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Overview of Commission 
The Wilmington Public Safety Strategies Commission was established by House Joint 
Resolution 2 of the 148th General Assembly (“HJR 2”). As set forth in HJR 2, the Commission 
was established “to conduct a rapid, intensive, and comprehensive examination of public 
safety strategies in the City of Wilmington.” The overall purposes of the Commission are: 

• To examine which public safety strategies work and which strategies do not—not only 
within the City of Wilmington, but regionally and nationally as well; 

• To better coordinate existing public safety strategies at the local, county, state, and 
federal levels; and  

• To recommend effective, data-driven public safety policies that could be implemented 
immediately to mitigate Wilmington’s unacceptably high rate of violent crime. 

Over the past two months, the Commission—through its outside consultants, The Police 
Foundation and Vigilant Resources International (VRI) (the “Consultants”)—conducted an in-
depth analysis of crime data in the City of Wilmington (the “City”). In addition, the Consultants 
interviewed and listened to hundreds of people inside and outside law enforcement, including 
City residents, representatives of the business community, community leaders, current and 
former Wilmington Police Department (“WPD”) officers and executives, representatives of the 
City, New Castle County, and the State of Delaware, and others.  During that same period, the 
Commission held 5 public meetings to discuss the foregoing issues, and to gather input regarding 
possible recommendations of the Commission and their potential impact. Those meetings, and 
the work of the Commission, were led by the Commission’s co-chairs, Lewis D. Schiliro, 
Secretary of the Delaware Department of Safety and Homeland Security, and Joseph Bryant Jr., 
Director of the New Castle County Department of Public Safety. 
In accordance with HJR 2, topics considered by the Commission and its Consultants included, 
among other things: 

• A review of the City of Wilmington’s and WPD’s existing operational and monetary 
resources, including resources provided by state, county, and federal agencies;  

• A review of WPD’s existing organizational structure and deployment strategies; and 

• Consideration of alternative public safety strategies, including (a) the development of 
policing districts or other geographic areas of accountability and (b) an examination of 
effective public safety strategies in other jurisdictions. 

Under HJR 2, the Commission must submit a Report and Recommendations to the Governor and 
the General Assembly no later than March 31, 2015.   
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ON THE FRONT LINE: OFFICERS ON THE STREET 

 
Finding: On a per-capita basis, WPD would appear to have more than a sufficient number 
of officers to police the City.  However, the City’s needs are great, and the numbers do not 
tell the whole story.   
 
The WPD currently has an authorized strength of 320 sworn personnel and 64 civilian support 
staff to cover Wilmington’s 10.9 square miles with a population of approximately 71,000 
residents.  Currently, WPD has 286 officers. 
 
Relative to population, the City of Wilmington has among the highest number of police officers 
per 1,000 residents of any city in the nation. Nationally, according to the FBI’s “Crime in the 
United States 2013” report, the average number of officers per 1,000 population for cities of 
50,000 to 99,000 is 1.6 (1.9 for cities in the Northeast). Here is how Wilmington compares: 
 

• At the WPD’s current strength of 286, Wilmington has 4.0 officers per 1,000 residents. 
By comparison, of the 405 cities nationwide having a population of 50,000-99,999, only 
3 cities have an officer-per-population ratio of 3.6 per 1,000 residents or higher. In 
addition, for all cities having a population of 50,000 or more, only 13 out of 671 cities 
nationwide have an officer-per-population ratio of 3.6 or higher. 

• At WPD’s authorized strength of 320 officers, the City would have 4.5 officers per 1,000 
residents. At that level, according to the FBI report, out of 671 cities nationwide with a 
population of 50,000 or more, only 1 city would have a higher ratio of officers per 1,000 
residents. 

 
On a per-capita basis, Wilmington’s existing and authorized staffing levels would appear to be 
more than sufficient, at least in comparison to other cities. However, these figures do not 
necessarily tell the whole story. Based on our analysis of geography, workload, calls for service 
(CFS), and demands for non-criminal services, we do not believe this formula is an accurate way 
to determine adequate officer coverage for Wilmington—particularly in light of the City’s 
pervasively high crime rate. Different cities have different coverage needs, and some cities with 
high crime have more officers.  Camden, New Jersey, for example, has 375 officers for a larger 
population of 87,000 but is only 8.82 square miles.  
 
In order to achieve an effective deployment, we recommend that the WPD’s current complement 
of 286 sworn officers be increased to its authorized strength of 320, and be maintained at that 
level. Currently, there are 110 officers assigned to one of four platoons that are responsible for 
responding to calls for service 24 hours per day.  As is explained in the next section, this number 
is too low and should increase to a recommended 124 or more. This increase in platoon size 
would be possible when the current Police Academy class graduates in May.  At that time, 
however, attrition would immediately begin and currently there are not clear plans for when the 
next Police Academy class begin.   The WPD should hire more regularly in order to maintain its 
deployable personnel at or near the authorized 320 sworn officer number.   
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Recommendation: 
 
In order to maintain its deployable personnel at or near the authorized 320 sworn officer 
number, the City should plan ahead and hire more regularly. The City’s plan should utilize 
smaller Police Academy classes when needed to keep these staffing levels. 
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Finding: Due to leave and other excused absences, WPD’s on-duty staffing levels are at 
times insufficient. Minimum staffing levels should be maintained throughout each day.  
 
In 2014, the WPD implemented an 11-hour rotation. Working an 11-hour rotation allows for a 6- 
1/2 hour training day once a month.  Given that the WPD has in the recent past given limit 
training to its members, this increased availability in training time is to be welcomed.  For this 
reason, and because other recommendations proposed in this Report are responsive to concerns 
about overtime and other issues, we do not recommend changing the 11 hour rotation at this 
time. 
 
Under its existing deployment plan, WPD has 4 platoons (A,B,C,D) with 2 platoons working in 
any 24 hour period providing day and night coverage.  Currently, the platoon sizes range from 26 
to 29.   Up to 6 officers may be on leave during each of the two tours, and some officers may not 
be present due to illness, emergency excusal, or commitments such as court testimony.   
 
Although officers are assigned to two platoons, they have 4 different reporting times during a 24 
hours period to ensure there is adequate coverage during the busiest hours (generally from about 
2 p.m. until 11 p.m.) and also provide coverage from 3 a.m. to 6 a.m. when the fewest number of 
calls for service occur and when the least number of officers are working.  While the deployment 
system is at first difficult to understand, it does achieve the Department goal of having the 
greatest number of officers working when the largest number of calls for service occur. 
 
However, the current system does not provide for adequate staffing of each rotation because of 
the relatively small number of officers assigned to each platoon and the large number of excused 
absences that are allowed to occur. For example, the B platoon has only 26 officers, and six of 
them may be excused on any given day.  Other emergencies or assignments can decrease the 
number present to 18 or fewer.   
 
When the number of officers present drops as low as it has recently, it is difficult to effectively 
manage radio call response.   The existing power tour of additional officers working from 2 p.m. 
to 1 a.m. assists to some degree during the busiest hours, but since it is comprised of officers 
from the day and night platoons, it too is affected by the excessive excusals. When we asked 
about minimum staffing levels and the use of overtime to supplement patrols, we received 
several answers indicating that the Department lacked clarity in this area. Still it was evident that 
a large amount of overtime is being used to sustain the present deployment. 
 
In order to address this issue, additional officers should be assigned to each platoon and 
minimum staffing levels should be designated.  Currently the WPD attempts to deploy one 2-
person police car for each of its nine districts and additional one-person cars as resources allow.  
Based on historical call for service data, we recommend a minimum staffing level of 24 officers 
actually working on each platoon rotation.  Such a deployment would allow nine two-person cars 
and six one-person cars to be deployed during the tour.  Our analysis indicates this number of 
officers is adequate to answer calls for service even during busy tours. Further refinement of this 
model would be possible once a crime analysis function is developed, and would include better 
planned deployment of foot patrols.  
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To achieve this goal, we recommend that upon graduation of the current Police Academy class in 
May of this year each of the platoons should be increased to 31 officers. In addition, when at that 
staffing level excused absences should be limited so that no more than 7 officers are excused, 
even allowing for emergencies. We do note that there are other officers deployed during the day 
and evening who may also assist with calls when needed.  These include the 12 officers assigned 
to canine units who are in marked police vehicles and 20 officers assigned among the 
Community Police Units including those assigned to the downtown area and Riverfront District. 
These officers do assist and should be used when needed.  Importantly, this deployment plan 
would maintain officer assignments to community policing and foot patrols in the business 
district. As the recommended deployment approach begins to have impact, officers on patrol 
would be able to spend more time on proactive engagement citywide. 
   
Recommendations: 
The staffing levels in the 4 patrol platoons should be increased to 31 officers in each 
platoon upon graduation of the current Police Academy class in May 2014 
 
The deployable patrol strength of each platoon should be kept at 24 or more officers.  
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Finding: WPD should retain the 3-sector model of accountability, with captains responsible 
for sector crime and problem solving and lieutenants responsible for team-led, proactive 
enforcement and collaboration between and across sectors.  
 
In 2014, the WPD divided the City into 3 sectors (geographic areas) each of which is 
commanded by a captain.  WPD adopted this model in an effort to bring greater focus, structure, 
and organizational accountability to policing efforts throughout the City. As part of this three-
sector plan, the platoon lieutenants were removed from working the same hours as the platoon 
sergeants and officers. They effectively became sector administrators. As a result, the highest-
ranking supervisors regularly working on each platoon are sergeants assigned to each sector, and 
his or her primary responsibility is to that sector.   Because no platoon lieutenant is working, no 
one is responsible in real- or live- time to look at crime from a citywide perspective during the 
individual tour.     
 
The 3-sector model is one of many viable ways for policing Wilmington and, given its recent 
implementation we recommend it be maintained at this time.  At the same time, we believe 
lieutenants should be returned to the platoon model and work alongside their sergeants and 
officers.  Additionally, we recommend that these lieutenants become less administrative and 
engage as leaders in proactive, team-led enforcement. With their ability to look at citywide 
needs, the platoon lieutenants would be able to address emerging issues by using existing patrols 
or by requesting specialized units.  By using effective crime analysis and mapping, the 
lieutenants could work closely with the sector captains to be sure the 3 sectors do not become 
isolated geographic areas.  In addition, the lieutenant would be the authorized officer for 
overtime approval.  Over time, this citywide approach to patrol, along with larger platoons and 
fewer excusals, should reduce the amount of overtime needed to provide adequate patrol 
coverage. 
 
We also note that the Community Policing officers do not currently report to the sector captains 
who are responsible for the area in which they work.  This means the sector captains do not 
determine their hours or grant excusals.  While we believe a Community Policing Unit should 
continue to exist for administrative and training purposes, the officers should report to the sector 
captain through the sergeants and lieutenants assigned to that sector.  
 
Under the sector deployment plan, WPD documents indicate neighborhoods are the focus of 
attention.  The sector captains are accountable to ensure the police and neighborhood residents 
work together to create safe and strong neighborhoods. The WPD has established the following 
metrics to assess progress: reduce crime rates, increase clearance rates, decrease physical and 
social disorder; increase cooperation and “willingness to intervene” in the neighborhood; 
improve police/community relationships; and move toward the “strong neighborhood” type of 
community policing.  A number of these metrics are difficult to measure— and we were unable 
to find any current analysis that was attempting to do so.  There was some basic crime data 
analysis provided, for example, the number of shootings in each sector. If the WPD is to 
continue to use these metrics for measuring success, they should define carefully what each one 
means and begin actively recording results on weekly, monthly and yearly basis.  There are tools 
available to measure less tangible metrics, including the National Police Research Platform 
Public Satisfaction Survey, which is designed to capture the quality of police-citizen interactions. 
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Additionally, we did not find full collaboration among the sector captains and the investigatory 
and specialized units. There is a compartmentalizing of efforts in many cases that did not ensure 
that deployment efforts were being focused on the locations with the greatest violence within the 
City.  The clear exception was Operation Disrupt where there is precise focus on hotspots.  
 
