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This study takes a snapshot of the current staffing for Wyoming Police Department in the
City of Wyoming, Minnesota. For this study, sixteen other cities were surveyed based on similar
populations, requesting a selection of statistics related to employment numbers, population, and

budget allocations. It will examine the current status of police department staffing as well as outline
future staffing needs projections.
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Wyoming, Minnesota is a community situated along the 135 corridor, with a geographic area covering
nearly 22 square miles. The city has experienced continual growth and is anticipated to expand as more
individuals are able to work remotely in the post-COVID pandemic era. Most recently however, home
sales are slowing and residential construction has slowed, nationally as well as locally. There are several
large businesses in the community — Hallberg Inc., Rosenbauer America, and Polaris Industries —
however, there is not a significant commercial district or retail area. The police department is currently
staffed by 10 sworn full-time employees and 2 non-sworn employees (see Table 2 — Current Staffing).

The purpose of this study is to establish a baseline understanding of the current police department
staffing for the City of Wyoming and to create a roadmap for future staffing needs.

Selection of Comparable Agencies in Minnesota

Comparable cities were selected initially by population based on 2020 Census data. For this study, cities
with populations 15% over and below the 2020 population of the City of Wyoming® were included for
comparison. That list was then pared down to the following list:

City 2020 Population Law Enforcement Agency
Medina 6,837 Medina Police
Kasson 6,851 Kasson Police
St. Joseph 7,029 St. Joseph Police
Spring Lake Park 7,188 Spring Lake Park Police
Dayton 7,262 Dayton Police
Belle Plaine 7,395 Belle Plaine Police
Crookston 7,482 Crookston Police
Wyoming 8,032 Wyoming Police
St. Francis 8,142 St. Francis Police
New Prague 8,162 New Prague Police
Minnetrista 8,262 Minnetrista Police
Waite Park 8,341 Waite Park Police
Virginia 8,421 Virginia Police
Baxter 8,612 Baxter Police
Thief River Falls 8,749 Thief River Falls Police
Little Falls 9,140 Little Falls Police
East Grand Forks 9,176 East Grand Forks Police

Table 1 - 2020 Census Data for Comparable Cities

12020 Census data for the City of Wyoming is reported as 8,032 individuals. Cities reporting greater than 6,827
residents and less than 9,237 residents were included.



Additional comparable cities by population included Shorewood, Albertville, Mahtomedi, Orono, and
Oak Grove, however law enforcement is contracted to a sheriff’s office or a conglomerate law
enforcement agency. These cities were excluded from this study.

The mean (average) population of the comparable cities is 7,946 residents with a median number of
8,142 residents. The Wyoming population of 8,032 is approximately 1% higher than the mean (7,946)
and approximately 1.4% less than the median (8,142). There are seven (7) cities with smaller
populations and nine (9) with greater populations in this sample.

Officers and Employees by Population

Comparable
Full-Time Full-Time City Officer
Full Time Officers per Employees Ratio to
2020 Licensed 1000 per 1000 Wyoming
City Population Officers Residents Residents Population?
Medina 6,837 11 1.61 1.76 12.9
Kasson 6,851 9 1.31 1.46 10.6
St. Joseph 7,029 11 1.56 1.85 12.6
Spring Lake Park 7,188 11 1.53 1.95 12.3
Dayton 7,262 10 1.38 1.65 11.1
Belle Plaine 7,395 11 1.49 1.76 11.9
Crookston 7,482 16 2.14 2.41 17.2
Wyoming 8,032 10 1.25 1.49 10.0
St. Francis 8,142 12 1.47 1.72 11.8
New Prague 8,162 10 1.23 1.47 9.8
Minnetrista 8,262 14 1.69 2.18 13.6
Waite Park 8,341 22 2.64 3.24 21.2
Virginia 8,421 25 2.97 3.33 23.8
Baxter 8,612 15 1.74 1.86 14.0
Thief River Falls 8,749 16 1.83 2.06 14.7
Little Falls 9,140 15 1.64 1.86 13.2
East Grand Forks 9,176 23 2.51 2.62 20.1

Table 2 - Officers Per 1,000 Residents by Comparable Cities

In a report published by Michigan State University and the US Department of Justice/COPS?3, the average
for Midwest policing agencies across the board is a ratio of 2.2 full-time officers per 1,000 population
and nationally, in jurisdictions with populations of 2,500 to 9,999 residents, the average is 3.5 full-time
officers per 1,000 residents. In comparison to the peer communities in this study, Wyoming utilizes

2 This calculation is based on the number of officers per 1,000 residents for the comparable cities, multiplied by the
population of Wyoming (8032), divided by 1,000.

