances. This finding indicates a resource shortage: Sector Patrol units are quickly responding to 
high priority incidents but are running from call to call without adequate time to address lower priority 
incidents, which are subject to significant wait times. 

SFPD, the Controller’s Office, and DEM continue to monitor Priority A, B, and C response times through a 
dashboard developed via a mutually agreed upon methodology.  

Events, Special Details, and Backfill 

SFPD must plan for and staff events throughout San Francisco and there are hundreds of events citywide 
every year. The ongoing staffing shortages within the SFPD have significantly impacted operational 
efficiency and workload distribution. One major consequence has been the substantial increase in 
overtime shifts required to maintain adequate coverage across the city, as well as coverage for citywide 
events. To compensate for these shortages, many officers have taken overtime shifts beyond their 
standard schedules. Overtime hours are compensated at 1.5 times the regular hourly rate, which 
increases overall personnel costs. In Fiscal Year 2024-2025 alone, the department logged approximately 
660,000 hours of overtime. As staffing levels have continued to go down, the need for overtime has gone 
up. As a result, SFPD has exceeded its allocated overtime budget. Achieving full staffing would 
substantially reduce overtime expenditures by shifting hours currently covered through overtime to 
regular duty hours. 

In an effort to reduce overtime expenditure and maintain the Department’s allocated budget, SFPD is 
currently tracking overtime hours used at different units for each bi-weekly pay period. An allotment of 
overtime hours per pay period has been provided to each unit in which they must comply with. This was 
implemented late in 2024 by FOB, and in early 2025, these responsibilities were moved to the Staffing 
and Deployment Unit. Since then, the methods of tracking and alerting overtime expenditure have 
become more effective and efficient, and have led to a decrease in overtime hours used throughout the 
year.  

Other methodologies used to determine staffing levels in the Field Operations Bureau include: 

Ratio-based Methodology: The industry best practice span of control ratio of one Sergeant to six Officers 
is used to determine staffing for Sector Patrol Sergeants, who provide street-level supervision to Sector 
Patrol Officers. 

Fixed Post Methodology: An example here is Homeless Outreach Officers for which the Department has 
determined that District Stations should have coverage in this position throughout the week. Though 
these Officers are not posted at a specific location, staffing is determined via coverage assignment. 
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Non-scaling Methodology: Example here is Community Engagement Division (CED), as staffing levels are 
driven by Department priorities, initiatives, and staffing availability. 

FOB Patrol – Unit Descriptions 

This section provides an overview and discussion of the units at the District Stations with some additional 
methodological description where relevant. 

Sector Patrol 

As described in the previous section, staffing for Officers assigned to Sector Patrol is determined using a 
workload-based methodology based on community-generated calls for service (CFS). 

Patrol Sergeants provide direct supervision to Sector Patrol Officers, providing street-level supervision 
and responding to serious and complicated calls as needed. Patrol Sergeants also supervise other officers 
from specialized units (e.g., Foot/Bike Beat, Homeless Outreach) that work the same shift. Sergeants also 
provide management and guidance in administrative tasks and must sign off on every correspondence or 
report authored by an Officer. In previous years, the Use of Force policy likely increased administrative 
time significantly for Sergeants, as they are the first line of review and sign off on all paperwork that must 
be completed. However, with the passage of Proposition E in 2024, the Department has undergone 
several policy changes to reduce the amount of required administrative work; nonetheless, this metric is 
difficult to measure without software to track this workload. As mentioned above, Sergeant staffing is 
determined via a “span of control” ratio-based methodology in which a single Sergeant should supervise a 
designated number of Officers based on industry standard of 1:6. 

Patrol Lieutenants are responsible for the day-to-day running of the watch to which they are assigned, 
serving as the operational lead under the District Station Captain. Lieutenants provide minimal direction 
and supervision in the field and spend the majority of their time managing station operations, including 
creating staffing and deployment plans, implementing operational orders, addressing personnel-related 
matters like training and scheduling, reading and signing off on police reports, and various other 
operational and administrative tasks. Given that Patrol Lieutenants provide day-to-day station-level 
supervision, Patrol Lieutenant staffing is determined using the fixed post methodology based on watch 
coverage: Patrol Lieutenants are assigned to opposite watches with morning and afternoon/evening shift 
start times to ensure coverage. 

Foot/Bike Beats 

Foot/Bike Beats, referred to as such or as “Footbeat Officers” or “uniformed foot patrol,” facilitate 
desired public safety outcomes through improved community relationships and high visibility. While foot 
and bicycle officers do respond to calls for service in their beats, their primary functions are to engage 
and forge relationships with merchants, residents, and visitors; and to serve as a visible law enforcement 
presence in the community to deter crime. 

Due to the community engagement component of the assignment, Foot/Bike Beats do not scale directly 
with workload. Staffing is determined using the fixed post methodology in which the Project Team 
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assessed the appropriateness of the current footbeat sectors, utilizing the results of an analysis 
conducted by public policy think tank California Policy Lab (CPL). Given the demonstrated appropriateness 
of the current footbeat sectors, the Project Team determined the resources required to provide 
consistent coverage to these designated footbeat areas. It should be noted that footbeat staffing may 
also be determined electively, based on Department and/or citywide prioritization or directive. 

The Project Team uses this section to: 

1. Provide a discussion on the benefits and efficacy of footbeat staffing in meeting various desired 
public safety outcomes; and 

2. Incorporate available data into the methodology for determining footbeat staffing. 

The Benefits of Foot/Bike Beats & Current Initiatives 

Footbeat Officers and Community Policing. In 2017, the SFPD Community Engagement Division convened 
an Executive Sponsor Working Group (ESWG) comprised of SFPD and community stakeholders to develop 
the Department’s first Community Policing Strategic Plan. The Plan was developed in response to the 
2016 United States Department of Justice (DOJ) Collaborative Reform Initiative (CRI) and lays out goals, 
objectives and measures for each unit. Footbeat officers feature prominently throughout the Plan and 
particularly in the “Goal 4: Relationship-Building” section, with a stated objective of “[increasing] visible 
officer presence and proactive, positive engagement with individuals outside of calls for service.” Toward 
this objective, ESWG brainstormed that casual interactions or those unrelated to a specific crime incident 
help build goodwill, as “it is easier to build relationships in good times than in crisis.” The group identified 
“[increasing the] number of foot and bicycle beat officers” as a strategy for promoting relationship-
building, also noting that “staffing and funding availability is a huge barrier.” Community policing is also 
the central strategy in the President’s Task Force on 21st Century Policing. The introduction of the 
Implementation Guide describes that: “Community policing is a philosophy as well as a way of doing 
business. The commitment to work with communities to tackle the immediate and longer-term causes of 
crime through joint problem-solving reduces crime and improves quality of life.” 

Footbeat Officers and Decreased Crime. In 2018, nonprofit policy group California Policy Lab (CPL) 
released a report evaluating the reallocation of police officers from Plainclothes and other special 
assignments to uniformed foot patrol. The analysis assessed the impact of this reassignment on reported 
daily criminal incidents for the 120-day period surrounding the policy change, which took place on 
September 1st, 2017. CPL analyzed micro-level data for the ten most frequently reported offenses and 
found statistically significant declines in the daily level of larceny thefts and assaults that correspond with 
the reallocation of police officers to uniformed foot patrol. While this study assesses a short time period 
and acknowledges that there may be additional external factors at play, the findings suggest that foot 
beat officers are an effective tool that police departments can utilize to deter crime. 

Footbeat Officers and the Reopening of San Francisco. As San Francisco continues to recover and reopen 
following the 2020 pandemic shutdown, footbeat officers play a critical role in reinvigorating the city and 
helping to ensure that residents, visitors, and businesses feel welcome and safe. Current initiatives in 
which SFPD uniformed foot patrol play a vital role include the following: 
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• Gun Violence Prevention Program. In February 2021, the City introduced the strategies for 
addressing gun violence through targeted interventions. A coordinated effort between the City’s 
law enforcement agencies, these programs aim to reduce shootings, break the cycle of 
recidivism, and build trust between the community and the Police Department. 

• Hospitality Task Force. In February 2025, newly elected Mayor Daniel Lurie launched the SFPD 
Hospitality Task Force. This plan’s initiative was to “improve Public Safety, Boost Tourism, and 
Drive Economic Recovery in Key Commercial Areas… around Moscone Convention Center, Yerba 
Buena Gardens, and Union Square.” A similar plan was executed by former mayor London Breed 
in 2021. As a result of Mayor Lurie’s plan, SFPD continues to have heavy deployments in the Mid-
Market, UN Plaza and Tenderloin areas, embodying strategies outlined in the SFPD Community 
Policing Strategic Plan: working collaboratively to problem-solve around issues that impact local 
residents, businesses and visitors; connecting individuals in need with appropriate services; and 
building trust with local residents and visitors in a high visibility assignment. 

• Organized Retail Crime Initiative. On September 22nd, 2021, former Mayor London Breed 
announced the SFPD-led Organized Retail Crime Initiative aimed at reporting, investigating, and 
solving retail theft crimes. One key element of the Initiative has been increased law enforcement 
presence in hot spot areas, funded in large part through the 10B program in which private 
entities hire off-duty law enforcement personnel to provide uniformed presence. 10B continues 
to be a heavily used resource by private entities. In the fiscal year 2024/2025, approximately 
88,000 hours of 10B were worked by SFPD. 

• SFPD Community Ambassador Program. SFPD’s Community Ambassador program utilizes the 
deployment of retired officers to highly trafficked areas such as Fisherman’s Wharf, Union 
Square, and the Castro. These SFPD Community Ambassadors serve as a visible law enforcement 
presence, engage with merchants and visitors, and patrol these areas as needed. 

Staffing Discussion 

Evidently, uniformed foot patrol provides significant benefits to San Francisco through community 
policing and problem-solving, visible law enforcement presence, and strategic deployment based on the 
City’s priorities. While metrics related to this assignment cannot be directly quantified via workload, the 
Project Team determined that mapping the crime incidents in the 10 categories analyzed by CPL within 
current footbeat boundaries can, by proxy, indicate the appropriateness of SFPD’s footbeat locations, 
given that the CPL study found foot patrol to be an effective deterrent to these crime types. 

These are the following crime categories mapped against the current footbeat boundaries below: 
Larceny, Assault, Vandalism, Vehicle Theft, Suspicious occurrences, Burglary, Robbery, Drug/narcotic, 
Fraud and Other offenses. 
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2024 Incident Heat Map 

 

These heat maps indicate that the current foot beat sectors are approximately aligned with the 
concentration of citywide incidents of the crime types analyzed in the CPL report. It appears that the 
location and number of the current SFPD “beats” are generally appropriate for promoting a visible law 
enforcement presence in hot spot areas with high incident counts. Hence, the Project Team assessed the 
resources needed to adequately staff these beats citywide to determine recommended Foot/Bike Beat 
staffing levels. The City’s current initiatives are discussed but the resources required are not included. 

At the citywide level, District Stations do not have the personnel to adequately staff, at minimum, the 
current beats. Given current trends and initiatives, the Department has prioritized foot beat staffing in 
the northeast quadrant of the City, where, for example, there is high-density tourist activity and auto 
break-ins (Fisherman’s Wharf); retail theft in shopping corridors (Union Square); and targeted robbery, 
theft, and violence against specific communities (e.g., Chinatown/North Beach). The Department has also 
prioritized foot beat staffing in the central eastern area of the city, around the Transbay Terminal and all 
along the Mid-Market, UN Plaza, and Tenderloin areas; and to some extent around specific areas such as 
Golden Gate Park in the western portion of the city. Foot/Bike Beats are a scarce resource that must be 
allocated across the city, and many District Stations are unable to staff their footbeat assignments 
consistently or at all. The Project Team recommends that at minimum, each District Station have the 
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Foot/Bike Beat resources to consistently staff the footbeat sectors in the district. Additional resources are 
required to staff all District Station footbeat sectors on a regular basis.  

Housing Sergeants and Officers 

Housing units consist of a team of Officers that are responsible for patrolling public housing 
developments and for building relationships with the housing development community; these units were 
normally operational at five of the 10 District Stations when more staffing was available. Depending on 
the needs of the station, this team of Officers might be led by a Sergeant. A significant benefit of the 
Housing assignment is that the officers have a rapport with the community: they know many of the 
community advocates and pastors, have credibility for being honest and trustworthy, and already know 
many of the suspects that they come into contact with. Though Housing officers do handle any calls for 
service at the public housing developments, much of their work is community engagement. Given the 
coverage requirements of the Housing assignment, staffing is determined on a station-by-station basis, 
depending on the unique needs in each district, with the intention of having a team with full coverage 
over the course of the week.  