Recommendations: 
 
The current model that divides Wilmington into three sectors each commanded by a 
Captain is viable and should be maintained. 
 
Lieutenants should be assigned to work the same days and hours as their platoons. 
  
The efforts of lieutenants should be focused on ensuring proactive policing and conducting 
team-led enforcement. 
 
Community Policing officers should be assigned under the command of the sector captains 
to allow for greater accountability.   
 
A Community Policing Unit should continue to exist with one sergeant for citywide record 
keeping and training purposes. He should also be assigned to Sector 2, where the majority 
of Community Policing Officers are assigned. 
 
Specific metrics for success in each sector should be defined and measured, including crime 
reduction among the major crime categories (murder, robbery, sexual assault, burglary, 
aggravated assault, etc.) 
 
The WPD should strive to achieve greater coordination between its sector captains and 
other units.  This increased coordination can be achieved by sector captains identifying 
specific hotspot locations and developing specific plans for enforcement in coordination 
with the captains in the Criminal investigations Division and the Drug, Organized Crime, 
and Vice Division.  
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Finding: Notwithstanding recent short-term successes, Operation Disrupt is not sustainable 
or recommended in its current form as a long-term strategy for preventing crime and 
engaging the community.  

On January 26, 2015, the WPD initiated Operation Disrupt, which assigned 1 Captain, 1 
Lieutenant, 5 Sergeants, and 23 experienced officers from Investigative, Community Policing, 
and other units to patrol in areas with recent homicides and shootings.   The initiative has been 
successful in the short term in reducing violent and other crime, as well as calls for service.  
However, it is not sustainable in the long term due to the logistical effect the deployment has on 
other aspects of the Department. Detectives are no longer participating in joint task forces, and 
WPD’s Community Policing Unit has been severely limited in performing its duties because of 
the deployment.  In the short term, the overtime money obtained by Attorney General Denn—
which provides funding for 1 sergeant and 5 officers 7 days a week from 6 p.m. to 2 a.m.—will 
assist in maintaining this effort.      

What Operation Disrupt shows is that when officers are effectively deployed to violence prone 
hotspots, they can have an immediate impact on reducing violence.   We have already noted that 
we recommend an increased assignment of 14 officers to patrol platoons upon the Police 
Academy class graduation. These new officers should be able to assist in continuing the focus on 
hotspot locations.   

We also recommend the establishment of a Community Stabilization Team of 1 sergeant and 8 
experienced officers.  These officers would work during high-crime hours and should be 
deployed 5 days per week with 8-hour tours.  Similar to Operation Disrupt, they would be 
responsible for responding to the hotspot areas, where they would take enforcement action 
against offenders committing quality of life offenses and major crimes.  They should also 
interact with residents and business people in the locations to provide reassurance and explain 
the police efforts.  Within the context of the larger intelligence-led and problem-oriented policing 
described later in this document, these teams would operate in a context that assures appropriate 
engagement with the community in addition to enforcement services.  

At the same time, we note that both the Criminal Investigative Division and WPD’s drug unit 
(which is called the Vice Unit) require additional personnel.  The needs of the Criminal 
Investigation Unit are more adequately discussed in a section that follows, however the 28 
homicides and 118 shootings that occurred in 2014, for which there are very low clearance rates, 
points in part to the need for additional personnel.  Equally, in a City with open-air drug markets, 
the current assignment of 1 lieutenant and 7 officers to drug enforcement is inadequate.  We 
recommend the assignment of an additional 6 officers to each of these units.  

To create these changes, all 34 graduating officers would be assigned to patrol for their training, 
and 20 experienced officers would be assigned to the units as indicated below: 

• As per above, the new Community Stabilization Team should have 1 Sergeant and 8 
experienced police officers.  If current administrative positions are civilianized, this 
Team could be expanded.  
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• As discussed in a prior section, the 4 existing Uniformed Operations platoons should each 
be increased to 31 officers or 124 total. Currently there are currently 110 officers within 
platoons ranging from 26-29 officers assigned.  
 

• An additional 6 officers should be assigned to the Criminal Investigation Division.  
 

• An additional 6 officers should be assigned to narcotics enforcement. 
 

• See the discussion and recommendations later in this report for an explanation of how 
WPD could approach staffing a to combat guns, violent crime and, in particular, 
homicide. 

 
The WPD should also examine whether its existing deployment of civilians is appropriate and if 
some duties and responsibilities can be completed utilizing technology. For example, we have 
been told that each patrol officer fills out a daily activity sheet that is then given to a civilian for 
manual input into a computer.  Officers should be able to input this information via Mobile 
Digital Terminals (MDTs) or computers in the WPD Headquarters, thereby freeing them for 
other assignments.  We believe assignment of a civilian to the three-sector captains could assist 
in creating greater efficiency. 

Recommendations:  

Upon graduation of the Police Academy class, officers should be assigned as follows:   

• 34 academy graduates to patrol platoons 
• 8 experienced officers to a newly created Community Stabilization Unit 
• 6 experienced officers to the Criminal Investigations Division 
• 6 experienced officers to the Drug (Vice) Unit.  

The WPD should also examine whether its existing deployment of civilians is appropriate 
and if some duties and responsibilities can be completed utilizing technology.  

 
 

 

 

 

 

 

 

 



10	  
	  

Finding: The City spends more on police overtime than comparable cities, and consistently 
underestimates its overtime needs. 

From FY2013 through FY2015, the Wilmington Police Department’s actual budget comprised, 
on average, 37.8% of the City’s total budget. As a point of comparison, for the 30 cities 
participating in the 2013 Benchmark City Survey,1 the average police department budget 
comprised 29% of the overall city budget. 

One factor driving this trend is overtime. Within limits, overtime is an unavoidable cost of 
policing.  However, the City spends more on police overtime than comparable cities and 
consistently underestimates its overtime needs. In FY2014, WPD’s overtime costs comprised 
approximately 5.1% of its overall personnel budget. By comparison, the average overtime costs 
of the 30 police agencies participating in the 2013 Benchmark City Survey was 3.5%. Stated 
differently, as a percentage of its overall personnel budget, WPD’s overtime costs are on average 
46% higher than those of comparable cities. 

In addition, although overtime assignments are primarily funded from the General Fund of the 
police budget, a substantial amount of overtime is also paid from grant funding. It is unclear if 
the grant-funded overtime is included in the City’s figures on overtime spending, but we suspect 
it is not. Thus, it is likely that overtime spending is substantially higher than the City’s figures 
reflect. 

In recent years, the City has consistently underestimated its annual overtime budget needs. In 
FY2014, the Department’s overtime budget was $1.7 million, but its actual cost ($2.9 million) 
exceeded that figure by more than 75%. For FY2015, the City allocated $1.9 million for 
overtime. However, in large part due to “Operation Disrupt,” the City has already spent more 
than $2.6 million on police overtime as of March 25, with three months remaining in the fiscal 
year. 

The impact of these overtime expenses may best be understood by calculating how many 
additional officers could be added if these costs were converted to new hires. Using a WPD 
patrol officer’s starting salary of $65,000 (including benefits), the conversion of the City’s 
approved FY15 overtime budget (approximately $1.9 million) would result in the hiring of 28 
new patrol officers.  Even more striking, the conversion of the City’s actual FY15 overtime costs 
as of March 25 ($2.6 million) would result in an additional 40 patrol officers. Alternatively, 
conversion of some or all of these overtime costs could also compensate for many of the 
recommendations in this report. 

Based on interviews with WPD personnel, there appears to be a lack of urgency with respect to 
managing overtime. Paying overtime is viewed as a routine solution to real or perceived 
personnel shortages.  In most police departments, overtime is approved by first-line supervisors 
(i.e., sergeants). Our review revealed that in the WPD, lieutenants are tasked with approving 
overtime—oftentimes without knowledge of whether the overtime is justified because these 

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
1	  More	  information	  about	  the	  Benchmark	  City	  Survey,	  which	  is	  administered	  by	  the	  Overland	  Park,	  KS	  Police	  
Department,	  can	  be	  found	  at	  (www.opkansas.org/maps-‐and-‐stats/benchmark-‐cities-‐survey/).	  
2	  An	  outside	  consultant’s	  report	  from	  February	  2015	  provided	  to	  us	  by	  the	  Attorney	  General’s	  office	  suggests	  that	  



11	  
	  

lieutenants are not involved in enforcement supervision in the field. More importantly, we were 
advised that supervisors are not provided with adequate record keeping and analysis of overtime 
usage—a key tool that could be used to monitor overtime worked by officers. 

Supervision is the first line of defense against overtime abuses.  However, factual information 
about overtime is required by supervisors to assist in controlling the usage of overtime. Because 
overtime represents police work performed at premium rates (i.e., time and a half plus shift 
differential), WPD should conduct a thorough analysis of overtime expenditures to ensure that 
overtime is being used effectively, efficiently, and responsibly.  The analysis should be 
conducted in a way that assesses both individual officer use and unit use, as a means to identify 
patterns of overtime spending.  For example, large, undetected overtime earnings by individuals 
or units may indicate supervision deficiencies, including potential overtime abuses. 

Recommendation: WPD should analyze overtime expenditures, with a view toward 
ensuring better data about overtime use and closer supervision of the resource. 
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BRINGING POLICING BACK TO NEIGHBORHOODS 

 

Finding: Community policing should be restored and effectively implemented in 
Wilmington. 

The Wilmington Police Department lacks a community policing strategy that provides a roadmap 
to effectively engage the community while performing law enforcement functions, and that puts 
community oriented policing officers into hotspots over sustained periods of time. The 
Department’s current approach of providing a small number of designated “community policing 
officers,” assigned with community input, is well regarded and should be expanded into hotspot 
areas consistent with community policing. But, this limited practice does not allow for a wider 
adoption of community policing and engagement strategies department wide.   

The assessment team was able to identify that the Department’s designation of community 
policing officers is undermined by frequent changes in assignment and by an apparent lack of 
empowerment of these officers to solve problems in the community, as noted in the community’s 
input as they talked about officers who recognize problems, but must make phone calls and 
sometimes wait days or weeks for a response or approval to move forward in addressing the 
problem. While strong community policing orientation, capabilities and tactics currently exist in 
pockets of the Wilmington police department, leadership should examine these successful 
strategies and develop a Department-wide strategy for community policing and implement these 
practices city-wide, to increase the Department’s interactions with the community.   This 
wholesale change in how the police engage with the community at all levels of the Department is 
essential to be effective in providing police services and ensuring community safety over the 
long term. 

By developing a Department-wide transition to a community policing focus, the Wilmington 
Police Department should be more effective in reducing crime in hotspots.  Establishing new 
community policing practices would result in a combination of strong enforcement (place-based, 
offender-based) with problem solving approaches (through WPD and partner agencies), which 
represents a community policing best practice.  The community may observe changes in their 
neighborhoods, through problem solving endeavors that result in tactical police operations that 
address improved street lighting, improved video surveillance (CCTV), addressing public order 
offenses such as loitering, code inspections, and cleaning up abandoned properties. More 
engagement would be experienced by the community as officers engage and mentor youth, 
providing referrals to opportunities such as jobs, recreation, tutoring, as well connections to 
social services and resources.   

Recommendation(s): 

Review recruit and in-service training to determine how best it prepares officers to 
implement community-policing principles within their patrol area and provide necessary 
training to all officers, supervisors and civilians.    
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Develop and implement a community policing strategy that incorporates community 
oriented policing throughout the Department and effectively enables every officer on patrol 
and other units with public contact to provide community-policing services.  

Empower community-policing officers to solve community problems by providing the 
appropriate authorities, tools, and resources to get the job done, as described by the 
community during Commission meetings. 

