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ABSTRACT

-ASSESSMENT OF PRODUCTIVITY AND COST OF
"' MUNICIPAL POLICE PATROL SERVICES

R YT

By

VG et e

Stanley Vanggunas
This study proposes technigues for assessing the
productivity of municipal police patrol services. The
work is concefned with a systematic claésification of
. patrol "output," éervices, patrol "input," costs, and
-particularly with the measurement of £heir interaction
- 80 as o approximate economic oﬁ%imality conditions in-
a‘patrol oparations.
é "The methodological approach of the study consists

" of analyzing one year's "(1973) patrol experience of a
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- medium sized police agency located in the Midwest. The

department, having a complement of approximately 250

..sworn and civilian personnel, serves as a model for the
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definition of patrol output and input and for the sub-
sequent generalization of pertinent indicators estimating

patroi\ productivity.
In 1973 the ‘depar.tment deployed 89,350 uniformed

g

- 7 - patrol unit hours. The cost per hour deployed ranged
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from $18.86 to $38.34, depending upon assumptions as to
what departmental costs are properly accruable to the

patrol division. The lower figure was calculated by

accruing only those crsts which are strictly identified

with patrol operations as an accounting entity. The higﬁer
cost estimate was computed by considering tne patroi as
the key policekfunction and the specialized divisions as
aids. In the latter case, all departmental costs were
allocated to the patrol. .

It was found that the folibwing output to input
relationship prevailed for the subject départment during
the year undef study:

34% Reactive + 40% Proactive + 26% Administrative

= 100% Deployed Patrol Unit Hours

- About three quarters of time speht on administrative

tasks was consumed by “catch-up" ianvestigatory report
preparation. The halance consisted of officialiy sanc-
tioned personal breaks, time spent on exchanging defective
equipment or waiting for it to be repaired and on-duty
time in court.

Time consumed by the reaétive (response:) function

consisted of 41.2% on crime related calls, 20.2% on

.conflict resolution responses, 24% on traffic complaints
!

A

and 12.2% on sundry demands for patrol services. The
most time consuming, consequently most costly, dispatches

to calls for patrol service are those which a) involve a

‘t ' e
! \
w'e k; [\Y

A H
vk oW b, el

*;:1;"




TSI SRy DN SR 3 AN S A b s

W w s

R RN T

Y AR PSR R T B Ry e ot

ra s

Stanley Vanagunas

r

threat to theisafety of a person, such as robbery, rape or
attempted suicide; b) pose a potential threat to éhe
safety of officers responding to the call, such as dis-~
orderly cases, armed robbery or assault; c) require an
extensive information gathering process for investigatory
reports, such as traffic accidents; and d) interrupt the
ordefly flow of people or vehicles in the vicinity of

the scene, such as street crimes, traffic accidents or
fire calls;

Proactive'(preventative) patrol time was derived
as a residual given time consumed for responses to
citizens' cails for service and officers' adminiétrative
tasks. Classyfing pfoactive patrol output ér estimating
its productivity is extfemely difficult. Officers' non-
committed time activities depend .much upon théir discre-
tion. Furthermore, attempts to measure time consumed for
events initiated by the patrolman, obéervation arrests
for example, are not inherently meaningful as the premise
behind proactive patrolling is deterrence rather than
detection. Proactive patrolling is pefhaps best described
as a working poise for service. Tﬁis conclusion is
strongly sﬁpéorted by the practice of the subjéct agency
and many metropolitan departments to deploy their man- - i
powerfOn the basis of elapsed time per service call

experience rather than probabilities of criminal events.
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In terms of estimating patrol productivity, the
stress must be placed on the reactive function. Not only
it is the apparently key patrol function but it also lends

itself to some meaningful quantification. Officers'

reactive time can be more precisely accounted for. Empha-

®

sis of productivity analysis on thé reactive functién
serves to accehtuate the'patrol objéctive of satisfying
the demands of those actually calling upon the police for
assistance rather than the more abstract demands of the
public at large. Given the primaéy of this objective,
servicing of calls not related to criminal events assumes
greater imporﬁance in the overall patrol task.

Among the most significant indices of patrol pro-
ductivity is the ratio of reactive patrol time to total
patrol time deployed. The study concludes thét a patrol

operation should aspire to devote as much time to responses

to citizen assistance requests as a pre-determined queus

“delay permits. A productive patrol ‘division is also the

one which has a high rate of adjudicatory arrests result-
ing from responses to crime related calls, one which
minimizes patrol time elapsed pef dispatch event, and one

which maximizes the degree of satisfaction with police

. service expressed by those using it. Specific producti-
I, ’

vity indices are identified in the body of the text.
A salient conclusion of the study is that much of

what police do results in an indivisible social benefit;
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'W'we.g.»crime deterrence, community security or maintenance
df peaée. Productivity analysis, aside from the methodo-
logical posture that it provides the student, is.not very

. potent in making statements about the cost or value of *
- such services. However, because productivity‘analysis_is
concerned with measurement, it is at its most powerful
-when applied to police activities which can'be reduced to
""divisible" services for'specific households. Such are

-~ .represented by patrol responses to citizen calls for
~police aid. The direct user of pé%rol services is not an

. -abstract constituancy but a concrete person; a victim, a

—-complainant. Satisfaction of his expecﬁations from the
‘paérol, be it succoring his distress or retrieving his
.. stolen property, may concurrently advance indivisible

-benefits from police service such as crime prevention, a

-~ feeling of community security and a sense of democratic

law enforcement.
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INTRODUCTION

The substance of this work is to propose a metho—
dology for the assessment of productivity of municipal
pollﬁ@ patrol serv1ces. The concept of productiwvity, at
its ;igplest, deals with realizing the maximum output per

unit of input. Policing "inputs" are labor, capital,

land and energy or, in the common ‘&lternative, costs.

- "Output” is, of course, the range of serv1ces prov1ded by

the police to.the public. The 1nteractlon between ‘the

two is the essence of productivity analysis. Its goal

is economic optlmallty, the adanlstratlve strategy which

1y1elds the “best“ servmce, qualltatlvely and quantlta-f'
'tlvely, at 1east cost Means for deflnlng economlc".

’optimality of paﬁrol operations are the focal concerns of

thls study,

Big money is spent on the pollce functlon'ln
America. The monthly payroll approx1mates four,hundred
million dollars end is a source of liveliheodlfor aboﬁt‘

five hundred fifty thousand persons.l In fiscal 1970

‘alone, direct expenditures by all levels of government

) ,
for pdlicing this nation amounted to over five billion
L 2

The public well deserves to ask on what.
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precisely is their trust being applied. However, it is
difficult in the public forum to avoid the utopian super-
latives and ideological partialities that issues of
justice administration evoke. For some, the ultimate
justification for the police is its role in safeguarding
Constitutional freedoms. To others, the maintenance of
order is paramount. To most, protection of life and
property is the service that the tax funds are presumed
to purchase. -
There is a need for greater introspection in
viewing the police service particularly by the executives
and legislators of’the villages, cities and counties |
under whose jurisdlction are found the approximate forty
thousand pollce agencies of this country 3 Introspection
which while conscious of the subtle ‘and the complex in
the pollce task, focuses on. the measurable, the effLCient,
and the least costly A convenient vehicle to arrive at o
: such a view of polic1ng is an economic analySLS hased on :
product1v1ty and - cost of serVices., ‘
l"The story of productiv1ty," says an anonymousi
1n510ht, “the ratio of output to input, is at heart the
record of man's efforts to raise himself ‘from poverty...
-Whilegthis aphorism finds most direct pertinence to the
indusérial sphere, productivity analysis is not without
~applicability to the study of public services such as the
police. Undoubtedly the poiice role is complex and much
: \‘,'v -y
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of it is'beyond the distillation %Zo hard economic concepts.
fart of criminal procedure is a rituai entailing practices
which can clearly be "streamlined" but at the cost of
liberty. Similarly, the prerogatives of home rule rendér
moot a substantial part of discussion of economiés of

scale in police operations. Moreover, much of what‘

police do results in a highly intangible product. Main-

tenance of order, establishment of a sense of community

. security or deterrence of criminal activity are commonly

-~

acknowledged police "outputs" yet, they hardly lend them-

selves to concrete measurement.

Neveréhelessithe fact remains that a police agency

‘is required, to a varying extent, to “trade-off" between

the different services it performs; be it criminal appre-
hensions, conflict resolution, preventative patrol,
traffic or simply administrative tasks. Time spent on one

function implies less time for others. It is advantageous

“from the public policy perspective to know the costs

- associated with these various activities. Cost and its

minimization principles are not the sole but a pertinent
criteria for decisions as to whiéh aspect of police
service to slight or to favor. Such decisions are par-
fiéulg;l& helped if cost is related to at least the

f.

easily visible measures of achievement, productivity

indicators.
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It is the uniformed patrol which is commonly
accepted as the mainline responsibility of a municipal
level police agency. As O. W; Wilson puts it: "Poliéing
should be considered a patrol service with specialized ‘

 eas . 5
activities as aids.”

The concern of this study is!
therefore, the fruitfulness of police labor in various
patrol services whether they be ubiquity for crime
deterrence, reaction to citizen calls for assistance, or
the handling of ancillary adminisﬁ;ati&e duties by patrol
officers. ' |

The emplrlcal base for this analYSlS will be
primarily drawn from the 1973 patrol work experience of
Racine Pollce Department, a medium sized midwestern law
enforcement agency located in Wisconsin. Racine, a city
of agprbximately one hundred th5ﬁsand residents, is an’
"autohomous" muﬂicipality‘with its own employment base.
It is an industrial community sharing on a smaller scale
the many problems of its larger urban sisters. Racine is
not without expoéure to the stress of racial tension,
urban decay or unemployment. The city's police department,
cohstitutigg about 250 sworn and civilian personnel,
shares nearly all the unenviable'autiés of large metro-
polit%P police agencies.

?ﬁ Besides its academic purpose,_this study has the
objective to provide iocal government and police adminis-
trators with concrete tools for the assessment of pblice
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work in relation to its cost. The significance of the
work, therefore, bears heavily upon the practitioner.
This orientation is timely for today local government is
confronted, on one hand, with shrinking tax revenues, and
on the other hand, with unparalleled aggressi&eness by .
public employees seeking higher wages. Unionization and
collective bargaining in the public sector are now well

recognized. As of December, 1973, thirty-five states had

_ statutes which explicitly or implicitly recognize the

rights of policemen to organize. ‘Twenty-five of fhese

" states also set down statutory guidelines recogniking

the right of police organizations to engage in collective

'bargaining.6

Moreover, bargaining and unions in the pubiic
sector are using the private sector as. an analogy. Indus-
try ﬂas.sought to limit agreements for higher wéges to
growth in productivity. While at times self—inferest
permeates this argument,.it is, nevertheless; a poignant
one. Public administrators must also be aware of. the
essential principle that if'workers' salaries exceed their
pféductive output, "red margins,“ figﬁratively for govern-
ment, inevitably follow. Of course, the greater the |
laborﬁintensivity or an organization, such as the police-
agendf; the more labor productivity is related to its

economic health.
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The pragfitioners who will find this study par-
ticularly significant are the general government and
police administrators of municipalities and counties where
police manpower is concentrated. Eighty-two percent of ’
police persénnel and seventy-five percent of police
expenditures are found on the local gé&ernment levei.7
Municipal and county executives and their legislative
bodies need tools to intelligently assess the merits of
demands for increased police manpower and for higher.
police wages. Police administrato;s‘need guidslines for
not only achieving their maximum objective, but for the
achievement thét is'reflective of least-cost principles.
This study expects to contribute such knowledge.
Economic productivity is not a new concept in

police administration. It is a ﬂnofion" that has always
inforﬁally pervaded the occupation. Recently there have
also appeared several formal presentations of police

“productivity issues, principally by the National Commis-
sion on Productivity. The latter, good works that they
are, différ significantly from the perspective of this
treatise. The ensuing does not attribute exclusivity
to the crime control functions of the police. This

.work's\oiiginality lies in its reliance on the empirically
£, '
defingd police tasks within which the non-crime related

functions of patrol assume deserved importance.
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As indicated in the beginning of this chapter,
the interest of a productivity analysis is optimality;
i.e. the least input/maximuﬁvoutput alternative.. In so
far as police patrol is concerned, its "output" consists
of the various services it performs per unit éf time.
Patrol "inputs" are, of course, costs of manpower, cap-
ital, equipment, and energy extended per unit of time.
Since the substance of this work is to propose meaningful
~assessment techniques for patrol productivity, its cost
and for their optimal relationshiﬁé, this study must
"first define patrol outputs and inputs. Moreover, and
as previously?discussed, because of theApremium that
'proauctivity analysié placed on gquantification, the
definitions of patrol services and costs must focus on
those that are reasonable measurable. The above pre-
mises-dictate the logic of the following format:for
this treatise: o

.-Chapter I reviews literature pertaining to police
productivity and points out the demarcation pdint;of this
study. Chapter II is devoted to highlighting the limita-
tions of productivity and cost'aﬂalysié to the police
role. Methodological difficulties particular to this
resea§9h are also covered.
~?fChapter ITI commences the d%scussion of patrol
outpu;‘beginning with-the general configurations of police

patrel as revealed in literature and in the Racine
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experience. The'nature of ouéput encompassed by the pre-
ventative patrol (proactive) function and ancill#ry
administrative tasks is pointed out. The difficulties

of measuring the latter categories of patrol work are
discussed.'

Chapter IV presents an analysls of patrol output
as reflected in the response (reactive) function. Since
Ehis category of patrol work best lends itself to measure-
ment, a detailed classification of activities constifuting
the reséonse function is made. -

Chapter V is used to further define patrol out-
put. It specifically addresses itself to the preventative
patrol (proéctive) fﬁnction and on-duty administrative
tasks.

Attention turns to the ﬁinpﬁt" side of the patrol
prcdﬁc£ivity issué in Chapter VI. A procedure for

estimating and allocating the costs of the various patrol

- .activities is developed.

Chapters VII and VIII propose a methodology for
estimating the productivity bf municipal patr61,~ The
focus is on a systematic technique and measurement. Main
principles are presented in Chapter VII. The subsequent
chaptgf pProposes quagtifiable indices for patrol pro-

k.
ductivity assessment.
'}
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A summary of the study and its salient cqnclusions

are presented in the culminating Chapter IX.
of data about the City of Racine and its police department

is found in the Appendix. The appendix also incorporates

a summary of recomméndations for researchers and practi-

tioners who may seek to adop:t for their own use the

productivity and cost analysis methodology developed in

this treatise. Availability of requisite patrol work

data is discussed.

oo mey
e gyt

LR EIRPINRPL %

A compendium




TN Beret ey ASemc g, L

et e

T Y W s e agm e e

Ty,

RO ety

10

INTRODUCTION NOTES

1U.S. Department of Justice, Sourcebook of ,
Criminal Justice Statistics, 1973 (Washington, D.C.,
Government Printing Office, 1973), pp. 24-25. .

2

Ibid.

31pid., p. 82.

4Cited in John W. Kendrick, Postwar Productivity
Trends in the United States, 1948-1969 (New York: Columbia

University Press, 1973}, p. 1. -

5Orlando W. Wilson, Police Administration (McGraw
Hill Book Co., 1963), p. 231%

6Mollie H. Bowers, Labor Relations in the Public
Safety Services (Chicago: International Personnel Manage-
ment Associliation, 1974}, p. 33.

75.s. Department of Justice, Sourcebook of
Criminal Justice Statistics, 1973, op. cit., pp. 24-25.

o i
LAY
BELY DAL I

it »
oy ,.’l ‘.\..'n".




re ey cmariene. < e

FTE e e sy g

AT RIIARY AT REInS 2] U < e 2 B L SEpe e .

CHAPTER I

POLICE PRODUCTIVITY IN LITERATURE

The Meaning of Productivity

"At its most succinct, productivity means the

amount of goods or serviées produced by a factor of pro-

~ duction per given unit of time. Productive factors, or

inputs, such as labor, capital, léhd or energy by them-

" selves or in comhination yield goods and services; i.e.,

output. The use of inputs is determined by the nature

"of the desired cutput, one can hardly ekpect an apprecia-

tive smile from a vending machine, but primarily by the
relative scarcity of people, machines or energy. If man
knows which combination of inputs and techniques yield

the most goods or services, he can make better decisions

~on the utilization of resources. This is why the measure-

ment of productivity is so important. If the productive-
ness of the various resources could be quantified, the

choice of alternative combinations of inputs and methods

could be more rational.

Productivity can be measured in two basic ways.

»

One mééns relates the product of a firm, an industry or’

an economic sector to a single factor such as labor or

v
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capital.' The otﬁer way, and by far the more complex one,
seeks to associate output to the relative importance of
the various inputs that go into the productive process.
The latter'techniques of measurement, called the total ;
factor measures, have not yet reached the level of common
acceptance. The most widely used meaéure of productivity
using a single.input relates the output of goods and ser-
vices to the inpﬁt of lahor time. It is usually expressed
as output per man hour or, in the Feciprocal, as the unit
of labor required for a given quaﬁtity of the product.
The wide use of the labor productivity measure is due to
the relative éase with which it can be gquantified and,
more importantly, because labor is proportionately the
single most significant factor in the economy.l

It follows that’ a preoccupation of productivity
students is with its growth, particularly increases in
labor productivity. From the point of view of éeneral
welfare, the alternatives that greater labor productivity
offers are most pleasing. Increase in output per man-
hour means either more goods and services per unit of

labor input, or that a given amount of output can be

produced with less work. This is no Scylla or Charibdisn

.certainly not to politicians. Many economists, if pinned

\

to point out a concrete reason for the magnificent per-
formanée of the American’enterprise, would most likely

single out the growth of labor productivity. Consider
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the proféund implications of this approximation: "The
average worker in the United States today produces more
than six times as much in an hour of work as did his
grandfather or great-grandfather in 1889."2 |

Improvements in labor productivity can resu}t
from many reasons. Better quality of labor through
tfaining, education, health, etc., is the most obvious
in the causal chain. However, and with poignancy to many
occupations, a degreed electrical gngineer wouid not be
better at replacing light bulbs than a janitor and would
not be worth more for doing that kind of work. Investment
in the education of the workforce raiseé its productivity.
It does not necessarily mean though, that the more aduca-
tion the more productivity. Alternative sources for
prodqctivity imporvement, such as investment in tangible
capital, may yield higher output per unit of labor. To
be reiegated to a ditch digger with a Bucyru;—Erie drag-
line 1s no derogation.

The largest growth in productivity of labor and
of capital in America is attributable to the more efficient
use of both. While the primary meaning of productivity
focuses on the ratio of labor input t; output; i.e., the
fruit%glness of human labor in varying situations, produc-
tivitﬁgalso encompasses the notion of the most efficient

use. of not only labor but capital and other factors. To

put it another way, the maximum output per specific unit
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of input may nqt‘be the optimﬁm product when the combina-
tion of inputs is considered. Greater~efficiencf is
related to technological change, innovation, economies
of scale, political stability and to many other cultural
and socioecﬁnomic characteristics. Of the estimated
2.5% annual growth in labor productivity since 1889 in
the private sector of the U.S. economy, one student
attributes 1.5% to efficiency with imporvement in the
quality of labor and increases in tangible capital .
sharing egually the 1% balance.3 .
When the governmental sector is taken into account,

the estimated ‘growth in labor productivity since 1889
declines to ébout 2.6% per annum.4 The relative unpro-
ductiveness of governmental workers can be thenretically
attributable to many causes. Inherént conservatism of
govefnmental institutions, vagaries of political climate,
mondpolistic inefficiencies, the necessity to meet ideals
..as well as economic needs, are but a part Sf the many
influences that substantially differentiate the govern-
mental from the private sectér. Most significant, how-
ever, is the fact that government distributes complex,
"undivisible" products (justice, social security, protec-
ltion,ﬁstb.), which, ip the first instance, are exceedingiy
hard €8 measure and secondly, consist of highly labor
intensive services. The latter da not easily lend them-

selves to the use of, for example, significant amounts of
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tangible capital, thus precluding this source for prodpc-
tivity growth and minimizing the opportunity of alterna-
tive factor mixtures for greater efficiency. Of couréé(
there are conspicuous exceptions. The present day ‘
military is highly capital intensive. Or the TVA, ?or
example, sells measurable kilowatts of electricity and

cdmpetes with private power sources.