Through interviews, the Project Team determined that District Station staffing shortages have impacted 
the Housing assignment in a few different ways. First, District Stations that are directed to staff Housing 
Units are unable to staff full Housing teams, if any Housing Teams at all; for example, the supervisory 
Sergeant is shared amongst other specialized station assignments or there are not enough Officers to 
equally cover each side of the watch. Second, Housing officers are often utilized to respond to calls for 
service across the district if day-to-day shortages in Sector Patrol staffing require that resources be drawn 
from elsewhere in the station staffing. Housing units are often tasked with responding to critical incidents 
and staffing events. 

Plainclothes 

The Plainclothes unit provides effective district-level directed enforcement, with activities directed by the 
Captain of the District Station based on priorities of the Department and the City. The Plainclothes units 
does not respond to calls for service; the unit’s workload is self-initiated activity and directed 
enforcement focused on current hot crime types and locations. For example, District Station personnel 
indicate that the focus of the unit may range from narcotics to auto burglaries and nighttime 
burglaries/hot prowls to taking guns off the streets. Additionally, the Plainclothes Unit coordinates and 
assists with units in the Investigations Unit, such as the RTIC and the new Drone Unit. An example of this 
is their support with search warrants and operations to apprehend various suspects. As the Plainclothes 
unit provides specialized directed enforcement and unique responsibilities to each District Station, the 
Project Team utilized the non-scaling methodology to determine a recommended number for 
Plainclothes officers. This analysis is based on the different needs at each respective district station. 

Captain’s Staff 

Captain’s Staff at the District Stations are responsible for a variety of different tasks that support the 
Captain and the operation of the District Station. Captain’s Staff includes both sworn officers and Police 
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Services Aides (PSAs) that are largely responsible for managing the public-facing windows at the District 
Stations and assisting with reports and other law enforcement duties as they are able. Busier District 
Stations and/or those District Stations that are centrally located within the community and experience a 
high walk-in volume – generally those stations in the Metro Division or Mid-City Division – are staffed 
with more PSAs than those in quieter and/or outlying areas of the city. PSA staffing is determined using 
the non-scaling methodology; the number of PSA’s recommended is based on the amount of coverage 
and front window traffic for each respective station. 

Sworn member duties include issuing and enforcing permits, event planning, including writing operations 
orders for smaller district events and coordinating with centralized FOB to plan for large scale events. 
Generally, Metro Division District Stations have more events than the other two Divisions and therefore 
Metro Division Stations warrant a Sergeant position that is responsible for permitting and event planning 
in the community. Other duties include pulling together crime statistics and other data for internal 
Department and external community meetings, social media management and responding to inquiries 
from the community, producing various newsletters for the Station, assisting the Captain in preparing for 
community meetings, and attending meetings with or standing in for the Captain at meetings as 
necessary. While Captain’s Staff assignment will always need sworn members to operate and enforce 
permitting, to plan events, and to attend community events as a sworn presence with the Captain, there 
is opportunity for some of the Captain’s Staff tasks currently conducted by sworn members to be 
transferred to a civilian classification with the appropriate job description. 

Recommendation: Every District Station should have a Management Assistant or equivalent classification 
on the Captain’s Staff to assist with analysis, written content, and meeting preparation If needed. 
Alternatively, this role could be covered by a Prop F Per Diem employee, at the respective station’s 
discretion. Members of the Captain’s Staff undertake duties such as managing the District Station’s social 
media accounts, authoring the Station’s newsletter, and assisting the Captain in preparing for meetings. 
These tasks can be conducted by a civilian member. Moreover, the Project Team learned from interviews 
that it would be useful for the Captain if there were a staff member who could pull and analyze various 
statistics pulled from the Department’s Oracle Business Intelligence (BI) system. The Project Team 
recommends a classification such as a Management Assistant, whose job description indicates that the 
position “compiles and produces a variety of status reports for management,” and “arranges meetings 
and assists in development of agenda; participates in department meetings, including making 
presentations,” among many other tasks. This position could undertake tasks such as meeting 
preparation and newsletter development, enabling sworn members to utilize their unique skillset in 
relevant areas or for additional patrol support. This position would also prove useful in District Station 
office management. Additionally, as mentioned above, Captain Staffs could replace or supplement the 
management assistant with a Prop F Per Diem employee (former officers who have previously retired). 
The benefits of this would be in adding a former officer who would have more institutional knowledge 
compared to a civilian. These duties may not need to be performed by a full-duty Officer, but having a 
former Officer with more flexible scheduling could serve useful to the Captain Staff. 
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Homeless Outreach 

Homeless Outreach Officers at the District Stations handle homeless-related calls in the district. SFPD’s 
centralized HSOC unit addresses large-scale issues such as working with other City agencies on 
encampment response whereas the Homeless Outreach Officers at the stations address localized smaller-
scale homeless issues. Homeless Outreach Officers are aware of resources for individuals experiencing 
homelessness, mental health and/or substance use issues, and are familiar with the unsheltered 
population in their respective district. District Station staffing shortages have impacted Homeless 
Outreach staffing: many Stations are unable to staff Homeless Outreach officers given resource 
availability. However, to address the severity of homelessness in San Francisco, the Department has 
dedicated significant resources to the centralized HSOC team within the new DMACC unit. The Project 
Team recommends a decentralized approach to staffing Homeless Outreach Officer dedicated to each 
district station as staffing levels increase. Homeless Outreach Officer staffing is determined using the 
fixed post methodology such that there are as many as eight Homeless Outreach Officers assigned to the 
District Station, based on the size of and homeless population in the district. Recommended staffing is 
based on coverage across the week. 

Other Assignments 

District Stations may have other assignments relevant to the respective district such as Transbay Joint 
Powers Agreement (TJPA) Officers. These assignments are elective and at the discretion of the District 
Station Captain (except for TJPA, which is a funded agreement with the Transbay Terminal and is staffed 
based on the levels determined in the agreement). Another unit that should be accounted for at every 
district station is a Station Keeper. The project team recommends six dedicated station keepers per 
district station for proper coverage. Currently, officers who are typically assigned to Sector Patrol are 
fulfilling the responsibility as station keepers. These officers should be fully dedicated to their sector 
patrol and should not be taken off the street to be kept at the station. At the same time, there should be 
an officer at the station at all times monitoring the jails, or in the event that all other sworn personnel 
must be deployed to a critical incident, the station keeper is required to remain posted at their respective 
station. This is why sufficient dedicated station keepers are vital at each district station. 
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FOB Patrol – Current Trends 

After a period of year-over-year declines, staffing levels have now stabilized within the last couple of 
years. The primary indicator that the Department uses to monitor and assess staffing levels is the number 
of citywide full duty sworn. This figure represents currently deployable members who are not on a type of 
medical, family, or disciplinary leave; are not recruits in the Academy; and who hold an assignment in the 
city (rather than the Airport). Due to various factors that are described in detail in the Staffing Context 
section, this number declined 21% from January 2019 to June 2025 (from 1,868 to 1,473). The Field 
Operations Bureau includes 57% of the Department’s sworn full duty workforce in the city and is the 
largest Bureau in the Department. Declining citywide staffing levels have significant operational impacts 
on the Field Operations Bureau. 

District Station staffing is declining in tandem with citywide staffing. First and foremost, the Department 
must always staff police officers at the District Stations, which provide critical law enforcement services at 
a hyper-localized level. As staffing levels decline, the Department continues to prioritize District Station 
staffing while also maintain other non-patrol functions, such as Investigations. As discussed in the Staffing 
Context section, the number of full duty police officers at the stations has declined in tandem with the 
citywide full duty staffing, down 27% from January 2019 through June 2025. 

The Field Operations Bureau and the District Stations have had to make difficult resource allocation 
decisions amidst staffing shortages. Sector Patrol officers respond to calls for service from the public, 
fulfilling the critical mission of the Department: to arrive on-scene when community members request 
law enforcement services. As staffing levels decline, each District Station, with overall direction from the 
Field Operations Bureau, has had to make difficult decisions about how to allocate resources amongst 
competing unit assignments after striving to staff Sector Patrol adequately. 

Traditionally, District Station assignments have included Sector Patrol, Foot/Bike Beat, Housing, Homeless 
Outreach, Plainclothes and Captain’s Staff. Staffing shortages at the District Stations have become 
particularly dire. Sector Patrol staffing is the priority and many other assignments have either been 
eliminated or are operating at reduced capacity and with concurrent job duties (e.g., Housing officers 
often get detailed to events or to pulled to assist with other district activity). At some of the smaller 
District Stations, many of the specialized units have been disbanded due to staffing availability. 
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Sixth Street. These two zones are not fully in the Tenderloin District, and officers working in these 
areas cuts into Tenderloin District’s dedicated coverage. 

• On a citywide level, Foot/Bike Beat officers have been significantly prioritized in the mid-Market 
Street. In May 2021, SFPD increased law enforcement in the area, which spans roughly “every 
block of the area from Powell Station (5th Street) to 8th Street on Market Street and adjacent 
areas just south of Market Street, UN Plaza, and the Tenderloin blocks bordered by Larkin Street 
and Eddy Street.”3 Additionally, in 2025, DMACC has taken over the Sixth Street footbeat and has 
dedicated officers belonging to the DMACC unit that work this beat. The DMACC unit overall 
works very closely with Tenderloin district. 

  

 

3 Mayor’s News Release on the Mid-Market Vibrancy and Safety Plan: https://sfmayor.org/article/mayor-london-breed-
announces-mid-market-vibrancy-and-safety-plan. 
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• The Project Team recommends the lieutenant in DMACC Administration to collaborate with 
homeless outreach officers at all ten district stations when citywide homeless outreach initiatives 
are needed. 

Fugitive Recover Enforcement Team (FRET) 

The Fugitive Recover Enforcement Team has been reestablished at SFPD as part of the Drug Market 
Agency Coordination Center within the new Mid-City Division. The team’s primary responsibility is to 
locate and apprehend individuals who have skipped bail or are fugitives from the law. This includes 
various operations, tracking and surveillance, and ultimately apprehending fugitives and returning them 
to jail. 

Healthy Streets Operations Center (HSOC) 

The Healthy Streets Operations Center (HSOC) aims to address homelessness and unhealthy street 
behavior via coordination amongst the many City agencies that provide response and assistance to 
unsheltered persons experiencing homelessness on the streets of San Francisco. HSOC functions as the 
Department liaison and working collaboratively with other City agencies to problem-solve. HSOC aims to 
ensure that San Francisco’s streets are safe and clean, meet the shelter and service needs of individuals 
on the streets, and establish a unified City response to homelessness and street behavior. HSOC is 
structured as a unified command center: representatives from those City departments that have a role in 
addressing homelessness and street behavior convene in a singular location – the Emergency Operations 
Center (EOC) – and plan, triage, and coordinate responses to incidents of street behavior and 
homelessness. SFPD’s role in HSOC is to provide representation at the command center and to provide 
engagement and, if necessary, enforcement, in those incidents where law enforcement presence is 
warranted. 

The Project Team recommends staffing for Homeless Outreach Officers at the various district stations as 
well as within the centralized HSOC unit. This would strengthen community relationships by allowing the 
Officers to become more familiar with the specific individuals, locations, and challenges within their 
assigned district. Furthermore, this would promote consistency in outreach efforts, allowing for more 
sustained engagement, improved coordination with local service providers, and better long-term 
outcomes for individuals experiencing homelessness. Moreover, with the centralized HSOC unit, the 
Department will have the capability to target homeless-related operations in specific areas on a citywide 
level. Addressing the homelessness is a major priority for the Mayor and communities in San Francisco. 

Narcotics 

The Narcotics Unit is an entirely proactive unit that investigates mid- and street-level narcotic incidents 
that occur in San Francisco. Narcotics operates in a manner similar to District Station Plainclothes teams 
in that much of the work is directed enforcement, targeting hot spot areas in the city based on citywide 
crime trends and leads from confidential informants. Narcotics operates primarily in the Tenderloin area; 
however, the unit also focuses on other parts of the city such as the Mission, Bayview, and Ingleside. 
Unlike some of the other investigative units in the Department that primarily work assigned cases, 
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Narcotics is actively conducting search warrants, making arrests, and booking offenders. Narcotics also 
rebooks cases for the District Attorney’s office. 

The Sergeant Investigators in the unit primarily work on cases, with tasks including authoring search 
warrants, arrest warrants, and memos; and conducting rebookings, arrests, and stakeouts. Sergeants lead 
investigative teams within the unit that generally work collaboratively on proactive, longer-term 
investigative efforts. The Sergeant positions also supervise the Officers in the unit, directing the Officers 
in conducting law enforcement activities that are critical to working cases. Therefore, the Officers in the 
unit primarily focus on proactive law enforcement in various situations related to casework. 

For example, Officers conduct buy-bust operations and hundreds of hours are utilized when a mid- to 
high-level trafficker is identified and an investigation is initiated. Law enforcement operations that must 
be undertaken include surveillance, buys, meeting with informants, locating residence(s), and authoring 
various search warrants. Depending on how many locations are identified, a significant amount of time 
may be utilized on search warrant days. Narcotics also includes three Task Force Officers (TFOs) who are 
assigned to liaise with federal agencies such as the Department of Homeland Security and the Drug 
Enforcement Administration (DEA) on various initiatives.  

