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I. Introduction

Chester is a city having a population of about 56,000, covering
an area of 4.8 square miles. £t is a port city and has several large
industries,'(Sun Ship‘Yard, and Scott Paper Company).

The city is policed by a department of about 130 sworn personnel.
The Department operates out of a diﬁgy, delapidated building in the

center of the downtown area. The organization appears to be some-

what behind the times in terms of its ddministrative and personnel

practices. This lag Qas been caused by a lack of technical know-how
and has been aggravated by a severe iack of funds.

"“one of the bright spots in the Chester PolicebDep%rEﬁeﬁt is that
there are several individuals in the department at the middle manage-

ment level who appear to have the ability and interest to bring the

"~ department out of its doldrums. Given the correct political environ-

ment and the resources, these individuals could quickly bring the
department into the mid-20th Century. |

In 1972 the city of Chester had a crime rate which was among the
h;ghest in the southeast fegion of Pennsylvania. - The burglary and
robbery rates were of particulay concern to the department. The de~
pértment; atbthat time, felt thaf in order to control crime it would .

be necessary to adopt a more offensive posture.k In early 1973, the

" Chester Police Department applied for a grant from the Governor's

Justice Commission for the implimentation of a Tactical Patrol Force

(TPF) . The Tactical Patrol would be committed solely to street crime

problems.

v
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In mid-1973 Chester was awarded the grant. The funds cover sala~

~ries, equipment, and fringe benefits for eight policemen and onée

supervisor at the level of captain. In addition, funds were provided
for two motor: vehicles and certain communications equipment.
The TPF became operational in December of 1973. This report is

an evaluation of the project through August of 1974.



II. Evaluation Procedures

In the proposal for the sub-grant the-Departmeht was not éxplicit
in stating the goals for the program other than it was implied that
?he TPF would be effective in reducing crime (spécifically burglaries
and robberies). . L

A program objective of reducing crime in the city, while laudable,
is quixotic and unreaiistic in the shoxrt-term sense, for several rea-
sons.

First, there is sufficient evidence now available éo'indicate
that the use of reportéd statistics to measure the amount of crime
that actually occurs is not valid.* Tt appears that only 50-60 pe;—
cent of the crime that is actually perpetrated is ever brought tc the
attention of the poli;e.** Thus the Chester TPF could be very effec~
tive in reducing crime by perhaps 20-30 pexcent, but because repqrted
crime is inaccurate by 80-100 percent, such an improvement might not
be detected.

One of the reasons £hat a significant amount of crime is not re-
ported is that citizens have lost confidence in their police in the
sense that they feel that the police will, or éannot, do anything

effective about the crime.* Thus they do not xeport it. If the

* See for example, President's Commission of Law Enforcement and
" Administration of Justice, Task Four Report: A Report of a Na-
"tional Survey, Field Surveys IT. Superintendent of Documents,

Washington, D.C., May 1967, p.9. o

*%* Although it may not apply to Chester itself, more recent data indi-
cates that within Philadelphia proper, the under reporting of crime
is considerably more serious than previous studies elsewhere would
suggest. Apparently, only about 33 percent of the crime that is
actually perpetrated is reported to the police. See National Wire
Service articles, circa April 15, 1974; or Crime in the Nation's :
Five Largest Cities, Advanced Report, U.S. Dept. of Justice, Wash.
D.C., April, 1974. .

powe

éhester TPF is successful in increasing the public's confidence in
the police, then this success may have the effect of increasing the
amount of reported crime.

The final reason that reported crime is not a satisfactory measure
for the prégram is that the TPF is apparently intended to be an aggrés—
sive unit in the sense that it searches for crime. If it is success-
ful in doing this then many of the crimes it detects may well be those
which would not be reported to the police. Once again, increasiné the
amount of reported crime which would indicate that the 'TPF was unsuccess-
ful in meeting its objective of reducing crime.

The amount of actual crime can ge measured using survey techniques.‘
However, the cost of such measurements is far beyond the resources
available for the evaluation «f this program.

Thus for two reasons: (a) the inaccuracy of crime statistics, and
(b) the lack of demonstratable evidence showing a one-~to-one correspon-
dence of the quality of a community police force to the amount of re-
ported crime; the use of reported érime data as an evaluation device
must be dismissed.

The proposal submitted for the evaluation of the Chester program

-~

suggested a different philosophy for measuring the success of the
project.

The feason that the Chester Police Department suggested the TPF
program is that a TPF operation is a recognized pdlice tactic. The
justification for using tagtical patrol tactic is the same as that

for using any other police tactic, be it.investigative, interception
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patrol, or the preventive patrol tactic. Tt is simply a fact that

[y
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no tactic exists at the present time that can be demonstrated to have

a direct effect on the amount of crime occurring. Until such time

that such a demonstration is available police administrators must use

whatever tactics they feel are effective. Thus, resources should be

made ‘available to police administrators so they can implement such

units.

-

From this point of view then, this program should he evaluated
in terms of how well the Department implements its TPF as measured

as to how well it compares to recognized tactical patrol standards.

An evaluation program based upon this approach would involve the

following tasks.

The first task would be to firmly fix the type of TPF that Chester

has in mind. Essentially, this means that the administration must

' make a clear commitment regarding the general complexion of their TPF. !
This, then, is the first point af evaluation: Have the resources been
uséd As made in this commitment?
- A second task is for the department to prepare a plan describing
» how their unit will be deployed and controlled throughéut the year.
This plan also contains a list of problems that must be addressed,

with priorities assigned.