Productivity and the Police

The subject of the treatis?h, the police, is guite
illustrative of the difficulties of applying productivity
analysis to most governmental services.- @ Police sérvices
are "undivisible," i.é., everybody pays via the tax
route for the sense of gfeater community security the

police are presumed to provide. _Of course, some may

argue that divisibiiity i§>not beyond feasibility. Pri-

vete security agencies sell their services on a "parcel™
basis to individual consumers. However, if one accepts
the commonly desired police outputs, it is clear that

"undivisibility" of police services is a permanent f£ix-

ture on the economic landscape.’

Within its list of major current responsibilities

of a typical police department, the American Bar Associa-

)
tion ihpludes: protection of constitutional guarantees,

]

identification of community problems, maintenance of a

feeling of security, and prometion and preservation of
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civil order.5 Clearly such police "output" is beyond
quantifiable productivity measures.

The police function is also illustrative of tﬁe
labor intensivity of governmental services. In'a surve§
of police department budgets of over 1,000 cities, thef
International City Management Association found that the
mean per capita 1970 police expenditure was $21.87, of
which $19.95 (87%) consisted of labhor cost; $0.92 (4%)
were capital outlays; and $2.00 (Q%) represented other
expenses.6 Similarly, a 1969 taliy of the police expendi-
tures of twenty-three Illinois municipalities indicated

"

that 82% were for personal services, 3% for capital, and

7

the remaining 15% for miscellaneous other outlays. It

-

can be readlly concluded, glven the tradltlonal role of

- the pollce, that 1mprovements in pollce productivity are

. ‘most contlgent on the efflc1ent use and the quallty of

labor. It lS these aspects that the recent fommal pollce

: product1v1ty studles have empha51zed

There are three maln sources of studles on:-police
productivity: The Natidnal Commission on Productivity,
the International City Management Association and The

Urban Institute. The works of these agencies on police

productivity are highly inter-related. The main state-

ment 6f the ICMA on productivity of police is found in

its 1973 yearbook‘,8 It is based on a 1972 research report

- by the Urban Institute, The.Challenge of Productivity
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Diversity Improving Local Government Productivity Measure- -

ment and Evaluation Part III -~ Measuring Police-Crime

Control Productivitx,9 Furthermore, the Urban Institute

v

and the IMCA prepared a joint report in 1972 for the
National Commission on Productivity which covered essen-
tially the same substance on police productivity as in

la

the previously mentioned publications. As a consequence,

the to-date magnum opus, Opportunities for Improving

Productivity in Police Services (1973), prepared by the

Advisory Group on Productivity in Law Enforcement, National’
Commission on'Producti_vity,ll contains some replication
of the concepts and recommendations diééussed by ICMA and
The Urban Institute. Review of periodical literature
indicates that an extensive and recen£ article on police
prodqctivity by Hirsch and Riccio (1974),12 is based on
the research done by the National Commission on Produc-
ti&ity and it encompasses a part of the same_material.
as found in the Commission's report. Messrs. Hirsch and
Riccio served as staff to the Commission's Advisory
Group on Productivity in Law Enforcement. ‘Because of
the inter-relatedness of police productivity literature,'
its review will be grouped first by a summation of the
Urbanignstitute/ICMA research, then the capsulation of
the Céﬁmission's study and the Hirsch/Riccio findings
ahdv lastly, other pertinent literature will be noted.
Lo vy
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The Urﬁan Institute/ICMA research sought to
develop inter-city police productivity measurement tech-
nigues,l3v Their approach placed emphasis on the.crime
control function of the police. Traffic enforcement and
regulation or miscellaneous non-criminal sérvices of'the
police were excluded. The crime control function was
assumed to consist of prevention (deterrence) and of
apprehension. Productivity was interpreted within this
context.

Analysis of data indicated that the variation in

‘the socioeconomic characteristics among municipalities

severely limited the development of productivity measures
; ‘having inter-city vaiidity. The study suggests the need
for grouping of cities by similafity of characteristics
for making of productivity comparisons. While cautioning

on the use of their measures for comparisons ameng

N Chaept. 1 e v e

different jurisdictions, the Urban Institute/ICMA study
recommends two sets of indices for estimating the produc-

tiveness of police output. The first category consists

e haga Mot R e e mprar s

of measurements for which data is normally presently

-available. These are:  crime ratés*and changes in crime

rates for reported crimes; clearance rates of reported.

crimes; population served per police employee and per
5.\' . . o A,

2

P R e

dollar&iarrests per police department employee and per 

dollar; and clearances per police department employee

and per dollar.14
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Measurements which aré recommended but which
require significant additional data gathering aré:.
crime rates, including estimates of unreported crimes
from victimization studies; clearance rates based on
victimization studies; percent of arrests that lead to
conviction; percent of arrests that "sSurvive" preliminary
hearings in courts of limited jurisdiction; average
response times for calls for service; percent of crimes
cleared in less than "X" days; percent of population'
indicatinc a lack of feeling of seéurity; and percent
of population expressing dissatisfaction with police
services.15

By far the most comprehensive exposition on
police productivity is the pre&iously mentioned report
by the National Commission on Pr.pduétivityl6 and its
partial replication by Hirsch and Riccio in a 1974 issue

of The Journal of Police Science and Administration.l7

The sources for the many ramifications of ihcreasing police
output that this report explores are the collective wis-
dom of the Commission's Law Enforcement Advisory Group;

the results of survey administered to 40 police agencies
throughout the nation; and a gleaning of contemporary'
police literature on issues bearing upon productivity.

h .
%nce, it is a study conducted by law enforcement

]

In ess
professionals for their managerial peers. t is a useful

and a precocious document which seeks to formalize and

\.“ Y] - \g\~
SN il; ”] a
A i
o oW S gl




s BN s e o

(ISP

i P R NS M o WA S on 3 R €3 A 1

20

to strucﬁure the concept of productivity in police work.
However, while its sources provide the richness to its
conclusions, they also represent the report's weakness.
Not unlike the approaches taken by ICMA/Urban Iﬁstitute:
studies, exclusivity is placed on the police crime
cont;ol function at the expense of the non—criminal‘and
régulatory duties of the police.

The Commission brings to bear four perspectives
on police productivity improvement: (é) increasing
performance without corresponding increase in cost; (b)
concentrating on police activities which yield the highest
output per expénditurg; (¢} increasing the probability
that given police bbjectives will be met; and (d) maximum
utilization of police talents.18 Thrée basic strategies
are recommended to achieve higher productivity. The most
generél, and perhaps least original, are various sugges-

tions o»n the improvement of skills.19

Within the latter
are found the familiar concepts of lateral enéry, special-
ist and generalist career path choices, manpower planning
and improved training. . The analysis of the various
alternative for improving police skills serves as a usefui
reiteratioﬁ of techniques presented b& the 1967 President's
CommiSfion on Law Enforcement and Administration 6f Jus-

tice.ahﬁ the 1973 report by the National Commission on

Criminal Justice Standards and Goals.
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The second main strategy for improving output is
crime-specific programming. The Commission's recommen-—
dations are based on the apparent success of six.California

departments to reduce residential burglary through crime

specific deployment of police personnel.20

The third strategy and the one that seems to
receive the preponderance of attention is more effective

use of uniformed patrol.21 The work objectives of the

_ patrol force are conceived to be deterrence of crime,

apprehension of criminal offenders and satisfaction of

'public demands for non-crime services. The latter, how-

ever, in relation to crime, receives but a minimal

"examination. The overall means by which the Commission

envisions the achievement of greater patrol output are:
"civilianization" or releasing sworn personnel for
streét duty; increasing the real patrol time of:assigned
officers by eliminating all unnecessary admiﬁis£rative
duties; and the strengtheing of the patrol‘s'impact
through reduction in dispatch, queue and travel delays.
The recommended indices for measuring the produc-
tivity of patrol operations are preseﬁted in the form of
ratios. To illustrate: The productivity index for over-
all pgtrol availability would be the ratio of patrolmen ‘
assigﬁéd to street patrol work to the total patrolmen on

the force. A measure of real patrol time committment

would be the ratio of patrol man-hours contributing to
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patrol onectiveé £o total patrol man-hours. Similarly,
the suggested productivity indices for‘apprehensioﬂ are,
for example, the ratio of arrests surviving first judicial
screening to total patrol man-years or to crime related ’
calls for service for a given time period.

The New York City Police Depaftment sought Eo
put into practice several of these programs to raise
patrol productivity. This experience no doubt served to
influence somé of the recommendations made by the Coﬁmis-
sion. During 1972-73 period, an a%tempt was made to
release more sworn personnel for patrol duty through
“civilianizatfon" and to increase the effective patrol
time of those assigned by reducing time in station
through a "central booking" procedure.

In the "civilianizationﬁvprégram, the 563 new
civiiians hired for headguarters duty released only 256
officers for street patrol. The experiénce on the pre-
cinct level was somewhat better. The 412 civilians
hired released 367 patrolmen for st:eet work.22 The
program for increasing the.effective patrol time of those

already assigned through central booking has yielded some

beneficial results. Central booking was established in

Queens, the Bronx and Staten Island precincts. Evalua-

\

tion df the 1272-73 results, indicates a reducation of

overtime, a bhetter quality booking practice, but no, as

yet, noticeable change in police patrol time.23

R
Y -, " LAY

Py 4 " .
wow N




e

B T U

. W 1 A 0 Sy 3 e

23

An arficle in a 1973 issue of The Journal of

Police Science and Administration by Holzer, serves as

a convenient synopsis of the applicability and limita-
tions of productivity analysis in police service.24
Unique to other literature on police'productivity, Holzer
distinguishes between "internal" and "external" output.
Intefnal output is considered to include police agency
activities such as vehicle maintenance, training or
certain clerical functions. External output he categorizes
as police services rendered for use outside the organiza-
tion itself; e.g., apprehension of offenders. He suggests
measurements for each type of output. ..While some utility
can perhaps be drawn:from such a conceptual ffamework, it
is clear that the distiﬁction between what is external or
internal output of a police organization is, at best, a
nebulous continuum. In terms of accountability to the
public trust, all poulice output is "external."

The approaches on police productivity summarized
above are useful and will perhaés serve to advance a
greater level of consciousness in the need to consider
the cost of the benefit gained from alternative police
operations: However, there are inadequacies iﬁ the to-
date gfeatment of police productivity issues.

I3

2
«~. The contemporary productivity improvement formu-

‘ "

lations tend to draw their conclusions from an a priori

\

conceptualization of what the police do rather than from
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empirical studies of police output. For example, the
Commission's report rightly assumes tﬂat patrol objectives
are deterrence of crime, apprehension of offenders and
sa£isfaction of public demands for non-crime services. :
However, there is no data bhase provided as to what pro-
portion of patrol time is, on the average, actually-spent
on these activities. The output measurements thus
proposed have an undefined relationship td operational
concreteness.

The second factor rendering the to-date police

-productivity approaches problematic is the theoretical

posture taken.. Invariably, the studies cited draw their

prognosis in terms of "ought" rather than "is." Crime

deterrence and apprehension of criminal offenders is their
preoccupation. This is a falliQ}e emphasis for measuring
the quantity and quality of police output. On the
average; one oﬁt of five Americans have occasion to call
upon the police for assistance.25 But, and this shall

be substantiated latei, only approximately twenty percent
of such calls deal directly with qrime. Moreover, indi-
cations are that only a portion of police patrol time is
committed to responses to requests for service. The
preponderance is used for preventative patrol purposes;
an acé}vity uﬂder question as to its actuél and potential

& -

fruitfulness in terms of crime deterrence.
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éonsequeﬁtly, this research aspires to embark on
a study of police productivity with perspectives that are
substantially different from those previously taken. The
theroretical posture of this treatise views the police '
patrol funétion as a public service organization strate-
gically suitable to respond to citizeﬂ requests for‘
assistance some of which are criminal, or otherwise of
conflict generating nature, requiring the potential exer-
cise of lawful coercive force. This stance serves té
shift the methodology by which pofice productivity is
defined and its measurement indices developea. By
necessity, and contrary to the studies of productivity
reviewed earlier, this study must rest on the empirical
record of consumed time for the variety of services
pefformed by police patrol includiné, with cohspicuous—

ness, services that are not related to crime.
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CHAPTER II

THE POLICE TASK: LIMITATIONS AND OPPORTUNITIES
OF AN ECONOMIC ANALYSIS

The interest of an economist in the police task,
as in public policy in general, gravitates around the con-
cept of "optimality"; i.e. in essence, which decisioﬁ will
yield the highest return for leasg expenditure from an
array of possibilities. To put it in another way, the
production Qf'goods and services, public or private,
entails inputs and outputs. Inputs are land, labor,
capital and energy, each of which by itself or more
usually in combination, yield awdeéired product or ser-
vice: Oﬂe concefn of optimality analysis is therefore
maximum productivity of inputs in terms of output yield.
However, the economists do not stop there.A The "best"
decision ié not necessarily the one producing the maximum
but rather, the one which yiélds the optimum; i.e. the
greatest output per least input (cost). It can be

consequently seen that the notions of "productivity"

and of "cost" are the building blocks of optimality

fi

analysis.
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Limits of Productivity and Cost
Analysis to the Police Role

How applicable are these concepts to police
service? In the last analysis, they are useful and mean-
ingful but only on the lower levels of police policy
formulation. The reasons for such a conclusion are.
reasonable apparent. Main police decisions are made on
other than econoﬁic grounds. The enforcement of the law
and the maintenance of public peace are functions raticna—
lized by the entirety of the sociopolitical ethic in a
community and not by economic considerations alone.’
Furthermore, economic analysis is limited to lower levels
-of pollce pollcy formulation because the method itself
places a p;emlum on quantlflcatlon. It so happens that
measurablllty in pollc1ng is dlfflcult, much of what

.
,pollce do is a hlghly intangible product |

Before the usefueness of an economic study of
policing can be appreciated, a more thorough listing on
inherent limitations is in order. The eneuiﬁg commentary
will therefore cover "limitations” as they epply to the |
overall police function and subsequently, és they pertain‘
to this study of police patrol in particular.

The American Bar Association, for one, identifies
elevep?major current responsibilifies of a typical police

:

agency:
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"To identify criminal offenders and criminal
activity and, where appropriate, to apprehend
offenders and participate in subhsequent court
proceedings;

To reduce the opportunities for the commission
of some crimes through preventat;ve patrol and
other measures;

To aid individuals who are in danger of . physi-
cal harm; _

To protect constitutional gharantees;

To facilitate the movement of people and
vehicles;

To assist those who caannot care for themselves;
To resolve conflict;

To identify problems that are potentially
serious law enforcement or governmental

problemns;

To create and maintain a feeling of security
in the community;

To promote and preserve civil'order; and

To prov1de other services on an emergency
basis.

Mere scrutiny of the above lLsted pollce respon51b111tles

is sufflclent to 1ndlcate that much of what the police do

is beyond reasonable measures of productivity and con-

sequently, beyond a clear relationship to sost of service.

"The first problem evident in seeking to relate

productivity and cost of police services can be expressed

. v
by the rhetorical querry, "What price ritual?" Protection

of constitutional guarantees is a long acknowledged police

v

. L . . . 2
service objective in a democratic state.”™ Moreover, there
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is an implied mandate upon the police to perform their
functions in a manner which in itself maintains the values
of a democratic legal order.3 To the extent then, that

the police undertake operations whicﬁ.support the under--
pinnings of a:people's political ideology, thelproductivity
of such sazrvices is diffuse, intangible and beyond com-
parison to cost.

The police as part of the criminal justice system

are integral to the notion of crime deterrence. Here is

meant not their capability, or lack of it, to prevent

‘specific crimes, but police as the living embodiment of

the law; the symbol of unremitting_justiée on the per-
servering prowl. The the extent that thé police, through
its "institutional presence," deters criminal behavior,
an unproven yet an intuitively persuasive argument, the
produétiveness of such services is beyond measurément‘
The loss of life and property resulting‘from, for
example, the Boston police strike of 1919 and from the
more recent walk-out by Montreal officers in 1969, indi-
cates the paramount role of the order maintenance function
of the police. It can be proposed, thérefore, that the
police through their order maintenance activities aid in
creatiﬁg and maintaining an environment cgnducive and

- [ . . :
necessary to economic prosperity and consequently, contri-
4 -

bute some share to the annual gross community product.

While the productivity of order maintenance services is
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therefore more tangibly grasped than, for example, the

productivity of police as a crime deterrent, such pro-

ductivity is nevertheless an unmeasurable quantity.
The related responsihility of the polica to

; enhance the sense of community security, perh&ps one of

the most prominent of police service goals accepted by

b the public and by the occupation itself, is again a

nebulous concept in terms of productivity and cost.

: .Clearly the feeling of community security is influenced

: . by more than the guantity and quality of police endeavors.
"Tolerance for social stress differs among groups; women
seem to be more fearful of some crimes ﬁhan men, the
propertied ostensiblyuhave more to lose from larceny than
those without. Communities also adjust to different
levels of social disorganization. A burglary in "Elm
Grove™" may prompt a stream of angry calls to thé chief
to get ﬂis department in order. The same offénée in
Chicago may be accepted as inevitable as a rainy day.
Moreover, as the 1967 Presidential Commission implied,

- the feeliﬁé of community security may be morevé function 
of whaﬁ‘ente;s the media rather than what.enters the
local poiice budget.

~ The relationship between productivity and cost

2

f . . . .
of somé police services on the micro plane is equally
) - .

confounding. "A horse, a horse, a kingdom for a horse!"

" cried Richard III, succinctly expressing the dilemma at
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issue. To the extent that a police officer disarms a
murderous robber or saves a drowning éhild, admittely
infrequent but reoccuring police acts, such services
are beyond measurement in the economic realm.

The fact remains, however, that some police
functions, such as criminal apprehensions, preventaéive

patrol,'assistance to citizens, traffic control or con-

flict resolution can be, at least roughtly, approximated

. as to some measures of achievement and its cost. Rela-

tive time consumed, for example, for the above activities

"of the police can be reasonably estimated. Given the

time estimateé; the relative cost of these various

‘tasks can be calculated and certain productivity indices

defined; e.g. the frequency of specific tasks associated
with above functions per unit of*time.. Not all is
totally ambiguous in applying economic optimality analysis

to police service.