Increase designation and assignment of community policing officers into hot spots and 
other high crime areas 

Develop policing strategies that focus on  place- and offender-based enforcement.   As 
implemented, these strategies should focus on respectful engagement and joint problem 
solving with members of the community.  

As part of the place-based strategies, Wilmington Police Department should be as surgical 
as possible in the community problem solving efforts, focused on ‘block level’ partnerships 
involving both adults and youth in the community.  

Conduct a community asset assessment to identify social services agencies and 
organizations that can provide community services within hot spots and other high-crime 
areas, both at the agency or executive level and at the front line levels.   

Develop partnerships with community providers in the hot spot areas. 

Implement the Police-Citizen Satisfaction Survey of the National Police Research Platform, 
University of Illinois at Chicago, which measures citizen satisfaction with police 
performance, a critical issue for gaining the community’s support and trust.  This would 
allow Wilmington’s results to be benchmarked against as many as 60 other agencies in the 
U.S.   

 

Best Practice(s): 

Hot Spots Policing in Lowell, Massachusetts (Found “Effective” by CrimeSolutions.gov) 

Spokane, Washington Police Department’s Neighborhood Policing Plan 

Cambridge, Massachusetts Smart Policing Initiative  

Minneapolis, Minnesota Hot Spots Policing Experiment (Found “Effective” by 
CrimeSolutions.gov) 

Stockton, California’s Operation Peacekeeper (Found “Effective” by CrimeSolutions.gov) 

Gang Resistance Education And Training (G.R.E.A.T.) Program – demonstrated to 
improve youth attitudes towards law enforcement and short-term improvement in gang 
resistance skills.   
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Finding: Community and organizational fairness are necessary for engaging the 
community and maintaining a cohesive and engaged workforce in the WPD. 

Feedback collected from the community (see Appendices) and from organizations and agencies 
in the City suggests that the Department could enhance its legitimacy in the eyes of the 
community, leaving them less likely to want to support the Department’s efforts.  Feedback from 
the rank and file officers within the Wilmington Police Department also suggests that 
organizational legitimacy within the Department could also be enhanced.  Specifically, 
community interviews, focus groups and surveys found that, despite the recognition of a need for 
police in the community and an expressed appreciation for the job they do, many in the 
community report the belief that some police are disrespectful towards the community, lack 
sensitivity, and show apathy towards the community’s problems. This is evidenced by 
allegations of disrespectful treatment, insensitive comments regarding crime victims or incidents 
and similar concerns as documented in the community input section of this report.  As a result, 
the community – both citizens and organizational leaders – have reported a lack of confidence 
and trust in the police, which has impacted the ability of the police to engage the community.   

According to the Campbell Collaborative, an international research network, “Research shows 
that citizens are more likely to comply and cooperate with police and obey the law when they 
view the police as legitimate. The most common pathway that the police use to increase citizen 
perceptions of legitimacy is through the use of procedural justice. Procedural justice, as 
described in the literature, comprises four essential components. These components are citizen 
participation in the proceedings prior to an authority reaching a decision (or voice), perceived 
neutrality of the authority in making the decision, whether or not the authority showed dignity 
and respect toward citizens throughout the interaction, and whether or not the authority conveyed 
trustworthy motives.”  Chief Cummings in interviews with the assessment team has repeatedly 
pointed to his commitment to having police department personnel engage and build trust with 
residents, business owners, and other community stakeholders in Wilmington.   However, in its 
current construct, it will be difficult to effectively engage the community and build trust. 

Similarly, feedback gleaned from focus group sessions and meetings with Department personnel 
suggests that fairness and procedural justice is lacking within the Department, causing morale, 
attrition and other issues within the workforce.  The Ethics Resource Center, in a document it 
authored concerning procedural fairness and legitimacy in the workplace regarding reporting of 
unethical behavior and workplace rule violations, found that a procedurally just process – 
defined as fair decision-making process and respectful treatment of employees and their concerns 
– substantially increases the chances that employees accept outcomes of decisions and workplace 
processes, whether or not their feedback was acted on.  

From the observations made by the assessment team, there is a tremendous need for the 
leadership at the Wilmington Police Department to consider both the need for legitimacy and 
procedural fairness within the Department and how that is translated to the community.    
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Recommendation(s): 

The Department should systematically review its policies, procedures and protocols after 
training is completed to ensure that these documents are consistent with community 
oriented policing, procedural justice, and legitimacy. 

The Department should Implement the National Police Research Platform’s Public 
Satisfaction Survey, which measures citizen satisfaction and procedural fairness within 
police performance.  This would allow Wilmington’s results to be benchmarked against as 
many as 60 other agencies in the U.S. that have used this tool. 

WPD should consider leveraging the Blue Courage Training program for the entire WPD.  
Initial engagement through the Blue Courage Executive Overview, designed to give insight 
on topics such as the Nobility of Policing, Respect, and Critical Thinking/Effective Decision 
Making, is recommended.  The Bureau of Justice Assistance, DOJ’s Office of Community 
Oriented Policing Services, the National Law Enforcement Officers’ Memorial and the 
International Association of Directors of Law Enforcement Standards and Training 
(IADLEST) are partnering with Blue Courage as it is delivered around the U.S. 

Best Practice(s): 

Chicago’s Project Safe Neighborhoods Policing Strategy  

Washington Metropolitan Police Department 
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Finding: The Wilmington Police Department process for receiving complaints from the 
community does not sufficiently promote accountability and should be more transparent.  

Feedback from the community indicates that citizens are discouraged from making complaints 
against the WPD and its officers as a result of the complaint submission process that requires 
citizens to appear in WPD’s headquarters during weekdays between the hours of 8 a.m. and 5 
p.m., where they are greeted by a WPD supervisor.  Community feedback suggests that the 
would-be complainants often encounter the officers that they are there to file a complaint against 
and in many cases, the supervisor that meets with them asks questions in a way that appears to 
discourage the citizen from filing complaints.  According to the WPD’s website, it only received 
49 citizen complaints in 2013, which appears low compared to knowledge of other agencies’ 
processes.  A report provided on the same website indicates that of the 49 received, 32 were 
substantiated (i.e., sufficient proof to confirm the allegation) and 6 were unsubstantiated. The 
remaining 11 complaints are unaccounted for in the WPD’s report.  No information is provided 
for any complaints, internal or external, regarding the disciplinary process. The community 
provided further feedback that once a complaint is filed, they are not informed of the outcome of 
the process, which creates concerns in the community that the complaints are not investigated 
and there is no accountability.   

Agency and officer accountability in the complaint process is a critical for community trust and 
legitimacy.  The process of filing a complaint should be made accessible without having to 
appear in WPD headquarters during times when most citizens are working. Care should be taken 
to ensure that complainants do not feel dissuaded by the process (particularly the interview) and 
should not have to encounter the officer(s) that are the subject of the complaint, to avoid an 
appearance of attempts to intimidate complainants.  Once a complaint is filed, the complainants 
should be notified via a method of their preference (mail, call, electronic, follow-up meeting) and 
should be provided with an outcome of the process, i.e., “founded” vs. “not-founded.”  Ideally, 
complainants should be afforded an opportunity to discuss the result and to request a second-
level review of the finding by a higher-level official.  

Recommendation(s): 

WPD should consider allowing complaints to be filed online or at a location outside of 
WPD headquarters, such as the Downtown Safety Office at 217 Market Street or another 
location, and the available days/times for doing so should include evening and/or weekend 
hours.  

WPD should take steps to ensure that the interview process does not result in citizens 
feeling intimidated or “talked out of” filing a complaint.  

WPD should provide complainants with the opportunity to choose a preferred method of 
follow-up and learning the outcome of the complaint, such as letter, e-mail/text, or call.   

Best Practice(s): 

Camden County Police Department’s online complaint initiation process (in process) 
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REMAINING ACCOUNTABLE TO THE CITIZENS 

 

Finding: Additional steps should be taken to ensure accountability in patrol operations.  

As part of our efforts to examine patrol accountability, we participated in “ride alongs” and 
interviewed officers and supervisors. We were aware of community complaints that residents do 
not frequently see officers; that officers congregate in certain locations; and that community 
members were not sure what steps the officers were taking to reduce violence in the city.   

We were not able to dispel these concerns.   Records do not exist that show where officers are 
specifically located while they are on duty. This is problematic. To have an effective deployment 
strategy, you need to know where your officers are. Knowing the location of officers on duty is a 
fundamental part of ensuring officer safety and accountability.  Additionally, as the best practice 
portion of this report identifies, effectively reducing crime through hotspot policing is enhanced 
by ensuring officers are spending the necessary amount of time in the hotspots multiple times 
each shift.    

We understand the Department now has the technology to determine officers’ locations in real 
time, and to create records of that information. They should begin to do so immediately. 

The most viable method we identify to ensure accountability regarding officers’ locations is 
through the new Computer Assisted Dispatch (CAD) software installed this month and the new 
GPS capacity which we are told is available in its police cars.  These systems should allow for 
better tracking of officers’ locations while they are on duty, as well as better deployment of 
officers into hotspots by ensuring the officers are in the hotspots multiple times each shift.  

We also believe sector captains have a responsibility to ensure accountability from their 
subordinates and to focus on violence reduction through constant instruction to supervisors and 
officers, the monitoring of the police radio, and their unannounced presence at incidents and on 
patrol.  The captains assure us they are aware of this responsibility and actively take part in these 
activities. We also believe at least 1 of the 3 sector captains should work an evening tour to 
ensure crime conditions are addressed citywide and that officers are held to the high standard of 
accountability. All captains should also perform unannounced tours in the late evening and early 
morning hours.  Currently, one captain does have a 24-hour duty each day, where they work 8 
hours often in the evening and are on call from home. The unannounced tours would be in 
addition to those duties.     

As we noted in an earlier section, one challenge to accountability is that lieutenants currently do 
not work the same tours as their platoons and are increasingly involved in administrative matters.   
Sergeants then are chiefly responsible for accountability.  We found there is at least some “sector 
integrity,” in that both officers and supervisors believe in the importance of officers being 
responsible for calls for service in their designated area of patrol and that each works to ensure 
this occurs.  We were less sure regarding the degree that officers stay in their area of assignment 
when not on call. Here, too, no electronic records were available to assist us.    
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We found it unusual that there was not a desk sergeant to whom officers report when entering 
and leaving the Department during the tour of duty.  Officers do electronically clock in and out 
when they arrive and leave work, but they are not required to do so when entering and leaving 
the stationhouse during the tour.  It is not clear that the present electronic login system, Kronos, 
would allow for such multiple time recordings.  As such, sergeants on patrol must keep track of 
who is in the stationhouse, which is not realistic unless officers indicate to the radio dispatcher 
that they are leaving patrol. 

We believe the booking sergeant area could be reconfigured to create a desk officer area where 
officers would have to check in when entering and leaving the building. The booking sergeant 
and officers should also have their hours and schedule changed to match that of the platoons and 
become a more integral part of them.  

One additional area of accountability that causes concern is that officers appear not to be 
documenting contacts with suspects in the field through the creation of Filed Service Reports that 
can be entered through the Mobile Digital Terminals.  In 2014, according to the DELJIS system, 
only 126 such reports were submitted.  Supervisors should ensure that these reports are being 
prepared.   

Recommendations: 

The full capacity of the new CAD system and GPS technology should be utilized to map the 
position of each police car and track their movement and time at locations. Patrol 
supervisors should be able to view this mapping on their MDT and screens should also be 
available for viewing by the booking/desk officer and in the respective offices of chief 
through platoon lieutenants.  An alert should occur at the communications section if a 
police car has not moved in 30 minutes and the patrol sergeant should be immediately 
notified. 

Sector captains should make clear that units are to maximize time on patrol and avoid 
administrative or other tasks that unnecessarily take them out of sector. The officers’ 
efforts should be specifically focused and directed toward violence reduction rather than 
response to past crimes.  

The WPD should establish a confidential schedule of unannounced tours worked by its 7 
captains that focus on the late evening/midnight tour.   