As Narcotics is an entirely proactive unit, its staffing level and focus should align with Department 
priorities and community needs. This staffing recommendation is largely based on the complex 
investigations that the Narcotics Division takes on. It is also based on the multiple “buy / bust” operations 
that are conducted each month. Some of the investigations that are conducted require a great deal of 
surveillance within San Francisco and out of county.  

The staffing analysis team recommends the following breakdown for a fully staffed Narcotics team: One 
lieutenant who oversees the Narcotics Division; three separate investigation teams each composing of 
one sergeant and seven officers; two Narcotics administration sergeants to handle duties including DEA 
federal complaints and follow ups on pending investigation cases, amongst other duties; a team of one 
sergeant and six officers for enforcement; and three officers and three Prop F Per Diem employees to 
assist with rebooking processes. 

 

Enforcement Team (ETEAM) 

The DMACC Enforcement Team (ETEAM) was established to address both internal and external 
enforcement requests within designated areas. Its members are responsible for managing and 
responding to quality-of-life concerns, as well as fulfilling enforcement and support functions. The ETEAM 
collaborates closely with the Fugitive Recovery Enforcement Team, Narcotics Unit, and other investigative 
and patrol divisions of the San Francisco Police Department. 
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Plainclothes 

The centralized Plainclothes Coordinator manages the various Plainclothes teams assigned to the various 
District Stations throughout the City. Duties in this assignment include coordinating operations, training, 
policy updates, and coordinating equipment for all Sergeants and Officers to Plainclothes.  

Events 
The Events unit assists with staffing, guidance, and logistics with special events for all 10 District Stations. 
There are hundreds of First Amendment events (e.g., demonstrations) each year, in addition to scheduled 
parades, street fairs, and other events throughout the City. The Events units is responsible for 
determining staffing plans for large citywide events, and for assisting the District Stations manage events 
in their district. At this time, there are no workload metrics for the unit and staffing is determined using 
the non-scaling methodology.  

Report Writing Unit 
This unit was reestablished in the initial phase of Covid-19 to take “cold” reports from citizens after being 
transferred from dispatch to alleviate work from sector patrol and to prevent unnecessary covid exposure 
for Department members. Previously, the unit was staffed by individuals who were on temporary 
modified duty (TMD); one challenge is that there is no permanent staffing and significant turnover. Due 
to staffing shortages, the Report Writing Unit (RWU) has been suspended. The Department should 
explore if this unit could be staffed by Police Services Aides (PSAs) or professional staff.  This unit can be 
responsive to the public while enabling full duty officers to handle more serious calls for service. 

Night Captains 
The Captains typically assigned to this role provide Captain-level supervisory duties to all District Stations 
throughout the city during the nighttime shift when the regular District Station Captains are off duty. Due 
to other Department priorities, recent organization changes, and new units, the Night Captains are 
currently being staffed by Lieutenants within FOB. 

Alcohol Liaison Unit (ALU) and Permits 

The Alcohol Liaison Unit (ALU) is responsible for processing license and permit applications, which 
includes background checks on applicants and field inspections of permitted locations. The unit processes 
approximately 30 new and renewal permit applications per month, and approximately 400 total Alcoholic 
Beverage Control (ABC) licenses processed in 2024, including new licenses, transfers, and modifications. 
Each ABC application requires the unit to conduct an investigation for the specific location, including 
running statistics like saturation and complaints, and then has 30 days to make a recommendation to ABC 
about how to proceed. The unit is also involved in any public hearings that occur; if licensee rejects terms, 
they can go before the Board of Supervisors (BOS). 

The unit also conducts enforcement on active license of which there are currently approximately 5000 
Alcoholic Beverage Control licenses in San Francisco. The unit works with ABC on decoy programs and 
enforcement at venues during big City events. The sworn members in the unit are responsible for these 
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decoy and enforcement efforts and the unit also enlists additional sworn personnel to assist with these 
efforts.  

Previously, ALU and Permits were separate units but are currently merged into one unit. The unit handles 
approximately 50 types of permit applications for San Francisco businesses, including commercial parking 
lots, parking garages, tow operators, and secondhand dealers. For these types of applications, the 
business pays an application fee and the unit conducts background checks and an investigation. The unit 
processes over 600 permit applications per year, including both new applications and renewals. There is a 
six-week window for this process, as 95% of permits must have a hearing. Hearings occur every 
Wednesday, during which the public can comment. The unit is unable to approve or deny permits until 
referrals are approved by all stakeholders and agencies. The permit intake process as well as the 
background check process is by appointment only, which creates challenges with scheduling and 
processing applicants Additionally, the California Department of Consumer Affairs, Bureau of Security and 
Investigative Services continues to issue more licenses that will have to be processed by the ALU and 
Permits team. 

Ideally, the unit would also provide enforcement services, which would include going out and checking on 
locations to make sure they are abiding by the regulations stipulated on permits. However, the unit is 
unable to currently do this based on the current staffing levels. 

The Sergeant in the unit supervises the Officers and the professional staff and investigates matters 
pertaining to licensing or premises. The unit also has a Memorandum of Understanding (MOU) and work 
order agreement with the Department of Public Health (DPH) to conduct tobacco decoy operations, and 
the Sergeant is responsible for this work, as well as investigating complaints and collaborating with other 
City agencies. The Officers in the unit are responsible for investigating all matters regarding ABC licensing. 
The Management Assistant primarily handles the ALU side, maintaining reports, managing professional 
staff, and conducting data entry. The unit Clerks assist with daily duties including answering the phones, 
assisting applicants during the intake process, and coordinating with other City agencies (e.g., 
communicating with the Treasurer and Tax Collector on applicant information).  

Crisis Intervention Team (CIT) and Hostage Crisis Negotiation Team (HCNT) 

The Crisis Intervention Team (CIT) is a specialized program designed to improve police interactions with 
individuals experiencing mental health and/or substance use crises. Its mission is to equip officers with 
the knowledge and techniques needed to reduce risk in these encounters, enhance public safety, and 
connect individuals to appropriate resources. 

CIT provides comprehensive, POST-certified training to all police personnel, including a 40-hour Crisis 
Intervention Certification Course that focuses on crisis intervention skills and mental health awareness, 
and a 10-hour Field Tactics/CIT Course that is required for all members assigned to patrol, investigative, 
and administrative units. As of July 2025, 97% of all sworn members have received 10-hour CIT training, 
with the only exceptions being those currently on leave. The 40-hour course is offered to both sworn 
personnel and other law enforcement agencies, with 1,263 of current SFPD sworn members having 
completed it. 
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CIT maintains a strong field presence through partnerships and specialized assignments. The CIT Field 
Unit works alongside the Department of Public Health’s Comprehensive Crisis Services (CCS), responding 
jointly to situations involving high-risk subjects who pose potential safety concerns. In these responses, 
CIT officers provide on-scene support through de-escalation, crisis negotiation, and safety protocols, 
while CCS delivers follow-up services and support. 

Each of the 10 district stations has designated CIT Liaisons, as directed by Department General Order 
5.21. These 20+ liaisons facilitate CIT practices within their stations, ensure coordination with the central 
CIT Field Unit, and help identify and engage subjects of concern. CIT is recognized as both a Department 
and City priority, with staffing not scaled to workload or other operational metrics.  

Additionally, there is a The Hostage Crisis Negotiation Team (HCNT). This is a collateral assignment, 
meaning no members are assigned to the unit full-time. Instead, trained negotiators maintain their 
primary duties elsewhere in the department and are activated as needed to respond to critical incidents. 
Currently, there are 51 trained negotiators on the roster, 42 of whom are considered active. The 
remaining nine members are either on leave or assigned to duties that may limit their ability to respond 
to callouts. 

When deployed, HCNT negotiators respond to incidents involving hostages, barricaded suspects, or 
individuals threatening self-harm. The number of responding members typically ranges from three to six, 
depending on the complexity and duration of the incident. In extended or high-intensity events, a 
secondary team may be activated to relieve the initial responders. 

The team is led by one Officer in Charge and one Executive Officer and is organized into four teams of 
approximately 10 negotiators each. This structure allows the department to maintain a broad base of 
trained personnel capable of providing skilled negotiation support when needed, while ensuring 
members continue to fulfill their primary departmental responsibilities. 

DEM Liaison 

Within FOB, there is one Lieutenant who serves as the liaison between SFPD and the Department of 
Emergency Management (DEM). The liaison assists with ensuring that policy and procedural issues are 
resolved, coordinating with DEM for the Computer Aided Dispatch (CAD) project, and acting as the 
Department’s Disaster Coordinator. The liaison also works closely with HSU and DOC to respond to 
various special events and disasters. Due to the unique duties and responsibilities of this position, it is 
considered non-scalable for the purpose of this assessment. 
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(TMD) and would hence be better equipped to operate efficiently, provide excellent customer 
service, and utilize skills more appropriate to non-sworn classifications. This would serve to 
provide high-quality service to the public while also ideally removing workload from sworn 
members in the field. This is directly aligned with the Department’s Strategic Goal of being 
responsive to the community in an innovative way.  

• Due to the heavily administrative nature of permit processing in ALU and Permits, and the 
additional responsibilities of Article 25, the Project Team recommends additional civilian staffing 
to ensure sworn resources are more effectively utilized and new responsibilities will be 
completed. 

• The City and County of San Francisco is currently initiating various programs to provide assistance 
and services to individuals in the community who are experiencing mental health and/or 
substance use crises. Many of these programs are in development or in initial stages of 
implementation. The City and the Department should determine the role of SFPD CIT response 
within these citywide programs and assess staffing need based on how trained law enforcement 
personnel fit within citywide priorities and San Francisco’s vision for addressing crisis response. 

 
 

Community Engagement Division (CED) 

The Community Engagement Division (CED) runs various programs and initiatives that promote 
engagement between the Department and citizens and youth in the community. Previously, CED was 
managed by a Commander. The Staffing Analysis Team recommends that CED be led by a Captain instead.  

CED provides the strategy and framework for continuously developing the Department’s relationships 
with San Francisco’s many communities. Members assigned to CED work collaboratively to support the 
effort of all Stations, Bureaus and assignments in promoting community policing and community 
engagement policies; implementing Collaborative Reform Initiative (CRI) recommendations and projects; 
interfacing directly with residents, visitors, and youth; and conducting outreach to disadvantaged 
communities in San Francisco. Given that the activities of the Division are driven largely by executive-level 
policy decisions, there are no specific staffing metrics. All positions in the unit are elective based on the 
unique roles they serve, and the Division’s activities are scaled based on priorities and staff availability. 
CED’s units and activities are described below. 

• Youth and Community Engagement includes the Police Activities League (PAL), which runs 
programs such as the Community Youth Academy, which provides youth instruction on the 
policing profession; and the youth football league. Youth and Community Engagement also runs a 
summer youth employment program, the annual holiday toy drive, and a wilderness program for 
disadvantaged youth. 

• CED facilitates direct stakeholder engagement by providing oversight to the District Stations 
that run each run their own community policing advisory board. CED serves as the centralized 
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Crime Strategies Division 

The Crime Strategies Division (CSD) supports the Operations branch of the Department and provides 
crime analysis and conclusive intelligence to the Field Operations, Investigations, and Special Operations 
Bureaus; and provides strategic analysis and intelligence to partner law enforcement agencies and 
community-based organizations (CBOs). CSD is both strategic and analytical in nature, promoting data-
driven policing by providing crime analysis and actionable summaries and insight for tactical and 
operational efforts, and by providing insight and analysis for strategic initiatives and community 
collaboration. 
Prior to 2018, the unit was called Crime Analysis and strictly supported the Investigations Bureau, 
providing case support and data analysis, and had little interface with the 10 District Stations. In 2019, the 
unit became the Crime Strategies Division and adopted a broader scope of duties, including case support, 
operational data analysis, and strategic analysis through a multitude of platforms and programs. 
On the strategic side, CSD Analysts are responsible for running and preparing for monthly Crime 
Strategies meetings; preparing weekly reports such as the Shooting Log and the Gun Violence Report to 
support community initiatives; fulfilling requests for conclusive intelligence and crime analysis and 
summaries for the Board of Supervisors, Police Commission, and Command Staff; and preparing reports 
and crime analysis data for community initiatives. Recurring weekly reports such as the Shooting Log and 
the Gun Violence Report require significant time and resources. The strategic scope of CSD also has a 
strong community component: community members are actively engaged with the data and analysis 
received from CSD and are often interested in looking at the data along different crosstabs such as age, 
demographic group, and specific communities (e.g., AAPI). CSD assists CBOs in formulating strategies 
based on data and intelligence and is engaged in special projects such as a community violence 
prevention joint partnership and gun violence program under the Mayor’s Office and other grant-funded 
initiatives. 
CSD also performs significant tactical and operational analyses, including case support. For example, CSD 
receives interagency requests that require extensive reporting beyond providing crime stats; the 
prepared reports serve as conclusive intelligence and include temporal and spatial analysis, trends, 
summaries, and actionable strategy. On the case support side, CSD defines work in terms of an operation 
(“op”), and an op consists of cases linked to multiple individuals (e.g., organized retail theft). Tactical 
analyses are on a case-by-case basis. 
Case support requires a specialized skillset so that Analysts can testify in court. Some of these specialized 
skills are gained officially through trainings in specific areas such as forensics and some expertise is gained 
through on-the-job training. One major challenge is that there is currently no clear separation between 
tactical, operational and strategic analyses within the unit, in terms of both skillset and the nature of the 
reporting. This is due primarily to limited staffing: CSD does not have the bandwidth to devote Analysts 
specifically to certain focuses within CSD. 
On the project side, some of these major ops are ongoing, others are ad hoc and urgent, and still others 
are scheduled and recurring. Given the volume and sequencing of work product expected from CSD, the 
unit is often overwhelmed with competing deadlines. On the personnel side, subject matter experts 
(SMEs) who are able to testify in court have a specialized skillset that supports the Department in a 
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Staffing Methodologies by Position 

• CSD is overseen by a Director. Given the unique leadership duties of this position, staffing is 
determined using the non-scaling methodology. 