Methodologiéal Difficulties Particular
to this Study

This study seeks to define the work output of a
uniformed police patrol operation, to develop measurable
productivity indicators based on output definitions,
relatebperformance to cost of services, and lastly, to
propo;; maximum produqtivity at least cost patrol deploy-

ment alternatives. The emphasis is not on redefining

police objectives on an a priori basis and then proposing
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productivity agd.least cost principles for their achieve-
ment. The‘focus is on the police patrol objecti§es impli- -
cit in a "typical," contemporary operational milieu. To
put it another way, this treatise does not seek to arrive
at new opefational programs for the achievement of patrol
objectives such as, for example, team‘policing, but’
rather to develop tools for estimating the productivity
and cost of general, present day patrol strategies.

By neeessity, therefore, the study must rest.on
an empirical assessment of patrolzeutput. The data
utilized are the calendar 1973 operations of the Racine
Police Department (Particulars about the City of Racine
and its police deparement are found in the Appendix).
Since the proposed productivity and cost assessment tech-
niques are primarily derived fram tﬁe Racine patrol
expefience, the methodology in gathering the pertinent
data shall be described here. Subsequently, the limita-
tions of the data as to the purpose to whieh it is applied

will be pointed out.

Methodology of the study

Police patrol, uniqﬁe to other public agencies,

operates on a ‘'round-the-clock' basis. In the course of .

- the tﬁenty—four hour day, each of the three patrol shlfts

engages in three general categories of actlv1ty responses

to requests for patrol service by citizens, preventative
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patrol while not on call, and ancillary administrative

tasks. The analysis of the 1973 Racine police patrol work

records sought to measure time spent on the three broad
categories of paérol activity and the various work sub-;
categories therein, to develop quantifiable indices for
such activities, and to allocate costs for the iden£ified
operations. Subsequently, the analysis pertaining to the
Racine police patrol output serves as a foundation to -
generalize productivity and cost assesément principles
for police patrol as a whole. :

The main empirical interest in the Racine Police
Department was to define what in fact does the patrol
force do and how much t;me does it spend doing it. The
approach taken was first to calculate:the total patrol
unit hours deployed in calendar™1973. A patrol unit was
defiﬂed as a single officer car or cycle assigned to a.
reguler beat specifically for the purposes of overall
patrolling; there were no walkipg beats in 1573 in Racine
nor, under normal circumstances, two-men cars. Total
available patrol unit hours were then derived by multi- .
plying the number of basic beats by twenty-four hours by A
365 days of the calendar year. (Specific methological
stepstgre covered in the sections 6f this treatise
deali&é with the response, preventative and administra-

tive functions respectively.)
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éiven total aVailablé patrol unit hours for 1973,
it was then estimated how much time wés consumed by res-
ponses to citizen requests for assistance; by preventative
patrol activities; and by ancillary administrative duties
which lend themselves to isolation from the first two
patrol work categories. Definitions of specific su5~
categories of work output (e.g. crime related, public

service, traffic, etc.) were arrived at simultaneously.

. All productivity and cost issues are discussed in terms

of such output categorizations.
The crux of the data gathered is consumed time

for the respoﬁse function. The.preventaﬁive patrol time

‘consumed category was arrived at as a residual;. i.e. if

the patrol force is not reacting to dispatches or engaging
in_fequisite administrative tasks, the.assumption is made
that‘it_is "patrolling" for crime prevention purposes.
Total elapsed patrol time for the response func-
tion was derived as follows. (Specific excepﬁions to
this procedure are covered in Chapter IV.) In 1973 the
Racind uniformed patrol were dispatched to respond to
33,60Q "complaints." Upon a reciept of a complaint, the
dispatcher records the time and nature of the call, the
unit @gsigned to respond, as well as the name and addxesé
of théicomplainant. When the officer assigned completes

his mission, he notifies the dispatcher who then records

"time completed" on the incident form and enters any
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clarifications .as to the nature of the incident handled.
The complaint forms so accumulated in the course of the

patrol day are forwarded to data processing where they are

»

coded for entry on IBM cards. Codes by nature of incident

handled, by patrol shift, by census tract, by beat gfea,

and by time elapsed per incident are assigned. Such

data is subsequéntly key punched on IBM cards. For the
purposes of the study, the information on the 33,000 IBM
cards for incidents handled in 1973 were transcribed to
a magnetic tape. A program was written to extract patrol
unit time elapsed by incident category, by shift, and by
census tract. ’ | |
The overall analysis of the Racine patrol experi-
ence included the ﬁse of other relevant operational
records of the department, observation by the student
of departmental practices bearing upon the data utilized

for the study, and interviews of select members of the

Racine police agency.

Methodological Difficulties

Since the resulting detailed tabulations of Racine
patrol response experience are the primary empirical base
to this study, the inherent limitations of such data need

. Y : .
to be ?ointed out. Such limitations fall into several

groups of observations: (a) technical difficulties in

the use of operational poIicg data for research purposes;
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(b) work.overlap of specialized policé department units
with those of uniformed patrol; and (¢) the inherent |
arbitrariness in the classification of events handled
by the police. Because this study itself is coﬁcerned :
with measurement of productivity and cost of police
services, the ensuing qualifications as to the probiems
associated with the empirical quantification and defini-

tion of police output are particularly germane to the

analysis throughout the bhody of this treatise.

Technical Problems : The recording of elapsed

patrol time by the various categories of complaints, while
seemingly a clear cut exercise, is nevertheless beset

with serious technical problems. An incident may result
in a dispatch of one or several%patrol units, The time
recorded for the complaint is the time from dispatch of
the first unit to the departure from the scene of the
last unit. Aggregation of consumed time for ‘the response
function therefore necessitates an estimation procedure

to account for total unit time consumed per incident
rather than net patrolvtime per event. Siﬁilarly, patrél
units in the proximity of the incident often voluntarily
move to the scene as backup to therdispatcﬁed squad. Such
respoé%e activity fails to enter the records.

- A record of elapsed time per incident can be dis-

torted as a matter of varying procedure dictated by
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circumstahces or officer initiative. For example, a
pélice report on the incident may be prepared immediately
after the event whereby the officer does not notify the
dispatcher as to his re-availability for service until the
report is completed. However, some reports are prepared
subsequent to the event, in the course of further on;shift
duty, thus reducing the amount of elapsed time officially

recorded for the particular incident handled. There also

exists the ambiguity of determining whether the incident

properly falls in the response function output category

‘or should be classified as officer-initiated activity

arising during "on-view" preventative patrol duties. A
Squﬁd car flagged by a passerby which results in an inves-
tigation, is illustrative of such ambiguity. Moreover,
some‘dispatches of patrol units eriginate from command
direcéivgs rather than citizen calls for service; i.e.

an information gathering run pertaining to an investi-
gation. It can be argued that both the excLuéion‘or the
Inclusion of such elapsed patrol time in the response

function distorts it.

Overlap of Responsibilities: The Racine Police

Department, as other larger police agencies, includes

v sl . . . . .o
in its#organizational structure units which specialize

-
b

N . 3 K3 . 3 (3 - i S 1]
in certain police tasks: Criminal Investigators; Juvenile

‘ Investigators; Traffic Investigators; and an Animal

Vit ey
SN, PR

g4 s f
B Pl PR v




40

r

Control Officer. These specialized units normally work

at least the first and the second shift and ofteﬁ have men
in the field available for dispatch. Some calls for
service may be routed directly to these units. Usually,:
however, it‘is the uniformed patrol officer who arrives

on the scene first and is subsequently joined by thé
specialists. In either case, the response activity of

the specialized units does not get into the official
record as consﬁmed time for the response function under-
stating the significance of policefin answering citizen

requests for service.

Arhitariness Inherent in Clasgsification of Events

Handled by the Police: A serious problem from the point

of view of data generated by the Racine Police Depart-
ment and from research ﬁethodoléay in general, is the
inherent ambiguity in police work which makes the
classification of events very difficult. For example,
intér-personal conflict situations, a fregquent event to
which police patrol are asked to‘respond, may show on
the records as a mere disturbance, as a disorderly con-
duct case, or in the extreme, as a felonious assault.

Similarly, a complaint dealing with "kid trouble" may

‘be a ﬁére inconvenience to the complainant due to a noisy
NS

ball ééme, a street fight, or an out-and-out case of

vandalism. How the event enters the records depends upon
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subtlety of the c¢ircumstance éurrounding the incident
and much upon the discretion of the individaul patrol
officer responding to the incident.

The study design which can address the issue of:
patrol output with greater authority is one where an
"impartial" observer accompanies a "rdpresentative"-:sam-
ple of patrolmen on a "representative" number of hours
in the course of their duty. However, aside from cost
considerations of such a research undertaking, gaining
the cooperation of the police agenty and its people,
non~-interference into the duties of the department,
elimination of the "Hawthorne effect" -- the problem
still remains as to what constitutes a "representative"
sample of patrol Work. Officefs diffef among themselves,
as do their supervisors. Shifté.ana beats are not
homegenous. Seasonal variations in terms of climatic
differences have a considerable effect on patrol opera-

tions; e.g. influx of tourists or the exodis of the

"jurisdiction's citizenry to vacationland. Even heat

waves or cold spells affect police events profoundly.
And of course, how can a sample of patrol output include

the contingent or the unigue-—a civil disorder for

instance? .
h . .
&f This analysis of the 1973 Racine patrol a2xperience

relies heavily on the operational'data generated by the

department. Empirical kﬁowledge so gained is valuable but
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it nevertheless, lacks the degree of impartiality, of
randomness which only a controlled study design can pro-
duce. The data used in this treatise could not be pre-
sumed to substantiate or to negate a rigorous scientific:
hypothesis relating to, for example, the effectiveness
of various patrol services in meeting their desired'
ObjectiVés. The data from the Racine Police Department

is however, sufficient to serve as an empirical profile

.0of patrol activities upon which judgments as to. the proper

means for the assessment of their productiwity and cost

can be made.
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CHAPTER IIT
*PATROL QUTRPUT: MAIN CONFIGURATIONS

Introduction

"Policihg," states 0. W. Wilson, "should be con-
sidered a patrol service with specialized activities
developed as aids."l Few will argue with this concise
statement on the essence of policigg. Contrary to popular
belief and perhaps professional mystique, the detective,
long a symbol of unremitting justice, is a relatively
insignifican£ figure 'in the crime picture. Detectives
view their-iole not so much as "sleuthé,"‘but mbre as
developers-aﬁd coordinators of criminal iﬁformation where-
by feionsvat large can be . identified and hopefully appre-
hended.2 The police are weli aware of the ﬁact that a
criminal, i1f not apprehended soon after his crime) especi=-
ally if he has no_previous record, is pretty much a "gone
bird." A study of burglary in six California cities
indicates that the vast prepondefance of burglary arrests

are made by uniformed patrol officers within a 24 to 48

hour pQriod after the crime. Thereafter, clearances are
' i, . : ‘

few.3 T
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As there is little disagreement that the uniformed
patrol for all practical purposes is the police, there is
also seemingly no disagreement as to its ultimate role;‘
Again, according to 0. W. Wilson: "The elimination of the
actual opportunity, or the belief in the opportunity for
successful misconduct is the basic purpose of patroI."4
The fnternationa; Association of Chiefs of Police is just
as unequivocal: "Law enforcement agencies have a specific
task to perform for the communities they serve. First and
foremost, crime muét be controlled and prevented. When
police fail in this primary duty, they then must perform
a variety of duties designed to appreherd the offender

5

and ‘to recover stolen property." The recent National

_ Commission on Criminal Justice Standards and Goals is no

léss empﬁatic:. "Every police chief executive should
émphaéize the need fér preventative patrol to reduce the
opportunity for‘criminél activity . . ."6 Even the police
line seems to agree on this with their hierarchy. A sur-

vey of 178 péttolﬁen as to their views on the moSt‘impdr—

~tant function of the police department found that only

fifteen officers did not agree that the pieventative
patrol function is it.7 The public, when given the choice
of inqscating its view whether the police should be

£, . . . o
catching crooks or preventing crime opted two-to-one for
4 .

the latter.8 However, in anotherxr surVey, and foreshadowing
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the ideal versus the real in police crime preventiqn
capabilities, the public went two-to-one for the affirma-
tion that it 1s society in general, rather than the
individual, that is responsible for crime and 1awlessnes%.9
In the ideal crime preventioﬁ is considered the
primary function of the patrol, Ho&ever, police recognizes
that‘it has the responsibility to respond to calls for
service dealing with criminal and non-criminal incidents.
The deployment patterns that the patrol characteristically
follows are closely related to themhistory of overall
called—for—service occurring in a particular city area.lo
At its broadest, patrol time carn, therefore, be
broken down into two qategdries: patrol designed to
inhibit criminal conduct; preventative patrol and patrol
time utilized to respond to the-miscéLlany of citizen
assisfance requests. Prevenﬁative éatrol is theoreticaily

intended to be a highly aggressive activity. The officer

checks doors, searches alleys, guestions suspicious per-

.sons and in general keeps a sharp eye out for the unusual

on his beat. At its most passive, patrol consists of a
marked car cruising on-view. In effect, when a patrol
officer is not responding to a call, an activity that
consumes time for arrival, investigation and follow-up
such a%zbooking in the case of an arrest, he is on pre-

ventative patrol. Of course, some of the latter time may
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be spent‘on personal tasks, on administrative duties, or
oﬁtright loafing. |

What is the distribution between committed (res-
ponsive) and uncommitted (preventative) patrol time? A’
pre-World War II study in Wichita showed that the average
patrolman spent. less than 10% of his time on called;for
services. The balance was devoted to preventative patrol

11

and, by implication, to administrative tasks. A 1952

. study of the London Metropolitan Police indicates that

" of their time in preventative patrol.

its constables, on the average for all shifts, spent 54%

12  Kakalik and

Wildhorn (1971), find that a patrolman in Los Angeles

‘spends 31% of his time on preventative patrol. - The re-

maining 69% is applied on responses to calls, ohservation

arrests, hreak time, court appedrances-and the like.13

The corresponding ratio for Phoenix policemen was 23%

to 77%.14

In a 1969 study of the South Bronx precinct, New

York Police Department, Skelly found that on the average

53% of'a foot~patrolman's and 36%-of a motorized patrol-

man's time was spent on preventative activity. The

remainder was devoted to responses, administration and

15

personal bréaks. A recent sﬁudy of Kansas City Police

&,

Department, a study marked by experimental controls,

showed that for a ten week period, 60% of the mobile
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patrol officers' time was not committed to responses or

observational arrests.l6

To summarize, anywhere between 30% to 6Q% of
patrol time is fypically devoted to preventative, non- :
committed £ime activities, the fruitfulness of which
depends much upon the nature of the béat and the initia-
tive of the officer; The reciprocal, from 70% to 40%
bf time, is spent on answering citizen requests‘for

assistance.

Main Configurations: Racine Patrol Division

Table I summarized the 1973 organizational struc-
ture of Racine uniformed patrol. The structure repre-
sented is the "mean" about which some fluctuations occurred
in the course of the year. For\fxample, the third shift
reduced its squad‘areas‘to sevenhin the summer months
because of cénstraints on available manpower resulting
from vacation bound officers. The emphasis throughout
this study falls on the mainline of the patrol division--
the unitslregularly assigned "to patrol their respeétive
squad areas. The cycle’officers‘dn the first and second
shifts are also included in the ensuing data. These

officers, because of their mobility in traffic and in

“hard t%;reach'places generally cover the downtown section

LS

and pé&ks of the city. Command personnel, officers
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TABLE l.--Racine Uniformed Patrol Structure, 1973.%

JUBPREEE
et by

T o
MR

CHIEF OF POLICE

Assistant Chief of Police

First Shift—-SVSquad Areas Second Shift--11 Sgquad Areas Third Shift--9 Squad Areas

(1) Watch camander-Captain (1) Watch commander-Captain (1) Watch comander-Captain
(1) Dispatch sergeant (1) Dispatch sergeant (1) Dispatch sergeant
(15 Roll-call sergeant (1) Roll-call sergeant; , (1) Roll;call sergeant
(1) Garage sergeant (1) Garage sergeant (1) Garage sergeant
(3) Patrol sergeant ' (2) Patroi sergeant . (2) Patrol sergeant
(3) Cycle patrolman (3) Cycle patrolman |
(8)  Squad patrolman . (11) Squad patrolman = ' (9) Squad patrolman
Wagon ' Wagon Wagon
Radar Unit(s) ‘ Radar Unit(s)

* :
Represents the basic structure which may fluctuate due to manning problems

and unusual demands for service.
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assigned‘specifically to radar units for traffic enforce-~
ment and patrolmen manning the paddy wﬁgon are considered
as'pattol support. These do not usually take calls of
primary dispatch but at times provide back-up cover to
squad patrolmen.

In addition to the patrol division, the depdrtment,
as other larger police agencies, maintains specialized
field units: detectives, juvenile investigators, traffic

'investigators, undercover investigators, and an animal
control officer. Of course, the Racine Police Department
"also maintains divisions required for administrative
support; i.e. records, jail, administration, and community

relationg. (Please sée the Appendix for particulars.) A

uniqueness of the Racine patrol as a larger police agency
is that its squad units are manngd by single officers.
However, manpower savings realized from this practice,are
nullifiéd as standard operating procedures call for the
dispatch of back-up units in the vast majority of incidents
handled by the patrol.

3 ‘ The Racine uniformed patrol force has the respon-
sibility to respond to citizen requesté for service and

to undertake preventative patrol duties while not on call.

Theretsre, however, officers in the department holding

r

-

the réhk and title of patrolman but whose duties are
‘ R

specialized, such as communications, records, or "paper"
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servers. Such peisonnel are e#cluded from the definition
of a "patrol officer." The patrol division is, iﬁ the
preponderance of circumstances, the first police unit
to arrive on the scene of the event for which police
services aré requested. If the incident is such where

it requires the participation of a speéialized Racine

police division, the patrolman has the responsibility of
protecting the scene of the incident untilﬂspecialists
arrive. A'traffic accident resulting in personal inﬁﬁry,
for example, requires the pxesence:gf,a traffic investi-
gator. Similarly, criminal incidents, especially more
serious offenses, are usually investigated hy detectives.
In both.of’tﬁe above illustrations, the patrolman would
be present only for the preliminaries surrounding the
event. However, some calls are noutéd directly to speci-
alized units. Sinée the 1973 elapsed time per incident
data was kept only for uniformed patrol dispatches, it is
not known how much of the,patrol.response.fﬁnctionkhas
heen absorbed by the specialized units of the Racine
Police Department. Research.indicates that such "absorp-
tion" occurred primarily in the areas of criminal inci-
dents, animal control, traffic and events pertaining to
juveniles.

;lRacine uniformed patrol is-deployed throughout
its jursidiction on the basis of démand for services exper-
ience with emphasis on criminal incidents, Squad areas
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are generélly atable but are periodicaily readjusted to
take into account pronounced workload changes or manniﬁg
problems.

An important concept throughout this study is thé

patrol unit hour. The latter is defined as an hour of

deployed uﬁiformed patrol time per standard unit of batrol.‘
In’ the case of the Racine patrol division, a unit of
patrol is considered a car manned hy a single officer or
a cycle. There were no walking beats déployed by the
department in 1973. Patrol cars, &ith occasional excep-
tions, were manned by one officer. In other police juris-
dictions a unit of patrol could be considered a two-man
squad, a scooter officert a walking beat-man, etc. The
"patrol unit hour" is an essential elément in the develop-
ment of patrol productivity and ®ost assessment techniques
later'in this treatise. |
In 1973 the Racine police department deployved a
total of 89%,35Q patrol unit hours. The figuré was
arrived at by multiplying the number of basic patrol
units, squads plus cycles, on each shift by eight hours
by 365 days of the year and summing all shifts. The
gross patroi unit hours deployed were'subsequently reduced
by 10%,to account for day-to-day debloyment reductions .
necesSﬁﬁated by officer absences due to sickness or other

leave, The 10% reduction factor was based on an estimate

derived from manning records of the average strength per
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TABLE 2.~-Distribution of Estimated Consumed Patrol Unit Hours for the Response
. " ' Function, Preventative Function, and Ancillary Administrative Tasks;
Racine Police Department, 1973.

wy

~

Number % Total

1

29

Y ws

i.\,.",.l'.