A second point of evaluation then is the planning that has been

devoted to the expenditure of this resource. The plan woﬁld be

evaluated on:
Its flexibility
The degree to which it is followed

The degree to which it is updated

.
-

The TPF uses different tactics than a conventional patrol. There-
fore, the third task to be accomplished is that each department pre-
pare a training program. The third point for evaluation then is the

quality of the training. Specifically it would be evaluated for its:

pextinence

completeness

. quality of instruction -
effectiveness of instruction

One of the dangers of implementing units such as a TPF is that
they often cause divisions within departments because, either by
statement or implication, the impression is given that the TPF per-
sonnel form the elite.of the department. '~ Thus, those who are not
in the unit are made to feel that they are second-class policemen..
This division is often increased becéuse the TPF units are not as
closely supervised as the regular patrol, and they do not need to
respond to the many non-criminal service requests, which many police~
men feel does not fall in the category of police work. The magnitude
of this division can be used as a measﬁre to evaluate the depart-
ment's managerial ability to implement change.

TPF's are most effective when they are assigned to specific
problems (purse snatches, commercial burxglaries, residential burglar-
Qes, etc.). Thus another point of evaluation is to determine the
number and quality of individual problems addressed, and how many of

these were successfully solved.
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Another measure of operational effectiveness is the normalized
arrest rate for the TPF unit, which would be compared to a similar

measure for conventional patrol units.

The final point of evaluation addresses the question of whether

the TPF was actually used as intended. This judgement can be made
by examining the actual deployment scheme to see if it matches the
géographic and temporal occurrence of crime in each of the communi-
ties.

Tﬁe evaluation program, of course, must not be lim£ted to the
points suggested above. They are nated at this point oniy to out-~
line a suggested approach for evaluating the program. Certainly,
if this approach is to be used, a more detailed plan for evaluation
would be generated which would specify the evaluation details after
consultation with the Commission and the Chester Policé Department.

While the use of crime and arrest statistics as measures of the
effectiveness of the program has been deemphasized, such data, for
a ﬁumber of reasons (e.g., conventioﬂ and political) cannot be ig-
nored. Therefore, it is necessary that such data be acquired. It
is equally important that some indication be obtained regarding the
accuracy of this data.

In summary, the evaluation of the Chester TPF consists of t¢hree
areas.

l. A pre-program evaluation of the accuracy
of Chester's cfime, arrest, and clearance

_statistics.

L
.

2, The generation of a document between
the evaluator and the Chester Police
Department outlining the objectives
of the program and specific items and
measures to be used for.the evaluation.
3.  The ogtaining of the data and informa-
tion required’to make the evaluation
as stated in the above document.
At this point, some nine months into the progrém, ﬁhe first two
tasks listed above have been completed. The third task is underway
and that data which is avaiiable collected.

The remainder of this report discusses these matters in. detail.
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III. PRE~PROGRAM EVALUATION ACTIVITIES

In order that there be complete agreement betwéen the evaluator
and the Chester Police Department about such matters as to the nature

and objectives of the planned program, and the specific points and

-measures to be used in the evaluation of the program, several meetings

with the Chester Police Department personnel were held prior to the

. program becoming operational.

The need for firming up the program was obvious from the proposal
submitted to the Governor's Justice Commission. The section on
"Methods" of the proposal contained contradictory statements as to

how the unit would be controlled and managed. For example:

"The eight-man squad will be directly

supervised by the captain on duty, and

he will be responsible to the chief of
police. The mobile squad will be under

the command of the Mayor." (anderlining

added by evaluator.)

"The work schedule will be determined

by the Mayor or,the chief." (underlining

added)

And again in the last paragraph:

This unit may be loaned to any division

or operation in the department. (underlining

added)

~Clearly if these statements are to be taken literally, the
members of the TPF would have at the minimum, seven different bosses
a situation which would certainly minimize the effectiveness of the
unit.

" The second area of concern to this evaluator; was the proﬁosal

was not at all clear how the unit was to be tactically deployed.

© Vague references in the proposal indicated the unit would be used

to "reinforce police patrols in high crime areas . . . for surveil-
lance, vice, narcotics, community relations, gang control, etc."

These pre-program meetings resulted in a document which speci-
fically defines and/or describes how the TPF will be deployed, the
problems it will address, and how it will be e¢ontrolled.

In addition, a list of tasks was generated. The degree to which
these tasks are accomplished by the Chester Police Department is to
be the principle measure used to evaiuate the Chester TPF program.

The Chester Police Department has indicated their acceptance of
both the program description and objéctives, and the task list.

During theéé pre~-poperational visits the accuracy of Chester's
‘erime reporting and clearance rate was evaluated. The results of

this evaluation are summarized below.

Program Description and Objectives

The Chester Tactical Unit will be crime oriented. That is, its
objectives will be limited exclusively to preventing crime, intexcept-
ing crime while it is in progress, making apprehensions of the per-

petrators of crime and for the control of civil disorders. Only under

*
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unusual circumstances will the manpower of the Squad be committed for

supplying police responses for non-criminal requests for serv1ce.

The unit w1ll use a varlety of tactics for preventing and inter-
cepting crime and for apprehending perpetrators; these will include
preventive and interception patrols, surveillance, community rela-
tions, initial investigations, as well as others.

It is realized that the effectiveness of the unit will depend
upon, among other things, the planning of its operations in both the
short and long range sense and upon its flexibility. For this reason
the commander of the unit will be given the authority and hence held
accountable for such matters as Lersonnel selection, training, de-
ployment, selection, of problems and the maintenance of suitable
recorxds which can be used to review the detail activities of the

unit during the course of the program.