• CSD has one Senior Administrative Analyst temporarily filling in as a Principal Administrative 
Analyst that coordinates all aspects of the program, including training and managing the 
SharePoint platform; and coordinating with all Department units, District Supervisors, and 
Captains. This position also reviews all work product for the unit and creates and goes over 
reports and presentations for Command Staff, the Mayor’s Office, and the Board of Supervisors.  
Given the unique duties of these positions, staffing is determined using the non-scaling 
methodology. 

• CSD has Senior Administrative Analyst positions and Administrative Analyst positions. These 
Analyst positions are grouped together in determining staffing numbers, but the functions are 
delineated such that the Senior Administrative Analysts are responsible for supervising the 
Administrative Analysts in the tactical, operational, and strategic branches of the Division; and 
this classification also serves as the promotional classification for Administrative Analysts that 
become certified for court testimony, hence gaining additional SME skills. Administrative Analysts 
are the primary analytical classification for CSD. The International Association of Crime Analysts 
(IACA) recommends using a ratio of one Crime Analyst for every 70 officers in an organization to 
determine staffing. Staffing levels for Senior Administrative Analyst/Administrative Analyst 
positions were therefore determined using the ratio-based methodology of one crime analyst for 
every 70 sworn officers (citywide, excluding the Airport). 

• CSD has one management assistant position that the staffing analyst team recommends being 
kept. This Management Assistant is important to continue supporting the CSD director with any 
needs for the Division. 
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Methodologies Used to Determine Staffing 

Workload-based Methodology 

Most investigative units in the Department consist of a Lieutenant who serves as the Officer in Charge 
(OIC) of the unit, supervising Sergeant Investigators whose primary responsibility is to investigate 
assigned cases. Generally, Sergeant Investigators are the predominant classification in each unit. In some 
units, Officers perform law enforcement functions (e.g., surveillance and video retrieval) that directly 
contribute to the casework and/or activities of the unit. 

Workload Hours 

In general, Sergeant Investigator staffing is determined using a workload-based methodology in which the 
number of cases assigned is the significant metric in determining workload. Potentially solvable cases are 
assigned to an investigator, who then spends time and effort “working” the case. Therefore, an additional 
key metric in the workload-based methodology used to determine staffing for Investigators is the time 
spent working the case, with utilization rates applied to account for proactive and administrative duties. 
Workload hours can therefore be represented by the following equation: 

Workload Hours = [Number of cases assigned] x [Time spent working each case] 

Staffing Availability 

The calculated amount of time needed for the unit’s Investigators to work the unit’s caseload can be 
represented by workload hours plus a utilization rate time factor to account for administrative and 
proactive time. This number of required hours is then assessed against the unit’s staffing levels, which is 
represented by the net available work hours (NAWH) of the individuals in the unit. The following table 
shows net available work hours for each Investigator in the unit. 

 

Utilization 

As described in the Field Operations Bureau – Patrol section, the workload-based methodology must 
account for proactive and administrative time. Similar to FOB – Patrol, administrative time includes tasks 
such as reading and signing off on Department Bulletins and other Department email correspondence 
that is not directly case-related. All investigative units have administrative time in the 10-20% range, 
which is the industry standard also used by Matrix Consulting Group. 

Proactive time varies by unit. Some investigative units, such as Homicide and Special Victims Unit (SVU), 
follow the “traditional” investigative model: cases are assigned to the unit and subsequently to a lead 
investigator, who then works independently and with other unit investigators on the various component 

Definition Explanation Number of Hours
Max # work hours per year 40 hours/week x 52 weeks/year 2,080
Leave hours Estimated usage of paid leave (FH, SP, VA) (270)
Training hours On duty training allotment per year (50)
Net Available Work Hours (NAWH) Time balance available for on-duty work 1,760
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tasks that comprise “working” a case. These units have little or no proactive time incorporated into the 
utilization rates accounted for in determining recommended staffing levels. 

Other units similarly investigate assigned cases, but devote significant time to proactive law enforcement 
functions in their designated area of expertise. One such unit is the Crime Gun Investigations Center 
(CGIC), which investigates specific gun-related cases but also conducts, for example, surveillance for 
illegal firearm tracing. These tasks are considered proactive efforts because they may contribute to 
effective casework in the future. The Project Team used a workload-based methodology based on 
caseload to determine staffing levels for CGIC, but with a utilization rate that accounts for the proactive 
investigative efforts required in the unit’s operations. 

The following table shows NAWH with a 10% utilization rate to account for administrative time 
incorporated into the staffing availability calculation.4 

 

The table below shows the figures needed to determine staffing. 

Workload Hours Staffing Availability Utilization Workload Time per Task 

Number of cases per 
year 

Amount of time it 
takes to work each 
case 

Net available work hours 
(NAWH), representing 
staffing hours available 
after leave and training 

% of time spent on 
Administrative tasks 
% of time spent on 
Proactive tasks (e.g., 
working with other units) 

 

Subsequently, the calculation to determine staffing can be shown with this equation: 

          Workload Hours   = Number of staff required 

NAWH, with utilization rate(s) incorporated 

This workload-based methodology is used for almost all investigative units to determine staffing levels for 
Sergeant Investigators. Again, Sergeant Investigators are the primary personnel in most units in the 
Investigations Bureau. 

 

4 Please note that the example included here is for the Homicide Unit in the Strategic Investigations Division. 

Definition Explanation Number of Hours
Max # work hours per year 40 hours/week x 52 weeks/year 2,080
Leave hours Estimated usage of paid leave (FH, SP, VA) (270)
Training hours On duty training allotment per year (50)
Net Available Work Hours (NAWH) Time balance available for on-duty work 1,760
Utilization rate (10% Admin) On duty time spent on administrative duties (176)
NAWH (with Utilization Rate) Time balance available for casework 1,584
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• Mayor’s Security Detail provides physical security to the Mayor but will also serve as the liaison 
to the State Department, Capitol Police, Secret Service, and various Consulates for other dignitary 
protection requirements.  

• Arson Task Force is responsible for investigating criminal fire-related incidents including 
explosions, major fire scenes, accidental fatalities during fires, and fires three-alarm and larger. 
Once the San Francisco Fire Department determines that a fire was intentionally set, Arson Task 
Force initiates an investigation. 

• Northern California Regional Intelligence Center (NCRIC) liaises with the regional law 
enforcement intelligence group, providing information regarding threats to public safety. NCRIC 
serves as an information clearinghouse, disseminating information to multiple local agencies. 

• US Marshall’s Task Force consists of one Sergeant assigned to the US Marshall’s that is 
responsible for locating and arresting fugitives all over the state. This position is also responsible 
for extradition of prisoners from other jurisdictions and physically works out of the Federal 
building with a team of US Marshall’s. 
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nature of the respective unit. Therefore, the methodologies utilized to determine recommended staffing 
levels are relevant at the classification level. 

• Any Manager-level positions are determined using a non-scaling methodology due to their 
unique responsibilities. For example, the Forensic Biology/DNA Unit is overseen by a DNA 
Technical Lead Manager, a position that is required in the unit to maintain the lab’s accreditation. 

• All sub-units include Criminalist III positions that are responsible for some casework (e.g., DNA 
analysis investigations), but the predominant responsibility of these positions is to directly 
supervise Criminalist IIs in casework and other unit activities. Therefore, Criminalist III staffing is 
primarily determined using a ratio-based methodology using a span of control..  

• Criminalist positions are responsible for performing the casework relevant to the specific unit. For 
example, in Forensic Biology/DNA, cases are DNA analysis investigations; in Firearms and 
Toolmark, cases are firearms investigations. Therefore, Criminalist staffing in each unit is 
determined using a workload-based methodology based on the number of investigations and the 
time per investigation. 

• Some positions serve unique roles for their respective sub-units and therefore staffing is 
determined using the non-scaling methodology, including: 

o Examiners in the Firearm and Toolmark Unit, who are responsible for input and 
Department maintenance of NIBIN 

o Criminalist staffing in the newly added Chemical Analysis Team 
o The two positions that provide Quality Assurance  

Crime Scene Investigations (CSI) 

Crime Scene Investigations (CSI) is responsible for supporting and responding to requests for any special 
forensic process needs, including fingerprints, DNA and digital evidence collections, and examinations. CSI 
also responds to crime scenes for evidence processing. CSI includes the Media Evidence Unit (MEU), a 
Photo Lab, a Forensic Artist, and SFPD members staffed at the Silicon Valley Regional Computer Forensics 
Laboratory (SVRCFL).  

CSI staffing levels have declined in recent years due to retirement, transfer, and promotion. CSI is 
currently comprised of predominantly sworn members and has vacancies for specific professional staff. 

Recommendation: The Project Team recommends that the Department continue the process of 
civilianizing CSI, while recognizing that this change will take significant time and that current staffing must 
remain as-is during the initial stages in order to maintain service levels and accreditation. Police Executive 
Research Forum (PERF) made a similar recommendation in its 2008 report. As the staffing analysis is 
conducted on a bi-annual basis, this long-term civilianization process is recommended yet staffing 
remains as-is in this assessment to maintain accreditation.  
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Staffing Methodologies by Position 

• The ID Bureau has two Managers to oversee the entire unit. Given the specialized supervisory 
nature of these positions, staffing is determined using the non-scaling methodology. 

• Recommended staffing for Forensic Latent Examiner Supervisors is determined using a ratio-
based methodology using 1:7 span of control.  Supervisors also perform fingerprinting work but 
serve as the supervisor on each shift. 

• Recommended staffing for Latent Examiners is determined using a workload-based methodology 
based on the total number of cases of fingerprints processed, including applicants, adult criminal 
suspects, juvenile criminal suspects, registrants, adult citations, and deceased subjects for the 
Medical Examiner. 

• Recommended staffing for Senior Process Clerks in the ID Bureau is determined using a workload-
based methodology based on data entries, restraining orders, and other clerk duties. 
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Methodologies Used to Determine Staffing 

Workload-based Methodology 

The Project Team used a workload-based methodology to determine staffing levels for specific units in 
the Special Operations Bureau, based on unit workload metrics and available data. Examples include: 

• Traffic Collision Investigations Unit (TCIU): TCIU functions as a traditional investigative unit 
that conducts workups on assigned cases. The number of assigned cases, and the average 
number of hours required to conduct a workup for each case, serve as the workload metrics for 
this unit. 
 

Fixed-post Methodology and Operational Analyses 

The Project Team used a fixed-post framework coupled with an assessment of operational needs to 
determine staffing levels for units such as the Special Weapons and Tactics (SWAT) Team in the Tactical 
Division. In the specific context of SOB staffing, the term “fixed-post” does not necessarily reflect an 
actual posted area of assignment, but rather the essential coverage needed for an assignment. In order to 
provide full coverage across all days every week, the SWAT Team must be staffed with four teams. 
Operationally, each team should be staffed with one Sergeant and seven Officers to remain within 
industry standards for span of control (1:7) and to fulfill the operational needs of the Department. 

Ratio-based Methodology 

As in other Bureaus, staffing levels for many supervisory positions in the Special Operations Bureau are 
determined using industry standard span of control metrics. 

Non-scaling Methodology and Grant Funded Positions 

The Project Team used the non-scaling methodology to determine staffing levels for positions that 
provide the Department with unique functions, and particularly in the Special Operations Bureau, 
specialized expertise. Moreover, the Special Operations Bureau has a number of positions that are funded 
and staffed through grant agreements. Examples of these grant-funded positions include: 

• Homeland Security/Urban Areas Security Initiative (UASI): These units have positions that 
are grant-funded through various regional and national programs. 

• Port Unit: These positions are funded via work order agreement with the Port of San Francisco. 
 