Patrol Unit Hours Deployed in 1973: 89,350

2
‘%

wi
S

-
o

Hours Consumed on the Response Function: 30,111 34%
(Activity: Dispatches on crime related calls;

conflict resolution calls; traffic related

calls and sundry non-criminal calls.)

Hours Consumed on the Preventative Function: 36,112 40%
(Activity: Arrests and informal resolution

of officer observed events; enforcement of

traffic ordinances and criminal laws; patrol- .,
*ling to deter and eliminate criminal oppor-

tunities.)

£S

Hours Consumed on Ancillary Administrative Tasks: 23,127 26%
(Activity: On-duty court appearances, preparation

of reports; official breaks; and on-duty time for

repairs of defective equipment.)

Total Patrol Unit Hours Deployed and Consumed: 89,350 100% 89,350

s
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shift dufing tﬁe 1973 period. Supervisory personnel's
time as well as patrol support (paddy wagon, radar units)
time are not counted in the total patrol unit hours de-~
ployed. The focus is on the beat patrolman, the sum and’
substance of municipal policing. HOQever, it should be
understood that command and support personnel respoﬁd to
some calls and may also undertake "on-view" patrolling
activity. Their treatment here, as is intended in prin-
ciple, is to éonsider supervisory and sﬁpportive staff
as patrol "overhead" whose costs a:e allocahle to the
line activity. |

What was done during these 89,350 patrol unit
hours that the citizens of Racine "purchased" from their
police department? What main classes of seryilces con-
stitute uniformed patrol "outputd?

’ Table 2 presents alprofile of‘Racinérpatrol acfiv—
ities on the basis of patrol unit hours consumed -for the
response function, the preventative function énd‘ancillary
administrative tasks. It can be seen that of the total
deployed patrol unit hours, 89,350, the patrol division
devoted 30,111 (34%) hours to called-for services.
Administraﬁive tasks consumed an additional 23,127 (26%)
hours. The largest share, 36,112 (40%) of time was spenﬁ
on pré%entative patrolling including such activities as

checking doors of business establishments, making
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.
observatibn arrests of criminal law and ordinance viola~‘
tors, and otherwise investigating suspicious persons or
circumstances as perceived by the patrol officer.* The
hours consumed by the preventative function were arrived:
at as a residual given the quantification of time con-
sumed for the response function and administrative tésks.
The prevéntative patfolling activities do not lend

themselves toc reasonable measurement. It is a function

.representing a "gray" area of police business in terms

-

of productivity assessment. This aspect will be explored

later in more detail.

Throughout the balance of this study the analysis
of the Racine patrol éxperience and the development of
productivity and cost measurement techniques are executed
on the total patrol operations lével. The discussion
does not go to the detail of distinguishing betw?en shifts
and beats, for example, because the productivity and cost
assessment ﬁethods developed have pertinence £o the entire
patrol organizational scale; from the total patrol division
to a single patrol unit. However,~while analytical prin-
ciples remain the same, homogenuity in output is not
presumed; Patrocl work among shifts and beats can be, and

usua11¥ is quantitatively and qualitatively different.

"*For specific analysis and derivation of data in
Tahle 2 please see: Chapters IV and V. For overall meth-

" odological problems in thé gathering and interpretation of

such data please refer to Chapters II, IV, and V.
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Table 3 summarizes Racine dispatch activity by
pétrol shift for 1973. It can be seen that both the first
shift and the third shift devote less time to the response
function and more time to preventative patrol. In terms
of calls fér police service, the second shift (3:00 p.m.

to 11:00 p.m.) is the “action" shift in police business.

TABLE 3.--Distribution of Patrol Dispatches by Shift,
Racine Police Department, 1973.

. Dispatches
Dispatches* Percent Per Squad
First Shift 9,382 28% 1,172
(7:00 a.m. to '
3:00 pom.)
Second Shift 4,592 43% " 1,326

(3:00 p.m. to
11:00 p.m.)

Third Shift 9,655 29% 1,073
(11:0Q p.m. to . .
7:00 a.m.)

!

*The data reflects the actual number of incidents
in which uniformed patrol officers were dispatched by
their respective shifts to investigate. The data does
not reflect activity by other divisional units of the
department. .

"Qualitative" differences in the patrol work load
between shifts are illustrated in Table 4. The second
shiftg\for example, investigates the pre§onderance of
reporLs of robbery, theft, traffic accidents and distur-

bances. Moreover, it hahdles the majority of service
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TABLE 4.--Elapsed Uniformed Patrol Time for Select Incidents by Patrol Shift, In
- *“rvMinutes and Percent of Total; City of Racine, Censum Tract 4, 1973*

Incident Category First Shift Second Shift Third Shift Total

Robbery 257 (16%) 775 (47%) 604 (37%) 1,636
Burglary ) 3,297 (37%) 2,755 (31%) 2,977 (32%) 8,929
Theft 2,126 (35%) 3,035 (50%) 869 (15%) 6,030
Vandalism ' 1,084 (42%) 1,027 (40%) 449 (18%) 2,560
Traffic Accidents 3,223 (26%) 5,814 (48%) 3,122 (26%) 12,159
Disturbances | 1,919 (15%) 5,944 (46%) 5,057 (39%) 12,920
Traffic Enforcement 1,656 (31%) 2,528 (48%) .1,103 (21%) 5,287

Services Requested: 1,195 (21%) 2,388 (42%) 2,108 (37%) - 5,691
(Rescue, House Entry, .

Escorts, etc.)

Open Windows and Doors** Q- 104 (25%) 314 (75%) - 418

Drunk Driving Stops** 0 72 (18%) 334 (82%) 406

*Total minutes elapsed consists of the sum of net patrol time per
complaint handled. The time elapsed shown is not adjusted for cases where
multiple patrol units were dispatched.

**Qfficer initiated activity recorded with dispatch control.
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requests such as police escort duty or assistance to enter
homes. The first shift handles more reports of burglary
and vandalism; no doubt reflecting the "morning after"
discoveries of mischief by distraught citizens. The

third shift is last in terms of traffic relatéd incidents
handled and in the second place as far as investigation

of criminal events are concerned. It also leads in time

shown for officer initiated activities such as discoveries

~of open doors and stops for drunk driving. The data in

Tablie 4 is based on a Racine census tract area character-

‘izable as an inner city neighborhood.

It should be noted that the data in Tables 4 and

5 are in terms of "elapsed" patrol time. This represents

the sum of patrol minutééAexpended for all incidents in
a given category for the calendar year 1973. The data
is not equivalent to patrol time consumed, as pér Table
2, for_example. Patrol time Vconéumed" takes iﬁto accounﬁ'
the time all dispatched units spend per event. The con-
version from "elapséd" timé pef incident to "consumed"
time is explained in the following chapter.

Quantitative and qualitative difference in patrol,
work are also found among different squad areas of the
city. Table 5 presents elapsed patrol time data for

selec

. .
k. .

t incidents by select census tract for the city of
. . -

Racine. While squad areas do not share houndaries with
census tracts, the socioeconomic differentials in the
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TABLE 5.--Elapsed Uniformed Patrol Time for Select Inc1dents by Select Clty
e of Racine Census Tract, 1973%

Total Elapsed Time in Minutes Elapsed Time per 100 Population

Tract 3 Tract 10  Tract 14 Tract 3 Tract 10 Tract 14

. Robbery 1,892 382 ) 314 38 4 a4

Assault 941 400 392 19 4
~ Burglary ‘4,846 - 3,102 - 4,090 97 32 46

Theft 5,650 9,235 - 4,523 11 - 94 51
. Vandalism 2,369 2,745 . .2,431 47 28 27
‘Animal cases 1,965 2,926 2,296 39 30 26
Disturbances. 10,716 4,407 4 3,433 214 45 38
‘Rescue Runs 1,955 1,659 71 39 17
‘Assistance 2,033 1,309 773 41 13

to Citizens** : L

‘"Suspicious" | 2,176 ~ 2,238 1,231 44 23 14

Reports

*Elapsed patrol time shown consists of net patrol time per incident
summed for all such incidents handled in 1973. 'The elapsed time shown is
not adjusted for cases where multiple patrol. units were dispatched.

**Transportation, entry into homes for "lockouts," etc.
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latter are representative of the varying workload impact
that neighborhoods make on patrol beats. Census tract 3
is characterizable as an inner-city area. Census éract
10 is a "lower-middle to a working class" neighborhood.
Census tract 14 encompasses what can he descrihed as the
Vaffluent” north shore seciton of the city.

The foliowing two chapters willl be used to reduce

the overall profile of patrol output to its progressively

more specific components.
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CHAPTER IV
PATROL OUTPUT: THE RESPONSE FUNCTION

Introduction

This chépter>pfesents'an analysis of the 1973
experience of the Racine patrol division in answering
£he various calls for service from the citizenry. The
emphasis is on the relative amognt‘of patrol time that
various incident categories consume.

The response function, be it answering calls
related to crime, inter-personal conflict or miscellaneous
assistance to the bublic, is quite different from preven-
tative patrol activities. The Tatter is a proactive
function which leaves much to the initiative of the
department and to the individual patrol ofﬁicer'on the
street. Response activity, however, is a reactive,
committed endeavor and as a matter of common police prac-

tice, generally preempts other patrol tasks. It is a rare

department which would not answer as promptly as other

"priorities permit even an appareﬁtly insubstantial call

from a.citizen. Not to respond would be "bad form" in

. ’\' .
terms 6f public service ideals and for police-community
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A singular distinction of the reactive role is
that it reflects the police as a public:service agency
responding to specific "household" demands. Answgring
of citizen calls requires a different "client orientation/
than that by preventative patrol responsibilities. The
beneficiary of the preventative function can be envis-
ioned as an abstract constituency, the community encom-

passed by the patrol's jurisdiction. Even the greater

society, in the image of police perceived ideals, can

be considered as the client of patrol initiated activities
to inhibit criminal conduct. Response situations, the
preponderance of which deal with events after the fact,
deménd a different client orientation. The user of patrol
services is not an ahstract constituency but a concrete
person; a victim, a complainant., His property loss,
grief‘o: distress should be as relevant to the patrolman
investigating as the act itself which necessitated the
call to the police. The response function demands of
the patrol that it be less impersonal, less aloof from
the pain that crime and conflict inevitably sow.

What type of activities donsume reactive time?
A 1968 study by the Rand Corporation of New York City
Polic%;Department estimated that 30% of patrol time
devotéa to calls for service related to crime while 70%

1

was of non-criminal nature. Webster found that of time
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consumed for vérious calls for assistance, only 17% dealt
with criminal incidents. This study covered a west>coast
city with a population of about one-half million.2 More-
over, Webster's analysis showed that within such calls, ‘
few wefe "erimes in progress." Yet, as pointed out
earlier in this study, caution must be exercised in’
accepéing the various interpretations of classified events
to which the police are asked to respond. For exanmple,
this analysis chooses to consider time Spent on answering
calls dealing.withvbﬁrglar alarms and "suspicious" reports
as crime related events despite the fact that many of
such calls do not culminate in criminal'incidents; This
classification choice.is not, however, arbitrary. The
posture that the Racine ﬁatrol division takes in respond-
ing to such incidents, in terms .of dispatching bhack-up
units‘ﬁor example, is to assume the potentiality of
crime. ‘

The specific incidents that police are asked to
respond to are literally beyond.tally. "The Russians are
coming!" Invariably it would be the bewildered patrol

officer who would be the first public official to greet

‘them. Consider the following excerpt' from the Racine

dispaﬁgh log: "20:32, March 9--Complainant reports seeing
a 1ioqﬁcrossing the street at Spring and Ohio. The lion

did enter the city . . . Officers verify the animal is
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loose and in the‘city of Racine . . ." This particular

incident was resolved by the eventual "apprehension of

the offender." Not, however, hefore he injured two child-

ren. ’
Patrol time consumed on re5ponses.varies. For

example, a study in the 20th.Precinct°of the New Yoé

City Police Department sought to tabulate average con-

sumed time for forty-five "typical" incidents requir;ng

a police response. Answering a homicide call consumed

an average of 290 minutes; burglary -- 42 minutes; an

‘i1l person -~ 44 minutes; a narcotics complaint -- 230

minutes; serious autd‘accident -- 199 minutes; utility
trouble -- 38 minutes; disorderly groups —-- 22 minutes;
and a traffic violation -- 27 minutes.3 Similarly, a
time study of Ber&ley Police Department found, for ex-
ample; that a response to a serious traffic accident
needed 170 minutes; an insanity case ~-- 128_minu£es; a
prowler call -- 65 minutes; and a traffic violation --
30 minutes.4 Again, great care must be taken in making
inter~-study or inter-city comparisons of consumed time.
Does the data reflect single men‘cars or two men cars?

Is the time spent by patrol command personnel on the

_scene gbunted or not?. Are back-up units being considered?

i,

The exemplified complications make meaningful comparison
of time consumed per classified patrol events by various

departments a very difficult task.
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The Racine Patrol Experience

In the previous chapter it was'shown that of the
total patrol unit hours deployed by the Racine Police
Department in 1973, 30;111 hours (34%) were estimated to;
have been consumed by the response functién. The ensuing
sections distribute and analyze the totality of respbnse
function hours by various sub-~categories of activity.

The basic methodoiogy and its inherent problems
.involved in the accumulation of data pertaining to time
spent on called-for services was o&élined in Chapter II.
It remains to specify some particular steps taken in the

adjustment of raw, elapsed patrol time per incident data

to yield estimates of time consumed, as opposed .to time

elapsed, per event handled. Throughout this analysis
"time consumed® is defined as the sum of time attributable
to a éarticular call and consisting of travel by all
patrol offiers to the scene, investigation, including any
report preparation activity while “on-scene" énd in the
case of an arrest, booking time. The response function
defihition excludes "committed" time aqcruing to events
initiated by patrol officers; e.g;, observation arrests.
The latter category of incidents is defined within the
preventative function group of activities.

g;It should be recalled that the Racine communica-

tions division records time of dispatch and time “com-

pleted" for every complaint necessitating a uniformed
DAL Y
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patrol résponse,. Such. complaint forms are subhsequently
forwarded to the records division where each complaint

is coded for the nature of the incident, shift, location
of the incident by census tract and city grid, and for
patrol minuﬁes elapsed for the incident. This information
is transcribed on IBM cards and stored. For the pufposes
of this study the data was placed on tape and a run for
the entire calendar year was made by incident code group,
per shift, per Racine census tract. A total of 27,230
incidents on which elapsed_patrol éime was recorded were
counted by the computer.

Two problems had to be overcéme before the result-
ant data could be translated to a meaningful approximation
of patrol time consumed for the response function.

In the first instance, the éount of 27,23Q inci~
dents'did not agrée with the operational log of patrol
dispatches for 1973. This log is kept on a éontinuous
basis by the records division and is used fér management
information purposes. The log showed the total number
of uniformed patrol dispatchés for the year was 33,630.
Part of the discrepancy between the computer count and
the dispatch log was found to pertain to those incidents
where Epécialized units of the department (criminal,
traffi;fand juvenile investigators) were dispatched to
"take over" from the patrol. Sincé the Racine data
system is specifically ge%red to pigk up only uniformed
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patrol time elapsed from the initiation to the completion
of an investigation of an incident, sdme events left
"hanging" by the patrol in the hands of the special units
are not recorded as to patrol time elapsed. Part of thg
discrepancy can be attributable simply to failure to
record time elapsed for some patrol dispatches. ‘

The discrepancy between incidents tallied in the

dispatch log and by the computer run was adjusted as

.follows: The average elapsed time per type of incident

was derived from the 27,23Q events for which elapsed time

was recorded. Frequency of incidents shown by the com-

puter run was compared to the freguency shown in the
bpe£ational records. The number of incidents constituting
the discrepancy were muitiplied by the "average elapsed
timeh per appropriate incident ald summed with the total

elapséd time tallied by the computer run. Table 6 illus-

trates this adjustment of data.

“TABLE 6.~--Adjusted Elapsed Patrol Time on Robbery Incidents.

a. Robbery investigations by patrol

{per data run): 205
b. Total patrol time elapsed, in minutes, for

robbery investigations (per data xrun): 9,206
¢. Average time elapsed per robbery incident :

(bta) : ’ 45
d. Robbery investigations by patrol (pexr :

gperational records) : 277
e. Nufber of incidents in the dlscrepancy (d~a) : 72
f. Estimated patrol time elapsed for discrepancy

(e x ¢c): - 3,240

~g. Total estimated patrol time elapsed for all

robbery incidents, in minutes (£+b): ‘ 12,446
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The resultant estimatéd elapsed time for total
incidents investigated was not as yet equal to pétrol
unit time consumed. As previously indicated, the Racine
communications division is geared to record patrol time °

elapsed per incident handled rather than the time consumed

per incident per patrol unit disgatchéd. Where an event

is investigated by a single patrol unit, both time figures
are equivalent. However, such is not the case in multiple
unit dispatch situations which occur as a normal opéfating
procedure dealing with calls for pglice service of more
serious nature; e.g., assauits, distrubances, robberies,
family arguments, etc. This is particularly ture of the
Racine patroi practice. Since Racine basic patrol sguads
are manned by single officers, back-up units are sent to
respond to most calls for servioas.'

The convefsion from total elapsed patrol time for
incidents investigated to total patrol time consumed for
responses was made as follows: A sample wés taken of
complaints to which uniformed patrol was dispatched to
investigate. The number of ﬁnits‘éent was noted by inci-
dent type by frequency. A correcétion factor for multiple

unit dispatch was computed which also took into account

the shorter presence "on scene" of back-up units. It

N
&\ } . 1
was eqtimated that a back-up unit, depending upon the

nature of the event, spent 50% to 25% less time on an
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investigation than the unit of primary responsibility
for the event. Table 7 illustrates this adjustment.

TABLE 7.--Conversion of Elapsed Patrol Time to Consumed
Time.

-

a. Total 1973 patrol time elapsed for robbery
robbery incidents in minutes: ° 12,446

b. Estimated number of units dispatched per
robbery incident as adjusted by the
*shorter presence" factor for back-up
. units: 4.0-

c. Estimated total patrol unit hours consumed
for all 1973 robbery incidents

(%ﬁ?): _ : 831 hrs.

It should be noted that.the consumed time adjust-
ment for multiple unit dispatch gituations deals only
with patrol squadé formally dispatched by communications
command. No attempt was made to estimate time spent on
responses by units which voluntarily move to back-up
their fellow officers. This occurs with regularity,
particularly on "dull nights." Similarly, the measure-
ment of patrol unit hours spent on the response function
does not encompass time spent by supervisory personnel

who at times.respond to calls, nor fo’responses by, for
N .