'BEvaluation Procedures

The evaluation of the Chester TPF program will be made upon the
degree to which the following tasks are accomplished,
I. Management
A. Development of a plan for the general deployment

and control of the unit. g
1. A list of problems to be’ addressed and priorities
2. Flexibility of the plan
3. The degree to which it is followed

4. The degree to which it is updated

II.

III.

Iv.

B. The development of a procedure for controlling
the unit in the fieid.
C. The development of a procedure dispatching of
units by the communications section.
D. Moral Lffect of the unit on other elements ?f
the Department
Training
A. Development of training schedule
B. Training for
1. Pertinence
2., Completeness
3. Quality of instruction
4, Effectiveness
Results
A. Problems addressed
1. Of highest priority
2. Successful solution
B. Generalized deployment corresponds with the temperal
variation of the occurrence of crime in Chester.
Records " ' i
A. Plans and procedures
B. Manpower deployment
C. List of problems addressed and the results of the police
response |
D. Arrest and clearance data

’

N
P
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ACCURACY OF CHESTER'S UNIFORM CRIME REPORTING

Methodology. The means of assessing the accuracy of a city's crime
reporting‘system consists of extracting a sample of requests for ser-
vice which-'appear to be of a criminal nature, and examining this.sam—
ple in some detail to determine if in fact a crime did occur, and if
it did whether it was entered into the UCR tally.
In order to determine if there is any under-reporting of crime

it is necessary to extract the sample from the point that the police
first make a written record of the request for service (a radio leg

or complaint card). This first recdrd contains all the information

that is available at the time.

As the log or complaint card is used by the dispatcher it will
usually contain some notation if the complaint clerk has any indica-
tion that the request for service is of a criminal nature.

The accuracy of a department's clearance rate can also be esti-

.

mated - by using a sampling technigue. The sample of cleared crimes

is_examined to see if they meet the definition of a cleared or ex-

ceptionally cleared crime.

L

Crime Data for Chester. A schematic outline of Chester's record

‘gystem and the means by which information is entered and cotrelatedv

is shownvin the accompanying diagram. This system is such that it
is completely impossible to assess the accuracy of Chester's UCR
data. |

The radio log does not contain any indication why the patrol unit

was ‘dispatched, what was the nature of the police response, nor

v,\\\
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&hether a report of the incident was generated. Thus, if patrolmen
are down-grading incidents so they are not being réported as crimes,
if would be impossible to detect this by examining the départmen?
records.

The second point at which incidents could be down-graded isﬂin
the records section. Only at this point is an incident number
agsigned to reports, and then only those which are classified as
criminal are numbered. Thus once again it becomes impossible to

determine whether or not a criminal event has been entered into the

UCR tally.

The above should not be interpreted that Chester is not keeping
accurate UCR data. It is only pointing out that there is no simple
way of demonstrating that they keep accurate tallies.

It should also be noted that when the éb0ve weaknesses in their

.system were point2d out to the Chester people they immediately took

corrective action so that it would be possible to assess the accuracy
of their UCR tallies in the future.

L
Clearance Rate.  The Chester Police Department keeps a listing of only

Part I crimes that are cleared. There is no means of extracting from
the record system any othgr‘crime that has been cleared.’

A sample of 50 crimes that were classified as cleared during the
month of July, 1973 was selected for examination. OFf this samplé;
the records of 12 of the incidents were not immediately a;ailable

(i.e., they were being used in court). The remaining 38 incidents
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were examined in some detail. Of these only one was found not to
fulfill the definition of a cleared crime. Thus the study would
indicate that the clearance data for Part I crimes at least is

accurate; that is, the tally of cleared crimes is in error by only

‘about three percent.

[RaEsplor gty

i
b gt e b

XTSRS

ot

LRobbery File

14
Citizen
\' .
Complaint-
Clerk
Radio | . | J
Log A
Dispatcher )
Patrol Unit .} Patrolman's
Report Written Log
| Clearance Records
of pPart I Complaint # assigned
Crime & incident classified
recoxrded ',
) H t L }
Burglary File Theft File Assault File Etc.




" QUALITATIVE RESULTS ' ‘

IV. Results

The Chester TPF has been operational approximately pine months
at the time of the preparatién of this report. Several of the tasks
upon which the program is to be evaluated have been completed. In

so far as the data and/or information is available it is displayed

in the following pages.

‘I. Management

1-a. Develnyment of a Plan for the General

Deployiaat and Coritrol of the Unit. The Chester TPF is
under the comménd of a Captain who selected his personnel from volun-
teers. Of particular note is that the commander generaged a document
prior to the deployment of the Unit which specifies how the unit will
be controlled, planning tools to bebused, dispatching procedures, how
‘the Unit will interact Vith the other elements of the Department, and
planned training (see Appendix 1).

The Captain appears to have been given the responeibility and the
necessary authority to deploy hiérﬁnit effectively. That is, he can
deploy the Unit as he sees fit, bofh in a temporal and geographical
sense, and can select specific problems to address.

The Commander has made full use of thé flexibility inhexent ip
his authority. The TPF has been deployed on general problgms,‘speci-
fic problems, as a single unit, as a split unit, and at various eight

hour periods during the day and week.

.
B
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I-B. Control of the Unit in the Field The Commander of the TPF

of course cannot always be in the field when the unit is deployed

~ (because of administrative duties, department meetings, training, etc.).

&
Control of the TPF under such circumstances is de%iéated to one of the
members of the TPF. This position (deputy commander) is rotated among

the members of the unit on a weekly basis.