Additional methodological detail is provided in each Division and unit section. 
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collisions. Areas of enforcement are determined via a multi-departmental data analysis project that 
identifies high injury corridors and by instances of citizen complaints. In addition to traffic enforcement, 
the unit provides additional support to the District Stations by saturating specific areas to increase 
visibility and deter crime. 

In 2014, San Francisco adopted the Vision Zero policy, aiming to eliminate traffic deaths and reduce 
severe injuries on the road. The initiative promotes safer streets, education on traffic safety and laws, and 
adopting policy changes to save lives. Vizion Zero’s goal is to create a culture that prioritizes traffic safety 
and ensure mistakes on the roadways do not result in serious injury or death of pedestrians, motorists, 
and cyclists through enforcing traffic laws. Using multi-year collision data, the Traffic Company targets the 
top five violations linked to fatal collisions (e.g. speeding, illegal right turns, etc.) – with half of all citations 
tied to these Vision Zero priorities.  

The Traffic Enforcement unit handles escorts and traffic for parades, marches, demonstrations, funerals, 
and dignitaries such as presidential visits. A safe number of motorcycle officers, referred to internally as 
“Solos”, for a presidential escort is 50. For many large events that span multiple districts, Traffic Company 
will plan and execute the event planning, deployment, and facilitation.  

To determine staffing recommendations this year, the project team recommends switching from a 
workload-based methodology to a fixed post and ratio-based span of control methodology to ensure 
sufficient coverage with appropriate supervision per squad.  

The number of traffic citations from 2019 – 2024 has fluctuated through the years; and the data points 
previously used to determine staffing levels is not a proven method to translate the number of officers 
needed in the unit. There were 42,971 traffic violation citations issued in 2019 (pre-pandemic), 4,006 in 
2022, and the number has more than tripled for 2024 to 14,448 despite a decrease in the number of 
officers in the unit compared to 2023. To add, San Francisco experienced 41 traffic related fatalities in 
2024, making it the deadliest year on the city’s roads in two decades. The increased number of citations 
and fatalities with the decreased number of officers is an indication that post-COVID, more drivers are 
back on the road which requires more police enforcement presence. Due to the insufficient staffing of 
Solos, the Enforcement unit has had to decline requests from district stations to assist with traffic flow 
and safe passage operations related to parades, protests, and other large gatherings. In 2024, traffic 
related incidents occurred the most between the hours of 1200 - 1900 hours. Staffing one post to the day 
watch and two posts to the swing watch (two groups of three squads for a full week’s coverage) would 
provide sufficient coverage during the most incident-prone times of the day. Operationally, each post 
would be staffed with one Sergeant for every seven officers – the industry standard span of control 
metrics.  

SFMTA piloted a 5-year speed-camera program in March 2025, placing cameras in 33 locations to address 
excessive speeding and reduce the number of severe and fatal injury traffic collisions. More than 31,000 
warning citations were issued in the month of April alone. However, the lack of data due to its early 
stages of the program is inconclusive to determine if the program will be a factor in lowering the number 
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Methodologies Used to Determine Staffing 

Staffing for the Administrative Services Bureau is determined using the following methodologies. 

Workload-based Methodology 

A workload-based methodology is used to determine staffing for certain units such as Background 
Investigations, for which the number of potential applicant cases multiplied by the time per case is 
calculated to generate workload hours and subsequently the number of staff required. 

Ratio-based Methodology 

A ratio-based methodology is used to determine staffing for many units in the Administration Bureau. 
Examples include Fleet and Facilities, where a ratio based on the number of Department vehicles and 
Department facilities, respectively, is used to determine recommended staffing; the Range, where a ratio 
based on the number of sworn members in the Department is used; and various units in the Academy 
Division, where Peace Officer Standards and Training (POST) mandates instructor-to-trainee ratios in 
training classes. 

Non-scaling Methodology 

An elective or non-scaling methodology is used to determine staffing for leadership positions that do not 
scale based on any metrics and for units that fulfill specific Department objectives such as Field Tactics 
Force Options.  
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• The Management Assistant positions are described below. As there are no workload metrics 
associated with these positions, staffing is determined using the non-scaling methodology. The 
Department should develop and monitor workload metrics so that in future analyses, staffing can 
be determined using a workload-based or ratio-based methodology. 

o One Management Assistant is the AO training manager and monitors Continuing 
Professional Training (CPT) records for the Department to ensure ongoing compliance. 

o One Management Assistant is the outside training manager and reviews, approves, and 
processes all outside training requests for the Department. This position also assists with 
grant development. 

o One Management Assistant is the internal training manager and processes billing for the 
unit and monitors City-mandated training requirements as well as POST certification. 

• Media Production Technicians in the Video Production Unit are responsible for producing digital 
media used in a range of training courses for the Department, from Academy training to ongoing 
in-service training. The work of a Media Production Technician is complex: staff must script 
productions, coordinate with subject matter experts and other stakeholders to verify script 
content, cast, coordinate with staff for productions, record the production, and edit productions 
for release. Staffing for these positions is classified as non-scalable given the unique skillset 
required for the role. 

Field Training Office (FTO) 

The Field Training Office (FTO) manages and coordinates the Department’s field training program where 
graduating Recruit Officers from the Basic Recruit Course are then assigned to a training-designated 
District Station and are paired with a Field Training Officer to gain in-field experience and training. FTO 
oversees the progress of trainees and acts as the departmental liaison with the Commission on Peace 
Officer Standards and Training (POST) on program compliance issues; the program is administered at 
seven training District Stations. FTO consults with other City Departments such as the Department of 
Human Resources and the Americans with Disabilities Act (ADA) Unit. Internally, FTO consults with the 
Behavioral Sciences Unit and the Basic Recruit Course sub-units, which include Report Writing, Physical 
Training and Defensive Tactics, and Emergency Vehicle Operation Course, to conduct remediation on any 
training and protocol-related deficiencies. 

The critical and primary responsibility of FTO is to document and evaluate trainee progress and to address 
any issues that arise in a timely and effective manner. FTO staff ensures that all the administrative 
evaluation documents (Daily Observation Reports and Sergeant Weekly Reports) are completed for each 
trainee. Reviewing Daily Observation Reports (DOR) amounts to a workload average of approximately 30 
reports per day with an additional 30 weekly supervisor reviews, each of which is estimated to 
approximately 16 to 34 minutes. This includes reviewing trainee ratings and ensuring that ratings are 
consistent with the standardized evaluation guidelines established by POST. FTO subsequently notes any 
deficiencies in performance and conducts bi-weekly meetings to problem-solve the trainee’s issues.  
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Background Investigators are considered 0.5 FTE, the unit requires one additional supervisor. The 
Department should assess the implications of sworn versus non-sworn supervision in the future. 

Investigators: Staffing for investigators is determined using a workload-based methodology based on the 
number of candidate background packets received annually and the time required to work each 
background packet. 

• In 2024, the Background Investigations Unit received 887 background packets. With the 
continued positive public perception towards law enforcement needs and the Department’s 
increased efforts in recruitment, the Background Unit has seen a dramatic increase in workload 
for the new year. For the purposes of this analysis, the project team estimated the expected 
number of background cases at 1,200 for the current year 2025. The first six months showed 
roughly 627 background packets were received and assigned to the unit, including cases for 
potential Officers, Police Service Aides, and Cadets. Although staffing, hiring, and recruitment for 
law enforcement remains difficult, the Department is experiencing an upward trend of applicants 
compared to recent years, and the recommended number for Background Investigator staffing is 
shown above. 

Senior Management Assistant: The Senior Management Assistant oversees the clerks and is in charge of 
monitoring and ensuring the completion of candidate background packets. Responsibilities also include 
scheduling tests with external professionals for the polygraph, medical, and psychological evaluation. The 
non-scaling methodology was used to determine staffing for this role.  
 
Clerks: The clerks undertake a broad range of administrative responsibilities related to tracking candidate 
information. Given the unique responsibilities of these positions, staffing is determined using the non-
scaling methodology. 
 
Recommendations and Considerations 

• The Department should determine a comprehensive plan for long-term priorities and structure of 
the unit. There are advantages and disadvantages to utilizing part-time Background Investigators. 
On one hand, staffing can be relatively easily scaled up or down based on caseload volume. On 
the other hand, part-time investigators inherently work reduced work-weeks and this may impact 
the unit’s ability to conduct investigations in a timely manner and provide ideal candidate 
experience. Moreover, this structure necessitates having multiple investigators working on one 
background, which requires additional coordination and supervisory effort. Under the current 
model, a comprehensive candidate tracking system is imperative. 

Payroll Unit 

Clerks in the Payroll unit are responsible for processing the bi-weekly payroll and making manual 
adjustments to time and payroll records for the whole Department. Payroll staff audit records, resolves 
problems, and facilitates solutions to all payroll-related questions and issues. Division of responsibilities is 
based of the varying classification levels, where higher level clerks are typically responsible    
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with the recommendation to civilianize Records Management, the Project Team recommends two Chief 
Clerks to oversee daily operations for day and swing watch, two Principal Clerks to provide direct 
supervision based on 1:8 span of control, and 16 Senior Clerks. 

The duties and responsibilities that take the majority hours of personnel assigned to Records 
Management include fulfilling any report requests from members of the public, outside agencies, and 
insurance companies; entering stolen and/or lost and found property into the California Law Enforcement 
Telecom System (CLETS) and entering reports from outside agencies; entering stolen and/or lost records 
regarding firearms into the California Law Enforcement Telecom System (CLETS) and entering reports 
from outside agencies; scanning and entering traffic reports, evidence sheets, arrest reports, non-arrest 
reports, COPLOGIC reports, FCNs, stolen and recovered vehicle reports, and crime lab reports into the 
Laserfiche Imaging Archive System (LIAS); and sealing of court documents and supporting requests from 
external law enforcement agencies. Other duties include managing the mailroom and processing external 
background requests, each of which requires attention, but do not make up the bulk of the work in 
Records Management.  

Records Management is also mandated by the Clery Act to produce violent crime data for colleges and 
universities. Per the Clery Act, Colleges and universities receiving federal funding are required to release 
an annual security report to provide transparency around campus crime statistics. Records Management 
is directly impacted due to three specific crime geography categories: public property within campus 
bounds, public property immediately adjacent to the campus, and organizationally owned non-campus 
property frequently used by students, student organizations, and for education. The unit produced 
roughly 250 reports to colleges when they requested crime statistics. 

Over the past few years, Records Management has been diligently working to fulfil a number of requests 
that have been backlogged due to staffing shortages. As of July 2025, Records Management shows a 
backlog of 19 GovQA requests, 244 Background requests, 55 Missing Traffic Reports, and over 6703 
Automated Firearms System (AFS) entries. 

The Project Team recommends hiring more civilian clerks to fill current vacancies as result of retirements 
and to reduce the workload backlogs. Additionally, the unit would benefit greatly from software and 
systems that could automate some of the time-consuming manual processes currently performed by the 
Clerks. Even with the support from temporarily assigned members, the unit is significantly understaffed 
and requires additional full-time dedicated staff to fulfil operational needs. 

Property Control  

Property Control, often referred to Property Control Division (PCD), is responsible for maintaining and 
processing all property and evidence that is entered into the custody of the San Francisco Police 
Department. Property Control also handles evidence for SFPD investigations and ensures that evidence is 
barcoded and entered into the Evidence on Q system. This includes the collection, storage, and tracking 
of all evidence including firearms, narcotics, and cash from District Stations and other units. PCD 
maintains the important chain of custody for all evidentiary items at various locations and is also 
responsible for researching and returning lost or stolen items that are processed. As of 2025, PCD 
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staffs one Account Clerk and one Evidence Tech for more general administrative tasks, such as managing 
payroll, currency evidence, and all evidence tracking in the Evidence on Q system.  

Evidence Techs will be responsible for the initial collecting, sorting, categorizing, and data entry of all 
property and evidence being received and released. The team will conduct daily runs to the 10 District 
Stations and other units to collect evidence and handle items that are dropped off throughout the day. In 
2024, a total of 312 daily runs were conducted to the 10 District Stations and to the Crime Lab. This team 
routinely handles evidence and property which often includes firearms. With the implementation of 
Evidence on Q, all items are now being tracked through barcodes. A workload-based methodology is 
applied to determine staffing for these positions and uses the following measures from 2024 to 
determine appropriate staffing levels: 10 hours per day for daily station runs (collection and data entry), 
97,164 total property items collected and processed, and approximately 1,587 items released from the 
front counter. Due to current staffing shortages, often times other personnel are pulled from their 
primary assignment within PCD to cover the front counter.  

The firearm processing team is responsible for the daily intake of firearms, release of firearms and related 
evidence, and the destruction of firearms. Staff members examine firearms, review case reports, 
categorize firearms, photograph firearms, maintain a firearms database, and cross reference items in 
various data systems. This team also now pulls daily gun reports to determine if they meet the criteria to 
be sent to the Crime Gun Information Center (CGIC) for further investigation. Unit members also prepare 
firearms for lab testing and destruction when needed. Firearms requiring destruction must be property 
documented and dismantled. A workload-based methodology is applied factoring in the total number of 
firearms processed annually. In 2024, there were 1,277 firearms processed, each taking approximately 
one hour. Additionally, the unit has approximately 16,000 firearms currently backlogged that have not 
been processed due to current staffing shortages. Any temporary light duty Officers and part-time 
retirees can also assist as needed.   