' i, . . .
example, undercover men, detectives or traffic officers
S

deployed in the field. The concern of this analysis is
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with time spent on calls for service by uniformed,
regularly assigned squad area patrol officers. |

The definition of what the officer actually does
when handling a dispaﬁchvﬁaries‘With the nature of the {
inbident. Timebconsumed,'of céursé,.always in&clves
travél to the scene. Subsequentiy,‘thg even* itself
determines much of what is done and the length of time

it takes to do it. A major crime or an accident may

“reguire the uniformed patrol unit to merely protect the
gcene until criminal or traffic inﬁestigatoré arrive to

"take over. A family quarrel may be resolved swiftly,

the presence of the "law" being sufficieht.to re-aestablish
at ieast anlappearance of harmony, or’it may even lead |
to the arrest of one of the parties. Some incidents
require but a brief informal patrol report which is
immediately called in, while others may need a iengthy
information gathering process and a detailed, férmal
report. For example, crimes against the persbn or pro-
perty, traffic accidents and animal bite cases require

the Racine patrol officers te £ill out extensive, pre—'

printed reporting forms. Such reports may be "pencilled-

~in" while on the scene. On other occasions, the patrol

officq{ may be required by the press of other dispatche
k- .
to complete the report-later in the course of duty. As

it will be pointed out more explicitly in the discussion
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of patrol'administrative tasks in Chapter V, it is diffi—
cult, particularly for some events after the fact such as
traffic accidents, to distinguish where "police work":
ends and clericai, record keeping duties begin.

| Tahle 8'presents a summary distrihution of the
30,1;1 estimated patrol unit houts whichhthe Racinefpatrol
division expended for the response function. The four
main categories of events constituting the totél response
activity encompass crime relatgd calls, .conflict resolu-
tion calls, traffic relatedbinoidents and responses to
miscellaneous non-criminal requests for police Setvice.
The definitions of these categories‘are'reflectéd,by the
events identified in the table. More specific definitions
will be found in Tables 9 through 12 as the above four
classifications are reduced to greater detail. The
clasoification of events handled by the Racine patrol
are based on the system used by the department's records
division for managerial and Uniform Crime Reoorts
purposes.

It is appropriate at this time to reiterate the
point raised in Chapter II--that the cla551flcatlon of
incidents encountered hy the police involves much.lnhelent
arbitggriness. Consider, for exam@lef an incident such
as a gnvern'"brawl.“ Depending upon the circumstances

encountered and the discretion & the officer in the
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TABLE 8.--Distribution of Estimated Patrol Unit Hours Consumed on Dispatches to Crime Related,
Conflict Resolution, Traffic and Miscellaneous Non-Criminal Calls; Racine Police
=% ~mepartment, 1973.

Numbex Percent . Percent
of of Hours of Hours
Incidents Incidents Consumed Consumed
Crime Related Calls:
Crimes Against Person ) 1,013 3.0% 2,785 9.2%
Crimes Against Property 5,788 17.2% 5,076 .16.9%
Other Crimes : 2,631 7.8% . 2,222 7.4%
Alarms and “Suspicious™ Calls 4,293 12.7% 2,815 7.7%
13,725 40.7% 12,398 41.2%
Conflict Resolﬁtion Calls:
Family Problems . 1,349 4.0% 1,124 3.7%
Neighbor cConflict, Fights (Civil Trouble) 2,728 8.1% 2,985 9.9%
Problems With Children 992 2.9% 572 1.9%
Noisy Persons 819 2.4% 410 1.4%
Undesirable Person on Premises 957 2.8% 743 2.5%
Other Conflicts . 94 0.5% 251 0.8%
6,939 20.7% 6,085 20.2%
Traffic Related Calls:
Traffic Accidents : ' 3,946 11.7% 5,787 19.2%
Parking Complaints .. 1,400 4.2% 632 ) 2.1%
Fire Calls 877 2.6% 1,052 3,5%
Other.Traffic.Calls ) 348 1.0% 493 1.6%
6,57 19.5% 7,964 26.4%
Miscellaneous Non-Criminazl Calls: 6,395 19.1% 3,664 . 12.2%
Total All Dispatches: , 33,630 100.0% 30,111 100.0%
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diSpositien of tﬂe event, the "brawl" may appear on the
records as "civil trouble," a disorderly case, a simple
assault, or, in the extreme, as a felonious assaﬁlt.
Such examples of classificat;on problems are applicable
throuéhouflfhe ;enge of eventsbto which.the patrol is
asked to respond. This awareness musg continuously‘

accompany the reading of this study and others like it.

Yet it should also be kept in mind that whlle some de~

¢gree of arbitrariness in the categorlzatlon of 1ncxdents
'is unav01dable,‘lt lS mJanlzed when incident deflnltlons

.are con31stently applled, particularly by 1nformed pexr-

¢

sonnel.

In terms of incident freguency the data in Table

8 indicates that the preponderance of all dispatches,

40.7%, dealt with calls related *to crime. The balance

was aimost eéually distributed among events related to
conflict resolution, traffic and sundry non—criminal
patrol services. In terms of patrol hours consumned,
crime related calls accounted for 41.2% of total expended
response function hours; conflict resolution -- 20,2%;«
traffic matters -- 26.4%; and miscellaneous calls --

12.2%. Percentage of hours consumed paralleled the ratio

.of ineidents for the .crime related and conflict resolu-

.

tion évents. Traffic dispatches, however, absorbed more

patrol time per incidenf. than the other three categories.
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sSundry incidents required the least amount of patrol time

per number of cases handled.

Crime Related Responses

Table 9 contains a summary of the frequency and
consumed patrol time.for crime related dispatches. As a
category, crimes agalnst property are the most voluminous
in terms of the number of incidents (42.2%] and hours
consumed (40.9%). Crimes against the person, while con~-
séituting_but 6.4% of all crime related incidents,
because of their considéred'seriouéneés, absorb 22.5%
cf patrol unit howurs speﬁtkon crime related events. The
violent crime class also consumes the greatest amount 6f
patrol time whén mgasuréd on per incident basis. A
homicide case is estiméted to use up4592 minutes of patrol
time and a rape case 25? minutesT- Robbery and assault

calls consume 180 and 154 minutes respectively. The data

for homicide and rape should be accepted with reservation

-as the sample was small in both instances, N = 3 and

N = 26.
Part II offenses constitute 192.2% of incidents
and consume 17.92% of time spent on all crime related

calls. 7The count of these incidents, as shown in Table

. S :
9, understates the actual number of such calls handled

by the department in 1973. The discrepancy occurs

because the response to many of sthese offenses is the
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TARLE 9.--Estimated Patrol Unit Hours Consumed on Dispatchés to Crime Related Calls, Racine
Police Department, 1973.

e Percent - Consumed . Elapsed
T . Total of Numbexr Percent Time Per Time Per
' ~in Total of of Incident ~ Incident
$ : o Hours Hours  Incidents Incidents (In Minutes) (In Minutes)
+ R
A. Crimes Against Person (Part I Offenses):
- Homicide . 30 0.3 3 . 0.02 592 148
;T Rape -« , . 109 0.9 26 0.18 252 84
R Robbery 831 6.7 277 2.0 . 180 45
S Assault B 1,815  14.6 707 - 5.2 154 44
‘ | Sub-To*al of "A" 2,785  22.5 1,013 - 7.4 165 46
B. Crimes Against Property (Part I Offenses): : ) . . .
¢ Burglary ' - 1,702 13.7 1,621 -11.8 S 63 ‘ 42
Larceny 3,077 24.8 3,846 28.0 48 32
Auto Theft 297 ._2.4 321 2.4 _ 56 ‘ 37~
Sub~Total of "B" 5,076  40.9 5,788 - 42.2 ‘ 53 35
C. Other Crimes (Part II Offenses): : . :
Vandalism 898 7.2 1,497 10.9 - 36 20
Sex Offenses : 271 . 2.2 285 . 2.1 - 57 19
Drunkenness . - 246 2.0 261 . 1.9 56 28
Other (Arson, Forgery, Fraud, 807 6.5 588 4.3 . 82 40
Weapons, Narcotics, Gambling,
Liguor Laws, Curfew, Runaways, ]
Bomb Threats, etc.) : - S :
Sub~Total-of "C" 2,222 17.9 2,631 19.2 51. 25
"D. Responses to Residential and Commercial 1,182 9.5 . 2,027 .14.8 -35 14
- Alarm Systems: : ‘ : :
E. Responses to Reports of "Suspicious™ 1,133 9.2 2,266 16.4 30 .15

Persons or Circumstances: . e

Total Crime Related Calls: 12,398 100.0 13,725 1100..0 , 56 . 28
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"specialty" of criminal and undercover investigators
rather than of the patrol division; e.g. narcotics, fraud,

gambling or prostitution. Least time consuming per inci-

dent handled are the responses to alarms and investiga- ‘

tions cf "suspicious" persons or circumstances. This

happens because these events, as recorded, already reflect

the absence of patrol encountered circumstances which

would serve to reclassifj the incident as a crime call.

Alarm and "suspicious" calls are considered here as crime

related incidents since the Racine patrol division, not

"unlike other police agencies, treats such calls as

potentially criminal events~.‘

Mot reflected in Table 9 but of relevancy in the
definition of patrol "output" within the crime related
response function is the specific nature of some events
handied3 Of the 277 calls dealing with robbery; for -
example, 53% involved the use of firearms while‘the
remainder involved knives and éther weapons, Of the 707
incidents of assault, 7% involved a gun, 12% a knife,
13% other weapons and the preponderance, 68%, depended
upon "hands and feet." Forty-eight pefcent of the
assaults océurred on the street, 26% in homes, while the
balan%? happened in business and public establishments.

£
. Within the count of 1,621 burglary calls, 63%

involved forcible entry, 27% consisted of unlawful entry
without force and the remainder were attempted, forcible
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burglary incidents. The 3,846 larceny incidents can be

distributed as follows: 15% shoplifting; 16% thefts

from automobiles; 17% thefts of automobile parts; 19%
stolen bicycles; 19% thefts from buildings; and 14% con-.

sisted of other "varieties" of theft." About 50% of calls

dealing with vandalism pertained to vandalized dwellings

qr,buéiﬂeés‘establishments and 37% involved destruction

’

of motor vehicles. Of the 285 calls pertaining to sex
offenses, seventy percent involved "peepers and prowlers."

The remainder were distributed among exhibitionists,

‘molesters, and obscene verbalists.

Conflict Resolution Respdnses
Table lovpresents the diétribution of incidents
and patrol time consumed on the handling of dispatches
relatgd.to inter-personal confliét situations. Because
of the highly charged, emotional circumstances which

frequently surround such events, often requiring physical

~ restraint, the Racine practice normally calls for the

dispatch of several back-up units for the handling of

the majority of such incidents. As a result, patrol time

expended per conflict resolution dispatch is substantially
higher than the net patrol time elapsed.  Many of the

evént$Vare such that the presence of the police on the

scenefis brief but highly "visible.'

<
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TABLE 10.--Estimated Patrol Unit Hours Consumed on Dispatches to Conflict
‘ Resolution Calls, Racine Police Department, 1973.

rl’-
T

- .
Wy,

(A
wi¥

\
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= g
Consumed Time Elapsed Time
Total Percent Number Percent Per Inci- Per Incident
in of Total ot _ of dent (in in
Hours Hours Ingcidents Incidents Minutes) Minutes
Family Problems 1,124 18.5 1,349 19.4 . 50 20
Problems with Children 572 9.4 992 14.3 34 17
Noisy Parties 410 6.7 81¢ 11.8 30 12
Undesirahle Peérson on 316 5.2 379 5.5 50 20
-Premises C .
‘Trouble with Tavern 163 2.7 245 3.5 40 16
Patrol g
Trouble with Patrol . 264 4¢3 333 4.8 48 19
(Other Establishments) : )
Fights, Neighbor Conflict 2,985 49.1 2,728 39.3 66 ] 19
and other Civil Trouble - ,
Other (Suicide Attempts, 251 4.1 94 1.4 160 56

Mental Cases, etc.)

6,085 100.0 6,939 100.0 53 19
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Within the events claséified, street fights,
landlord-tenant arguments, neighbor conflict and éimilar
"civil trouble" predominate in terms of incident frequency
and time consumed; representing 39% and 49% respectively:
of total coﬁflict resolution xasponses. Fémily_problems
are second in cali volume. The least time éonsuming’are
officer stdps to “keep‘the noise down." Not reflected
separately in Table 10 are 75 dispatches classified as |
attempted suicides.‘ These calls consumed an estimated

191 minutes of patrol time péi each:dispatch.

. Traffic Related Responses

Table 1l summarizes the Racine patrol experience

in responding to reports of traffic accidents, responses

to fire calls, and dispatches to handle traffic related

. . o
complaints. The investigation of traffic accidents pre-

dominates in the number of events (60.1%) and in time

consumed (72.7%). Patrol time spent per accident is al:uo
high, 88 minutes, reflecting the need for patrol manpower
not only fo investigate the accident but to untangle
ancillary traffic problems. The consumed time shown. for
accidents is lower than perhaps could be anticipated

because accidents involving death or injury are processed

‘by tréﬁfic‘investigators, a specialized unit of Racine

police.
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TABLE 1l.--Estimated Patrol Unit Hours Consumed on Dispatches Related to Traffic
Calls, Racine Police Department, 1973.

- Consumed

Total Percent of Number . Pexrcent Time Per

in Total - of of - Incident

Hours Hours Incidents Incidents (Minutes)
Traffic Accidents: 5,787 72.7 3,946 60.1 44
Fire Calls: | -1,052 13.2 877 13.3 24
Parking Complaints: 632 7,9 1,400 21,3 18
Enforcement (on 493 6.2 348 s 5.3 43

Complaint): - .

7,964 100.0 6,571 100.0 36

Z8
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Police fire calls are included under the traffic
related classification because such events require the
patrol to reroute vehicle traffic around fire zones and
control pedestrian movement within the vicinity of the
conflagration. Both the parking and traffic enforcement
incident categories reflect ﬁesponse to demand for patrol
serviée upon comglaint rather thanjdfficer initidted
activities. In.the case of éarking, complaints of bloéked
driveways are illustrative of the naturéhéf“events.in—r
cluded in Table 11. The enforcement upon complaint
category is exemplified by a dispatch such as "speeders
on the block." Officer initiated traffic enforcement
activities are includéd under the preventative function
classification. For exaﬁple and as a ‘contrast to enforce-
ment upon complaint, in 1973 Racine officers ﬁade 8,655
"observation" arrests (citations) of moving traffic

violators and apprehended 274 drunk drivers.

Miscellaneous Non-Criminal Responses

This category of poiice patrol services includes
dispatches which can not be comfortably fitted. in the
previous three classes of events; crime related, conflict
resolution and traffic matters (Table 12). Emergency
servic%é, i.e., "rescue runs," predominate in terms‘of

incidehts handled (20.9%). Animal cases, consisting of
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TABLE 12.--Estimated Patrol Unit Hours Consumed on Dispatches to Miscellaneous
Non—-Criminal Calls, Racine Police Department, 13973.

at w
Yoy

Percent Consuned Elapsed
Total of Number Percent Time Time
in Total of _ of Per Incident Per Incident
Hours Hours Incidents Incidents (Minutes) (Minutes)
Barking Dog: 87 2.5 313 4.9 17 17
Dog Bite Cases: 308 8.4 379 5.9 48 33
-Animal Cases--Other: 361 9.8 398 6.2 54 ) 27
Defective Public 146 4.Q 205 3.2 43 29
Facilities:
Lost and Found 136 3.7 236 3.7 34 34
Reports: ’
Rescue Runs: 637 17.4 1,341 20.9 28 19
Assistance to 623 17.0Q 1,084 16.9 35 23
Citizens: . ¢
Escorts: 75 2.0 145 2.3 . 31 31
‘Notification of 63 1.7 . 136 2.1 ° 28 28
Persons: . :
Ordinances other 156 4.3 248 3.9 38 ° 19
than Traffic:
Information Reguests: 282 7.7 643 10.0 26 26
Unfounded Calls: 310 8.5 517 8.1 36 18
Miscellaneous--0Other:%*480 13.0 750 11.9 38 28

TOTAL: 3,664 . 100.0. 6,395. 100.0 34 24

V8

*Abandoned property, non-traffic accidents, missing persons, extra attention,
storm related incidents, etc.
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the "barking dog,“ "dog bites"’and "other animal cases"
categories, account for 17% of total miscellaneoué calls.
It should be noted that the calls relating to animals as
shown reflect only those dispatches which have been routed
to uniformeé patrol officers. Racine Police Department
employs a civilian animai control officer who handled an
additional 1,850 complaints in 1973. The provision of
sundry assistance classification ranks third in the volume
of calls, 16.9%. The latter events are exemplified by

services such as providing "1lifts". to citizens in need

- or help to locked out persons to re-enter their homes.

In terms of patrol time consumed, animal cases
account for £he highest proportion (20.7%) of total
time consumed for miscellaneoué calls, followed by
rescue runé (17.4%), and assistapce'tc citizens (17.0%).
Most'time conéumiﬁg on per incident basis are animal
cases excluding "barking dogs.' Reflected in Table 12
but under the aggregate classification of "Other" are,
for example; 54 dispatches to investigate reported
street hazards; 61 attempts £o locate persons; 29
investigations of reported storm damage; 22 complaints
of unshoveled snow; 69 calls on fireworks; and 33

reporgg'of abandoned property.
k. '
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Variahility of the Response Function

Table 13 ranks, by average timé consumed, thirty
select incidents to which the Racin patrol division was
requested to respond in 1973. The incidents selected
are generally those where the sample was large, exceeding
100 cases as couﬁted by the computer run of elapsed‘
patrol time. The ranking of these events indicates a

pattern which can be used to generalize the relationship

-betwean patrol time consumed and the nature of the dis-

patch. The incidents that consume most of patrol time

are those that invelve threat to the safety of a person

(e.g. robbery and assault); threat to the safety of the
bolice officer (e.g. disorderly, rdbbery); require
extensive preparation of investigatory reports f(e.g.
propérty and person cromes, accidents) . .and interrupt
orderly movement of persons or wehicles ir the‘%icinity
of the scene (e.g. street crime, traffic accidents,
Fire calls).

’Thé listing of patrol handled events.in Table 13
also conveniently summarizes this-chapter in that the
events ranked illustrate the com@lexity of the response
task. There is a wide disparity in personal aptitudes
and attributes demanded on an investigator of a rape
case gﬁd of a barking dog complaint. Yet, the patrol

officer is called to do both. It is not surprise that

‘study conducted in the thirties found that a competent




e

ES

87

r

TABLE 13.--Estimated Patrol Time Elapsed and Consumed by
Type of Dispatch for Select Incidents; Racine

Police Department, 1973%.
Consumed Elapsed
Time Per Time Per
Incident Incident
(Minutes) (Minutes)
1. Rape 252 84
2. Robbery 180 45
3. Disorderly 171 47
4. Assault 154 44
5. Attempted Suicide 153 . 51
6. Bomb Threat 141 47
7. Sudden Death 122 6l
8. Curfew & Loitering - 112 56
9. Narcotics 1a8 54
10. Mental 98 49
11. Traffic Accident 88 44
12. Fire Call 72 24
13. Civil Trouble 66 19
14. Burglary 63 42
15. Sex Offense 57 - 19
16. Auto Theft 56 37
17. Drunkenness 56 28
18. Family Trouble 50 20
19. Unwanted Party -~ 50 20
"20. lLarceny 48 32
21. Dog Bite 48 33
22, Non-Traffic Accident 42 21
23. Abandoned Property 38 38
24. Vandalism 36 20
25. Alarm 35 14
26. Children Trouble 34 17
27. Suspicious 30 15
28. Notification 28 28
29. Parking Complaint 27 18
30. Barking Dog ‘17 17

patrol time spent on t
"consumed" adjusts ela

*Time "elapsed" per incident represents net

back%ﬁp units to the same incident.
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CHAPTER V

PATROL .OQUTPUT: THE PREVENTATIVE FUNCTION
AND ADMINISTRATIVE TASKS

The Preventative Patrol Function

Forty pefcent of patrol unit hours deployed by
the Racine Pélice Department were consumed hy the prevénf
tative patrol function (Table 2). However, and contrary
to the response function, it is extremely difficult to
account for the expenditure of preventative patrol time
in concrete terms. Incidents of more serious nature
and all incidents leading to "observational" arrests
enter the departmental records by means of formal re-
ports. For example, in 1973, Racine‘patrolmen reported
379 cases of discovered open doors or windows in the
course of patrolling. Similarly, 274 observational
arrests were made of drunk drivers and a total of 8,655
moving traffic violation apprehensions (citaticns) were
recorded. Patrol officers also reported defects in
city facilities, such as inoperafive street or traffic
lights, made arrests of observed curfew and loitering

violators and in general, encountered a variety of

. 9a
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criminal and non-criminal situations of which they
disposed formally or informally; all of which aonéd&ed
a substantial proportion of their uncommitted, preven-
tative patrol hours.