I-C. Development of Dispatching Procedure TPF units are not
dis?atched by the commugications section except in extreme emewgencies.
It is standard operating procedure that at least two TPF.units will
respond to all serious'calls (i.e., assist an officer; crime in pro-
gress, etc.). Any additional redeployment is at the discretion of
the TPF commander.

In addition, the TPF has developed its own signal code and identi-

fication code for inter-communication among the members of the unit

‘(see Appendix I).

I-D. Morale Effect on (Other Elements of the Department In the

comprehensive plan document (Appendix I) this point was addressed directly.

The plan outlined two approaches to minimize adverse intra-departmental
conflict. The Ffirst approach was implemented prior to the TPF becoming
operational. Tt consisted of the TPF commander explaining the priori-
ties and purposes of the unit at a staff meeting of the Chester Police
Department, and to all other persénnel at roll calls.

The second approach outlined procedures for the fPF members to
follow in their day-to-day interfacing with other departmental units.

It also addresses the very important point of how to insure that other

P
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unitg are given due credit in operational activities both in depart-
mental reports and in news~ieleases.

At the present time there does not appear to be any conflict
befween the TPF and the remainder of the department. 1In fact, there

are indications that the interrelétionships are of a very positive

nature.

IT. Training

II-A. [Training Schedule The comprehensive plan contained the

>

follo&ing training schedule:

. Physical Fitness -~ Widener College ~ 3 oné hour

sessions per week

* Survival School - FBI National Academy

" Stake-out School - Philadelphia Police Department

’ Confrontation Management School - U.S. Army‘

' Weapons Training - Internal

As of now the only portions of the training schedule that have
?een met are the physical fitness and weapons. These afe continuous
and on-going. '

The TPF is on the waiting list for the survival, stake-out and
confrontation management schools. As yet no date has been set for
this training.

IIT. Results

- III-A. Probhlems addressed thé Chester.TPFkhave in its fi&e
nmonths of operation, been very flexible in the variety of probleﬁs
addressed. Listed below are éome of their specific problems, and

the results of their efforts

18

December - Downtown (district 3) patrol during
Christmas Season for purse snatches and rogberies.
During this period oniy one theft and one robbery
were reported. The TPF arrested six individuals
which. cleared five major crimes.
' Januwary - Protective stake-out of a police officer's
home whose life had been threatened. -
*_ February - Three week stake-out at Park Terrace
Apartments. This site had been plagued with
burglarieé; auto thefts and larcenies during the
previous month. No arrests were made. Intelli-~
gence information indicates the perpetrators of
the previous months activities were arrested in
a burglary awaykfrom tﬁe apartment éomplex.
* April - Extensive aid given in the search of

two lost children.

There seems to be no question but what the commander of the
TPF hus the authority to move on any problem that he feels is track-
able with the unié.

A more detailed summary of the squad activities is contained.
in IV-D.

III-B. Deployment Matches Temporal Variation in Crime  The [PF

is generally deployed from 1000 to 0300 hours Monday through Saturday.
Chester does not maintain a data system on the time of crime occurrence

thus: it is not possible to gquantitatively determine if this deployment
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schedule matches the times when the bulk of crimes occur. However,
in general, in most municipalities crimes occur in late éfternoon
through 0200 hours, and peaks on Friday night. The Chester TPF de-
ployment schedule approximatesvthis. The deployment of the TPF as
early as 1000 hours is not understood by the evaluator.

IV. Records

IV-A. Plans and Procedures

As commented upon previously, the
TPF commander generated a document prior to the unit being committed
which outlined the procedures of the unit and techniques to be used

in planning deployment (see Appendix).

IV-C and IV-D. List of problems Addressed, Results, Arrests and

Clearance Data.

»

These data are summarized in the following table.

(Because the TFF is not deployed in a constant geographical location,
‘and because it does not have investigative authority beyond the initial

investigation, clearance rate is not a germane performance measure

for the unit.

Robbery
Burglary
Assault
auto Theft
Rape

Other

Assists

Other Activities

PUNINUPUNSNR'S
o oo ‘

Assault
wbbery
Burglary
Rape
Homicide
Theft
Auto Theft

Gun Com-—
plaints

Prowlers
Stake-outs

Alarm, open
. doox

Recovered
autos

Purse
Snatch

Misc.

Assist an
officer

Field Inter-
rogation

AT IENE  vir

.Jan. Feb.
1
10 1
4 1
11 8
14 4
19 4
6
16 22
3 4
3 1
,9 )
18 5
24 2

31 9

Mar.

55

10

64

17

5

27

32

68

i

Apr. May June July Aug.

17

10

10

25

11

37

10

13

- ACTIVITIES OF TPF

16

15

28

53

12.

15

25

10

10

10

23

10

15

21

13

38

18

12

18

19

32

11

18

25

42

10

15

10

Sept.

Oct.

Nov. -Dec.
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In a summary report submitted by the TPF commandex, City wide

lata has been compared for a comparable period of 1973 - 1974 (December

through June. This is dispiayed in the following table.
1973 1974

Part I C;ime - 2498 2236
Clearance Rate 13% 25%. ’
Burglary down 78 crimes
Robbery - down 37 crimes
Auto Theft ' ' down 167 crimes
Assault ] douwn 14 crimes
Theft _ up 34 crimes
Homicide ‘ up 4 crime

The commander points out, that among those crimes which the TPF
&n presumably effect (burglary, robbery, auto thef£ (?)), there has
Qvezn a deqrease of some 282'crimes{ and there has been an increase
Wy clearance from .336 to 565. He also notes that those crimes which
h‘&la‘ve increased (assault, theft, homicide) can presumably not be

»

WiFffected by the TPF.
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V. Conclusion

It would be premature to draw any bu£ the most generalized con-
clusions about the Chester V% program. At the time of writing this
report the unit has been operational only about nine months, a signi-
ficant portion of this time must be regarded as a shake down period.

