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Executive summary

Most public safety agencies did not choose fragmentation. They grew into it.

One system for field training. Another for scheduling. A third for use of force reporting. A
spreadsheet for the equipment room. A shared drive for policy. A separate login for evaluations.
Each one solved a real problem the day it was bought. Together, they created a bigger problem
that no single tool can fix: a workforce and operations backbone that does not connect.

This paper looks at the true cost of that sprawl. Not just the license fees, which are easy to see,
but the hidden costs that rarely show up in a budget line. Staff time lost to duplicate data entry.
Decisions made without a full picture. Compliance risk from records that do not match. Training
time spent learning a dozen different tools. And the slow erosion of trust that comes when an
agency cannot answer a simple question quickly.

The good news is that this is a solvable problem. Agencies that move from scattered point
solutions to a single connected platform recover time, cut cost, and get answers they can
defend. This paper explains where the hidden costs come from and how to measure your own
exposure.

The problem no one bought on purpose

Ask a chief how many software systems their agency runs, and most cannot give you an exact
number. That is not a knock on leadership. It is the nature of how agencies buy technology.
Software gets acquired one need at a time. A grant opens up, so the agency buys a training
platform. A new policy requires better use of force tracking, so a reporting tool gets added. A
scheduling headache leads to a shift management app. Each purchase makes sense on its own.
Almost none of them are chosen based on how well they connect to the tools already in place.
This pattern has a name in the wider technology world: SaaS sprawl. It happens when
subscriptions multiply faster than anyone can track them. The result is fragmented workflows,
duplicate costs, and data that sits trapped in separate systems.

Public safety has its own version of this, and it runs deep. There are roughly 18,000 separate law

enforcement agencies in the United States, and silos exist not just between them but inside
them. Arrest records sit apart from investigative records. Training data sits apart from personnel

Page | 2



data. The equipment room ledger has nothing to do with the fleet log. Information lives under
one roof but cannot be seen in one place.

Most of the conversation about this problem focuses on the big operational systems, like
dispatch and records management. That matters. But it overlooks a second, quieter layer of
sprawl: the workforce and back office systems that keep an agency running. Field training,
training management, evaluations, professional standards, scheduling, use of force, policy,
assets, and fleet. These tools rarely talk to each other, and the cost of that silence adds up every
single day.

Where the hidden costs come from

The license fee is the smallest part of what fragmented software costs an agency. The real
expense is buried in staff time, bad data, and missed opportunities. Here is where it hides.

1. Duplicate data entry

When systems do not connect, people become the connection. An officer's name, badge
number, unit, and rank might be typed into six different tools, one at a time. When that officer
transfers or gets promoted, someone has to update all six. Miss one, and the records no longer
agree.

This manual copying is slow, and it is a steady source of error. Every retype is a chance to fumble
a date, misspell a name, or drop a record. Across a full agency, the hours spent moving the same
information between systems add up to real money and real risk.

2. Decisions made without the full picture

To answer one hard question, a supervisor may have to pull data from five different systems,
each of which stores information its own way. By the time they stitch it together, the answer is
late and the confidence is low.

Consider a simple example. A supervisor wants to know if a particular officer is trending toward
a problem. The answer lives in several places at once. Use of force records in one system.
Training history in another. Field training notes in a third. Complaints in a fourth. When those
sources do not connect, the warning signs stay scattered, and the pattern that any one of them
would reveal never comes together.
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Surveys of police agencies have found that the tools to search across these silos are rare. In one
national survey of hundreds of agencies, only a small fraction had the technology to search data
shared across systems, and even fewer had tools that could find connections between records.
Most leaders are making decisions with a partial view, and they know it.

3. Compliance and audit risk

Fragmented data makes compliance harder and audits more painful. When records live in
separate systems, the risk of missing a report, submitting incomplete data, or failing to produce
records on demand goes up.

The federal government has noted that only a fraction of the interfaces between public safety
systems follow any shared standard, and the ones that exist often overlap or conflict. That
means the burden of making the data agree falls on people, not software. Staff spend hours
reconciling numbers between systems instead of doing the work that actually serves the
community. When an auditor, a court, or the public asks for records, the scramble begins.

4. Training and onboarding drag

Every system has its own login, its own layout, and its own quirks. A new hire does not learn one
tool. They learn a dozen. Supervisors have to know all of them well enough to help. Every
context switch between tools costs a little focus and a little time, and those costs repeat every
day for every user.