3 “A Performance-Based Approach to Police Staffing and ... - Cops Office.” United States DOJ - Community Oriented
Policing Services , 2014, https://cops.usdoj.gov/RIC/Publications/cops-p247-pub.pdf.
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staffing levels that are second to the lowest by population at 1.25 officers per 1,000 residents in a range
of 1.23 to 2.97 officers per 1,000 residents in peer communities.

For further interpretation, in the final column of Table 1, “Comparable City Officer Ratio to Wyoming
Population”, the comparable city’s ratio of officers per 1,000 residents was applied to the population of
the City of Wyoming. Using the calculation, these figures represent the number of officers Wyoming
would hypothetically have based on the ratios being utilized by comparable cities.

With the exception of New Prague, all other comparable cities staff their police department at higher
ratios by population than the City of Wyoming.

It is important to mention that population-based measurements do not consider crime rates, how the
officers spend their time, or any other community conditions, therefore, these ratios are not
independently an indicator for calculating staffing needs. It does however provide context for
discussion about how the City chooses to allocate policing resources.

Annual Department Budget

Annual budget data was collected for the comparable communities to give additional perspective. Like
many of these measurements, independently, these data points are not a direct indicator for staffing
but provide context based on FTE or population. The data does show that the Wyoming police budget is
the second lowest budget amount per 1,000 residents among comparable cities.

The 2022 Wyoming Public Safety budget was a combined budget for the police and fire services. This is
being split for future budget cycles, however for this analysis, a calculation was utilized based on the
percentage split for police and fire in 2023. In 2023, the police department is allocated approximately
80% of the combined public safety budget. The public safety budget for 2022 is $2,031,599 and using
the 80% calculation, this equates to an estimated amount of $1,692,321 allocated for the police
department budget in 2022.

Annual Budget per Annual Budget per FTE
City Annual Budget 1000 Residents

St. Joseph $1,250,000.00 $177,834.68 $113,636.36
Kasson $1,450,000.00 $211,647.93 $161,111.11
Dayton $1,651,690.00 $227,442.85 $165,169.00
Wyoming $1,692,321.00 $210,697.34 $169,232.10
New Prague $1,761,115.00 $215,770.03 $176,111.50
St. Francis $1,900,000.00 $233,357.90 $158,333.33
Spring Lake Park $2,008,390.00 $279,408.74 $182,580.91
Crookston $2,200,000.00 $294,039.03 $137,500.00
Minnetrista $2,200,000.00 $266,279.35 $157,142.86
Little Falls $2,276,300.00 $249,048.14 $151,753.33
Belle Plaine $2,300,000.00 $311,020.96 $209,090.91
Thief River Falls $2,400,000.00 $351,031.15 $218,181.82
Baxter $2,400,000.00 $278,680.91 $160,000.00
Medina $2,400,000.00 $274,317.06 $150,000.00
East Grand Forks $3,272,369.00 $356,622.60 $142,276.91




Virginia

$3,620,000.00

$429,877.69

$144,800.00

Waite Park

$4,075,582.00

$488,620.31

$185,253.73

Table 3 - Annual Budget Figures

Crime Rates

Crime rates are included in this study to provide context to the amount of criminal activity being
reported in the City of Wyoming in relation to our comparable communities. These rates include
reported crimes from January to September of 2022. The crime rate per 100,000 residents indicates
that the City of Wyoming is in line with comparable cities with the median crime rate at 2,649 crimes
reported per 100,000 residents overall, and the average sitting at 3,357 crimes/100,000 residents.
Removing Waite Park as an outlier, the average is 2,826 crimes per 100,000 residents compared to the
crime rate of Wyoming at 2,268, falling in the 2" quartile of this data set (IQR = 2,253).

This provides clarification to the possible incorrect perception that crime rates are extraordinarily low in
the City of Wyoming in relation to our comparable cities, therefor justifying the lower staffing numbers.