The managerial tasks concerned with the administration and opera-
tional procedures appear well in hand. The commander of the unitfis
a capablé leader and has apparently veceived sufficient aunthority.

The mode of operation has been set and sufficient procedures developed

to allow its implementation,

The morale of the unit seems extremely high. The commander of

“the unit and his people are eager and have a personal interest in the

TPF mode of policing. The unit seems to be perfectly capable of in-~

. dependent operation. Officers who have this facility should be

encouraged to exercise it to the limit.

It is of some importance to note that the Chester and éhe Nérrisé
town TPF's differ in their implementation in three major ways.

First, the Chester TPF is commahdeé by a captain, the Norristown
TPF by a Sergeant, This difference appears to have given the Chester
urit several advantages. The Chester TPF has been able to acquire
a surveillance truck, and works out of a clean uséble office. These
resources wefe obtairned probably bécause of the captain's easy entree
into the office of the mayor, chief, and business leaders. Because’
of the commander's éreat?r knowledge of mode;g police and management

methods, he has successfully introduced several innovations into the

unit. Ris rank in the department is probably a significant reason
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why the TPF has been readily accepted as an institutionalized unit
in the Department.

In addition, it is this evaluator's opinion that the motivation
of the unit is higher in Chester. This probably results from the
fact that the officers feel tﬁat they are something special being
given the opportunity to work under such a high ranking, capable
officer. Fuxrthermore, it is obvious to the people in‘the unit that
the commander has enough rank to protect them and to minimize inter—
ference from other commanding officers in the departmenﬁ. Such an
environment is of course’condusive to high motivation and risk
taking.

The second difference is that Chestcw’has eight men and a com-
mander, whereas Norristown has only five men and a commander. This
difference in manpower has allowed Chester to be much more flexible
in its deployment and operations (e.g., use of split shifts).

The third difference is that Chester TPF has cigy wide jurisdic-~
tion, Norristown is confined to a spécific area of the city.. This
flexibility has allowed Chester TPF a much wider range of problems
from which to select. When confined to a small fixed geographical
area a TPF soon becomes little more than a plain clothes patrol

operation.

{
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VI. Recommendations

First Recommendation

All the evidence available to this evaluator indicates the
Governor's Justice Commission should look with favor upon a proposal
to continue the Chester TPF program.

Second Recommendation

The Chester Police Department is sadly out of date in its esta-
blishment and maintenance of basic files for intelligence activities.
For exampl;, there is no formalized effort for soliciting, and index-
ing intelligence type information (observa;ion of reports), in the
department. The Chester TPF has seen this need and consequently
started several files. Although tﬁe need has been recognized the '
technical expertise required is not availab}e in the Chester Police
Department.

The Chester TPPF should be encouraged to continue these efforts

in this area. The encouragement should extend at least to providing

funds for a member of the TPF to visit several police departments with

effective intelligence operations and to provide funds for a memberx
of the TPF to attend an intelligence training course,

Third Recommendation

The Chester TPF is limited in its intelligence gathering acti-
vities because of a lack of funds fo£ this purpose in the Chestef
Police Department. ‘

It is recommended that if the proéram is to be céntinued there
should be a budget item of 300-600 dollars for inteliigence gathering

activities. These funds should be expended and accounted for accord-

ing to the LEAA guidelines.
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Fourth Recommendation R A/ (L, 7 .
. Y y é“"‘fvf—v\-ff "'f - *
The Chester TPF is active in surveillance and/or intrusion i L " : SO { » -
detection. These activities should be encoufraged, howevei‘, the ~ . : '
Chester Police Department has no equipment to aid in these activi-
ties. . ‘ R " . COMPREHENSIVE PILAN 8
. ; i T . - | ' )
... It is recommended if the program is to be continued that the . R . .
new budg{et .contain an item which provides for the purchase of sur- ; :
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, INDEX L | S ’
Ce L e : - DESCRIPTION AND OBJECTIVES :

. : S - The Chester Police Department Tactical Squad
:‘Title ]?age .......A..'......"'..’..f'....;... i

: : v .-". o B will be crime oriented. That isy its objectives
Index .‘...0.0.'...."00..0!0;'0..0‘00..'0'.'. ii : . ) ’

v . . will be limited exclusively to preventing crime,
- Description and Objectives seesescecsceesease 11d T S . , .
. ] ' - o ‘ R ' o N Sy e 7 intercepting crime while it is  in progress, making
Plarmi‘.ng otoc-ooooooo-.ooo0icnooouaooooio.oo.1 ' .‘ . " ) o . : . : .
o - SR ' a ' L - apprehensions of perpetrators of crime, and for the

-

‘Long I{ange .0‘0"....Q‘D‘..Q'.‘l..o&.'.O'.

© S - .«control of civil disorders. Only under unusual
.Short; Range O 0 Q0O ¢ C O 5N 0 60 6O P DSS SO0 PES

_ : “ v . .eircumstances will the manpower of the squad be .-
Management ..l.'..'!I.'....VQ"..'.....I.O-O..' .