The 3 sector captains should also schedule their tours to ensure at least one is working 
during the high activity hours in the evening and ensures that any serious conditions that 
develop regardless of sector boundary are addressed. 

Patrol members should be required to report to a supervisor when entering and exiting the 
stationhouse during the tour. We recommend the booking sergeant area be reconfigured to 
create a desk officer position and that the booking sergeant maintains an interrupted 
patrol log noting the reason and time of arrival and departure of officers and supervisors 
into the stationhouse once the tour has commenced. To increase accountability, the booking 
sergeants and officers should also be placed in the platoon schedule.  
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Sergeants entering the stationhouse during the tour should also make an entry concerning 
their time of entry and leaving and the reason for being in the building. 

Captain and lieutenants should regularly inspect the interrupted patrol log, question the 
desk sergeant regarding officers being in the stationhouse, and inspect the inside of the 
stationhouse particularly on the midnight tours to ensure no unauthorized officers are 
present. 

Officers should whenever possible complete paperwork in the field utilizing their Mobile 
Digital Terminals and only leave the field with their supervisor’s approval and upon 
notifying the radio dispatcher. 
 
Supervisors should ensure officers prepare Field Service Reports when suspects are 
stopped.  Both monitoring the police radio and reviewing dispatched calls for suspicious 
persons should assist in evaluating the compliance rate.  
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PREVENTING & SOLVING HOMICIDES & SHOOTINGS AND PROVIDING 
SUPPORT TO VICTIMS 

 

Finding: To improve investigative success and to better support crime victims and the 
community, the WPD should create a homicide/shooting incident response plan that 
addresses scene response, the initial 48-hours of the investigation, and victim support.  

In 2014, there were 28 homicides, including 23 by shooting, and 118 people shot in Wilmington.   
Although the WPD responds to this large number of incidents, it does not have a formalized 
initial response protocol. 

In our discussions with WPD and community members, we heard conflicting accounts 
concerning the response to homicides and shootings.  There was general agreement that there is 
not a standardized response protocol and that a team of investigators does not respond to all 
incidents.    In the case of a person shot, sergeants may be the highest-ranking officers at the 
scene.  The response time to incidents can vary significantly because investigators respond from 
home to incidents that occur during early morning hours.  Community members complain of 
officers and investigators acting in an indifferent manner or laughing at the incidents. There were 
also complaints of investigators not returning victim family calls on case status. 

We believe a central component in increasing the successful apprehension of offenders for these 
crimes is moving responsibility upward within the WPD to maximize the attention and resources 
that can be brought to focus on each case.   The Investigative Inspector should respond to all 
homicides to take command including those that occur during non-working hours.  A captain 
should respond and take command at every shooting regardless of the degree of injury.  Among 
the captain’s duties would be coordinating with the State Prosecutor to ensure every appropriate 
step is taken to ensure a successful prosecution upon apprehension of the offender.  As is 
currently policy, an investigative supervisor should respond to lead the investigation at all 
shootings.  We recommend checklists also be used to ensure all available steps are considered 
and, if appropriate, used in solving homicides and shootings. 

Although statistics were not available, we were told that retaliation is common after shootings in 
Wilmington.   The responding captain should consider a wide range of options to prevent any 
additional violence.  These would include placing a Staffed Mobile Command Post or similar 
vehicle at the scene of the shooting.   After conferral with the on-scene investigative supervisor, 
the captain should make a determination how long to maintain the staffed vehicle at the location 
(e.g., 24 hours, 3 days, etc.).  Consideration should also be given to deploying pole cameras to 
shooting and violence prone locations as part of intelligence gathering, in an attempt to locate 
wanted individuals, and to prevent further violence.     

Within 48 hours of each unsolved homicide/shooting, the Investigative Operations Inspector and 
Uniformed Operations Inspector should jointly chair a meeting with subordinates, other involved 
law enforcement, and the State Prosecutor’s Office.  The meeting should focus on ensuring that 
adequate resources are being dedicated to the case and that all investigative leads and appropriate 
proactive policing tactics to solve the case are being used.   The meetings should also be used to 
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determine if best practices were followed in responding to the incident and to determine how the 
WPD’s response plan can be improved.  These meeting’s agenda should include a review of 
other recent homicides and shootings that remain open after 14 days.  The Chief and Deputy 
Chief Operations may wish to attend these meeting, when available. 

In addition to the 48-hour meetings, monthly meetings should be held by the investigative 
inspector and captain with the Attorney General and his staff to review cases, discuss suspects 
and prosecutions of cases, and identify steps to be taken to move toward arrest and prosecution.   
At these meetings, a comprehensive review of the existing 42 homicide cold cases should be 
conducted to determine if additional leads may be available for follow up. Consideration should 
be given to using retired homicide detectives and the resources of Department of Justice 
Violence Reduction Network for this evaluation.  Supervisors from the proposed Homicide and 
Violent Crime Unit (HVCU) should meet regularly with their counterparts at NCCPD and DSP 
to discuss linkages on open violent crime investigations, joint suspects, trends and patterns, and 
to ensure deconfliction. 

Recommendations: 

The WPD should implement a homicide/shooting response plan that requires the response 
of high-ranking members of the Department to take command and ensure every possible 
step is being taken to apprehend the offender and prevent additional shootings or 
retaliation. 

The WPD should conduct meetings chaired by the two Investigative and Operational 
Inspectors within 48 hours of a shooting to ensure maximum follow up. The meetings 
should include representatives from all involved law enforcement agencies and the State 
Attorney’s office.  

The Investigative Captain and supervisors should meet monthly with the Attorney General 
to review active and cold cases and determine steps to move forward. 
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Finding: WPD’s homicide unit is not sufficiently staffed, is stove-piped in its investigations, 
and requires improved investigative approaches and scope to improve the clearance rate.   

In 2014, there were 28 homicides with four closed or solved after an arrest was made, which 
equates to a 14.3% closure (or solved) rate, well below the national average of 64.1%. Currently, 
there are 78 open homicide cases assigned to the five detectives in the homicide unit, which 
includes 41 that are considered a “cold case” (defined by WPD as an unsolved case for a year or 
more, no further leads and initial investigating officer reassigned). While the establishment of 
this unit is based on the premise that greater focus can be brought to each case, it also separates 
homicide investigations from other shootings and violent crimes that could have become a 
homicide had the victim’s life not been saved. The current number of cases compared to the 
number of investigators exceeds recommended levels and could therefore impact the ability of 
the detectives to close cases quickly.  Additionally, no homicide or shooting incident protocol 
exists that spells out who must respond to a homicide or violent crime scene from CID, the 
command staff, and from patrol, and both VRI and the Police Foundation, independently and 
jointly, heard many community concerns about how homicide/shooting crime scenes and victim 
support is handled.  Appropriate and timely services to crime victims is essential.   
 
We found no evidence of use of investigative checklists and noted that not all of those assigned 
to the homicide unit, while all are professional investigators, have the extensive investigative 
experience or recent training that may be necessary to ensure optimal functioning of the unit. 
Last, sharing of criminal intelligence and coordination with other agencies at the City, county, 
state and federal level could be improved.   

In order to effectively and comprehensively address the interrelatedness of these violent crimes, 
the WPD should create a Homicide and Violent Crime Unit (HVCU), within the Criminal 
Investigations Division by reassigning existing personnel. 

This unit would be comprised of one lieutenant with investigative experience, 2 sergeants (each 
leading a platoon), and 17 detectives including the 5 detectives currently in the homicide unit.  
The additional 12 detectives would be assigned from the current major crimes and other 
investigative units. The HVCU would have a total of 17 detectives and handle the following 
cases: homicides, attempted homicides, aggravated assaults, shooting incidents with a victim and 
armed robberies. In the deployment section, we recommend the assignment of an additional 6 
officers to the Criminal Investigations Division to assist in other investigations. This staffing 
configuration would provide for unity of command and provide for a team response to homicide 
and other violent crime scenes involving firearms.  

The HVCU would allow for connectivity between all violence crimes, especially those with a 
firearm. The increased size would allow better coverage during the prime crime hours, allow for 
HVCU to be on call during off hours, and allow for a multiple person response to homicides and 
other serious crimes.   

The WPD should also consider requesting the assignment of two trained investigators from the 
State Police and two from the New Castle County Police Department to assist in addressing open 
homicides and shootings, in addition to the two ATF agents assigned.  Given the 
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disproportionate number of homicides and shootings in the City (51.5% of the State’s 2012 
homicides occurred in the City, according to a state report), these assignments would be an 
appropriate use of State and County resources. They would also allow for sharing of ideas, 
intelligence, and methodologies for solving crimes that occurred in the City, as well as the 
County and within the State Police jurisdiction.  

We also recommend a thorough review of detective assignments, caseloads, case-closures and 
overall effectiveness of each unit and member be initiated to ensure detectives are assigned 
appropriately, in adequate numbers, and that they are result oriented in their investigation. 

The WPD should also develop a career path process for detectives.  The current process that 
allows detectives to shift in and out of the investigative units is counterproductive.  The process 
of assignment to investigative units is not understood by members of the department and lacks 
consistency. Detectives in the Criminal Investigations Division who demonstrate superior skills 
investigating routine cases should be elevated to the elite HVCU when vacancies occur. 
Additionally, supervisory personnel in all ranks in the Criminal Investigations Division should 
be required to have a solid investigatory background that qualifies them to direct and sustain 
major investigations. 

The WPD Detective Units also needs a more current and sophisticated automated Case 
Management System to track cases, leads, suspects, etc.  The homicide unit personnel require 
additional training in case management and investigations.  The U.S. Department of Justice 
Violence Reduction Network is providing assistance and may be able to assist with the case 
management system and continue providing technical assistance in homicide investigations. 

Recommendations: 

Note: Recommendations provided below should be implemented along with the homicide 
response plan recommendations provided elsewhere, to ensure appropriate victim response 
and to effectively respond to crimes involving firearms.  

The WPD should create a Homicide/Violent Crime Unit as described above that would 
allow for a comprehensive approach to investigating violent crime in the City. 

The Inspector Investigative Operations should arrange for the HVCU Detective 
Commanders to meet with the State Prosecutor a minimum of once a month to review 
pending cases, investigative leads, forensic results, and additional investigate steps needed 
for successful prosecution on cases pending trial. 

The Inspector for Investigative Operations should lead a process to review the 43 cases 
with a “cold case” status to determine if they can be returned to active case status and 
assigned to investigators in the HVCU along with reviewing the definition of “cold case”.  

CID, including the proposed HVCU, needs an automated case management system to track 
case, lead, suspect, person of interest, etc.   
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The unit (and the Forensic Crime Unit) needs training in a variety of areas, such as case 
management, technological tools, evidence control and ballistics. WPD may also consider 
sending one or more evidence technicians to the U.S. DOJ-funded National Forensics 
Academy for intensive training and certification. 

The WPD should continue to utilize the services the Violence Reduction Network and 
consider utilizing experienced retired homicide detectives to assist with cold case reviews.  

The WPD should also consider requesting the assignment of two trained investigators from 
the State Police and two from the New Castle County Police Department to assist in 
addressing open homicides and shootings.  

The WPD should establish a career path for assignment to detective duties.  

The WPD should ensure all supervisors in Investigative Operations have an investigatory 
background.  
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Finding: The WPD should significantly enhance its use of firearms investigative and 
intelligence tools and ballistics technology in investigating and preventing violent crime. 