2020 Population Crime Rate per Arrests for All Officers per 1,000
City 100,000* Types of Crimes Residents
Medina 6,837 760 23 1.61
St. Joseph 7,029 1,055 92 1.56
Dayton 7,262 1,328 41 1.38
Minnetrista 8,262 1,451 58 1.69
Kasson 6,851 2,034 52 1.31
Belle Plaine 7,395 2,149 123 1.49
New Prague 8,162 2,230 131 1.23
Wyoming 8,032 2,268 54 1.25
East Grand Forks 9,176 2,649 155 2.51
St. Francis 8,142 2,857 58 1.47
Thief River Falls 8,749 3,462 223 1.83
Little Falls 9,140 3,954 179 1.64
Spring Lake Park 7,188 4,037 52 1.53
Baxter 8,612 4,573 217 1.74
Crookston 7,482 5,049 237 2.14
Virginia 8,421 5,363 61 2.97
Waite Park 8,341 11,863 470 2.64

Table 4 - Crime Rates, January to September, 2022

4Crime Rate per 100,000 displays the number of reported crimes divided by total population of that jurisdiction,
the result is multiplied by 100,000 (Minnesota Crime Data Explorer, 2022 data).
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Figure 1 - Crime Rate per 100,000 Population

Summary of Comparable City Data

As referenced, none of these data points are a direct indication for staffing needs but they are helpful
for understanding where Wyoming is situated in terms of budget, number of officers, and the crime
rates.

Investigations Case Load

Current Status of Investigations

Currently, there is one officer assigned to the investigator assignment, supervised by one of the patrol
sergeants. In addition to this position, cases are assigned to a patrol officer that has additional training
and capabilities. The system currently works because of the specific individuals in these roles, however,
this may not be a sustainable system as the department continues to evolve.

Through this process, we have identified that we do not have a process in place to track workload for
cases that are assigned to investigations and the officer that is fulfilling a portion of the investigator role.
Moving into 2023, better tracking processes will be incorporated into our 2023 strategic plan.

Wyoming Staffing Plan

ICMA Model

The International City/County Management Association (ICMA) recommends a “Rule of 60” to evaluate
police department staffing allocation. The ICMA guidelines are a much more robust approach to staffing
allocation than using population-based ratios alone.

This guideline includes two components:

1. 60% of all sworn officers should be assigned to patrol and respond to incidents.
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2. 60% of patrol officer time should be committed to responding to the demands of the
community®.

These guidelines allow officers to work with the community on problem-oriented policing strategies
when they are not committed to calls for service.

Wyoming utilizes the sergeant position to supplement call response and to provide patrol staffing, in
addition to coaching and managing the officers. This is a limitation of the data collected because there
was no indication of how other agencies utilized their patrol supervisors. For this study, it is assumed
that the sergeant position on patrol is utilized for incident response.

As indicated, the ICMA recommendation is that 60% of sworn officers are allocated to patrol functions.
Considering Wyoming patrol sergeants respond to calls for service in conjunction with their supervisory
roles they fulfill. Eight sworn personnel (officers and sergeants) assigned to uniformed patrol is the
minimum staffing needed to provide relief for vacation/sick leave and provide staffing for incident
response. This combination of police officers and sergeants equates to 80% (8/10) of our sworn staff is
assigned to uniformed patrol, 20% (2/10) are assigned to non-uniformed patrol (Investigator and Chief
of Police) indicating we should be aspiring for 2-3 additional sworn officer positions to non-patrol
functions to move closer to the ICMA recommendations for the Rule of 60.

Uniform Patrol Officer (6)
Uniform Sergeant (2)

Patrol (8) — 67%

Investigator (1)
Chief of Police (1) Non-Uniform Positions (4) — 33%
Additional Non-Uniform Positions (2)

Table 5 - Aspirational Staffing Numbers - ICMA Rule of 60

(See Recommendations section for additional detail)