] - : ! committed for supplying police responses for non-
Duties of 'Commander eeeseccesssccscocesne

. . : criminal reouests for service..
Procedure for Control of Squad in Field +ce. , e ,

' ' , = LR The Squad will use a variety of tacties for

Dispatching of Units by Communications sceee B

. L preventlng and intercepting crime and for,apprehend~
... Inter Scuad Communications. cecceccecses

_ ) ,ing‘perpetrators; these will include prevention and
'. Signal COde '...0.00..0.‘0000.."0..0...

- N *
g

: interception patrols, surveillance, community
Tactical Sguad Identification ceecevesecs

S ,_shﬁ relations, 1nit1al investigations, as well as. others°
. Morale Effect of Squad on Other Units.ceeeoe

A". 'f;°tti‘ 8 ' It is realized that the effectiveness’ of “the

: Tr'aining 00..'.....0.."0..&.‘..Qﬂ..ﬁ;......;

-

A L ‘;‘;‘n;;jfl,.t,Squad will depend upon, among other.things, the
'.u;ﬂégs.-;:.f;f;" F:- § ~;"nf o ) y'i; T&tlj;ﬁ‘; planning of its operatlons in both the short and
:fé » {'fjijl 1;1fA5173}f“7i}[?jf D .‘-f.7ff;fif’;' long range sense and upon its flexiblllty. For this 202
R el reason the squad has instituted - Comprehenmsive Plan
e e e e T s o o which is documented on the pages of this text.

*,f;fff ’j'l9;.tffilf“;?“ftﬁifﬁﬁlis'{:%lﬂi?ZJFUﬂ?*f:jsl ' L~ : ~ti_f.:-5#}”]" We feelithat this plan may meet the requirements

| ;l,ﬁyﬁ ;}ﬂ'; L “';’ ©" ' of todays problems; However, we also feel that it is
- la'f'5e§ﬁ7“fs"ﬂ?.: l;%f:iﬁfiL“t':% :?1 . .-iffl-; ‘ “.;}lenible enough so that future innovations and studies .
- o | e 7 R | may require its constant npdating. We hope that by
’ ”’ T 't ﬂ’ o N.", f _r':" : ? : _'  its inceptlon it will lead to pro~active rather than
mo i1 B 7ﬂ'57” ;f"fmj y ; “.' o ' l[ .'Li: re-active thlnking. ; -

. . . . . . . N ‘ . . * B - . . . . -
* . 0
o . . o=
. . bort .



I. PLANNING

-

A. Long Range

= ’ i . B

ey

. 1. The squad will institute a pin map to

- cover ihe period of one year!s crime

< in the city. This will be started on

31,1974,

January 1 1974 and conclude on December

,Aa. Purpose : .
1). establish long range patterns
of crimé in the city. This will
: eangnable us to evaluate the pro-
cedures and the.placement of
. - the squad,.according to the

changing long range patterns.

,The Squad Commander will study the annual
, Uniform Crime Reports in order to compare

t;each year's statistical data for any

- particular crime that increases or

", decreases,

a. Purpose

4_;1) to ascertain whether squad is

having effect on certain crimes .

" and to establish what fields of

'training should be increased. We“‘

Ehope to gain knowledge on pre-
" yventative measures in stopping

L the increasing crimes.

i -1-

-~

&, -

B. Short Range o
... 1. A monthly pin map will be kept to document
the following elght major crimes :

,ppurse snatching, burglary, rape, robbery,

piO theft, and homicide.
Qe Purposes . _
' ‘ 1) to keep a close vatch on the
_ 1ocat10ns of the monthly
,”.epatterns of crime.
'2)’if'certain patterns develop-
:'then the squad will be utilized
' A’ to control the problem. |
- 3) monthly patterns can be checked
. “to see'what effect the squad has

.......

- ing on.

- 2. The commander will have monthly staff
' gmeetings with the squad. This will enable
".him to‘discues the problem areas and to
"fincorporate-the ideas and changes that

'may be-proposed by members of the squad.

§SII MANAGEMENT ‘ S 5 :{)»fﬂ;'! '
: A A commander will be placed in charge of the
""squad who will be responsible to the Chief
.‘of Police. . |

-.had in the areas it is concentrate



~

at all times when the commander is

L 2
*
L}
.
P
et ST
-
¥

1. Dutles of the Tactical Squad Commander not on the street. He will make all

a. He will constantly chec th | ‘
y k the daily, decisions when the commander is not

31. monthly, and earl T | L . D .
" ’ 7 Y. Teports 1o c Co . : . ‘ available. (NOTE: By extending this

ascertain the critical areas where - command to each member of the squad
' )

“" " the unit should be utiliged. ‘ S e T L ST SR .
AP 1lized Co ety e L T ) we feel that it will make the squad

- be He will make daily decisions on .. more cohesive. It gives each man
s .

L ﬂﬂf??he problems to be addressed and " an opportunity to develop his

1~the priorities. : )
‘leadership traits; It will give the

- o Tée'pla?s of’any given day. will . RUUREEF R .; 7; o L 'f.  ' squad a team feeling concept rather
._‘be tlexible. so that it can'be - o ‘_ L E ,:;f ' than a one man do it all, and where
o changed by the commander.at any ) o R 2;7712 | f ﬁ:' fit'“_{t: T the commander is abseﬁt for ahy length
- Eiyen time. L 7'*":‘ _ : R -.Aﬁqv ‘ ‘v.."'t' .‘Qf time, it will insure the contlnulty
- d? ?he‘commander Wil censtantly attend _ if‘,... ) .~ M,.M,:.”.’i | :‘tOf functions with learned individuals.)
e seminars, clinics, and read police ‘ “'~:4;_ ‘ ;'_,‘ T . ,
PR | "~4-wg;:5«:ﬁ~¢‘ Iv, DISPATCHING OF UNITS OF THE SQUAD BY COMMUNICATIONS

technical manuals in order to keep

. '~ abreast of changing police Tactical " A. The communications section will not dispatch

‘Squad methods. SRR ‘1§; any Tactical Squad cars unless 1t would be in

‘e. He will spend as much time in the extreme emergency.