Duties for the PCD Narcotics team include storing and maintaining narcotics evidence, destruction of 
narcotics, and transporting substances to the Alameda Crime Laboratory for testing. Current sworn 
officers and evidence techs retrieve evidence from the narcotic drop box located at PCD, ensure the 
items are packaged and barcoded properly, and enter information into the Department’s data systems. 
This team receives requests for items to be tested from Department members and specialized units, and 
the District Attorney’s office. Team members also transport items that need to be destroyed and are 
often required to provide courtroom testimony. A workload-based methodology is applied factoring in 
the total number of narcotics envelopes received for intake, the total number of envelopes sent to the 
Alameda County Sherriff’s Office for narcotics testing, and the total number of trips to Alameda for 
testing. In 2024, there were a total of 5,772 envelopes received at intake, 3,319 envelopes sent out for 
testing, t and a total of 225 trips taken to Alameda, which is slightly over four trips per week. It should be 
noted that each envelope often contains multiple drugs.  

The Holds and Destruction Team retains items that may be needed for investigations and disposes of 
items that investigators have determined are no longer needed. Investigators with case property in 
storage are sent forms on a regular basis to maintain the updated status of the items. This team supports 



 

 
 

153 SFPD Staffing Analysis 

destruction, donation, and recycling of items, such as e-waste, metal items, and biohazards. In 2024, this 
team processed 928 items requiring holds and 29,956 items requiring destruction. Time per task is highly 
variable as the team can only destroy items marked by Investigators. For the past few years, PCD has 
taken in three times more evidence than the team disposes, thus creating a capacity issue for storing 
evidence. These positions are unique and are not scalable to any workload measures. However, the team 
is also facing backlogged cases that need review and processing.  

The Lost and Found unit is responsible for returning property to rightful owners. Lost and found items are 
kept in a separate area from evidence. Items are booked into a database with as much identifying 
information as possible, and staff members conduct various searches while attempting to locate the 
owner of the property. The team must also coordinate with the FounDrop webpage for found items with 
unknown owners, as well as collaborate with Investigations and SFPD’s Legal team. The function of this 
Parcel and Auctions within Property Control is to prepare items for shipping, such as found property and 
evidence to other agencies, and to maintain the Property room webpage for auctioning items. The 
Storekeepers in Lost and Found, FounDrop, Parcels, and Auctions should all work closely together and be 
crossed train.  These positions are unique and considered as non-scalable.  

PCD also provides uniforms and equipment for sworn officers and uniformed civilians, including stars, 
vouchers, radios, and helmets. Staff track the assignment of stars and equipment, maintain files for 
uniform vouchers, and report to the Fiscal Unit on expenditures. This is a unique position and is 
considered non-scalable for this analysis. 
The Overflow Warehouse stores items long-term, such as large bulky items, narcotics, bicycles, and 
freezer items. It also supports entry of items submitted from the Crime Lab. This team also supports 
destruction, donation, and recycling of items, such as e-waste, metal items, and biohazards. The unit is 
responsible for barcoding legacy items and adding them to the Evidence on Q database. As of 2025, there 
are 177,339 cases from 2010-2020 that still need to be reviewed so evidence can be brought to 
Investigation to be approved for disposal. These positions are classified as unique and non-scaling.  

The Supplies Unit manages the procurement of all supplies needed by Department personnel and 
distributes the items to District Stations and specialized units. Items that the Supplies team procure range 
from stationary items, office supplies, cleaning products, and at times furniture. The unit also provides 
reproduction services including printing of brochures, pamphlets, and other materials needed by staff. 
The Supplies Unit is currently operated by one Senior Storekeeper (Supervisor), two Storekeepers and 
one Senior Clerk. The Supervising Storekeeper is based on span of control, whereas the other positions 
are considered non-scalable for this analysis. 
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Organizational Chart 
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Methodologies Used to Determine Staffing 

Staffing for the Strategic Management Bureau is determined using the following methodologies. 
Examples are provided below. 

Ratio-based Methodology 

The Project Team used a ratio-based span of control methodology to determine the appropriate staffing 
levels for supervisory roles based on the targeted number of direct reports for a specific unit/function. 
For example, span of control for the Program Manager of the Business Analysis Team scales at a rate of 
one full-time equivalent (FTE) per 10 direct reports; the Business Analysis Team currently has seven 
Analysts which can be managed by one Program Manager. Another example is the Accounting Unit in the 
Fiscal Division, where a ratio based on the number of sworn staff in the Department is used to determine 
staffing. 

Non-scaling Methodology 

Many of the units and roles within the Strategic Management Bureau are specialized and are not scalable 
to any performance measures. These positions are unique and staffing levels are determined by 
Department leaders and key decision makers. 
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IT Portfolio Solutions Unit 

IT Portfolio Solutions manages Information Systems (IS) projects as well as applications related to the 
Web, HRMS and no code/low code solutions. The unit is run by a Project Director and is currently 
supported by six Project Managers (IS Bus Analyst-Principal) six Programmer Analysts. Three sworn 
officers are also actively supporting NIBRS project within the Portfolio Solution Unit. Their involvement 
includes project coordination, subject matter input, and operational guidance to ensure alignment with 
departmental goals. 

Thus, IT Portfolio Solutions Unit has the responsibility for two distinct, but related areas: 

• Projects 
• Applications 

Projects 

Projects within IT Portfolio Solutions are structured to consist of Project Managers (IS Business Analyst-
Principal) and Business Analysts (IS Business Analyst-Senior). 

Project Managers perform project management responsibilities of scoping out Department projects, 
gathering business requirements, project scheduling, executing schedules and plans with both internal 
and external parties, monitoring the implementation, and Go-Live – including post Go-Live stabilization. 
Major multi-year projects in Technology include: 

• Implement a vendor RMS (Records Management System) that meets the new FBI reporting 
standard NIBRS (National Incident-Based Reporting System) to replace CDW (Crime Data 
Warehouse) which is based on an old reporting standard that the FBI will not accept. 

• HRMS upgrade and migration to a sustainable infrastructure platform. 
• City’s Computer Aided Dispatch (CAD) replacement project with DEM. 
• Fleet vehicle technology modernization project. 
• Transition from A-number to DSW number with the City’s Identity Access Management. 
• Benchmark Analytics. 
• Transition to new Department facilities/locations. 
• Infrastructure and foundational improvement. 

Projects have no capacity to absorb additional short-term projects without impacting multi-year 
projects.as well as insufficient back-up coverage for existing staff when they take time-off. Additionally, 
there is an immediate and critical need for Business Analysts to conduct business and workflow AS-IS and 
TO-BE analyses for current and future projects. 

In summary, the Project Team recommends the additional of three Business Analysts to support project 
needs within IT Portfolio Solutions. 
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applications and systems. The unit is led by one IS Project Director and administered by13 IS Engineers, 
one IS Business Analyst, and two IT Operations Support Administrator IV. There is also one temporary 
retiree who serves as a part-time telecom support.  

One of the IS Engineers serves as the Department’s Information Security Officer (DISOand the remaining 
engineers are dedicated to supporting the different critical systems.  

Current unit priorities include:  

• NIBRS-RMS infrastructure setup and Network transport connectivity to Cloud.  

• Replacing and providing maintenance for aging infrastructure (e.g., replacing the video wall 
system at DOC)  

• Network upgrade projects at all SFPD district stations and core sites.  

• AD integration to Oracle IAM with SSO login for all the applications.  

• Network upgrades to 10G with dual ring in all the core sites and district stations.  

• HRMS application migration to OCI Cloud  

• CELTS Migration from HOJ to PHQ and increase the bandwidth connectivity using ASE circuits.  

• Increasing storage capacity and improving network performance  

• District stations wired and wireless network upgrade projects.  

• BWC migration from DT to SFPD network.  

• Network transport for OCI Phoenix region.  

• UPS hardware refresh at PHQ.  

• Prop-E implementation (DFR, fuses, flock OS, Draft One).  

• SFO Airport hardware refresh.  

• MDC migration.  

• DEM CAD migration.  

• Data protection refresh and storage expansion.  

• HRMS DR Setup at Phoenix region.  

• Cyber security tabletop exercises.  

• CCTV rollout at various district stations.  
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• Drone Support   

• Body Worn Camera deployment and support, including charging dock setup and maintenance   

• OS Upgrades   

• User on/off boarding   

• VPN access   

• Operations support for Projects implemented   

• User Mgmt + Identity and Access Mgmt+ Support for AI tools such as Chat GPT and Copilot   

• District station and field support   

• Mobile device management   

• Training for law enforcement applications   

• Supporting Department-wide telecommunications   

• E-Citations Support   

• Testing applications coming out of build   

• Script writing   

• Monthly Security patches   

• PC Desktop, Laptop, Tablet, Copier-Printer-Scanner, Mobile and Desk phone support   

• Applications support – User access, p/w reset   

• Ordering and managing IT Supplies   

• New user onboarding/ employee offboarding   

• Storage and e-waste for IT Hardware   

• Support and operationalize project implementations of new applications, features, and functions 
for the department.   

Due to the lack of sufficient staffing and increasing demand from the Department, the unit must rely on 
four contractors who operate on a full-time basis responding to field work, service requests, and 
providing front counter support along with BWC devices technical support.  

Smart phone accessibility has been a priority for the Department over the last few years. The mobile 
platform continues to evolve and allows sworn members to have access to data and information while 
they’re in the field. New applications are constantly being developed and added to mobile devices, which 
is proving to be a great benefit for SFPD members. However, the addition of each application increases 
the scope of services to support and requests to manage thereby putting additional burden on already 
resource constraint Technical Support and Services Unit.   
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Since the Covid-19 pandemic, drastic changes within the Department’s work environment have been 
introduced where members are also working remotely. Supporting this hybrid work environment has 
required the Department to adopt new technology and systems which has put significant additional 
demand on the unit. The number of laptops distributed increased exponentially; support for VPN 
connectivity has increased; requests for troubleshooting VPN/Cisco-related issues increased; the volume 
of requests for new systems/software (e.g., MS Teams, Zoom, Webex, etc.) support has increased; and 
more technology such as speakers and webcams is required.   

There are several upcoming high-priority initiatives that will also have a huge impact on the Technical 
Services and Support Unit. The first major change will be the implementation of the National Incident- 
Based Reporting System (NIBRS). The implementation of a new Records Management System (RMS) will 
require an immense amount of training, guidance, and support to lead the Department through this 
transition. The new RMS will potentially have various modules, and it is anticipated that the entire 
ecosystem will change with the possibility of moving to a web-based application. The Computer Aided 
Dispatch (CAD) project with DEM is another initiative that will increase the unit’s workload exponentially. 
This will require changing and standardizing all computers   

and related components in every patrol car and providing appropriate training and support. This project 
alone will pull staff away from their current areas of responsibility so additional staff will be needed to 
support the various initiatives.  

The positions within the Technical Support and Services Unit are considered as non-scalable as there are 
no measures directly related to the work performed. However, based on current staffing and various 
Department initiatives, the Project Team recommends hiring eleven additional full-time IT Operations 
Support Administrators (engineers). This would establish a core group of Engineers who could focus on 
managing their respective technical service areas while also allowing the unit to support new Department 
priorities. The Department would also no longer need to rely on the four contract employees for 
support.   

  

New positions recommended:   

1092, Permanent – 1 (IT Operations Support)   

The support administrator will perform help desk functions, including responding to phone calls and 
emails related to problems involving all major computer applications, systems, and workstations. This 
individual will provide technical and procedural assistance, recommend solutions to correct malfunctions, 
and ensure the proper functioning of desktops by installing and configuring computer hardware and 
software, maintaining equipment and software, and keeping everything operational. 

This individual will also be responsible for configuring, implementing, and supporting desktop computers. 
This includes taking responsibility for triage, escalation, and notification for technical issues, as well as 
coordinating or performing hands-on fixes at the desktop level, such as installing and upgrading software, 
installing hardware, and configuring systems and applications. 

Additionally, the support administrator will update Active Directory, provide first-level cybersecurity 
support, and work closely with various information systems administrators and service technicians, both 
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internal and external, to provide hardware and software support to systems throughout the airport. The 
role also includes ordering and maintaining all cell phones, smartphones, and tablets for the Department. 

1093, Permanent – 4 (Body Worn Camera Support Administrators)   

BWC devices are an integral part of law enforcement activities and of huge importance for SFPD so much 
so that there is a dedicated BWC unit that works non-stop managing the entire eco system including 
interpreting laws and policies that change dramatically and ensuring their proper implementation, 
adherence, and monitoring.   