Encumbered Time Study

Another dimension of this study was to take a sample of how the Wyoming patrol officers and sergeants
allocate their time on shift. The officers and sergeants were asked to manually document any activity
during their shift for a two-week period of time in the summer of 2022. They were required to
document any time on shift allocated to the following activities:

e CFS - Calls for service

e RPTS - Police reports, paperwork, evidence processing
e ADM - Administrative details

e TRN - Training during shift

e DIR - Directed patrol

e CRT-Court

e OUT — Community outreach or engagement

SMcCabe, James. “Analysis of Police Department Staffing McCabe - Icma.org.” icma.org. Accessed May 23, 2022.
https://icma.org/sites/default/files/305747_Analysis%200f%20Police%20Department%20Staffing%20_%20McCab
e.pdf.
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e BRK-—Break time
e OTH - Any other activities not listed
e PRO — Proactive time (e.g. traffic enforcement)

Activities like routine patrol in neighborhoods or commercial areas are not accounted for in this time
study, unless they were specifically checking a designated location and quantify the activity in the
Directed Patrol category (e.g. foot patrol in a storage facility). Another factor to note is that during the
overnight hours, very few businesses are open, vehicle traffic reduces significantly and Wyoming officers
intentionally do not actively patrol I35. The shifts overnight have a much lower percentage of their
shifts documented as encumbered time than those during the day.

AM = 5:30 AM - 5:00 PM Shift & 7:00 AM — 6:30 PM Shift
PM =6:30 PM — 6:00 AM Shift
SGT =2:30 PM - 2:00 AM Shift

Encumbered time is defined as time allocated to the demands of the community — activities that are
required based on calls for service — CFS, RPTS and ADMN.

CFS RPTS | ADMN E"“;'i'r'::red TRN DIR CRT | OUT |BRK | OTH | PRO Total
AM 1674 | 1290 | 5.28 34.92% 1495 | 246 | 000 | 1.75 | 229 | 000 | 7.10 | 63.47%
PM 1937 | 670 | 1.88 27.95% 117 | 117 | 000 | 056 | 447 | 213 | 1076 | 48.21%
SGT 1865 | 559 | 18.82 43.06% | 000 | 055 | 000 | 293 | 198 | 1.70 | 1429 | 64.51%
(T:z::;'"ed 17.86% | 9.55% | 7.87% 35.28% 7.82% | 1.67% | 0.00% | 1.75% | 2.75% | 0.95% | 9.80% | 60.02%

Table 6 - Time Study Calculations

During this 2-week period of time, the combined uniform patrol and supervisors documented an overall
encumbered time totaling 35.28% of their shifts being allocated to the demands of the community.
Applying the ICMA Rule of 60, based on this 2-week sample, the overall 35% encumbered time does not
indicate a demand for additional patrol officer staffing at this time.
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Organizational Structure

Considering the desire of City Council and the community to continue the development of the City of
Wyoming, it is necessary to have a blueprint for staffing as growth continues. This document outlines
the current staffing and department structure as of 2022/2023. It also establishes three additional
phases for growth. Each phase indicates an adjustment to the organizational structure. ®

Phase 2 of the staffing models includes two additional positions: A non-sworn Community Service
Officer (CSO) and an Administrative Sergeant. The CSO position will perform various non-criminal public
safety services, community relations/outreach, animal control and code enforcement. The
Administrative Sergeant position will supervise the Investigator position and Crime Analyst position,
assume a variety of administrative roles and will be expected to manage a portion of the Investigations
case load. The administrative sergeant is anticipated to include oversight of community outreach and
engagement.

Phase 3 is a projection of the future needs of the department as the demand for additional personnel is
required to meet the needs of the community. This phase includes 4 officers on each team, allowing the
sergeant to provide additional coaching for officers across the shifts and be less relied upon to be a
primary responder for calls for service. This phase also includes a 2" investigator position, transitioning
the administrative sergeant out of maintaining a case load to oversight, coaching and guidance for the
investigative unit. Finally, an additional administrative position, a police captain, will be needed to share
the licensing and training compliance, the development of the sergeant leadership team and the day-to-
day operations of the police department.

The final phase (Phase 4) is anticipated to be a 10- to 15-year projection for the department
structure/staffing. While it is difficult to anticipate the needs of the community beyond 2030, this
exercise was valuable for providing direction for the new Public Safety building project. The Phase 4
staffing projection includes 24-hour sergeant coverage for patrol. This is a desirable end goal to ensure
all officers have direct supervisory oversight, 24 hours a day. There also is a consideration for a lead
position for support services, which would allow us to provide additional front office staffing, potentially
expanding our office hours to better serve our community.