L

. field to determine the degree to T Reasons - s

which all plans are followed. ?. Tactical squad may be 1nvolved in

-fw] stake~outs which necessmtate their

'III. PROCEDURE FOR CONTROL OF SQUAD IN THE FIELD S e :
oL ,. _ remaining. S ‘ |
~A. The Squad will be under the uommand of the Co b. Squad Commander will make decision

", " unit commander at all times. '
L -, ' S _ S . to dispatch cars of squad. (NOTE:
Y . m . i o . i N “ " ’ .
.1.«fhe commander will appoint one man S S all information or calls to squad
- each‘week énd he will assume command i Y . E | . et ) '-', e members will - be given;through Squad
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+ Commander., This will pertain to

'ﬁon-police related calls or messages.

e ‘f, ‘"; : ?“f' m& ~c.'Tactipal Squad's standard procedure

is to assist on all serious calls

... . 'such as :

assist officer, robbery in
»ﬂ_g; i RE—— -i“progressj burglary in progress, etc.
| T >V(NOTE: at the present time the squad
“will be utilizing four vehiéles on
"f~n}ftheir tour‘of duty when possible and
ao R ;5¢érs are available. When feasable two
{1;{“1‘-5:3¥13;.:“;;’  6f the cars will be designated to
| L o - respond to above cails vhile the
,;, .:._bther two will remain on the assign-

.

meﬂt.squad is responsible for.)
‘.M' L ‘-B..Inter~squad comnunications . L
' . 1. Signal Code : Along with the regilar police
E comrmnications code énd system,-a’signal~’
?code was established to.be'used by.the
, mepbérs of fhé Tacticgl Squad to create
 i..' teamwork within the squad. This‘code.was
L‘_ ~ ‘also established for the purpose of
. . confidentially. These codes are "used to ;
" advise squad officers fhaﬁ a certain crime
o L L -is or ﬁay be in progress.“Tﬁis will alert

tactical éqﬁad officers to position

. O . - \

7

‘e

b pkar o sseane

themselves near -the area of a possible

dn. This code will not be published and

- -

¥#iil only be available to the members of

fhe tactical squad. However, we will make

- this gode available to all ‘command officers

explicit purpose of having the

Byt Pl ot
+ -
POy ARy

- -

DR g

.
e
s “

i?ﬁ?§@ Snatehing sepeesreersrrree " 2
Map or Woman With 6un seesrsreee " 3 .
. . . '
ghoetin :::;:::::::r::t:szenn: i L
Bueglary seeerrsererstrrrrrcraer M g
-§3§9§e293§ Person oF Persons s U 6
§HS?:9}9.§ Auto trererirrearreee w9
Mget Officer 4t ::::e:’;enzn;vi " 8
§§§:{§t Officer secesrseseserreee 9
‘“QEQ?YI To g?@@qgg?@??éegsnnn " 10
‘Meve Into Area ;.%!1'.':11'2:!23-1!1!? u 13

> i
! =6= . .

Yy
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C. Tactical SQuad Identification o
1. Cars will be identified as M1,M2,M3,Mh,'ete.
+ - 2. Commander on street will always be identified
as M1. | ’ _
3; officers in stake-outs will be 81,852,583, ete.
i;pv , ,',%. When commander is not on street the offlcer

who 1is inroharge that week will be M1.

V. MORALE EFFECT OF SQUAD ON OTHEEK UNITS OF DEPARTMENT
A. I? order to'aseure good. relations witd otner
departmental units, the squad commander will
follow the following procedure : ‘ g
1. Explain to all unit commanders the
‘ .priorities and purposes'of the unit.
They should also be informed of éhe
contents of this comprehensive plan,
2. Check periodically with all unit %ommand-
"érs for feed-back on problem areas and
%o maintain ongoing good~relations.
f, 3¢ Be careful of all press releases in order
.that they reflect favorably on other
units when tactical sqnad and other
_units are jointly inroived in an assign-
‘";;..ﬂ.' ;.} - ment. | : v; t' L
DR :' f?“ L. Meet at the start of thekprogran‘and e v*‘
: . explain the functions of the tactical

"unit to all personnel of the department
, ~depar

. : - . . ..
., .. .
i - R i
) L WA
. . ‘
) : . . -
.

at their roll calls. e

A
H s

',‘115. When Tactical Squad comee upon intelligence
information that is useful to other units
“:;;"ZF. :;‘of the department then the squad command-

LA

er will transfer this information to the

interested univ. ’ : .
' B. Procedure for Members of Tactical Squad to Keep
‘:4Good Rapport with other Department Personnel,
.,1, Whenever assisting other units, be pre-
‘u:; » di‘. .- 31(;1‘pared tottake orders from the other unit
| o - eommanders. _ ' '
. 2° Constantly talk teamwork with other