An estimate of time consumed for events encoun-
tered and reported to lHeadquarters in the course of
patrolling perhaps could be made. The exercise, however,
would not be very significant. Firstly, oﬁly a portion
of incidents handled by patrol officers are reported.
ﬁuch of patrolmen's initiated activity is disposed of
informally and at their own discretion. Secondly, and
more significantly, the premise behind the preventative
pétrbl concept is deterrence of incidents rather than
their discovery. To illustrate, the time spent én
checking for open doors or windows of business estab-
lishments is of greater importance than‘the disc0very‘
of such. Likewise, time devoted to watching for’ reckless
drivers is perhaps more meaningful than their arrests.
0Of course, the fact thét some open doors are found and
some drunk drivers are arrested may be indicative of
the “quality" of preventative patrélling activities.

Ultimately there is no systematic way to determine
on a practical, continuous basis and with reasonable
accuracy as to where and how a patrol officer spends his

uncommitted time. Informal procedurés exist, These
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’
consist of the "feel" hy a patrol supérvisor as to the
degree to which his men are "hustling." For example,
some experienced police administrators occasionally make
the observation that they can "tell if a beat man is ’
working ismply by listening to the radio traffic." This
is a_credible statement. Bui practice cuts both wafs.

An experienced patrolman, for his part, can no doubt
generate a great deal of "strategically" calculated
messages. .

It should, therefore, be réiterated that the total
hours shown as consumed for the preventative function by
the Racine patrol operation were derived as a residual
given the éonsumed’tihe data for administrative tasks and
for the response function. The assumétion is made that
when a patrol officer's time is not committed to the
latter two responsibilities, it is utilized for preven-
tative pétrol. This assumption needs a strong gualifi-
cation. Effectiveness of preVegtative patrol‘is much
dependent upon the initiative of the officer himself.

It can be a vigorous activity where the officer persis-
tently checks for the physical security of residences

and commeréial establishments, pokes about crime inviting
nooks and crannies of his beat, or.with perserverence

"stakes-out" areas where his experience indicates a

potentiality of trouble. Yet, "preventative patrolling"
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may consist of passively cruising or, a not unheard of
extreme, of sleeping in a well-warmed squad car parked
in the obscure, dimly-1lit confines of the local freight
yard.

While there is no practical, continuous means
of accurately determining the time consumed by the various
activities inherent in the preventative patrol function,

there are periodic, albeit expensive, research techniques

"which can estimate such time distributions. In the case

of the Racine operation, for example, the placement of

observers with a representative sample of patrol officers
for a representative period of patrol hours could fesult
in good time consumed data for the miscellany of tasks
performed in the course of patrol. Such data gathering
was beyond the means of this study. To the extent that
Racine patrol field.operations were observed, such was

done fox overall background purposes. The observation

- was not of sufficient representativeness or duration to

permit an estimate of time consumed for various preven-
tative patrol tasks.

Guidance is, therefore, sought in an empirical
study of preventative patrolling in another city; the
Police Foundation's research in the patrol practices
of thé Kansas City Police Department.l Of course, the

specifiv implications of this study can not pertain to
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the Racine experience. The broad implications, i.e.
types of activities consuming preventative patrol hours,
are, however, pertinent to the development of patrol
productivity and cost assessment tools.

The Police Foundation's reseafch team sought to
find gut the work output of "non-committed" patrol time.
In' this instance 'mon-committed" time was defined as
patrol hours not devoted to responses to dispatch or to
observational arxrests. It was detgpminéd that 60.31%
of the Kansas City patrol,time_sgméled~£gl¥ into the
"non-committed" category. Its distribution is presented

in. Table l4.

TABLE 14.--Patrol Officers' Expenditure of Non-committed
Time, Kansas City South Patrol Experiment,
1973. '

M“éégcent | éércent of
Non-cgommitted Total Time

(Vehicle in Motion)

Police related activity . 23.54% 14.20%
Non-police related activity 25.47% L5.36%
(Vehicle Stationary)
Police related activity 26.01% 15.69%
Non-police related and 24.98% 15.06%
residual .
100.00% 60.31%

Source: M. Haist, R. Daniel and C. E. Brown, "Analysis
of Patrol Officers' Expenditure of Non-committed,
In-service Time" (Washington, D.C.: Police
Foundation, 1974), p. 20. (Mimeographed)
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The analysis appearing in Table 14 was drawn from 1,250
hours of observation by five observers conducting 198
observational tours averaging 6.2 hours in duration. .
ﬁxamples of non-committed time activities by patrolmen .
are as follows:

Stationary Police Related--report writing, waiting
for tows, filling out encounter surveys, surveil-
lances, traffic ordinance enforcement;

Stationary Non-Police Related--eating, resting,
reading non-police material, talkint to observers,
girl watching, phone calls, visiting with friends,
sleeping, watching movies or sports events;

Mobile Police Related--looking for suspicious cars,
people, stolen autos and traffic violations, watching
residences and buildings, training new patrolmen;

Mobile Non-Police Related--driving nonchalantly to
relieve boredom, girl watching, going to eat, to
the bank, to the cleaners, other personal errands,
pleasure riding; '

Contacting Personnel in the Field, Police Related--

talking about crime suspects, calls, policies, pro-

cedures, getting or giving information on policies-

g or procedures, exchanging mug shots, getting reports
approved, discussing ongoing innovations, evidence,

courts, complaints, etc.;

Contacting Personnel in the Field, Non-Police
Related--general talk, hunting, cars, sports, sex,
vacations, joke-telling, family life, etc.;

Residual--traveling to and from the station to the
district, time in and traveling from court, garageé
headquarters, radio repair, etc., to his district.

From the foregoing discussion of the preventative
patrol function it can be concluded that its "output" can
? be identified but it is extremely difficult to measure in

terms of patrol time consumed. The conspicuous examples
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of such output are: informal dispositions of observed

.incidents, preventative activities such as watching for

the security of buildings and enforcement of criminal
laws and ordinances through observational arrests.

Does preventative patrol, the central occupa-
tional ideal of police service, prevent a significant
amount of crime? No wholly satisfactory answer is
possible. On one hand, there is the strbng sway of the
common—-sense proposition that posting a policeman on
every stoop will surely deter much of criminal behavior.
On the other hénd, given a police agency size within the

circumstance of practical economic constraints, there is

-some doubt that its preventative patrol carries much

deterrence weight. Aggregate data, with its admittedly
many limitations, indicates that there is no glear-cut
relationship between the "crime rate".and numbers of
police.” The average number of uniformed policemen per
1,000 inhabitants in cities exceeding 500,000 in popula-
tion of 2.3. The cofresponding figure for cities in
the 10,000 to 25,000 people bracket is 1.5.° However,
the small cities, with some excepéions, experience a
substantially lower rate of reported offenses than the
more policed metropolises. One is compelled to address
the issue of police crime prevention capébility. Pro-
grams.to improve police productivit& will not get very

far as long as the police administrator can counter




97

o

\4

budgetary probes by the heretofore ﬁnassailable and
esoteric comment that when his patrolmen are not res-
ponding to citizen service requests,they are preventing
crime. .
The limited number of studies dealing with the
crime preventing capabilities of the’ patrol present
mixed conclusions. Rand Corporation sought to assess
the crime cénsequences in the 20th Precinct of the New
York City Police Department after its manpower was
increased by forty percent.4 This study examined crime
data for the subsequent five year périod, 1963~1967.
Rand cautiously concluded that there was no impact on
- "inside" crimes, offenses not normally visible from the
street. There were, however, significant decreases in
"outside" crimes, particularly auto theft, larceny and
robbery which could be‘seen from the street. Interest-
ingly, the researchers found that some crime was "dis-
| ; placed" to the neighboring Central Park as a result of
the greater police density in the 20th Precinct.
: In August, 1969, the' Indianapolis Police Depart-
\ : ment purchased 320 additional marked cars for a total

5

fleet of 455 squadrolls. All patrolmen were issued a

car which they were authorized to use for personal as

-well as official business. It was anticipated that the
E increased visibility of the police would serve to

significantly inhibit criminal activity. An evaluation
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of the program after eight months of operation indicated
that while total reported crime increased in thé city,
"outdoor" crime decreased: auto theft by 15% and
purse snatching by 8%. There was also a significant
decrease in traffic acéidents. Police clearance rates
of reported offenses went unchanged. °

A similar project was also tried by Cahokia,
I-l'l'inois.6 This village of about 20,000 residents
usually deployed three squad cars. Nine more were
purchased and given to each membef¥ of the patrol for
use. on~ and off-duty. An svaluation of one year effects

on. crime (April, 1971, to April, 1972) showed no impact

‘an. cxime and no. increase in police initiated interxo-

'gations. Budnick K (1972), sought to determine the impact

of increased manpower in a Washington, D.C. Eolice
dilstrict. He found that initially there was a signifi-
cant decrease in the crime rate but eventually the trend
reversed itself and climbed toward the pre-experimental
levels. The investigator was led to speculate that
offenders somehow are able to adapt to, the "changed
e-nvironment.."7

The Police Foundation's controlled Preventative

Patrol Experiment in Kansas City is the most elahorate

"and rigorous study to-date of the crime deterrence

capabilities of the police.8 while the Foundation

cautions as to the need for further research and the
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direct applicability of its conclusions to the uniqueress
of Kansas City, its study, nevertheless, points to £he'
limited capacity of general pétrol strategies to prevent
crime. : C.
The Police Foundation research design gsﬁablished
three patrol groups: proactive, reactive and control.
The pfoactiv& caﬁﬁgory emphacized officer initiated
activities and had more visible units. The reactive
group concentrated solely on responses to citizen re-
quests for service and avoided self-initiated entry into
its assigned area. The control gréup assumed a stance
of a normal mix between responses and initiated aétivi—.
ties. The experiment was begun October 1, 1972, and
' 'was terminated on September»BO,‘l973..-Significant tp
the issue in question was the cbnclﬂsion of ;hé stgdy.
that "as»reveéled in the»victimization‘sdrveys, the |
experimental conditionsr(three éontrasting levels ofk
patrol visibility: increased, normal and greatiy
dedreased) had no significant effect on residence burgF'
la;ies, larcenies, auto thefts, 1arceniés involving auto
accessories, robberies 5r vangaliém, crimes.traditionally

considered to be deterrable through preventative patrol."

Ancillary Administrative Tasks

Report preparation, court appearances, personal

breaks and similar administrative tasks are patrolmen's

9
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activities which, of course, do not have an end in
themselves. Most administrative duties are closely
related to the number and kind of activities undertakén
in the course of preventative patrolling or responding
to public demand for services. The number of court .
appearances are dependent upon arrests made and/or
traffic citationé contested. The number of incident
reports filed are a function of incidents handled. Con;
sequently) while administrative duties do not constitute
"output" in themselves, they are part and parcel of the
overall police product and do consume a very substantial
amount of patrol officers' on-duty time. An increase

in the productivity of administrativestask performance

can make more time available for substantive patrol

duties or, in the alternative, reduce the need for

- patrol manpower.

Table 15 presents a summary of estimated patrol

unit hours spent in 1973 by Racine patrol officers~on’

"administrative tasks, consisting of personal breaks, -

-

report preparation, court appearances and time spent on

repairs’ and exchanges of defective quipment. Thesé
four categories do‘not exhaust the range of acﬁiviﬁies
that"pétrolmen afe’asked to do and which can be classi-
fied as on-duty administrative tasks. Patrol officers

"hreak-in" new men, for example, and run with. regularity
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to perform miscellaneous errands for headguarters. The
four classes of tasks reflected in Table 15, however,
are more easily identifiable routine duties which also

consume the most of administrative time.

TABLE 15.--Estimated Patrol Unit Hours Consumed by On-
Duty Ancillary Administrative Tasks, Racine
Patrol Division, 1973.

v ! . e b i e bt gt on gy b s e At e -t

Activity ' Hours Consumed
Official Personal Breaks 5,584
Investigatdry Report Preparation 16,194
Repairs and Exchanges of Equipment 1,229
On-Duty Court Appearances ' 120
Total : 23,127

Personal Breaks

In the course of an eight hour patrol shift a

Racine patrol officer is formally allowed 20Q minutes for
"lunch" and 10 minutes.fof a "coffee break." In other
words, 6.25% of the shift is consumed by personal break
time or, in the alternative, 6.25%'of each patrol unit
hour is allocable to perscnal time~off. The 5,584 hours
consumed for breaks in the course of 1973 (Table 15)
were arrived at by applying the 5.25% break time ratio

to the total patrol unit hours (Table 2) deployed by

" the department in that year (89,350 x 6.25%).
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Report Preparation

Patrolmen's reporting responsibilities fail into
several categories: a) reports, written and oral, of
informally disposed incidents; b) reports and processing.
(booking) of events formally disposed (arrests); and
c) pro-forma reports pertaining to incidents after the
fact involving crimes against person or property, traffic
accidents and animal bites.

Incidents of minor nature which are informally

disposed are usually called in on the radio whereby the

officer indicates action taken and perhaps notes the
names of the principals involved, addresses, etc. More
gerious incidents, such as a family problem, which are
nevertheless informally disposed, may require a written
narrative for file and future reference.

Arrests require an extensive booking and reporting
procedure. In this study, the time consumed for - booking
is allocable either to the response function or to hours
consumed on preventative patrol. Crimes after the fact,
e.g. rapes, rohberies, all forms of theft, nevertheless,
require the patrolman to fill out a wvariety of background
data surrounding the event. The same is also true of
accidents and animal cases leading to personal injury.

In addition, many of éuch reports need written narrative

supplements. It can perhaps be said that in events
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after the fact of serious criminal nature, or accidents ’
involving death or injury, the patrolmaﬁ's job is
essentially to protect the scene until the arrival of
investigators and to succor the distress of the viotim.
In situations after the fact pertaining to lesser crimes
and minor accidents, the full}reporting workload falls
on the patrolman. As a matter oﬁ fact, the entire
incident can perhaps he viewed as, more or less, a
cIeriCal exercise because the patrol officer spends most
of his tlme gathering lnformatlon nehessary to flll out
his. forms. H
This presents a problem ip:deﬁinrng_where "police
workm ends and administrative:tasks:beg}n. Some officers{
complete their reports wh;;e on the scene aqd;return to‘-
available for dispatch status only upon compietioar
@thers make notes of the necessary data pertarnlng to

the event and prepare the requ1s1te reports later ln the

course of duty as time becomes avallable between dls—

| - ‘7.‘_‘»

patches. Since the Racrne patrol elapsed tlme data per
dispatch for the 1973 lncorporates reportldd tasks h
performed on the scene, it remarped to‘approxrmate the
amount of on-duty time that is spent on reportiﬁé; B

i.e, how much of uncommitted patrol time is used for

writing and/or calling in of investigatory reports.
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Thirty-£five Racine patrol officers weré asked to make
an estimate of éuch time per "normal" eight hour patrol
hour. The mean for the sample (N = 35) was 1l.45 hours

(M = 1.45; s = 0.47; Range 2.0 - 0.5). This estimate was
used to calculate the 16,194 hours consumed in 1973 on
tnvestigatory report preparation and processing. (k.45

# 18.125% x 89,350 deployed patrol unit hours = 16,194
hours consumed on reporting.) In other words, out of
every hour of patrol duty approximately 11 minutes are

utilized on "catch-up" reporting.

Repairs and Exchanges of Eguipment

Patrol officers are highly dependent upon vehicles
and their radios. The sample of thirty-five officers
were asked to estiﬁate the number oi hours of on-duty
time'during an "average month" that they spend on ex-
changing malfunétioning equipment or waiting for it to
he repaired. The mean for the sample (N ;_35) was 2.2
hours (M = 2.2; s = 1,62; Range 8.0 = 0.5). This mean
was used to estimate the 1,229 hours consumed for repairs
and exchanges of equipment as shown in Table 15. (2.2
+ 160-hour patrol "month" = 1.375% x 89,350 total

deployed patrol hours in 1973 = 1,229 patrol hours used

.on equipment problems.)
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contested. traffic case is docketed for a hearing.on a
particular morning, the officer is compelled to arrive .
in the hearing room by 92:00 a.m. and wait until the

case in gquestion comes up before the judge.

Court appearances by patrolmen are imporﬁant as
an overall issue of cost to the department. But because
of_thé focus of this study on the productive use of on-
duty patrol manp&ﬁer, time lost to court proceedings is
not a very significant item in the general profile of

patrol output, at least not in the cvase of the Racine

Police Department.

— .
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| CHAPTER VI
PATROL INPUT: COST OF RESOURCES

Introduction

The central idea behind productivity is to get
the maximum output per unit of input. Police patrol
output consists of the various services it performs.
Inputs are predominently manpower plus equipment,

facilities and energy; i.e. costs in common parlance.

In the previous several chapters it was, in effect,
aékea what do patrolmen do and how much time it takes
to do it? This chapter seeks to translate the time
spent on various patrol activities to é denoninator
common to the production of all goods aﬁd services,
cost of fesources used.

To do so in the case of pollce services in the
aggregate is not a dlfflcult exercise. That is because
the police is a highly labor lnten31ve enterprise. A
1970 survey of 1,187 city police budgets by the Inter—
national City Management Association found that the
mean distribution of expenditures was as follows: B87%

police salaries and wages; 5% capital outiays; and 8%

108
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for other 0peratin§ expenses.l The model for this.study,

R

Racine Police Department, is no exception. Eighty-seven
percent of its 1973 expenditures were for salaries and

fringes, 5% capital costs, and the balance was spent for

other expenseé.

Consequently, given the time coﬁsumed for the.
various patrol activities in the garlier sections of
this study, it is really sufficient to have a sub-
stantive understanding of what is costly or. cheap in
patrol servizes. Handling a "barkin& ng"”qmelaint
is obviously cheaper than a "dog bite" case as the former
consumes an estimated 17 minutes of patrol time whereas
thé latter needs 48 minutes. To put it another way;
allocating dollar costs to patrol services while already
having knowledge of the amount of timé spent on such
services is somewhat of a redundant exercise. Yet it
is not without usefulness. Dollar costs are the 1éngu§ge
of municipal budgets tying all public @ery;ggé to a
common framework. Besides,; police time when translated
to its dollar "value" seems to have more of an impact on
productivity consciousness. Knowing that every time a
citizen complains to the police ébout a éapking dog next
door it costs the taxpayer $5, as opposed to 17 minutes

of patrol time, is perhaps more striking and meaningful

to city management and its constituents.
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The coét data on the 1973 Racine patrol experience
presented in this chapter is not easily comparable to‘
cost studies of other police agencies. There are several
explanations for this. The most obvious one is that .
local government police agencies differ among themselves
in organizational structure and modes of operation. ° The
secona, and perhaps the more important reason is that
the police operation, because of its complexity, lends .
itself to a variety of initial assumptiébns which, in
turn, lead to a variety of views fér allocating costs
to police services.