WPD, through patrol, the Safe Streets Unit and other units, seized 277 crime guns last year. 
However, we were not able to learn if a seized or recovered firearm protocol exists within the 
WPD or if any information is collected on the type of guns recovered, where they came from, or 
how they were acquired. Our review found that while the WPD takes some steps to leverage 
ballistics evidence, the timeliness of such use and the full array of firearms investigative and 
intelligence resources is not being utilized in ways that can solve open cases and prevent 
additional shootings by identifying and incapacitating shooters.  We could not identify any 
protocols for responding to gunshot detections or calls from citizens that require, for example, 
the attempted collection of ballistic evidence when no victim is found or to process recovered 
evidence in any meaningful timeframe.  We were advised that the WPD Forensic Crime Unit 
does respond to most incidents involving shots fired if there is evidence at the scene.  However, 
if the only evidence at the scene is shell casings and there is no victim present, the uniformed 
patrol officers are responsible for recovering the shell casings.  WPD patrol officers do not have 
training on how to do this, nor do they have the appropriate protective gloves and evidence 
containers to secure the materials. Further, it is our understanding that ballistics best practices are 
not consistently used at this point in the process. 

By statute, the State of New Jersey requires all law enforcement to conduct a series of 
evidentiary procedures within 24 hours of a shooting incident.  As a result, significant 
improvements in investigative outcomes and the ability to disrupt violence has been improved.  
According to the New Jersey State Police: 

“Through the Rapid Assessment in NIBIN protocol (RAIN), the New Jersey State Police 
Ballistics Unit has created the capability to assess each case for evidence suitable for NIBIN 
entry and insure the timely submission into NIBIN. Since its beginning in April 2014, the RAIN 
protocol has realized its goal of a 24 hour turnaround time for priority cases and has yielded a 
significant amount of positive NIBIN correlations that have resulted in leads and arrests for 
investigators. Building upon the success of the RAIN protocol, the Forensic Investigations 
Bureau has implemented a Crime Gun Protocol, which provides for a thorough forensic 
examination of every crime gun before the gun is test-fired for NIBIN entry. The objective of the 
Crime Gun Protocol is to provide timely, actionable, leads to investigators while supporting 
aggressive enforcement and prosecution of gun crimes in New Jersey. Public Law 2013, Chapter 
162 requires police agencies to submit gun crime information into systems such as NIBIN, CJIS, 
and E-Trace in a timely manner. This protocol allows the New Jersey State Police to comply 
with the statute, in both practice and spirit, while maintaining the highest standards of forensic 
analysis.” 

The New Jersey statute requires that each recovered firearm (including a shell casing) shall be 
subjected to consistent set of procedures within 24 hours of recovery.  These procedures include 
multiple methods of inspecting/testing the firearm or shell casing for additional trace evidence, 
checking relevant databases for information about the firearm, submitting information to tracing 
and ballistics imaging systems and sharing information quickly with investigators that can be 
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used to identify the shooter and prevent additional shootings.  This protocol leverages state of the 
art technology from the Bureau of Alcohol, Tobacco, Firearms and Explosives (ATF) and other 
agencies.   

Recommendation: 

The State of Delaware should consider replicating the New Jersey statute. 

The Wilmington Police Department and New Castle County Police Department and other 
agencies in the immediate area should work with the Delaware State Police to create a 
similar protocol, which should be immediately implemented and monitored monthly 
through discussions between the leadership of both agencies.  

WPD should consider participating in ATF’s Collective Data Sharing initiative. Doing so 
would allow the WPD to access crime gun trace information as a result of other Delaware 
law enforcement agency traces of crime guns, which may assist in identifying crime gun 
sources. 

No-cost training and technical assistance from partner agencies such as ATF and forensics 
providers such as Forensics Technologies, Inc. (produces IBIS technology) should be 
leveraged to improve ballistics capabilities. 
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Finding: Improved response to and support of crime victims is needed. 

On several occasions during Commission meetings and in community input sessions, crime 
victims and their family members raised concerns about the responsiveness of the Wilmington 
Police Department to their inquiries and needs.  It was alleged on multiple occasions that victims 
call the Department to determine the status of the investigation and never receive a call or wait 
weeks for a call back.  It was also apparent during these discussions that misinformation is a 
consistent problem, as evidenced by concerns about competing stories of the presence or lack of 
video evidence and whether or not a case that has been open for less than two months had been 
labeled a “cold case” by the Department.  Through discussions, we learned that WPD provides 
victim services for cases prior to an arrest being made and the State Prosecutor’s Office provides 
victim services for cases after an arrest has been made.  We also received input that the 
Department’s victim services professionals do a good job serving victims, but not all of the calls 
come directly to them. When they do, the professionals cannot always get the details they need 
from the Department. 

It is imperative that crime victims are given priority response by the investigating agency, both at 
the crime scene and during the investigative and adjudication process.  Providing the services 
and supports needed, either directly or through partner organizations in the community, is 
important for humanitarian reasons but also impacts the community’s perception of the police (as 
can be seen from the comments and input from the community) and can have a direct impact on 
the solvability of the case.  According to the International Association of Chiefs of Police 
(IACP), “responding effectively and appropriately to all victims is not only the right thing to do 
for victims, their families and communities, but it is also in law enforcement’s best interest. It 
contributes to: 

  

• Increased Case Clearance Rates. Victims who are treated with sensitivity and respect 
are more likely to participate in the investigation of crimes and are more willing to report 
future crimes. This support can increase the likelihood that offenders are arrested and 
successfully prosecuted.  

 

• Decrease in Crime. When victims are treated with empathy and respect, they are more 
receptive to receiving crime prevention tips that may minimize their potential risk of re-
victimization.  

 

• Improved Efficiency. One component of providing an enhanced response to victims is 
establishing more effective collaboration between law enforcement and victim service 
providers and advocates. These partnerships can increase victims’ access to support and 
compensation, thereby freeing officers to focus on investigating crimes.  
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• Heightened Job Satisfaction. By building relationships with the community, a law 
enforcement agency can improve its reputation with stakeholders, thus heightening job 
satisfaction.” 

 

In addition to ensuring that its own resources are available to crime victims and their families, 
the Wilmington Police Department should strengthen partnerships with community organizations 
that can provide supplemental services to victims that may not be readily available through the 
City.   

Recommendation(s): 

The following recommendations are made in appreciation of the Brooks and Sellers Families 
and all other crime victims in Wilmington: 

The Wilmington Police Department should conduct an assessment of its victim services 
strategies, to include investigations, to ensure that there are no barriers to communications 
with victims and family members and that proper protocols for prioritizing such 
communications are in place and followed.  

The Wilmington Police Department should conduct an assessment of victim/witness risk 
assessments to ensure the existing process considers each case comprehensively.  

Establish a protocol (SOP) requiring phone calls from victims and/or family members be 
returned within 24 hours by a victim services professional or investigator, if requested.   

Establish a protocol (SOP) requiring phone calls from survivors of homicide victims be 
returned immediately by a victim services professional or investigator. 

The Wilmington Police Department’s victim services professionals should be available to 
respond to crime scenes as necessary and leverage the assistance of community victim 
services organizations as needed. 

The Wilmington Police Department should request and receive training and technical 
assistance from DOJ’s Office for Victims of Crime through the Violence Reduction 
Network (VRN), which can provide assistance in improving response to crime victims. 

Best Practice(s): 

Cleveland, Ohio Violent Loss Response Team (VLRT)   

According to its website, the FrontLine Service organization operates the Violent Loss Response 
Team in partnership with the Cleveland Police Department. VLRT seeks to provide 
comprehensive, practical, as well as emotional, supportive services to family members of 
homicide victims.  It is recognized that these family members are in severe crisis from the 
moment they are notified of their loved one’s death and therefore immediate intervention and 
assistance is warranted.  The nature of the families’ crisis often leaves them feeling overwhelmed 
and at times immobilized.  VLRT provides compassionate care, practical planning and service 
coordination coupled with clinical intervention related to trauma and loss. 
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Boston Police Department Victim-Witness Resource Officers 
(http://bpdnews.com/homicide-unit/) 

According to the website, the Victim-Witness Service component of the Boston PD Homicide 
Unit advocates for loved ones of victims during the stages of grief and recovery. The purpose of 
Victim-Witness Resource Officers is to maintain positive communication between detectives and 
these survivors through meetings, forums, initiatives, and other community events. Advocates 
work with investigators to help grieving families by connecting families to funeral and burial 
resources and making referrals to public and non-profit counseling and trauma services. 
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Finding: The City should be consistent in implementing, with fidelity, proven community-
based violence reduction strategies. 

Our review found that Wilmington has a history of seeking out proven models of community-
based violence prevention and failing to follow through on effective implementation. Examples 
include those cited by the community and by public safety and criminal justice agencies, such as 
Boston’s Ceasefire (called Operation Night Light in Wilmington) implemented in the mid-’90s; 
the Drug Market Intervention Model; and more recently Cure Violence, a public-health based 
approach demonstrated to reduce violence in other cities, when the model is implemented with 
fidelity (as intended).  Other models exist in the community that should also be explored for 
greater support, such as Operation Peacekeeper and the Community Development-Community 
Policing (CD-CP) approach that Chief Cummings has indicated is currently being implemented 
by the Department.   

A specific example is Cease Violence (known nationally as Cure Violence), a model being 
implemented by the City’s Department of Parks and Recreation.  According to the Mayor’s 
Office, the program was never intended to remain at Parks and Recreation, but resides there 
currently and has for several months.  We contacted the national Cure Violence office at the 
University of Illinois at Chicago to seek their input on Wilmington’s implementation of the 
model, in light of the fact that so much of what we hear is related to retaliatory violence, which 
the Cure Violence model is exceptionally good at interrupting.  We wanted to know why it was 
not having a greater impact here.  We examined the Wilmington Cease Violence program’s 
Facebook page, met with program staff, discussed the program with the University of Delaware 
and reviewed news coverage of the program.  It appears to us, based on this review, that the 
program has hired strong candidates as “interrupters” but the program is not sufficiently 
supported in terms of intervention operations.  These efforts require intensive management and 
oversight of the problem-solving process and the ability to leverage resources from other 
agencies in the City.  This requires strong and committed leadership to violence reduction.  In 
light of this, we believe that the Parks and Recreation Department is not the best-suited 
organization to support this intervention in the City.  

Recommendations: 

The City should move the Cease Violence model administration to an agency within the 
City with a mission that is directly aligned with public safety and is capable of leveraging 
criminal justice, economic and social resources. 

Cease Violence program administration should be strengthened to support the violence 
interruption process, including daily staffing meetings and 24/7 support for interrupters 
who may need to engage other agency resources to prevent violence.  Although intensive in 
time and focus, this is essential in order to prevent violence that will not wait until the next 
business day. 

The City should engage with the University of Illinois Cure Violence Program staff.  The 
staff has agreed to come to Wilmington for a sustained period of intensive technical 
support to ensure the program is operating as intended.    
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USING DATA TO GUIDE STRATEGY & SOLVE PROBLEMS BY ENGAGING THE 
COMMUNITY 

 

Finding: The WPD Targeted Analytical Policing Systems (T.A.P.S.) meetings should be 
more focused on ensuring effective sharing, coordination, and accountability in crime 
reduction efforts.  

The WPD utilizes T.A.P.S. meetings as part of its efforts in understanding and addressing crime 
conditions.  We were able to attend several of these meetings and observed that the Department 
is beginning to use Crime View and other technology in its mapping and crime analytics.  While 
there were limited times when the meetings were used as an opportunity for questions and 
holding commanders accountable, the meetings were largely used to provide information 
concerning recent shootings or crimes, as opposed to discussing response strategies and ensuring 
accountability for reducing crime and preventing further instances.   

 
To ensure greater accountability and constant focus on violence reduction, the WPD should 
adopt a CompStat management approach into its T.A.P.S. meetings.  The CompStat management 
approach seeks to utilize real-time crime analytics to help ensure effective tactics and strategies 
are being used to address crime.   Commanders, detectives, narcotics, and other supervisors give 
joint presentations during which they are expected to exhibit a comprehensive understanding of 
crime conditions within their area of responsibility. They are required to present the plans they 
have implement; discuss the tactics being used and how those tactics have been successful or are 
being revised; and exhibit seamless coordination with their partners in other units in their 
knowledge and anti-crime efforts.  The Department’s executive staff then ask probing questions, 
offer thoughts on existing efforts, make recommendations, and demand accountability for follow 
through.  