These four BWC support staff will maintain and provide Tier I and Tier II support for the BWC cameras 
ecosystem implemented at SFPD.   

This includes support for BWC cameras, docking stations, desktop applications and portals, mobile 
applications such as Axon View and Axon Sync.   

Since BWC touches many key components of support and across multiple platforms such as Active 
Directory, Smart Phone interface, VPN Connectivity, Mobile Application tagging, CAD attribute mapping, 
SSO (Single Sign-On through ADFS), we require specialized support staff which is well trained in BWC eco 
system.   

As SFPD faces a host of complex challenges with the BWC functionality, these four BWC support staff 
positions will help officers in training, Bluetooth pairing, BWC dock management and maintenance and 
integration of other smart devices with body worn cameras (BWCs) in ensuring its proper functioning 
around the clock.   

Body Worn Cameras also present significant data management challenges like data storage, maintaining 
end to end encryption security for thousands of videos uploaded monthly. These four support staff 
members will constantly monitor to help ensure the devices are performing as expected and videos 
offloaded on a timely basis as per department policies.   

Having to support a host of issues to keep the department in compliance with the state and federal laws 
and department policies, puts a significant burden on technical support team and these four BWC 
support positions will be the backbone support in untangling the complicated knot of issues around body 
worn cameras.   

1093, Permanent – 3 (RMS Support Analysts) - NIBRS   

These three analysts will provide critical and applicable interface configurations mapping and support to 
the 20 various NIBRS modules.   

1094, Permanent – 2 (Principal Technical Leads) - NIBRS   

There are 20 modules that a user would use and interact within the new NIBRS system and having 
minimum two leads (Application subject matter experts) is a basic requirement to adequately support an 
enterprise-wide application of this scale.   

1095, Permanent – 2 (IT Technical Support Manager) - NIBRS   

The two IT Applications Support Managers will help manage our new critical enterprise-wide systems/ 
applications such as NIBRS and BWC while serving as technical lead supervisory authority for NIBRS/ 
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Office of Chief of Staff 

Overview 

The Office of Chief of Staff reports directly to the Chief’s Office and consists of six units: Strategic 
Communications, Policy and Public Affairs Office, Labor Relations Unit, Risk Management Office, the 
Police Commission Office, and Policy Development Division. 

Strategic Communications includes the Media Relations Unit and is responsible for strategizing all 
external messaging and communications on behalf of the Department.  

The Office of Policy and Public Affairs provides direct support to the Chief’s Office and serves as a 
dedicated liaison to the San Francisco Board Supervisors (BOS). The unit is responsible for collaborating 
with the Police Commission and providing guidance to the Department regarding policy, legislation, and 
government mandates.  

The Labor Relations Unit is responsible for any Department items that fall within the scope of union 
representation. Among other things, this includes collective bargaining and meet-and-confers for general 
orders and policies.  

The Risk Management Office is composed of two divisions: the Legal Division and Internal Affairs Division. 
Collectively it is the responsibility of the Risk Management Office to ensure that the Department complies 
with all applicable laws and legal requirements imposed by local, state, and federal mandates.  

The Police Commission Office serves as a liaison for the Police Commission and is the point of contact for 
all Commission matters.  

The Policy Development Division is responsible for the Department’s policy development process of 
general orders and policies. These tasks include providing the Department with a suite of policy 
development services, including researching and drafting policy updates, collaborating with the other 
units to ensure policy revisions are clear, cohesive, and practical.  
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Organizational Chart 
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Methodologies Used to Determine Staffing 

Staffing for the Office of the Chief of Staff is determined using the following methodologies. Examples are 
provided below. 

Workload-based Methodology 

The Project Team conducted analyses on various measures throughout the different Divisions to 
determine appropriate staffing levels for Officers, Sergeant Investigators, Legal Assistants, and Clerks. 
Examples of workload measures include the total number of various Public Records Act (PRA) requests, 
the number of Internal Affairs (IA) investigations, and the number of officer-involved shootings. 

Ratio-based Methodology 

The Project Team used a ratio-based methodology to determine staffing for positions supporting the 
Court Liaison Unit. Recommended staffing for sworn and civilian members is scaled to the total number 
of court dates within the calendar year. 

Non-scaling Methodology 

Many of the units and roles within the Office of Chief of Staff are specialized and are not scalable to any 
measures. These positions are unique and staffing levels are determined by Department leaders and key 
decision makers. 
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one narrowly defined video to numerous videos over a period of time. A Sergeant supervises the BWC 
Unit; however, a Lieutenant oversees both the BWC Unit and the SB-1421/SB-16 unit. 

The workload required to fulfill a request also depends on the party requesting video, as the standards 
and specifications needed for redactions and edits vary considerably. A video released to the public, for 
instance, will be far more heavily redacted than a video released to the Department of Police 
Accountability (DPA). Additionally requests made by other agencies, typically involve pulling far more 
videos, resulting in longer processing times. However, the most significant factor in determining workload 
is the number and length of videos requested. The industry standard for redaction is 6-9 times the 
amount of the recording being reviewed, based on technological tools and resources available. This does 
not account for the time spent locating videos, preparing letters, and completing other administrative 
tasks associated with the process.   

A single Lieutenant oversees the BWC and SB-1421/SB-16 units with one Sergeant serving as the direct 
supervisor of each unit. The Body Worn Camera Unit does not have the bandwidth to meet the growing 
demand for audio/video requests. With current staffing levels, the BWC Unit is only able to process 
approximately 50,000 minutes of video per year without employing overtime. The current demand is 
more than 200,000 minutes per year. In 2024, the unit allocated a significant amount of overtime and 
was able to respond to 1,000 requests and produce 350,000 minutes of redacted audio/video. Using the 
industry standard of redaction taking 6-9 times the amount of recorded footage reviewed as noted 
above, this corresponds to approximately 49,580 hours spent on audio/video redaction9. A huge backlog 
remains which has resulted in the unit’s inability to meet deadlines for requests from various requestors 
and City agencies such as DPA. On average, the unit typically has 200,000 minutes of audio/video backlog 
that has been requested and is awaiting processing. The volume of visual and audio recordings created 
each day continues to increase and the Department must now retain and document more body worn 
camera footage than previously required due to SB-1421, SB-16, and other mandates.  Before 2023, all 
video requests incurred a fee. However, starting in 2023, a court mandate made these videos free of 
charge. This change has led to six frequent requestors consistently asking for videos to use, significantly 
increasing the workload. 

One of the primary obstacles in performing video and audio redactions are the tools associated with the 
Department’s current software. Some videos could potentially be outsourced for redaction but before 
release of any video for anything other than criminal prosecutions and investigations, state law requires 
the redaction of any CORI/CLETS information captured. This information is primarily captured on 
computer screens, printouts, and audio transmissions. Videos processed by an outside vendor would 
need to be processed for CLETS redactions and reviewed by SFPD Staff  prior to release. Outsourcing this 
work would also require approval by the Civil Service Commission and notification to Local 21.  

The Department’s current redaction software has many shortcomings. The object tracking is inconsistent, 
and results in employees having to apply manual redactions throughout. The software does not provide a 
tracking log for redactions applied to video or audio, requiring notes of redactions to be made during the 
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the structure of which mirrors the calculation process that is used for investigative units. As with many 
units in the Investigations Bureau, staff assigned to Internal Affairs are case-driven, following a process in 
which working a case entails case assignment, information retrieval and witness identification, interviews, 
and concluding with written investigative findings. 

Workload for the IA Administrative Unit has increased as a result of the recommendations made by the 
US Department of Justice (DOJ) in its 2016 assessment. Through the Department’s Collaborative Reform 
Initiative (CRI), many of the Department’s policies changed which has created additional steps and made 
processes more time consuming. The unit is required to generate routine reports and complete trainings 
on a quarterly/annual basis. Its day-to-day responsibilities have also increased as Investigators now follow 
additional protocols, including regular monthly follow ups with complainants and additional 
documentation ensuring “closure.” 

The methodology for determining staffing for IA Investigators is workload-based, assigning an estimated 
amount of time to review and complete administrative investigations (non-OIS). In 2024, there were 181 
administrative investigations completed by IA. In 2024, there were 266 administrative investigations. The 
estimated time required to complete a comprehensive investigation is approximately 30 hours. Using this 
workload-based methodology, the Project Team recommend one additional Sergeant to the number of 
administrative Investigators.  

A workload-based methodology is also used to determine Attorney assignments. However, since this 
position provides support to the entire IA Division (OIS and Non-OIS), the cases are categorized 
differently. There are minor cases which are considered “Chief’s Level Investigations” and major cases 
which are “Commission Level Investigations.” From the Attorney perspective, these cases are categorized 
based on the level of discipline sought rather than the underlying type of misconduct. For example, an 
OIS case could be considered a Chief’s Level Investigation and result in written reprimand, or it could be 
more severe and considered a Commission Level Investigation and result in termination. Determining 
whether a case is minor or major also drastically changes the amount of work that goes into the 
investigation. In 2024, the IA Division completed 266 Chief’s Level (minor) Investigations and 47 
Commission Level (major) Investigations. Chief’s Level investigations are estimated to take 35 hours to 
complete, while Commission Level investigations take approximately 140 hours. In IA Administrative 
Investigations, some of this workload is also distributed amongst the Sergeant Investigators, who provide 
assistance to the Attorneys in the cases described above. Using this workload-based approach, the 
Project Team recommends the addition of one Sergeant to support Internal Affairs Division. 
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Civilian Staffing Opportunities 
Overview 

According to the International Association of Chiefs of Police (IACP) Model Policy establishing law 
enforcement agencies’ commitment to hiring and utilizing civilian personnel, the “efficiency and 
effectiveness of law enforcement agencies is enhanced when sworn and non-sworn personnel are 
appropriately used to perform those functions that are best suited to their special knowledge, skills and 
abilities.” One primary goal of SFPD’s civilianization effort is to enable sworn personnel to be properly 
assigned to patrol or other law enforcement-specific roles, yet the Department is also invested in 
ensuring that members, sworn and non-sworn, are performing job duties most aligned with their unique 
skillsets so that the Department can most efficiently provide services to the City and County of San 
Francisco. Allocating professional staff throughout the Department in a thoughtful and sustainable way 
can help build an infrastructure to effectively handle the public safety demands experienced by San 
Francisco. 

Therefore, it should be noted that civilian staffing opportunities encompass various structural and job 
classification changes that aim to best align sworn and non-sworn members with the appropriate duties. 
These changes include: 

• The complete civilianization of a position or unit because a civilian could execute the job duties of 
a sworn member and garner salary savings. 

• The addition of a civilian position to a unit so that this position can execute some of the job duties 
performed by a sworn member, but not all duties. This results in more effective delineation in job 
duties such that sworn members can devote their time to activities that necessitate sworn 
expertise and/or a reduction in the number of sworn in the position. 

• The addition of a civilian position to a unit because the unit responsibilities necessitate additional 
staffing and the specialized skills and abilities of trained professional staff provide the unit with 
function(s) that enhance unit operations. 

Throughout, the report suggests civilian staffing opportunities that can be categorized by the situations 
described above. The full report provides detailed analysis and considerations of these recommendations. 
A summary table, including timeframes and relevant discussion, is shown below. 
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Identified Opportunities for Civilianization 

Unit Civilianization 
Opportunity Benefits Challenges & 

Considerations 

Captain’s Staff, 
District Stations, 

FOB 

Transfer some 
job duties to 

civilian members 
 

Short-term 

Captain’s Staff at District 
Stations are primarily filled by 
sworn. The addition of a civilian 
member or part-time retirees 
who were previously sworn 
would transfer job duties such 
as social media management, 
newsletter authoring, and 
meeting preparation to a more 
appropriate job and enable the 
Department to reallocate some 
sworn members on Captain’s 
Staff back to patrol. 
 
Suggested classification: 1842 
Management Assistant 

Sworn members must 
always be present on the 
Captain’s Staff to enforce 
permitting, plan events, 
and provide a sworn 
presence at community 
meetings as needed. 

CIS, 
Administration 

Bureau 

Civilianize entire 
unit 

 
Short-term 

Both the Records unit and 
Property Control within the 
Crime Information Services (CIS) 
have civilian classifications that 
have the knowledge, skills, and 
abilities to perform all the duties 
that were previously or 
currently fulfilled by sworn 
members. 
 
Suggested classification: 1939 
Evidence Technicians, 1406 
Senior Clerks 
 

The Department currently 
utilizes some sworn 
members on temporary 
modified duty in this 
assignment and will need 
to determine strategies for 
utilizing these members in 
other areas. 

Crime Scene 
Investigations 

(CSI), 
Investigations 

Civilianize entire 
unit 

 
Short-term 

CSI has implemented the 
civilianization process where the 
Criminalist position is able to 
fulfill all the duties and 
responsibilities that were 
performed by sworn members. 
The Department should obtain 
additional civilian funding to 
replace the remaining sworn, 
including supervisory ranks. 
 