For example, Rand's model PPBS police budéet,
és based on the 1968-69 executive budget of New York City,
chooses to allocate 82% éf cost to "crime prevention and
control" and to "investigation and appfehensioﬁ," 9% to
"traffic control," 2% to "emergency servicgs," and 7%
to "suppbrt."2 Rand's program cost cétegories are not
suitable to this studg. The analysis of Racine patrol
output indicates that the significance of non-crime
related activities can not be underestimated. Other
cost studies also tend to treat policing with exclusivity:

on its crime control responsibilities:

Difficulties of Allocating Departmental
Costs to the Patrol Function

Contemporary municipal police agencies of larger

size are no longer, and have not been for years, engaged
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solely in the patfol function. Many specialized units
have evolved; e.g. detectives, traffic, juvenile, under--
cover, records, etc. This presents a problem for proper
allocation of departmental expenses to the patrol opera--
tion. |

O. W. Wilson observes that "Poiicing should be
considered a patrol service with specialized activities
as aids.“4 Strictly applying such a conceptualizafion
of policing to the cost allocation problem, it can be.
propoéed that expeﬁditures'associaééd with other depart-
mental divisions are fully allocable to the patrol
function. On the opposite extreme, patrol can be
defined as an "autonomous® police division sharing only
such supportive services as are common to all divisions;
e.g. building, communications, admiﬂistration, etc.
Betweén these oppasites there is a range of alternative.
It can be argued that the cost of records and identi-
fication, for example, is most appropriately allocable
to the patrol as it is the latter which makes the most
use of the records bureau. fhe same could be said, to
a varying degree of applicability, of community relations,

communications, or traffic. Inter-study comparisons of

patrol costs are, therefore, highly complicated by

diverse definitions of those departmental costs which

are accruable to the uniformed patrol function.

Tt
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the student by the administrative services section of

the department.

TABLE 16.~-Expenditures for 1973, Racine Police Department.

(a) (b)
Total Patrol
Department Division

Base Salaries $2,401,090 $1,181,336

Fringe Benefits 600,273 295,334
Overtime 28,211 13,879
Equipment: Maintenance & Fuel - 75,190 36,993

Egquipment: Uncapitalized ;
Purchases 85,493 42,062

Safety Building: Heat,
Maintenance & Bond Issue

Interest . | 160,583 79,007
Other Expenses " 74,604 36,705
‘Total 1973 Expenditures: $3,425,442 $1,685,316

Cost Per Patrol Unit Hour

In Chapter II it was shown that in the course of

1973, the Racine patrol division deployed a total of

89,350 patrol unit hours. These Were calculated on the
basis of the number of squad areas regularly manned ﬁy
each shift for the entire year. For example, assuming
one squad area calling for the assignment of a single-

officer car, the total patrol unit hours deployed for

ihirstar 4
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the year would he 8,760 (24 hours times 365 days). The
number of patrolmen needed to provide coverage fer one
squad area is 4.9 in the case of Racine (8,760 + 1,787%).
The latter figure does not, of course, include manpower
for superivsion and support.

Patrol output has been defined in terms'of hours
consumed for the various classifications of services
berformed. Of interest in this chapter is to determine
the total and per event cost of such activities. To
derive such data it is necessary “first to calculate the
cost of a patrol unit hour deployed by the two alternative
expenditure allocation methods chosen:. total departmental

. cost basis and patrol division cost basis:
Cost Per Patrol Unit Hour 1973 Expenditures (Patrol
(Patrol Division Cost Basis)=Division Cost-Table 16)

1973 Patrol Unit Hours
Deployed (Table 2)

=$1,685,316
89,350

=518.86

Cost Pexr Patrol Unit Hour 1973 Expenditures (Total

(Total Department Cost =Department Cost-Table 16)

Basis) 1973 Patrol Unit Hours
Deployed (Table 2)

5 =$3,425,443
% - 89,350

=$38.,34

~ *Net hours worked by Racine patrolmen in 1973 after
adjustment for paid leave; vacations, holidays, sick days,
and compensatory days off.

s iazo g
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Relative Cost of the Response
Function, the Preventative
Function and Ancillary Admin-
istrative Tasks

Table 17 costs-out the hours consumed on the three
main categories of patrol services; called—for.services,‘
preventative patrol, and administrative duties. Ref%ecﬁing
the ratio of hours consumed in relation to total hours

deployed, the costliest function is that of preventative

patrolling. It absorbed an estimated 40% of cost. The

response function accounted for an additional 34% of 1973

expenditures. The cost per patrol hour is in the range of
$18.86 to $38.34, depending upon the cost allocation alter=-

native utilized.

TABLE 17.--Distribution of Estimated Patrol Costs for the
Response Function, Preventative Function, and
Ancillary Administrative Tasks, Racine Police
Department, 1973.

*Patrol **Total
Hours Division Department
Consumed Cost Basis Cost Basis Percent

Response Function 30,111 $567,893 $1,154,456 34%

Preventative i

Function 36,112 681,248 1,384,298 40%
Administrative

Tasks 23,127 346,175 886,689 26%

Total 89,350 $1,685,316 $3,425,443 100%

*$18.86 per each patrol unit-hour.
**$38,34 per each patrol unit hour.
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‘Tabhle 18 presents a similar cost distribution for
the components of the administrative<£ask classification.
Again reflecting the ratio of patrol hours consumed on the
vérioﬁs on-~duty administrati&e activities, the costliest
task is that of investigatory report preparation. It

accounts for 70% of total administrative task cost.’

TABLE 18.--Distribution of Estimated Patrol Costs Among
On-Duty Ancillary Administrative Tasks, Racine
Police Department, 1973.

) *Patrol **Total
Hours Division Department
Consumed Cost Basis Cost Basis Percent

Personal Breaks 5,584 $105,314 $214,09O 24%
Report Preparation 16,194 305,419 A620,888_ 70%
 Equipment Defects 1,229 23,179 | 47,120 5%
Court Time 120 __ 2,263 _ 4,591 1%
| Total 23,127 $436,175 ,$886,689i 100%

'*$18.86fper each patrol unit hour.
**%$38.34 per each patroi unit hour.

Analysis of Cost hy Called-for
Service Categories

The following two tables (19 and 20) present cost
estimations for the various types of calls that the patrol
is required to respond,:.Crime related ca;ls absorbed 41%
of cost, traffic matters 26%, conflict fes&lution 20% and

miscellaneous non-criminal dispatches 12%. Within the

O
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crime related category, the co;tliest incidents in terms
of total expenditure were crimes against property;

Traffic accident handling was by far the most expensive
activity for the overall category of traffic related calls.
Within the classification of conflict resolution, fights,
neighbor conflict, landlord-tenant arguments and the’ like,
consumed about fifty percent of the total cost allocable
to the conflict resolution classification. Of the mis~
cellaneous non-criminal events, animal cases predominéted
in terms of total expenditures. -

Analysis of costs per incident type indicates that
the costliest events are those which: a) involve a threat
ﬁo the safety of a person (e.g. robbery, rape,'attempted
suicide); b) pose a threat to the safety of patrol offi-
cers'responding.to‘the call (e.g. diéorderly cases,
robbefy, assaultif d) requi?e extensiye report Qreparation
(é.g. propertj and/persoﬁ'crimes, tfaffic aécidents); and
d) interrupt the ordexly fléw of people or‘ﬁehicles in the

vicinity of the scene (e.g. street crimes, traffic acci-~

 dents, fire calls).
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TABLE 192.--Distribution of Estimated Patrol Costs on Called-For-Service Categories; Racine Police

Department, 19273

Number of Total Hours

Patrol Div. Basis*

Total Dept. Basis**

Total Cost Per Total Cost Per

Incidents Consumed Cost Incident Cost Incident
Crimes Against Person 1,013 2,785 $ 52,525 $52 $106,777 $105
Crimes Against Property 5,788 5,076 85,733 16 194,615 34
Other Crimes 2,631 2,222 41,907 16 85,191 32
Alarms and Suspicious Calls 4,293 2,315 43,661 $10 88,756 2L
Total Crime Related 13,725 12,398 $233,826 517 $475.,339 S 36
Family Problems 1,349 1,124 - $ 21,199 516 $ 43,094 $ 32

Neighbor Coqflict, Fights ’

(Civil Trouble) 2,728 2,985 56,297 21 114,445 42
Problems with Children 992 © 572 10,788 11 21,930 22
Noisy Persons 819 410 7,733 8 15,719 19
Undesirable Person on Premises 957 743 14,013 15 28,486 30
Other Conflicts (Att. Suicide,

Mental, etc.) 94 251 4,633 50 9,625 102

Total - Conflict  Resolution:- 6,939 6,085 $114,763 $17 $233,299 S 34
Traffic Accidents 3,946 5,787 $109,143 . %28 $221,874 $ 56
‘Parking Complaints 1,400 632 11,920 oo 24,423 1

. Fire Calls 877 1,052 19,841 23 40,334 46
Other Traffic Calls 348 493 9,297 27 1&,901 54
Total Traffic Related: 6,571 7,964 $150,201 $23. $305.,340 S 46
Animal Cases 1,090 756 $ 14,258 $13 $ 28,895 s 27
Rescue Runs 1,341 637 12,014 9 24,423 18
Assistance to Citizens 1,084 623 11,750 11 23,886 22
Information Requests 643 282 5,318 8 10,812 17
Lost & Found Reports 236 136 2,565 11 5,214 22
Other Non-Criminal Calls 2,001 1,230 23,198 12 47,158 24
Total Misc, Non-Criminal 6,395 3,664 $ 69,103 $11 $140,478 s 22
Services:
Total Called-For Services: 33,629 30,111 $567,893 $17  $1,154,456 $ 34

*#$18.86 per each patrol unit hour.

**$38.34 per each patrol unit hour.

81T
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TABLE 20. ——Estlmated Patrol Cost Per Select Dlspatch Event,
Racine Police Department, 1973

Estimated *Cost Per **Cost Per

Consumed Event; Event;
Time Per Patrol Total
Incidents Division Department
(Minutes) Baslis Basis
1. Rape 252 * $79 $161
2. Robbery 180 57 . 115
3. Disorderly - 171 : 54 109
4. Assault 154 48 98
5. Attempted Suicide 153 48 98
6. Bomb Threat 141 44 90
7. Sudden Death 122 38 78
8. Curfew ¢ Loitering 112 35 72
9. Narcotics 108 - 34 69
10. Metnal . 98 : 31 63
11. Traffic Accident 88 28 56
12. Fire Call 72 23 46
13. Civil Trouble 66 21 42
14. Burglary . 63 20 40
15. Sex Offense 57 18 36
l16. Auto Theft 56. 18 36
17. Drunkenness . 56 18 36
18. Family Trouble 50 16 32
19. Unwanted Party 50 ' 16 ' 32
20. Larceny ' 48 15-. 31
21. DOg Bite ' 48 15 31
22. Non-Traffic Accident 42 13 27
23. Abandoned Property 38 12 . 24
24. Vandalism 36 11 23
25. Alarm 35 11 , 22
26. Children Trouble 34 11 22
27. Suspicious 30 9 19
28. Notification 28 9 © 18
29. Parking Complalnt .27 8 lZ
5 1

30. Barking Dog 17

¥$18.86 per patrol unit hour.
*%$38, 34 per patrol unit hour.
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CHAPTER VII

ESTIMATING PRODUCTIVITY OF PATROL
SERVICES: MAIN PRINCIPLES

Given theldefinit@ons of patrol output and its
cost in the previous sections of the study, how does
one assess the productiveness of the various services
performed by the patrol? The answeX to this rhetorical
question is the substance of the next two chapters.
Their focal concerns are a systematic methodology for the
eétimation of patrol pfoductivity-and gquantifiable in-
dices for its measurementl The discussion commences by
outlining main principles of patrol productivity analysis.
It is followed by the recommendation.of a series of t
quantifiable indices for productivity assessment.

Developing an Accounting Perépective
of the Patrol Service

Because of the labor intensivity of police patrol,
it follows that its productivity analysis must be over- |
whelminély concerned with the use 6f patrol officers'
time. The knowledge of what categories of activiﬁies

consume what proportions of patrol hours does not, of

121
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course, say too much about the inherent productivengss of
time spent. But such knowledge is an essential building
block to productivity and cost analysis.

Assuming a constrained police budget, the police-
department of any municipality can déploy only a given
amount of patrol unit hours for service. It should be
recalied that a patrol unit hour is defined as one hour
of uniformed patrol on-duty time per basic unit of
patrol (squad car, cycle, beat-man, etc.). Total deployed
patrol unit hours ("inputs") are thken the sum of the pa-
trol time of all individual units deployed for the period
(week, month, year, etc.) and for the patrol personnel
éomponent (beat, shift, division, etc.) desired. On the
basis of the Racine modei, the department deployea a
total of 89,350 patrol unit hours .for the calendar year
1973 for the entire patrol division. Total patrol unit
hours made available or deployed represent, under normal
circumstances,; the time limits on the capability of a
police agency to provide patrol éervices; i.e. maximum
“input."

Patrol output consists of services. Performance
of such‘howévér, consumes time. Conseguently, just as
"input" can be envisioned as patrol unit hours deployed,
"output" can also be looked upon as patrol unit hours

consumed. It was shown in Chapter III that patrol unit




Ty

© 123

hours deployed are consumed, on the general plane,

A

bf three broad categories of on-duty pétrol activity:
responses to calls for service by the public, preventative
patrol, and on-duty administrative tasks. The relation--
ship between time deployed (input} and patrol fime con~--

sumed (output) can be expressed by an equation:
R+P+A=T

Where:

R = patrol unit hours consumed'£y theuresponse
function;

P = patrol unit hours consumed hy the preventative
function; '

A = patrol unit hours consumed by administrative
tasks; and

T = total deployed and available patrol unit hours.
All elements are for the same time period.

Illustratihg with the Racine patrol experience for 1973

(Table 2):
30,111 + 36,112 + 23,127 = 89,350

The same idea can be simplified further to equal

a unity:

+

=1k

H|
+.

g
I
-

As in the case of Racine:

YT

30,111 + 36,112 + 23,127 _
89,350 89,350 892,350

A i

3
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There is no great merit in expressing the rela-

tion ship between deployed patrol time and its utilization

in mathematical terms, however such a manner concisely
highlights the significance of increased productivity in
police patrél operations and underlines the need’to de-
velop an accounting perspective in préductivity anaiysis.
Assume a rise in productivity of administrative
tasks, say through the use of voice taped reports instead
of handwritten ones. There is a decrease in "A" perﬁit—

ting a corresponding increase in "R" or "P" or both. Or,

in the alternative, and if the equation is rewritten as:

P _ 1 -A
ta=1l-5

Hl

it is clear that increased productivity in administrative
tasks, thus requiring léss patrol unit hours to perform
the requisite duties, can be used to reduce overall
patrol manpower needs without decreasing the level of
time devoted to the response and preventative functions.
The relationship between patrol time consumed and
patrol time availablé as stated above is a simplification
as it assumes independence between "R", "P" and "A" which
does not_exist in actuality. Administrative tasks of
patrol officers, such as on-duty report preparation or
time iﬁ court, are dependent upon the volume of police

events handled through the response function and/or
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be, in turn, broken down further to its individual com-
ponents.’ For example, it may be advantageous for a parti-
cular analysis to reduce the definition of patrol unit’
hours devoted to crime related calls to the sum of hours’
spent on calls. relating to crimes against the person,
crimes against property, and other crime related calis.

. Similarly, time spent on administrative tasks can
also be reduced to its components, albeit with less pre-
cision than the time devoted to calls for service. Pre-
ventative patrol time, however, as'&as indicated in
Chapter V, does not lend itself to meaﬁingful quantifica-
tion, at least not by practical means.

Relating timevconsumed to patrol time deployed
does not say much about the productiveness of service
performed du;ing such time; i.e. which functions to
slight or to favor. The significance of time data so
accunulated and so arranged is to provide a base for
productivity analysis. It should be kept in mind that

output is always defined per unit of time. Without the

time element, little of‘substance can be said about the
productiveness of various patrol activities.

fhe gathering of time consumed‘data is within the
capahility of police agencies which have access to data
processing facilities. The initial source of response
function statistics is the dispatcher. Contemporary police

pracfice, as a matter of standard operating procedure,
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“cally determined consumed time ¢on the response function

tivity of the patrol function as a whole.
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requires a log of complaints handled by.patrol units.

Time consumed on a particular call by gégg unit dispatched,
as opposed to net patrol time per incident for all dis-
patched units, is a reasonable procedural adjustment to the
workload of the communications section. The costlier
burden lies in the transcribing of the dispatch recofds

to an automated data system; i.e. coding, key-punch, andg
processing. On-duty administrative tasks (court time,
report preparation, on-duty training, etc.) can be approx-

-

imated on a -periodic sampling basis. Given the empiri-

and the administrative tasks, time spent on preventative
patrol can be arrived at as a residual. Of course,

gathering of patrol time consumed data is not without

complexities, as the qualifications to this study indi-
cated. However, much useful information can be collected

and used to reduce patrol decision making uncertainties.

The Significaﬂce of the Response Function

The following chapter presents a series of indices
which are intended to estimate the productivity of the
three main categories, and their sub-classifications, of

patrol services; responses to calls, preventative patrol, .

and on-duty administrative activities. These indices in

the aggregate are the approximate measure of the produc-
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While there is no single index which by itself

f would serve to reasonably estimate the productiveness

of a patrol operation of a given police agency, there is

SR ——

cne consumed time measure which has a special significance

M ew

beyond merely indicating where patrol time is spent. The

latter can be expressed hy the followfng ratio:

Patrol Unit Hours Consumed by the Response Function
Total Patrol Unit Hours Deployed

Illustrating with the Racine Model, (Takle 2):

30,111 _
89,350 = 4%

This ratio expresses the proportion of time that the
patrol devotes to called-for services. It is important
as an overall measure oﬁ'patrol productivity for several
reasons.

Despite the widely articulated ideal that the
purpose of uniformed patrol is to prevent crime¥*, the
police, in practice relegate preventative patrolling
activities to a residual, "catch-as-catch-can" function.
Perhaps the police practitioners have long sensed what,
for example, the Pplice Foundation's study of Kansas City
patrol experience explicitly concluded--that the ability

of general patrol stfategies to prevent a significant

*Please see the introductory section of Chapter
IIT, .

: ;é “¥ream




3

129

A

amount of crime is limited. Contemporary police practices
emphasize reaction to called-for services. This is indi-
cated by the fact that response function experience rather
than probabilities of criminal offenses, in increasingly ’
becoming the base for'anticipating and Qistributing patrol
workloads. '

The Oakland Pclice Department's beat distribution
is grounded on the consumed time principle. The depart-
ment's procedure considers the amount of time patrol
officers spend on various calls as the main criteria for
deployment rather than the type of seriousness of the
incident.l St. Louls patrol units are deployed on the
basis of demand for called services. Such are predicted
by the hour and geographic area using projections based
on historical demand for service data with aajuétments

2

for weekly and seasonal variations. Los Angeles uses

a similar procedure which, however, can be adjusted tc
give priority to certain types of anticipated calls.3
The Phoenix Police Department utilizes the "hazard" con-

cept to allocate the workload for its patrol division.