 
CompStat helps ensure the collection and analysis of accurate and timely intelligence; prompt 
implementation of effective strategies and tactics; the breaking down of bureaucratic silos; the 
constant sharing of information; and relentless follow-up.  There are numerous police 
departments on the east coast that have adopted CompStat into their management system.  
Members of the WPD’s ranking staff may wish to visit several of them to glean the best elements 
from each.  CompStat meetings are also effective for coordinating among law enforcement 
agencies 
 

Recommendations: 

The WPD should create a T.A.P.S./CompStat meeting as part of its management system. 

WPD executives may wish to visit several other departments using such a model to ensure 
best current practices are included in development of T.A.P.S./CompStat.  
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Monthly T.A.P.S./CompStat meetings should be held in partnership with the New Castle 
County Police Department to address emerging issues, trends and patterns, that cross 
geographic boundaries and to establish a joint plan to address the issues. 
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Finding: WPD should establish a true crime analysis function and make use of crime 
analysis.  

Crime analysis in the Wilmington Police Department for purposes of informing Department 
strategy and patrol resource allocation is generally limited to standard statistical analysis of 
incidents/arrests, computer-aided dispatch counts, comparison of the number of crimes 
committed over a certain time period and basic visualization processes. Other analysis is 
developed in support of investigations and intelligence functions. The hardware and software 
infrastructure does not allow the staff to make use of more sophisticated tools, such as geospatial 
analytic tools that can handle large volumes of computer aided dispatch and Law Enforcement 
Investigative Support System (LEISS) data to inform patrol operations.  While implementing 
MapView is a positive step, the system provides limited capabilities compared to what an analyst 
would need. 

Our crime analysis report clearly identifies that crime and disorder problems are concentrated in 
five areas at certain times and that the criminogenic nature of these areas differ in types of crime 
and problems, which permits a very focused and tailored response by not only the Police 
Department, but other agencies in the community as well.  To adequately support hot spots-based 
deployments relying on problem-oriented policing approaches, analysts would need to 
consistently and proactively analyze crime patterns involving offenders, places, and the 
circumstances that bring them together in order to best guide deployment and enforcement and 
prevention strategies. 

The nature and scope of public safety responsibilities that the Wilmington Police Department 
carries today is substantially beyond the level of analysis currently being conducted. The level of 
leadership and management support and consumption of crime analysis by the same is also 
inconsistent with the level needed.  Unfortunately, the Department does not currently have the 
information technology infrastructure (hardware & software) or the crime analysis capacity 
(expertise & staffing) to move its crime analysis capability substantially forward as needed to 
ensure public safety and efficient and best use of resources.  A proposal is currently pending with 
U.S. DOJ’s Bureau of Justice Assistance (BJA) that would provide resources to enhance the 
technology capacity of the Police Department and add an additional crime analyst, if funded. 

VRI’s findings describe how the Department’s policing strategies and resource allocation is 
undermined by a lack of such analysis and the report in the appendix titled Analysis of Crime 
and CAD Data 2010-2014, prepared by Temple University at the request of the Police 
Foundation, is illustrative of the crime analysis needed in Wilmington on a regular basis. 

Recommendation(s): 

Weekly crime analysis outputs should include social network analysis as well as hot spots 
analysis and other techniques to identify chronic, high-rate offenders and the networks 
they operate within, in order to prioritize patrol and investigative efforts. 

A partnership with a criminologist or academic institution with experience in supporting 
the practical analysis of crime, offender and place-based policing, and developing crime 
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reduction strategies should be developed to permit the regular infusion of such experience 
and learning while the crime analysis capacity of the Department is being enhanced.  

Crime analysis should be conducted in ways that permit it to be used in informing 
prevention activities and strategies, guiding mid-level operational decisions, and 
conducting analysis and benchmarking of the Department’s progress and outcomes at 
preventing and reducing crime. 

Mid-level management and senior leaders should receive training in data interpretation 
and its use in the development and implementation (leading) crime reduction strategies. 

Best Practice(s):  

Embedded criminologists or criminologist partnerships such as those that exist in 
Philadelphia and formerly in Boston and Redlands, CA. 
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Finding: WPD lacks focused crime analytics that provide real time crime analysis and 
intelligence that can be used to make rapid, data-driven changes to deployment or tactics. 

Interviews with supervisors and officers throughout the ranks revealed that there is a current lack 
of analytics available to them that would allow for pinpoint focus in deployment and adaption of 
tactics or interventions.  For example, the following questions could not be answered:  

• What hour of the day are the most shootings?  
• What locations have had multiple shootings?  
• What are the age breakdowns of people shot?   
• And how many people and who are the people who have been shot more than once in the 

last 5 years?   

While numerous members of the WPD had insights regarding these kinds of questions, their 
knowledge is based on their experience and is not data driven.  

Through its own technology and other governmental resources, WPD has access to several high-
quality databases and analytical programs that can support basic to intermediate analysis. These 
include: 
 
• COGNOS 
• Crime View  
• CAD’s system 
 
COGNOS and Crime View are analytical software programs with mapping ability that identify 
crime locations, trends and patterns.  They can be used to link crimes, determine offender 
characteristics, and study victimization. 
 
Computer Assisted Dispatch (CAD) system is used to assign police vehicles to calls for 
service.  It records extensive information including the type of call (e.g., disorderly group, 
burglary etc.); the time officers are sent to those calls and their disposition (e.g., unfounded, 
arrest, etc.).  The software allows for extensive analysis including identifying repeated 
unnecessary calls for service and locations most prone to violence. 

In addition to these systems, the WPD has access to other sources of intelligence through its 
partnerships with other federal, state and local agencies.  Among the many qualities of these 
software programs are the abilities to streamline paperwork; identify hotspot areas, including by 
hour and day of week; identify trends and patterns; identify possible suspects; determine 
likelihood of recidivism, and assist in evaluate effectiveness of deployments. Overall, they 
provide the technology required to answer the type of questions that should be answered to allow 
for effective analysis and deployment decisions. As its ability to take advantage of the systems it 
currently possesses increases, WPD should be able to use more sophisticated analytics such 
social network analysis, space and time analysis, and other new means of solving and preventing 
crime. 

There is one crime analyst and one intelligence analyst working in separate units that 
systematically work with these databases. They will be discussed in a section to follow, but the 



36	  
	  

immediate challenge that should be addressed is that most supervisors do not have access to or 
know how to effectively utilize the existing quality systems to gain useful crime analysis data.  
They are not able to perform basic queries that would assist them in viewing crime maps, for 
example. 

Recommendation:  

The WPD should complete the comprehensive training of all supervisors in the use of the 
existing analytical software programs within 60 days.   

WPD supervisors should have to exhibit proficiency with these systems to ensure they are 
able to use them in their daily performance.  

After completion of supervisor training, the WPD should train all officers in Crime View 
and other crime analysis software they already possess. Due to the complexity of some of 
the topics, the training should involve multiple sessions. 
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Finding: Crime analysis is not consistently shared with patrol officers, including 
community policing officers.  

Visual display of crime information is critical for officer safety and departmental effectiveness.  
Packages of information concerning crime analytics are provided by the Department’s crime 
analyst for distribution at T.A.P.S. meetings and maps with crime information are presented at 
those meetings, but there appears to be limited distribution of important information beyond 
those meetings. There is some distribution of information through e-mail, which we are told in 
many cases remain unopened.  

The most distinct example of where this information should be placed is in the roll call room 
where officers begin their tour. Currently there are not maps posted displaying the locations and 
times of recent shootings, robberies, burglaries, etc., nor information on patterns and trends.  
Also absent are photographs of the most wanted individuals, individuals known to carry guns, 
parolees or others who officers should be able to identify. Currently supervisors at roll calls give 
limited briefings concerning crime, which may in part result from their own limited 
understanding of conditions.    

WPD personnel also indicate that the type of information discussed above is not currently 
provided to officers on patrol via the police car’s Mobile Digital Terminals (MDT) but the 
capacity to do so does exist.  The Department could continue to use e-mail to provide certain 
crime information, but tracking technology needs to be used to ensure the e-mails are being 
opened. We are told that the New Castle County Police Department utilizes a portal system to 
expedite the exchange of internal information and finds it effective.  Beyond internal 
communication, the crime analysis needs to be more systematically shared with area police 
departments, and other law enforcement partners.  

Recommendation  

The WPD should immediately create a crime information board in the roll call room for 
the posting of important data. Among the items on the board should be:   

• Maps with crime locations broken down by hour and day; 
• Information on current hotspots, trends or patterns; 
• Photographs of 25 most wanted individuals; 
• Photographs of known offenders (burglary, robbery, etc.);  
• Photographs of individuals know to carry a gun;  
• Photographs of individuals on parole/probations; 
• Safety warning for officers concerning any threats 

The Information Board should be updated weekly or sooner if patterns change or 
additional information needs to be immediately provided. 

The Information Board should initially be created using display boards or cases to expedite 
its creation, but should over time move into largely electronic format. 
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WPD should ensure that supervisors who turn out platoons of officers are thoroughly 
aware of the most current crime information and trends and provide thorough briefings 
concerning them to the officers. 

WPD should also create brief packages of intelligence information including crime maps 
and photographs of wanted individuals that would be sent to officers via their MDTs. 

WPD should utilize a receipt system to allow tracking of Department emails to ensure all 
personnel are reviewing their content. 

The WPD should examine the portal system utilized by the New Castle County Police 
Department for internal information exchange to determine if it is appropriate for use by 
the WPD. 

The information provided to officers should also be provided electronically to the State 
Police, New Castle County Police Department and other partner law enforcement agencies. 
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Finding: The WPD’s crime and intelligence analysis capabilities are, at present, extremely 
limited.  

The WPD relies on one civilian crime analyst.  He performs a variety of functions, maintaining 
information both through computer analysis and manual record keeping.  The analyst makes 
weekly presentations regarding recent crime at the Department’s T.A.P.S. meeting.  The level of 
analysis presented is limited, but the crime analyst attended additional training this month and is 
working to increase the analysis being performed.  There are a number of certifications, trainings 
and professional organizations available to increase the capacity of the crime analyst function. 

A second resource in the Department is one detective assigned to intelligence analysis who 
divides his time between WPD headquarters and the Attorney General’s office, where he works 
with a part-time civilian analyst from the State.   He engages in analytics to identify violent 
individuals, and those in crews and gangs who may be involved in illegal activities. His analysis 
is highly sought after by those involved in investigations.  He also provides e-mails throughout 
the WPD providing safety warning including photographs of select suspects or potential violent 
individuals.    

To improve on this approach, and create a department focused on intelligence-led policing, the 
WPD should establish a Real Time Crime Center (RTCC) that would provide instant information 
to WPD personnel regarding emerging crime trends and patterns, victimization, recidivism, 
release of offenders, and other critical information for crime reduction.  The unit should also map 
arrests, calls for service, narcotics locations, and quality of life enforcement to ensure 
enforcement is occurring in the violence prone areas. The RTCC should be a proactive 
intelligence-based unit that provides information to be immediately acted upon. The newly 
created Chief Information Officer recommended elsewhere in this document should be integrally 
involved in the creation of this center.  A fully functional RTCC led by a CIO as described below 
would take time to assemble, but an embryonic unit could be put together almost immediately. 

The RTCC would be comprised of a Crime Analytics Section and an Investigations Section. The 
Crime Analytics Section would provide mapping, data analysis, hotspot identification, and 
linkage analysis. The Investigations Section of the RTCC would provide immediate support to 
detectives in solving cases through the use of law enforcement and public databases. The 
Investigation Section would also work to identify gang and crew members engaged in criminal 
activity and provide actionable intelligence to enforcement personnel. The RTCC should be 
situated organizationally under the proposed Deputy Chief of Operations and be fully responsive 
to the needs of both the Uniformed Operations and Investigative Operations. 