5

unlts. ‘ .
'3, Play down your own role 1n JOlnt ass1gnments.
;1 an-%; Never miss documentlng names and activities
: of other unlt personel in JOlnt a551gn-
L ments .
T 5; If for any reason you are ass1gned a task
| ; by another unit commander and it is a
| proper pOllC° assignment but does not
conform to the procedure or obgecvives
of’ the tactlcal squad, you will do the
assignment, and then report same to your

g commander ., Tt will be his responsibility

.* to correct the situation. . .
E— . . .";0’-
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VI. TRAINING ‘ o S o oo . 1. Squad Commander will make arrange=-

"A. Development of Training Schedule L , o L . R ments to send one or more members

’w‘}:'. 10.Tactical squad members will take one N " T of the squad to the U.S. Army

hour of physical fitness training three COnfronuatlon Management School.

uiiﬂnilﬂfgi.“ntimes a week. This activity will take place o ‘.' o fi&. ’hw_; e E. Weapons Training . ..1:{ N :,:zf'

L . at Widemer College, and the f°1JOW1ng S ‘i':, R +. 7 1, Squad Commander will make arrangements

"% procedures will be followed. o | SEEN B R SRR to have in-service tralning with all

8o Jogging one mile for first three - ’ ' ) S ' ,' -~ police weapons at various police

o ‘ , ; 1 s o ' :
C months and then % mile added each ‘ . S ~~a¢;.ranges.

menth until five miles are reached. “ ' : L BT

b. Exercises will be taken each session | :"' o }} : o ”'.:;;¢ﬂ-; A v‘:“,.‘ R
: “—if‘f a¢cording to the Federal ‘Bureau of Coe 'f o f-fﬂf;'jl':ef";f7 :..f“ff"“?fggxg;?» . );A’i>;f‘
 ;‘ - Investigation phy51cal fitness. l.f R - “}f T | )
~ + . mamel, )" L 'ﬂ | T '.itj '.:" L R L o ,.-

Ceo Weight -liftnng according to the S PR L et

F.B.I. physical fitness manuel. ' B I PP PR I IR T
B. Survival School - o

R

'*fi' Squad is placed on waiting list for o T R R T B

- attendance at this school at the F.B.I. . | o . oo CToeoT P

National Academy. ‘ L ,'4 - A o . : U
~ C. Stake~ Out School L ?”3}. ;;j: ‘ © T R 4 ; AR g S ,:“};

2

[

RS LJ 1, Squad is placed on waltlng list to attend ‘ L B
} L » ) S . Ca . e L. ." . . . . » A * t . .
SR this school .at the Philadelphla Police ) i o R I T e ,
* Academy S e = 5 S T A S e
. . ’ ‘_ . * T M . T Y 81. . . ] . .- ... . “" M : " ‘. ’ ._' s s . . ’ . _" . ’ , R v - & . e . . .
D. Confrontation Management School : . R T S "
, ’ S o R o N /"
- . { \g ° PR ‘\\\\\'M—//
. . .? ' ‘
{ ’ : "
. g 4 = Te st * o (53 ‘
. " 9 ) L. . v 3 1 0 .
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: gy D IN YOUR SPA
. | §'%~ MAJOR EVALU%TIONS UNDERWAY OR COMPLETE’ N ﬁLﬁﬁhz’AZifapu,/
ey . | ’; i .Project or Program being Evaluated:
IVv. MEANS AND EVALUATTION L ‘ : . .
o Grant Title: gp-312-73A Innovation of Police Services
L
. . S ,.:{w, . .
o It appears that the'means of evaluation of ‘he b (include grant number)
ta?tlcal u?lt plus the equipment requested would be the ﬁ% ‘
crime statJ.?tJ.cs and arrest rgc_ords of the Chester Police ;’ . .
Department in comparison with Zrevious reports. ¥ Grantee« Tactical Squad for city of Chester
o5 F
. N We anticipate a more efficient coverage of the S
ez;tlre city with emphasis on high-crime areas. This unit x‘?‘ -
o : .. \ ’ \
in 12;’312 Z’lr.llrcriﬂo::rs-*’-'on' the Stre?t' sh?uld result in an increase i Br“i"‘E‘F‘“Descr"i‘\p‘t'i'on“: Establishment of a tactical force which would
43 \‘._ Ot arrests which will gradually level off N {both project and evaluation effort)
~and in turn bho‘.\’ a marked decrease in our crime statistics. P ' in essence be a mobile strike force for high crime areas.
: The pressure applied by this unit on the criminal '§i
element and the potential offender should, without doubt, be g
- a.deterr?nt factor resulting in decreased figures in our i
final crime report tabulations. %;

S%nce this trant will be funded with impact funds é; -
ag?—tze entire package is over.$100,000, an independent I : ~
objective evaluation of the tactical s . N ‘

: - c quad program will be T : ; .
provided by a private consulting firm or an evaluator upon Scheduled date of final Evaluation Report: 10732078
appréval of Evaluation Management Unit in Harrisburg. - gj :
‘ Person to contact concerning the Evaluation:
f Chiistine A. Fossett, Chiéf‘, Bvaluation & Monitoring Unit
.g N
‘ 3 name
¢ (GOVEI)?HOI"S. Justice Commission, Department of Justice
. L ddres
¥ {pderess) Harrisburg, PA., 17120
S
e ‘ T17-787-1422
¥ (telephone)
' R 1. ¢ If completed, is Evaluation Report on ¥ile with NCJRS? yes x_ no

- S S . B S o S e 4 e e S

Please mail completed form to:

’ . , - . i A;;"". % et YPE!
. S . ‘ 0ffice of Evaluation
' ' o n I : - LEAA-NILECJ

Department of Justice
Washington, D.C. 20530
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