Suggested classifications 8259 -
8262 and 0922 

There is a sequencing 
component given that CSI 
must remain operational 
and staffed in order to 
maintain accreditation. 
Therefore, civilianization 
cannot occur until the 
appropriate classifications 
funded and hired. 
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Unit Civilianization 
Opportunity Benefits Challenges & 

Considerations 

Report Writing 
Unit, FOB 

Civilianize unit 
 

Medium/long-
term 

The Report Writing Unit handles 
non-urgent calls from the public 
and writes reports. Full duty law 
enforcement personnel can 
then focus on responding to 
high priority calls for service. 
Sworn members on temporary 
modified duty are currently 
staffing the unit. For continuity 
and to provide high quality 
customer service, the 
Department should consider 
staffing the unit with civilian 
staff that possess the 
appropriate skills. 
 
Suggested classification: 9209 
Community Police Services Aide 

The Report Writing Unit is 
one assignment in which 
the Department previously 
used sworn members who 
are not full duty. Before 
civilianizing the Report 
Writing Unit, the 
Department will need to 
determine other strategies 
for utilizing sworn 
members on TMD, if at all. 

Department 
Operations Center 

(DOC), FOB 

 Civilianize unit 
 

Medium/long- 
term 

The Department Operations 
Center (DOC) functions as a call 
center. While there are a 
number of Police Services Aides 
(PSAs) currently assigned to the 
unit, DOC is also staffed with 
sworn members who are less 
than full duty due to activity 
restriction or a disciplinary 
condition. For continuity and to 
provide high quality customer 
service, the Department should 
consider staffing the unit with 
civilian staff that possess the 
appropriate skills. 
 
Suggested classification: 9209 
Community Police Services Aide 

DOC is one assignment in 
which the Department 
currently uses sworn 
members who are not full 
duty. Before civilianizing 
DOC, the Department will 
need to determine 
strategies for utilizing 
sworn members who on 
TMD and in particular, on 
some type of disciplinary 
condition with a pending 
investigation. 
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SFPD Staffing Context 
Summary 

• SFPD staffing levels had been steadily declining over the past several years, and even more so in 
2021 and 2022. From January 2019 to September 2023, the number of full duty sworn officers in 
San Francisco declined 21%, from 1,868 to 1,474. However, various recruitment and hiring 
strategies have helped sworn staffing levels remain leveled since 2023. New efforts to rebuild the 
ranks are still needed to ensure the Department is able to increase staffing levels in the coming 
years. 

• Over the past several years, the Department has averaged roughly 120 sworn separations each 
year due to retirement, resignation, and termination. This does not include recruit training 
attrition, which are those separations that occur in the Academy during the first several months 
of employment). Members are only considered fully sworn police officers upon graduation of the 
police academy. 

• Over the past several years, the graduation rates of academy recruits have been extremely low 
compared to prior years. Recent data shows only about half of new entry-level recruits will 
graduate from the police academy to become sworn police officers. 

• All of these points taken together indicate that even to just maintain staffing levels, SFPD will 
need to hire approximately 220 recruits to 1) account for training attrition, and 2) to backfill 
active sworn members who are projected to separate due to retirement, resignation, and 
termination.  

• The landscape of law enforcement continues to change based on the needs of the community 
and evolution of technology. With this, new units and staffing needs have developed in the past 
few years to combat the crimes happening within San Francisco. 

Trends in Staffing Levels 

Citywide Full Duty Staffing 

The San Francisco Police Department’s declining staffing trend has finally started to change in recent 
years. Although SFPD experienced a significant decline in staffing since 2019, staffing levels began to 
stabilize between 2023 and 2025. The Department only had a 2% decrease between 2023 and 2025, 
compared to 20% between 2019 and 2023. 

Citywide Full Duty Sworn, January 2019 – June 2025 
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Declining District Station Staffing 

Operationally, SFPD also monitors the number of full duty Police Officers (entry level rank) at the District 
Stations. The Department must always prioritize District Station staffing, as the District Stations provide 
critical law enforcement services of responding to calls for service from the public. The number of full 
duty Police Officers at the District Stations has declined in tandem with overall citywide staffing over the 
past several years. 

The number of full duty sworn Police Officers at the District Stations has declined 27% over the roughly 
seven-year period from January 2019 to June 2025, from 1,012 to 738. The number of full duty sworn 
Police Officers at the District Stations has declined slightly more (27%) than the number of citywide full 
duty sworn (21%) because there was a significant number of patrol level officers that separated from the 
Department due to the Covid-19 mandate and City policies. The Department continues to prioritize 
District Station staffing due to its paramount function of responding to community-generated calls for 
service, but challenges exist as other functions relating to investigations and special operations are also in 
need of staffing.  

  



 

 
 

212 SFPD Staffing Analysis 

Full Duty Sworn Police Officers at District Stations, January 2019 – June 2025 

 

 

 

Airport Full Duty Staffing 

In addition to the Citywide sworn staffing deficit, the San Francisco Airport (SFO) has also been 
experiencing the effects of sworn staffing shortages. Airport full duty staffing has declined by roughly 24% 
from 155 in 2019 to 119 in 2025 as the San Francisco Police Department has less sworn staff available to 
be assigned to the Airport Bureau. Furthermore, over the years, the airport has continued to expand 
operations. It is important to note this report does not consider current SFPD Airport staffing levels or 
recommended Airport staffing. Previous analyses conducted by SFO identified staffing needs of 
approximately 200 sworn members and an additional 200 civilian staff. The Project Team recommends 
SFO leadership to conduct an updated analysis to determine appropriate staffing levels for SFPD staff 
assigned to the Airport Bureau. This should be included in future reports to ensure the entire 
Department’s staffing deficit is identified. 
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Reasons Behind Declining Staffing Levels 

Department Separations 

SFPD monitors separations across four different categories to track and analyze the total number of 
individuals separating from the department. 

• Separations in the Academy: This category includes those individuals who have been hired into 
the Department as a sworn member, but separate via release (e.g., training failure or disciplinary 
issues) or resignation (e.g., personal reason) sometime during the first several months during the 
Police Academy 

• Separations in Field Training (FTO): This category includes individuals who graduated from the 
Police Academy, but have separated while still in training assigned to one of the designated Field 
Training Stations. 

• Resignations and Terminations: This category includes individuals who are terminated from the 
Department, for example, for disciplinary reasons; and those who resign to, for example, seek 
employment with another law enforcement agency (“lateral” to another agency).  

• Retirements: This category includes both service retirements, calculated based on an individual’s 
age and years of service, and non-service retirements, when individuals retire without full age 
and years of service eligibility. 

• SFPD also tracks the “In Memoriam” category for each fiscal year. 
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SFPD Separations by Major Category, FY 2019 – FY 2025 

 

 

 

 

 

For the purpose of this analysis, we explore separation trends in the four major categories over the past 
five fiscal years, FY 2019 to FY 2023. 

Table: Separations by All Separation Categories, FY 2019 to FY 2025 
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Retirements 

Retirements typically hovered around 60-80, but there was a slight dip in FY 2020. However, FY 2022 
shows the highest number of retirements over the past several years. Although the Department currently 
has a significant number of sworn members eligible to retired, the Department anticipates retirement 
levels will remain consistent year over year. It is difficult to project the actual number of retirements due 
to various factors including retirement tiers, policy changes, and personal circumstances which could all 
affect when a member will retired from SFPD.  

Resignations and Terminations 

Resignations and terminations trended sharply upward in FY 2021 up to 85. Officers separating due to the 
Covid-19 mandate was the primary driver of this increase. Many sworn members “lateraled” to other law 
enforcement agencies while others were terminated from their position based on City policies. SFPD 
analyzed lateral locations and found that most sworn members were leaving the Department to seek 
employment with smaller agencies in the greater Bay Area, potentially closer to home, or were leaving 
the Bay Area – or the state of California – altogether. The Department has made efforts to attract 
members to work for SFPD and continues to monitor reasons for separations. Retention is becoming a 
priority for the Department to retain its valuable talent and recent years show a significant decrease in 
members resigning to “lateral” to other law enforcement agencies. There has also been an increase in 
members returning to SFPD and new incoming laterals from other agencies. 

Separation Categories and Staffing Levels 

It is important to note how these separation categories influence the inflow and outflow of individuals 
into the Department, and how this impacts staffing levels. The sole inflow of individuals into the 
Department is through hiring and subsequent training. Staffing outflow from the Department occurs in 
many areas: in training, and amongst active members who are already part of SFPD’s sworn workforce as 
members separate due to retirement, resignation, and termination. To maintain staffing levels, the 
number of individuals graduating from training (passing the Academy) must at least equal the number of 
active sworn members already in the Department who separate due to 1) retirement and 2) resignation 
and termination. 

Over the past several fiscal years, an average of 120 individuals per year have separated due to “non-
Academy training” separations – retirement, resignation, and termination. Therefore, roughly 120 
individuals must fully complete the Police Academy training and enter the sworn workforce to backfill 
those members that separate. It is important to note that even after the Police Academy, sworn 
members must still complete field training and probation. 
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Trends in the Academy 

Over the past several years, the number of Recruits entering the Academy has trended downward, from 
279 in 2016 to 44 in 2023. However, due to recent recruitment and hiring strategies, the Department has 
been filling each class to the maximum of 55 recruits. The table below shows the total number of Recruits 
entering the Academy in the respective year, and the breakdown of Recruit Class by size. 

Recruits Entering and Exiting the Academy, FY 2019 – FY 2025 

 

 

Class 285 and Class 286 are still in the Academy 

This chart illustrates some significant trends. First, fewer Recruits entered the Academy in the years FY 
2020 – FY 2024 compared to FY 2025 due to both fewer classes and smaller classes. External factors and 
trends play a role: nationally, Police Officer applications are declining due to changes in public perception 
of policing, and locally, affordability and a competitive job market impact the supply of qualified 
candidates. SFPD analyzes data on the end-to-end hiring process, from recruitment through Academy, 
and facilitates a Recruitment and Hiring Working Group to convene all stakeholders and address issues 
identified. The reality is that fewer Recruits are entering the Academy. Given the trends apparent here, 
SFPD is currently in the midst of developing and implementing various recruitment strategies. 

Second, attrition occurs in the Academy, as not all Recruits graduate and enter Field Training (FTO) – and 
not all Officers in Field Training proceed into probation. Recruits separate from the Academy because 
they fail a training component or resign for personal or other reasons. To address training releases, SFPD 
has conducted analysis on training failures and implemented targeted additional instruction and 
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remediation in problem subject areas to mitigate Academy releases. To address resignations, which 
generally occur due to personal reasons that result from a confluence of stressful factors, SFPD has 
implemented resources for incoming Recruits, such as a pre-Academy workshop for Recruits and their 
families to understand the demands of the job. SFPD is constantly exploring strategies for improving 
Academy retention, but the reality is that there will always be attrition during Police Officer training. 

The table above also shows the overall graduation rates for the classes that entered the Academy in each 
respective year; over this time period, the overall graduation rates range from 53% to 75% (and 
additional attrition occurs in FTO as well). The critical takeaway is that 125 Recruits in the Academy does 
not ultimately lead to 125 active sworn members in the Department due to training attrition in the 
Academy and in FTO. Given that non-training separations have averaged 125 sworn active members over 
the last five fiscal years, SFPD would have to hire significantly more than 125 Recruit Officers to backfill 
these separations due to training attrition. 

SFPD will need significantly more support to recruit and hire officers to account for the widening deficit 
between its current full-duty sworn officer level and the recommended full-duty staffing level. The City’s 
Department of Human Resources (DHR) oversees all Public Safety test administration. During the COVID-
19 pandemic, DHR suspended in-person testing for the Police Officer job classification when the San 
Francisco Department of Public Health (SFDPH) issued a shelter-in-place order to prevent the community 
spread of COVID-19. In June 2020, virtual, proctored testing was also suspended, in line with the Board of 
Supervisors resolution to review hiring and promotion for law enforcement classes. DHR contracts with 
the National Testing Network (NTN) for entry-level test administration and scoring. A top-to-bottom 
review of the application process to recruit, promote, and retain highly qualified police officers resulted in 
a new Public Safety Job Suitability Assessment focused on measuring bias, integrity, inappropriate use of 
force, and commitment to equity. The new test measures specific biases that may be present, as well as 
the potential biases that may develop over time as an officer. NTN has been working on the development 
of several additional tests specifically designed to target elements critical to equitable policing. The 
testing and hiring of entry-level police officers resumed in March 2021. 

The Department recognizes that recruitment and retention are of utmost importance in addressing 
SFPD’s staffing levels, which currently show a significant shortage when assessed against recommended 
levels. Given trends in retirements, resignations, and terminations; and Recruits entering the Academy, it 
is projected that the observed decline in citywide staffing will continue. The Department is currently 
exploring and developing aggressive recruitment and retention initiatives to address declining staffing 
levels through every strategy possible. Funding will, of course, play a role in the implementation of many 
of these initiatives. 