5 These projections may be adjusted based on the needs of the department, available personnel and the
community at the time.
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Phase 1 Staffing and Structure (2022)

Public Safety
Director / Police
Chief

Crime Analyst / Administrative
Evidence Technician Assistant / TAC

Patrol /
Patrol Sergeant Investigations
Sergeant

Patrol Officer (3) Patrol Officer (3)

Investigator

Table 7 - Current Staffing Numbers

Sworn (Full-Time) 10 Sworn (Part-Time) 0
Non-Sworn (Full-Time) 2 Non-Sworn (Part-Time) 0
Total Full Time Employees 12 Total Part-Time Employees 0
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Phase 2 Staffing and Structure

Public Safety
Director/Police

Administrative
Assistant/TAC

Chief

Patrol Sergeant

Patrol Officer (3)

Community
Service Officer PT

Table 8 - Phase 2 Staffing Projection

Patrol Sergeant

Administrative
Sergeant

Patrol Officer (3) Investigator

Crime

Analyst/Evidence
Technician

Sworn (Full-Time) 11 Sworn (Part-Time) 0
Non-Sworn (Full-Time) 2 Non-Sworn (Part-Time) 1
Total Full Time Employees 13 Total Part-Time Employees 1
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Phase 3 Staffing and Structure

Public Safety
Director/Police
Chief

Captain

(Future)

Administrative
Assistant / TAC

Administrative

Patrol Sergeant Patrol Sergeant Sergeant

Patrol Officer (4) Patrol Officer (4)

(Future) (Future) IR e

PT Community Investigator
Service Officer (Future)

Crime Analyst /
Evidence

Technician

Table 9 - Phase 3 Staffing Projection

Sworn (Full-Time) 15 Sworn (Part-Time)
Non-Sworn (Full-Time) 2 Non-Sworn (Part-Time)
Total Full Time Employees 17 Total Part-Time Employees
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Phase 4 Staffing and Structure

Public Safety
Director/Police
Chief

Support Service
Lead (Future)

Captain (Future)

Day Patrol Night Patrol Administrative Administrative
Sergeants (2) Sergeants (2) Sergeant Assistant / TAC

Patrol Officer (4) Patrol Officer (4) Investigator

PT Community Investigator
Service Officer (Future)

Crime Analyst /
Evidence

Technician

Table 10 - Final Phase Staffing Projection

Sworn (Full-Time) 17 Sworn (Part-Time) 0
Non-Sworn (Full-Time) 3 Non-Sworn (Part-Time) 1
Total Full Time Employees 20 Total Part-Time Employees 1
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This document is to serve as a snapshot of 2022 and as a roadmap for the future staffing structure of the
police department, subject to change based on the needs of the community. As we move forward, we
will continue to conduct bi-annual encumbered time studies for patrol and implement better tracking
strategies for more involved cases that are investigated by the investigator and by patrol.

For the 2024 and 2025 budget years, the Community Service Officer and a position will be brought
forward for consideration.

Community Service Officer Position

The part-time CSO position performs non-criminal public safety services. This is not a police officer, but
it is a uniformed position. The CSO is required to be enrolled in a MN law enforcement education
program, with aspirations to be a police officer.

e (ritical recruitment tool for future police officer positions.

e Perform fleet maintenance, animal control, equipment maintenance, speed trailer requests,
vacation checks, etc.

e  Assist with zoning and code violations.

e Community relations and community outreach.

Administrative Sergeant Position

The administrative sergeant position is a sworn promotional opportunity.

e Qversight for Investigations and maintain an investigation caseload.

e Coordinate community relations and community outreach.

e Alternative pathway to leadership within the department and a component of the succession
plan for the department.

e Moves us towards the ICMA recommendation of the Rule of 60, bringing us to 72.7% on patrol
and 27.3% in non-patrol functions (from current 80% on patrol, 20% non-patrol).

e Depending on staffing needs, staff strengths/areas of improvement and most importantly,
succession planning, this position may be swapped in the timeline for the captain position in
the timeline.

Overall, introducing these positions will allow for a greater level of service for our community. We will
continue to monitor the growth of the community and the demand for services in future years to align
our staffing.
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