The recommended staffing of the RTCC includes one existing investigative detective, one 
existing civilian crime analyst, one existing technology analyst and one new Intelligence analyst, 
who will also coordinate with the Delaware Intelligence Analysis Center (DIAC). The City of 
Wilmington has already applied for funding for a similar position.  In addition, DIAC may have 
assets to contribute, as the New Jersey Regional Operations and Intelligence Center does in 
Newark and Camden. The RTCC members should be cross trained to perform each other’s 
functions.  The identified individuals already existing within the WPD are fulfilling some of the 
required functions and could be trained in the other areas with the assistance of the Delaware 
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Information and Analysis Center (DIAC) and other local analysis centers.  As the RTCC 
develops, consideration should be given to placing an analyst in the DIAC for further training. 

The RTCC personnel should coordinate regularly in the exchange of information with their 
counterparts in the New Castle County Police, the Delaware State Police, and the Federal law 
enforcement partners. 

The RTCC should work to link the viewing capabilities of Downtown Visions to the RTCC and 
expand them beyond the one screen currently available for viewing within the Communications 
Center. 

Recommendations: 

The WPD should establish a Real Time Crime Center (RTCC) for the comprehensive 
analysis and dissemination of information. 

The RTCC should be comprised of a Crime Analytics Section and an Investigations 
Section. 

The WPD staff of the RTCC should include one existing Investigative Detective, one 
existing civilian Crime Analyst, one existing Technology Analyst and one new Intelligence 
Analyst. 

The RTCC should coordinate the exchange of information with other law enforcement 
agencies. 

The RTCC should work to link the viewing capabilities of Downtown Visions and other 
camera systems to the RTCC. 
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LEVERAGING AVAILABLE RESOURCES 

 
 
Finding: The WPD should return personnel to joint federal task forces and engage in 
greater coordination to ensure its members are assigned to Wilmington cases.  
 

The WPD until recently participated in a number of joint Federal Task Forces, including with the 
Federal Bureau of Investigations (FBI), the U.S. Marshals Service (USMS), Drug Enforcement 
Agency (DEA), and the Bureau of Alcohol, Tobacco, Firearms, and Explosives (ATF).  Two 
members of the ATF are currently assigned to the WPD Homicide Squad.  When Operation 
Disrupt was begun by the WPD in February of this year, police department personnel were 
removed from these task forces and assigned to patrol duty.  While Operation Disrupt is reducing 
violence, it is not a sustainable strategy in current form.  In the deployment section of this 
document we make recommendations concerning assignment of officers to platoons and for the 
creation of a Community Stabilization Team to perform a function similar to Operation Disrupt. 

We have heard complaints from within the WPD that officers assigned to joint task forces do not 
regularly work on cases affecting Wilmington.  WPD personnel should be returned to these task 
forces and the Chief of the WPD should meet quarterly with his federal counterparts to review 
existing cases, define needs, and ensure his officers are specifically working on cases that will 
assist Wilmington in reducing violence.    

In maximizing the resources of federal law enforcement, we recommend that the WPD request 
the assistance of the U.S. Marshals Service in establishing a Wilmington dedicated Task Force. 
The WPD should provide space as needed to allow the Task Force to function directly out of 
WPD headquarters.  

 

Recommendations: 
 
The WPD should reassign officers to joint federal/WPD task forces. 
 
The Chief of the WPD should coordinate with federal counterparts to ensure officers’ 
efforts are focused on Wilmington cases that will assist in reducing violence. 
 
The WPD should request the creation of a U.S. Marshals Service Task Force  dedicated 
exclusively to Wilmington. 
 

.   
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Finding: Wilmington’s security cameras appear underutilized and undersupported 

(Note: A more detailed summary regarding the use of video cameras may be found in the 
appendix of this document.) 

Wilmington’s CCTV or camera system is operated by Downtown Visions, the non-profit 
organization that runs Wilmington’s Business Improvement District and its for-profit sister 
organization, Clean & Safe Services.  According to Downtown Visions, a total of 95 cameras 
located throughout the city are monitored, 25 that are owned and supported2 by the Business 
Improvement District and 70 owned and supported by the City.  We found little evidence to 
support the claims that the cameras don’t work.  In fact, Downtown Visions allowed us to review 
its status reports in two different weeks.  These reports are completed multiple times each week 
to assess camera functioning. According to those records, at least 92% of the cameras in the 
system were functioning.   

We did, however, find many reasons to suggest that the system is not properly supported or used.  
As one organization noted, the cameras are largely unused and this became evident during our 
review.  For example, not all of the cameras are monitored daily and the City’s 70 cameras are 
monitored by one staff person per 8-hour shift, a ratio that is likely insufficient without 
technological support.  We also heard feedback that investigators may not make best use of 
available video to solve crimes.  Last, we learned that an effort is currently underway and being 
led by Attorney General Matt Denn and the State Department of Safety and Homeland Security 
(DSHS) to assess and strengthen the Wilmington CCTV system, including the consideration of 
adding additional cameras into the City.  Because this effort appears to be a thoughtful and 
strategic approach consistent with our recommendations, we recommend support of the 
initiative.  A full explanation of our findings can be found in the appendix. 

Recommendation(s): 

These recommendations are made in appreciation of the Goins family and all crime victims in 
the City of Wilmington.  

The Wilmington Police Department should develop a protocol that describes how the 
CCTV system will be used within the agency, setting expectations and standards for 
interaction with Downtown Visions, and requiring consultation with Downtown Visions 
regarding investigations. 

The City should increase funding to Downtown Visions to add two additional staff and 
requiring that the City’s 70 neighborhood cameras be monitored seven days per week and 
at least 16 hours each day. 

The Wilmington Police Department should place a “light-duty” officer within the 
Downtown Visions camera control room to serve as the liaison between Downtown Visions 
and the Department’s Dispatch Center while cameras are monitored. 

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
2	  An	  outside	  consultant’s	  report	  from	  February	  2015	  provided	  to	  us	  by	  the	  Attorney	  General’s	  office	  suggests	  that	  
Downtown	  Visions	  owned	  and	  managed	  32	  of	  these	  cameras	  and	  the	  City	  owned	  and	  managed	  63.	  	  We	  were	  not	  
able	  to	  reconcile	  the	  different	  understandings	  conclusively.	  	  
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Consider broader transparency including potential crowdsourced video monitoring with 
partner organizations or potentially more broadly, and providing open data to allow 
anyone to map the locations of the cameras for crime deterrence purposes.  

Enhance transparency to address the community’s belief that the cameras don’t work, 
sharing data publicly about the number of cameras not working on a weekly basis.  

Data should be maintained within the CAD system to track calls or referrals from 
Downtown Visions to the Wilmington Police Department regarding incidents.  This data 
should be reviewed monthly by the Police Department leadership in consultation with 
Downtown Visions leadership and frequently shared with City Council and the community 
to ensure referrals are acted on appropriately. 

Before adding new cameras, conduct an analysis of the camera system to examine factors 
such as camera placement, hotspot coverage, camera monitoring, control room set 
up/operations, use of the video, and technical capabilities before adding new cameras.  

Best Practice: 

City of Baltimore Citiwatch Services (Mayor’s Office of Information Technology) 
http://moit.baltimorecity.gov/Divisions/CitiWatchServices.aspx  
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Finding: The WPD engages in extensive warrant enforcement but needs coordinate and 
sharpen its focus on violent offenders.   

An important aspect of enforcement efforts to address violence and hotspot areas is the arrest of 
individuals wanted on warrants. Last year, the WPD apprehended over 2,000 individuals on 
warrants. When we asked how this was achieved, we were told that it largely relied on officers’ 
individual initiative.  When we inquired about team-led enforcement that prioritized and served 
warrants, we were also told this was not regularly done.      

As of March 10, 2014, there were 141 WPD felony warrants in DELJIS and another 36 felony 
warrants out of the Superior Court for Wilmington.  There are also 354 misdemeanor warrants 
from Wilmington in DELJIS, a Delaware State tracking program.  Other documents we reviewed 
indicate larger numbers of various warrants.  

We believe lieutenants should coordinate the prioritization of warrants and ensure patrol 
sergeants lead weekly operations to serve felony and other serious warrants. Supervisors should 
ensure that warrant checks are conducted whenever an individual is stopped for investigation or 
summons. WPD should analyze the misdemeanor warrant cases using the criminal history 
background of the offender to ascertain if their past criminal history would indicate a propensity 
for violence even though the charge they are wanted for is not a crime of violence. Those with a 
violent history should receive priority for investigation and warrant execution. A list with 
photographs of the 25 most violent offenders should be created and updated monthly.   A prior 
existing program that freed officers for additional patrol duties by allowing them to surrender 
individuals arrested on warrants to the booking officer for processing should be reinstated. 

Recommendation: 

The Department should continue its warrant enforcement efforts, but engage in greater 
focus through prioritization of warrants concerning the most violent wanted individuals 
and those who frequent or live in hotspot locations.  

Lieutenants should ensure sergeants weekly engage in team-led warrant enforcement.  

The WPD should establish a list with photographs of the 25 most violent wanted offenders 
and focus on their apprehension. 

A prior existing program that allowed officers to surrender arrestees from warrants to the 
booking officers for processing should be reinstated. 
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Finding: Leveraging technology and strategically procuring additional equipment can 
serve as a force-multiplier for the WPD.  

WPD should conduct a comprehensive review and audit of its equipment to determine its 
resources.  Knowledge and training on available equipment can be an advantage to assist in the 
reduction of violence and the promotion officer safety.  
 
One significant deficiency that was identified was a lack of Automated License Plate 
Recognition Systems (ALPRS).  LPRs are a proven and efficient tool to enable patrol officers to 
identify vehicles that are the subject of traffic or criminal related warrants.  The WPD should 
obtain a minimum of 12 LPRs to deploy in sector cars, 4 per sector.  The State of Delaware may 
be able to assist in the acquisition of the LPRs through highway safety or other block grants. The 
International Association of Chiefs of Police (IACP) provides policy and procedure information 
for APLRS in their publication titled:  Automated License Plate Recognition Systems available 
on line at IACPtechnology.org.   

 
Equipment is available through the Regional Information Sharing Program and will lend 
equipment to police departments.   There is also money through HIDTA and the Governor’s 
Highway Safety program that the WPD should avail itself of. 
 
Recommendation: 

 
The WPD should work with the State of Delaware to obtain Automated License Plate 
Recognition Systems (ALPRS). 
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STRENGTHENING THE WPD 

 
 
Finding: WPD lacks a Deputy Chief for Operations whose primary function is to ensure 
that enforcement operations across all sectors is intelligence-led, data-driven and 
appropriately staffed.  
   
Currently the WPD is largely reactive as opposed to proactive and does not have systems in 
place to allow for an intelligence led-model of policing that attempts to predict and stop crime 
before it occurs.   There is a significant amount of excellent police work that occurs within the 
organization, as seen in the over 4,100 arrests and over 2,000 individuals returned on warrants in 
2014.  There needs to be a significant increase in cooperation and intelligence sharing among the 
patrol and investigatory units in the department.  The current 2014 clearance rate of 15% of 
homicides is indicative of how important the need for intelligence sharing is among divisions. 
 
The WPD should review available data constantly to engage in predictive policing and deploy its 
resources based on the most current trends and patterns. Moreover, as discussed in the crime 
analytics section, the WPD should train and ensure that all supervisors and officers have the 
ability to access and understand current crime analysis data.  As Dr. Jerry Ratcliffe’s analysis, 
which can be found in the appendix to this document, indicates a large amount of the City’s 
crime occurs in a few specific areas he identifies as hotspots.  Based on the ongoing analysis, the 
WPD should take proactive steps to address conditions at hotspots before crime occurs, including 
addressing narcotics and quality of life conditions, enforcing curfews, serving warrants, and 
deploying officers on foot to their areas to stabilize area particularly after shootings or narcotics 
arrests.   