When a vendor changes their software, or the agency swaps one tool for another, the training
bill comes due again. Fragmentation does not just cost money once. It keeps charging.

5. Wasted spend on overlap and shelfware

Independent research on software spending suggests organizations waste close to a third of
their software budget on tools that are unused or duplicate. In an agency that bought systems
one need at a time, overlap is almost guaranteed. Two tools track training. Two tools handle
documents. A feature paid for in one system already exists in another, unused.

Broader analysis of fragmented technology stacks has found they can carry a total cost of
ownership that runs meaningfully higher than a unified platform, once integration work,
duplicate features, and operational overhead are counted. The sticker price of each tool hides
the true bill.
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6. Slower response and lower trust

All of these costs roll up into one that is hard to measure but easy to feel. The agency gets
slower. Questions that should take minutes take days. Reports that should be routine become
projects. And when leaders cannot answer basic questions about their own operations quickly
and accurately, trust erodes, inside the agency and out.

Why agencies stay stuck

If the costs are this real, why do agencies live with them? Three reasons.

The costs are hidden by design. No invoice says "duplicate data entry" or "decisions made
blind." The pain is spread across many people and many hours, so it never lands on one desk as
a single number. It feels like the normal cost of doing business.

Ripping and replacing feels risky. Agencies depend on these tools every shift. The idea of
changing systems raises fear of data loss, downtime, and a hard transition. Staying put feels
safer, even when it is more expensive over time.

Middleware and workarounds paper over the gaps. Many agencies bridge their systems with
spreadsheets, manual exports, and one off fixes. These keep things running, but they are fragile.
They depend on specific people knowing specific tricks, and they break the moment those
people leave.

The result is a status quo that is expensive, brittle, and quietly accepted. Breaking out of it takes
a different way of thinking about the problem.

What the alternative looks like

The fix is not another tool. It is a different model.

Instead of a dozen separate systems, each with its own copy of your people, your org chart, and
your data, a unified platform uses one shared foundation. Officer records, rank, unit, and
assignment are entered once and used everywhere. Training, evaluations, standards,
scheduling, use of force, assets, and fleet all draw from the same source of truth.
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This is the operating system model. Just as a phone runs many apps on top of one system that

handles identity, data, and permissions, an agency can run many functions on top of one

platform that handles the same. The apps stay purpose built for each job. The foundation

underneath stays shared.

Command HQ™ was built on this model. A shared core layer holds identity and the agency's

structure, from the top of the org chart down to the individual unit. Every application in the

platform reads from and writes to that same layer. There is no reconciling, because there is

nothing to reconcile. The data agrees because there is only one copy of it.

When the foundation is shared, the hidden costs start to disappear:

Data is entered once. A promotion or transfer updates everywhere at the same time.
The full picture is available. A supervisor sees training, evaluations, use of force, and
standards together, because they were never apart.

Compliance gets easier. One system of record means one place to pull audit ready data.
Onboarding gets faster. Staff learn one platform, not a stack of unrelated tools.

Spend gets clearer. One vendor relationship replaces many, which cuts overlap and gives
the agency real leverage at renewal.

How to measure your own exposure

You do not need a consultant to gauge how much fragmentation is costing you. Ask these

guestions.

1.

Can you count your systems? List every software tool your agency uses to manage
people, training, scheduling, standards, and assets. If the list is hard to complete, that is
the first finding.

How many times is an officer's record entered? Pick one recent hire and trace how
many separate systems hold their basic information. Every extra copy is a maintenance
cost and a source of error.

How long does a cross system question take? Ask a supervisor to answer a question
that spans training, use of force, and evaluations. Time it. That delay is the daily cost of
silos.

How do your systems share data? If the answer involves spreadsheets, manual exports,
or one person who "knows how to do it," your integration is fragile.
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5. What are you paying in total? Add up every license, plus a fair estimate of the staff
hours spent moving data between tools and reconciling records. That number is usually
far larger than leaders expect.

If these questions are uncomfortable to answer, the fragmentation tax is already being paid. The
only choice is whether to keep paying it or fix the root cause.

Conclusion

Fragmented software is not a technology problem that lives in the IT closet. It is an operational
drag that touches every officer, supervisor, and leader, every shift. It slows decisions, buries staff
in duplicate work, raises compliance risk, and quietly wastes budget that could go to the mission.
The costs are hidden, but they are not unfixable. Moving from scattered point solutions to a
single connected platform gives an agency back its time, its data, and its confidence. The
question is not whether fragmentation costs you. It does. The question is how much longer you
are willing to pay for it.
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