 
We note the current Chief of the WPD understands the significance of this issue and is taking 
steps to create a more comprehensive response to violence within the City.  In order to fully 
implement and manage a comprehensive strategy, we believe the Chief of Police should appoint 
a Deputy Chief Operations as second-in-command whose sole responsibility is crime and 
violence reduction.  While some may suggest that this is the role of the Chief of Police, the large 
number of responsibilities of any Chief of Police limits his or her ability to bring full focus to the 
mission of crime reduction. The appointment of a Deputy Chief Operations would provide a 
strategist and police manager who could ensure the development of an intelligence-based 
policing model that focuses on hotspots and patterns of crime.  The Deputy Chief Operations 
should ensure comprehensive intelligence development, sharing of information, proactive 
coordinated policing, follow up, and full accountability. The Deputy Chief Operations would 
also be responsible for development of the current Target Analytical Policing System (T.A.P.S.) 
into T.A.P.S./CompStat model of management accountability.  This T.A.P.S./CompStat model 
ensures greater coordination and accountability among Supervisors and is discussed in a different 
section. Candidates outside the Department who possess strong management and crime 
analytical skills should be considered for this position. 
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Recommendations 

Enforcement efforts should focus on hotspots and crime patterns.  

The Department should appoint a Deputy Chief Operations who would serve as the 
Department’s chief crime strategist and be responsible for crime control initiatives 
throughout the Department, including developing the existing Target Analytical Policing 
System (T.A.P.S.) program into a T.A.P.S./CompStat accountability and management 
system. 
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Finding: Low salaries and less favorable benefits are making it more difficult for WPD to 
attract recruits and retain officers. 
 
In preceding sections, we discussed our conclusion that WPD’s excessive and unplanned 
overtime spending has jeopardized a rational budgeting process and eliminating opportunities to 
fund needed increases in capacity and in other areas. This need for overtime is influenced by a 
number of factors, including the current deployment strategy, attrition, and hiring challenges.   

WPD advises that its normal attrition rate averages 12 officers per year. However, the 
Department also has 51 officers eligible for retirement. The large scale loss of officers through 
either retirement or other attrition has the potential to have a dramatic impact on deployment and 
policing.  
 
In assessing the issue of attrition, we learned that the WPD’s starting annual base salary is 
among the 5 lowest paying in the region. Specifically, the Department’s $42,000 starting annual 
base salary is approximately $7,000 less than its county neighbors and almost $12,000 less than 
the state’s. In addition, WPD does not offer the same benefits as several other agencies, such as 
take home cars. We also learned that no labor contract has been approved since 2010.   
 
The issue of  “under-compensation” can generally be extrapolated beyond entry-level recruits 
and patrol officers to other ranks within the Department.  It also creates and exacerbates 
conditions favorable to lateral moves. In that regard, the WPD advised the predominant reason 
cited in exit interviews for leaving the Department was for better salary and benefits. 

 
Recommendation: 

 
The City should work with the Fraternal Order of Police in an effort to make its salary and 
benefits package more competitive with police departments in surrounding communities.  
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Finding: WPD should develop a strategic communications approach that ensure that the 
community and stakeholders are informed of the successes of WPD in improving public 
safety and engaging the community.  

A consistent point made across community and business interviews was that most are unaware of 
the details regarding WPD strategies or what the WPD is doing to address crime and violence. 
When asked to describe the substance of communications from the WPD, most pointed to 
notices in social media and press accounts of more crime or arrests, which some noted simply 
reminds them that a major crime had occurred. Many in the business community noted that the 
perception of Wilmington’s crime and violence is often driven by what is read in the news and in 
social media accounts, which is not always factual and often becomes embellished as the story is 
told and retold through word of mouth within local companies. A review of the Department’s 
social media accounts shows some attempts to post positive information, however these stories 
are often overshadowed and inconsistent. Additionally, a review of recent media reports and 
WPD communications regarding requests for the public’s assistance in relation to criminal 
activity found that it is not easy or intuitive for the public to submit anonymous tip information 
to WPD investigators.  In multiple stories, a web address was provided that took citizens to a 
webpage for a company that is apparently providing anonymous tip collection services for the 
WPD, potentially discouraging information sharing.  Other stories only listed a phone number to 
call.    

It is imperative that the communications role and function be seen as requiring proactive 
engagement with the community and communicating the work of the WPD through various 
channels, including in-person, the media, and electronic means such as social media. No longer 
can agencies rely on the news media to find good news about law enforcement and to share it 
effectively – positive content and messaging must be proactively and regularly created by the 
WPD and shared with the community, including business partners who are willing to assist in 
messaging the positive work of the WPD. Communicating in this way can also encourage the 
community to become more involved in supporting the work of the WPD to improve the 
community and can begin to erode the effects of street-level “stop snitching” campaigns. 

Encouraging the public to provide anonymous tip information can be done very effectively with 
various solutions that make it easy, intuitive, and quick to anonymously provide information.  In 
addition to providing these tools to the public, agency marketing of the resource and strong 
assurances of anonymity are critical.  The Atlantic City, NJ Police Department more than 
doubled the tips they receive from 2013 to 2014 by using such a system and the Yonkers, NY 
Police Department experienced a 40% increase in the first two years of its use of such as system. 

Recommendation(s): 

Hire a non-sworn Communications Director/PIO with the training and skills needed to 
effectively communicate the positive efforts of the WPD and the community  

Engage a law enforcement communications consultant to assist in immediately improving 
WPD communications with the public and media.  
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Best Practice:  

Prince George’s County, Maryland Police Department 

Boston Police Department 

Yonkers, New York Police Department “Tip411 Program” - 
https://www.youtube.com/watch?v=9zUzpbbeSTo and tip411.com 

Master Cpl. Anthony Harris’ Outreach Efforts as noted in delawareonline.com week of 
3/23 
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Finding: WPD has as many as 9 officers currently assigned to administrative positions that 
could be fulfilled by civilians or officers in light-duty status.  
 
To address concerns regarding the belief that an excessive number of officers might be assigned 
to the WPD headquarters performing administrative of other non-enforcement duties we 
examined the organization and asked various members of the Department about such 
assignments.  As is common in many Departments officers are deployed to administrative tasks 
when they are injured or temporarily not able to perform full patrol duties. Overall we identified 
fewer than ten officers assigned to administrative duties and we recommend each position be 
reviewed to determine if the position can be civilianized. 
 
The increased presence of lieutenants in the station that occurred when their role was changed to 
focus more administrative duties may have led to a perception that many officers were solely 
involved in administration of the department.  In our recommendations in in an earlier section of 
this report, we address the role of lieutenants and believe that tying their role more closely to 
patrol leadership would change this perception. 
 
Recommendation: 
 
The WPD should consider civilianization of a number of positions in the Department 
including Public Information Officer, and officers assigned to the Computerized Assisted 
Dispatch system, computer maintenance, asset forfeiture, grant writing, accreditation, 
court liaison, planning, and evidence control.  We note that the assignment of these officers 
to patrol could in part reduce the expenditure of overtime and contribute to paying for 
civilian salaries.    



52	  
	  

Finding: The creation of select staff positions within the WPD would allow for greater 
structural alignment and increase focus on violence reduction. 

WPD is commanded by a Chief of Police with two high ranking direct-reports by Inspectors, one 
of whom supervises Uniformed Operations and the other who supervises all Investigative 
Operations.   A Public Information Officer and a small staff also report directly to the Chief. 

In order to increase efficiency within the Department and allow for greater focus on violence 
reduction, we recommend the creation of the following positions.  

Deputy Chief Operations 

The Deputy Chief Operations would be the second in command in the WPD and would be the 
Department’s Chief crime strategies and be responsible for implementation of all crime and 
violence reduction strategies.  He or she would chair the Department’s T.A.P.S./CompStat 
meetings and ensure coordination and accountability throughout the WPD in the area of crime 
reduction initiatives.   

Chief Information Officer (CIO)  

In our review of staffing, organizational structure, and Department needs, it is clear that among 
the greatest challenges to the WPD is the integration of the vast amount of technology available 
that could assist the Department in both its crime reduction efforts and in increasing 
accountability and administrative efficiency. Currently the Department has one civilian, a retired 
Sergeant, who is responsible for the vast majority of its technology needs and challenges. He 
performs a wide variety of tasks from running cable and setting up computers to making queries 
within the CADS and other computer systems.  

Our interviews indicate that many different understandings exist regarding the quality, 
availability, and adequacy of technology in the WPD.  Negative comments we heard include the 
quality of Kronos, the time management system used by the WPD.  We have also been told that a 
civilian is assigned to input hundreds of documents by hand, including daily activity sheets of 
patrol officers.   It is not possible to work through each of these issues in the brief time allotted 
for this consultation.  Pending the appointment of a Chief Information Officer, we recommend 
immediate establishment of a working committee for technology.  The committee should be 
comprised of sworn officers and civilians, including those with and without expertise in 
technology.  Its members should identify all areas where technology or training regarding it can 
be improved, particularly in those cases where the process can be quickly implemented.      
 
Many others throughout the Department have knowledge and skills related to specific systems. 
To the organizations benefit, the Chief himself has significant technological knowledge, which 
he shares.  However, the Department lacks a Chief Information Officer whose sole focus is the 
identification, procurement, installation, and maintenance of the best available technology that 
would support the Department’s vision for crime reduction. A CIO would also have a major role 
in working with the Training Unit to ensure comprehensive ongoing training concerning 
available technology that can assist in crime reduction and investigations. 
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Creation of an Inspector for Support Services 

In continuing our review we examined the role and organizational reporting structure to the two 
existing Inspector positions.  We note that each of the existing Inspectors has responsibility for 
managing resources that do not align with his primary role.  The role of the Uniformed 
Operations Inspector should be focused on patrol operations to reduce violence and crime.  
Currently the Uniformed Operations Inspector is additionally responsible for such support 
functions as running radio communications, the property unit, and vehicle maintenance.  The 
Uniformed Operations Inspector supervises three Captains (who supervise patrol) and three 
lieutenants who oversee the special operations (e.g., emergency services unit, K-9 unit, school 
officers); prisoner booking; and special services (e.g., communications, evidence control, and 
vehicle maintenance). 

The Investigative Inspector supervisors four captains who oversee: Criminal Investigations; 
Drugs, Organized Crime and Vice; Professional Standards; and Human Resources. 

We believe the Investigative Inspector’s efforts should be focused on solving past crimes and 
disrupting illegal drug sales and violence through investigations. Currently he is also responsible 
for human resources, including training, budget, and planning, and accreditation, as well as 
professional standards throughout the organization.  A more thorough discussion of professional 
standards can be found elsewhere in this report. 

In examining the structure, we also note that Professional Standards has two units under it that it 
might be required to investigate.  Professional Standards also reports to one of the Inspectors 
who has numerous units reporting to him that at times require investigation.   

 

Recommendations:  

A Deputy Chief Operations position should be created. 

A civilian Chief Information Officer position should be established within the Department.  
The salary should be adequate to ensure the hiring of highly skilled individuals. In 
recognition of the importance of technology to the reduction of crime throughout 
Wilmington, the Chief Information Officer should report directly to the Chief. 

A Support Services Inspector should be created, who would assume responsibility for many 
of the functions not directly related to Patrol Operations or Criminal Investigations.  

The Professional Standards Unit should report directly to the Chief of Police to avoid 
inherent conflicts of interest and ensure integrity issues are reported to and addressed at 
the highest level of the organization.    

As part of moving the Profession Standards Division directly under the Chief, we would 
also recommend moving the Court Liaison Officer and the Extra Job Coordinator, 
currently under Professional Standards, to Support Services.  By moving these two units, 
Professional Standards avoids any conflict of interest when an audit or investigation of 
these two subunits is required.    