A "hazard" is defined as the sum of time for dispatch

delay, travel to the scene, and elapsed time for services

multiplied for all calls during given locale. Phoenix
patrol cars are deployed by district, shift and day of
the week in relation to the fraction of the city-wide

hazard projected to occur duting the particular period
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and in the particﬁlar geographic area.4 The Chicago
Police Department's system for patrol deployment élso
considers calls~for-service as the main criteria,5 as
does the Racine police, the model for this treatise.

On Ehe day-to—-day operational level the response
function is, in effect, the main patroi function. Cobn-~
sequently, the central concern of patrol productivity is
with the quantity and quality of services rendered to
citizens requesting them. If a police department so
manages ite patrol resources where'itlprimarily seeks
the satisfaction of its direct clients, it is likely
that in the long run, the departmént will concurrently
ehhance its éggregate, "ultimate" outputs; the feeling
of community security, deterrence of crime and a sense
of democratic laW’enforcement‘

Anothex reéson for the importance of the ratio
of hours spent on called-for services to total patrol
hours depioyed, is esoteric to the nature of productivity
analysis. The latter, as previously indicated, places
a premium on that which is reasonable measureable. In
this context, ancillary administrative tasks of patrol
officers and the response function in particular, lend
themselves to some guantification of performance: e.d.
ﬁumber\and types of calls handled per unit of time.
Reactive patrol duty can be more pfecisely accounted for.

This is not true of pro-active preventative patrolling.
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The premise behind productivity is economic optimality
which in turn assumes rational decisioné on the basis
of best information so as to reduce uncertainty. The
tecﬁniques of productivity assessment are biased to
that which is more objectively ascertainable. In this
context, the more productictive department is the one
which can measure to some degree the frequency and

type of services performed. In this context, the ratio
of time spent on the response function may in itself

be an indicator of the productive ufSe of uniformed

- patrol manpower.

Defining Patrol Ohjectives

'Just»as a definition of patrol timé consumed is
a dimension entering productivitf anaiysié, so are the
definitions of patrol objectives; To put it another way, -
the quantity of gervices peiformed per unit of'pétrdl\
time tells one something about *he productivity bf time
uséd. But the question remains, are such services
achieving the desired goals? A statement of objectives
is therefore‘also needed in patrol productivity analysis.

However, it should be guickly added, the produc-

tivity idea incorporates goal achievement with a resérya*
tion. A diétinctidn between "effectiveness" and "produc-~

tivity" needs to be emphasized. Effectiveness deals with
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the degree to which an objective is succeésfully'acomp:
lished without, generally speaking, a concern for resoﬁrces
expended. Productivity, on the other hand, is a cdncept
that concerns itself not only with "workability" but also
its costs. 'The optimal alternative is the preoccupation
in productivity analysis whereas the maximal alternative,
the "“strategy of affluence," is the salient theme behind
the effectiveness notion.

Patrol objectives are well exemplified in the
eleven major responsibilities enumerated at the beginning
of Chapter II and as identified by the American Bar Assoc-
iation. But, as it was poigted out in the same chapte;
and reiteratéed above, productivity analysis, as an applied
methodology, places a premium on measurahility. Conse-
Quehtly, productivity assessment technigues can not mean-
ingfuily utilize police‘objéctives of an "upper" hier-

archical order. Such goals as general crime deterrence,

. increasing the sense.of community security, maintenance

of order, or the safeguaraing of constitutional freedoms
are beyond,cbncrete relatioﬁship to patrbl productivity
indicétors. J |

The emphasis of patrol productivity analysis

must fall on the "lower," more measurable hierarchy of

‘objectives. The definition of such ochjectives is found

in the operational milieu of patrol rather than in its

generalized ideal. The description of the various patrol

IR it
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activities by the Racine patrol division indicated which '
outputs lend themselves best to measurement, i.e. called-

for services. It was also pointed out that the response

function has a special significance. Police organizations

in practice, as opposed to ideal, consider the reactive

role as the primary duty of patrol. Given these two

premises; i.e. the measurability and the primacy of the
response function, the followrng patrol objectlves are
suggested for Lhe purposes of productlvrty assessment.

a)  Satisfaction of crtlzen demands for the
“! resolution of criminal incidents: The
focus of this objective is on the sat-
1sfactlon of demands upon the patrol by
the victims of crlme, those directly
usrng paLrol servrces, rather than the
general publlc, ' : SN '

b), Satlsfactlon of citizen demands for the
resolution of inter-personal. conflict:
Again, the objective is directed at
meeting the demands of. those requestlng
pollce Serv1ces rather than the . overall

constltuency, e RGoTLor owhan owhn otten ol

P
h

c), Satisfaction of citizens' demands for the
provision of miscellaneous assistance:
This objective encompasses the provision
of . services such as escorts, emergency
aid,” notification of persons, animal con-
trol, weather warnings, etc. . These are -
services which the patrol as a public
aqency is uniquely sulted to provide
because of its 24-hour availability, mo-
bLlLty, communications capabrllty, and
authorlty to use lawful force.

d). Regu]atlon of trafflc and enforcement
< of traffic ordinances; and

e} Enforcement of criminal -laws by the
- ° apprehension of violators.
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The above stated objectives aré not mutually exclusive
nor are they without a relationship to other goal§ of the
patrol service. The underlying assumption is that the
concentration on the productivity in the achievement of -
these more measurable ohjectives will concurrently enhance
the achievement of the "superordinate" police goals.  To
illustrate: A greater number of criminal arrests by the
patrol, other variables being constant, is indicative of
increased produbtivity in the law enforcement function

and presumahly results in the greatér_overall productivity
of patrol to deter crime. Similarly, increase in the
number of callers satisfied with the way the patrol
officers handie their'complaints may also concurrently
increase the feeling of security in the community.

Defining Quantitative and Qualitative
Productivity Indicators

On a purely theoretical level, productivity deals
with the "guantity" of output per unit of iﬁput. Homo~
geneity’in,output is presumed. But even peas in a pod
differ. Consequently,“on,the'applied level the conqep;
of prodhctivity_ehcompasses both gualitative and gquanti-
tative measures of output. It can be readily appreciatéd
that an increase in output per unit of input, when
éccompanied by a concﬁrrent decrease in the product's

gquality, is an illusory gain in prdductivity.
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The central patrol productivify measure in the
quantitative sense is the number of services provided
per unit of time or, conversely, the length of time it-
takes to’perform the desired service. Obviouslyf the -
aspiration of every police agency is,'or at least should
be, to reduce the minutes consumed per every patrol event
handléd or activity undertaken. This is the clearest
road to productivity improvement, assuming no impairment
to the quality of the services provided.

Qualitativé'indices of patfbl productivity are
therefore very important, yet the most difficult to
define in measurable terms. However, given patrol ob-
iectives which are oriented to the servicing of direct
clients rather than the ﬁore abstract‘bonstituency, it
is clear that what is needed is some technique for the )
reasoﬁably objective assessment of the degree of satis-
faction with patrol services as expressed by those using
themn.

Surveys of community vie@s on their police depart-
ment are; of course, nophing new.6 Such. devices are
meaningful tools to introspective police and general
~government administrators. However, their usefﬁlness for
productivity assessment is limited. They afe periodic
information devices not suited to provide police management
with continuous, operationally sensitive.data. They are

also expensive to undertake. Lastly, and perﬁaps most

P B AR g
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importantly, the community surveys reach a cross section
ofvthe general population including those persons who
may not have had direct contacts with the police.- Their
views may be based on hearsay 6r simply on intuition.

It is difficult for police administrators to operationally
reacﬁ to such diffuse impressions.

A device of greater pertinence to productivity
analysis is a victimizatidn survey. While this device
is intended to primarily determine the "true" incidence
of crime, it usually also incorporazes victims' atti-
tudes toward police services. The use of victimization
studies have been recommended by the poliée productivity
iﬁprévement suggestions of the National Commission on
Productivity7;and the International City Management
Association.8 Such surveys, while having more specific
appliéability to patrol productivity, neverthele§s share
with the community attitude studies the problems‘of
expense and of an infrequént data base.

What is needed is a survey device which: a) can
be administered 6n a continuous basis so that it can be
related to operational changes; b)'invoives minimal
expense; c) reaches not only users of patrol for crime
related problems but all categories of "clients"; d)
will be designed in a manner which allows for some degree

of quantification of views expressed by respondents; and

which e) has reasonahle statistical controls.
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A survey format which>is believed to meet such
criteria is illﬁstrated in Figure 1. The logistiéal
assumptions are as follows: At the end of every month
(or other select period), the department would mail out
the survey form to a.representative sample of citizens
who had occasion to ask for patrol services in the cdurse
of previous thirty days. The sample would encompass
a cross section of events handled; i.e. criminal incidents
by type, conflict resolution incidents by type, traffic
events by type and select miscellanéogs non-criminal
responses. The tabulated résponses would serve to indi-
cate, particularly after a "history" of several such
sﬁrveys, gradﬁated chahges in the gquality of patrol ser-
vices and provide management wiﬁh.a concrete tool‘for
performance improvement decision-making. (The specific
technigues for the use of this survey device to increase
productivity are covered in the latter half of the next
chapter.)

The implementation of such a surveying program

is not without problems. One can anticipate objections

‘by police officers. They would, after all, be judged

on their deportment and identified in specific circum-
stances by managerial personnel. There may be reluctance
of some users of policé services to respond critically
for fear of affronting the police. Lastly, since the

preponderant users of patrol services are from the lower
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socioeconamic groups, there may be prohlems of compre-
hension of this survey or any written instrument.
Despite imperfections; an attitudianl device to
measure the degree of satisfaction with police services
on part of their direct users is the only “objective"

means available to approximate on a continuous basis -the

~ quality of the services provided. Police is a legal

‘

monopoly. Those unsatisfied with it do not have the
luxury of "buying" services from competing agencies thus

indicating their displeasure. -

s
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Dear (name):

On (date) you called your police department because (brief
desc¢ription of the incident). We are interested in knowing
how you would rate the police services provided. Please ,
take a minute to answer the following few questions and
mail them back to us in the pre-posted envelope. There is
no need to sign your name. ’

Each question asks you to rate the officers who answered
your call. If you are very unsatisfied, circle 1. If

- you are very satisfied, circle 10. If your feelings are

someplace in between, circle the number which most closely
fits the way you feel about the question.

1. How satisfied are you about the length of time it took
for the police to come to your place?

10 9 8 7 6 5 4 3 2 1
Very Very
Satisfied : Unsatisfied

2. How satisfied are you about the officers' manners
toward you?

1Q ° 8 7 9 5 4 3 2 1

3. How satisfied are you about the amount of considera-
' tion that the officers gave to your problem?’

¢ 9 8 7 6 5 4 3 2 1

4, How satisfied are you about the &ay the entire matter
was handled by the police?

10 9 8 7 6 5 4 3 2 1

Do you have any other comments?

CODE: (by individual, date of event, shift, locale, squad
unit, etc.)

Figure l.--Model Questionnaire: Victim/Caller Satisfaction
With Patrol Services. .
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CHAPTER VIII

"ESTIMATING PRODUCTIVITY OF PATROL
SERVICES: KEY INDICATORS

Indicators For The Response Function

The patrol response function entails the meeting
of public demands for the various called-for services.
Increased productivity in the handling of calls means
essentially that the amount of time épent per call is
reduced without a corresponding decrease in the quality
of services or, conversely, increase in the caliber of
services without a,correspondiﬁg increase in the amount
of time devoted to their fulfillment.

There are some productivity indices common to
all called—-for-service responses and some that are parti-
cular to the crime related class of calls. In terms of
presentational format, the ensuing discussion will cover
first the productivity indicators common to all types of
calls for service. Indicators specific to crime related

call categories will be suggested subsequently.

Quantitaﬁive Indicators

" One goal of productivity improvement, as pre-

viously indicated, is to reduce the amount of patrol

141
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time spent per each dispatch event regardless of type.
The basic indicator for the number of patrol services
provided per unit of time is encompassed by tﬁe following
ratio:

Patrol Unit Hours Consumed on Calls-for-Services (By Type)
Number of Calls-for-Service Handled (By Type)

Illustrating with the Racine model for the response func-

tion as a whole (Table 8):

30,111 _

§§T§§6 = ,893 = 54 minutes

Reducing the scale of the response function to its main

subclasses, the pertinent ratios are as follows:

Patrol Unit Hours Consumed on Crime Related Calls (By Type)

Number of Crime Related Calls Handled (By Type)

12,398 _

m = ,90 = 54 minutes

E.g. Racine (Tahle 8}:

Patrol Unit Hours Consumed on Conflict Resolution
Calls (By Type)
Number of Conflict Resolutlon Calls (Ty Type)

6,08
6,93

[§4]

= .88 = 52 minutes

E.g. Racine (Table 8):

\te]

Datrol Unit Hours Consumed on Traffic Related
Calls (By Type)
Number of Traffic Related Calls (By Type)

7,964

6. 571 = 1,21 = 73 minutes

E.g. Racine (Table 8):
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Patrol Unit Hours Consumed on Miscellaneous Calls (By

Type) :
Number of Miscellaneous Calls (By Type)

E.g. Racine (Table 8): = ,57 = 34 minutes .

It should be quite evident that this guantitative pro-
ductivity assessment ratio can be applied to the scale
needed by a particular analysis or to the degree that

consumed time data is available. For example, should

.one seek to determine the effect of a given patrol strategy

-~

on consumed time for crimes against the person, the appro-

briate index would be:

Patrol Unit Hous Consumed on Crimes Against Person Calls
' Number of Calls Related to Crimes Against Persons

2,785

E.g. Racine (Tahle 92): 101
’

= 2.75 = 165 minutes

w

‘Patrol Unit Houxs Consumed on Robbery Calls
Number of Calls Related to Robbery -

E.g. Racine (Table 9}): §%% = 3.0 = 180 minutes

Assuming the quality variable to be constant, each
of the above exemplified ratios can be improved (time
reduced) by means of two general patrol manpower utili-
zation strategies. The most obvious one ig to dispatch
only that number of patrol units which are minimally

-

necessary to handle the event for which service was' re-

‘quested. Minimality is dependent upon such considerations

rmrre £
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as the safety of éersons calling and officers dispatched,
probabilities of apprehending a serious offender, need to
regulate traffic or pedestrian movement in the vicinity
of the scene and the like. In this context, a useful

supplementary productivity indicator is:

e

Number of Patrol Units Dispatched on Calls-for-Service
(By Type)
Number of Calls—-for-Service Handled (By Type)

The second method for reducing consumed patroi
time per call is to improve the exp;ditiousness with
which events are handled by patrolmen. Here, however,
one is concerned with the complex totality which incor-
porates individual officer aptitudes and attributes,
deployment strategies, administrative tasks, etc., all
within the context of incidents, manf of which have
uniqué properties.‘ "Expeditiousness" is concerned more

with the gquality of output rather than its quantity per

unit of time.

Qualitative Indicators

It was indicated in the p;evious chapter that the
only practical means to monitor the guality of patrol
responses to citizen calls was to institute a "complainant
Satisfgction" surveying technique. It was suggested that
the method should involve continuous sampling by mail of

the users of police patrol. It was further stipulated
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that the survey should not be exclusively concerned with
victims of crime, but also encompass a representative
sample of those individuals Qho call upon the police .for
miscellaneous assistance, for conflict resolution or for
traffic related problems. It was also pointed oﬁt that
public attitude surveys and victimization studies are
not novel in the police performance evaluation sphere.
Tﬂe procedure suégested here is dictated hy the logic
that if one Wants to find out how effectively a service
is being performed, why not ask the direct recipient of
such seryice.

It cnould be recalied that the éurvey form sought
the sample of patrol service users to express their de-
gree of satisfaction by.ranking résponse time, courtesy,
"professidnal" deportment of officers respondiﬁg,‘on a
scale.from “very unsatisfied" to "very satisfied." The:
fourth gquestion on the‘surQey sought to ascertain the
user's overall impression of the performance of the
policexon the particular complaint (Figure 1l). (It
should be stressed, of course, that the survey instru-
ment proposed is merely‘illustiative of the general_idea'
that such techniques or one similar to, 1t should be
within the evaluative toollresume of police administra-
tors or of municipal management if productivity analysis

of police service is to have some applied bite.) The
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results of the survey could be tabulated by incident type
to yield a "satisfaction--dissatisfaction" ratio for
those responding by a particular aspect of officers'
performance during the event (response-time, courtesy -
or "professional" deportment) or for handling 6f the
incident in its entirety.

Assuning the use of a surveyiﬁg device to sample

the reaction of complainants to patrol handling of their

complaints, the following ratios are meaningful quali-

tative indicators of patrol producﬁivity for the response

‘function:

Percent of Complainants Expressing Satisfaction
(By Typel
Total Number of Complainants Responding (By Type)

The ratlo can be, of course, adapted to the degree of
specmflclty needed by the producLLVLty analysis problem
or to the degree that the survey sample anludes specx—
fic types of called—fo;—services. Eér example:

Percent of Crime Related Call Complainants
Expressing Satisfaction

_Total Number of Crime Related Call Complalnants Respondlng

Percent of Conflict Resolution Call Complainants
Expressing Satisfaction
Total Number of Conflict Resolution Call
Complainants Responding
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~ complainants to patrol services received, there are some

measvre of their effectiveness. Response time is defined
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Percent of Burglary Victims Expressing Satisfaction
Total Number of Burglary Victims Responding

Etc.
In the absence of a formalized, "institutiona-

lized" procedure to continuously monitor the reaction of

alternative indicators which can be used to gauge the
quality of overall patrol services provided. These are,

however, poor substitutes to a systematic survey since’

they lack statistical controls. For” example:

Number of Persons Voluntarily Expressing Dissatisfaction
About Police Handling of Their Complaint (By Type)
Number of Calls—-for-Service Handled (By Type)

A rapid response to a citizen's call has been

traditionally considered by the police as an important

as the elapsed time between the receipt of a call. for .

" service and the arrival of the patrol unit at the scene.

It is the sum of time attributable to dispatch delay,
queue delay and travel delay. Elaborate systems simu-
lation models have been designed to reduce response time.

Although logic argues for it, there is no firm evidence

that the rapidity with which police answer a call has -

a deterrent effect on crime.
There has been a study made, however, which found

that a rapid patrol response is likely to have a beneficial
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impact on saving the life an an injured person.2 Also, a
1967 study by the President's Commission on Law Enforce-
ment and the Administration of Justice of Los Angeles:
patrol practices indicates that a faster response would -
result in more arrests of suspects aﬁd interrupt more

3 Yet, the main justification for

crimes—-in-progress.
emphésizing rapiq handling of citizen complaints seems
to be the intuitive expectation by law enforcement that
promptness connotes efficiency increasihg public con-
fidence in the police and, consequéhtly, promotes a
greater sense of community security.

Other police productivity studies have recommended
the measurement of response time as a qualitative indica-

4

tor of patrol productiviﬁy. The following ratio for

the measurement of response time is also suggested by

the National Commission on Productivity:5

Number of Calls (By Type) Responded to in Under "X" Minutes
Total Calls (By Type) o

The "X" represents a time factor déterminea'after taking
into consideratioh‘the-priority nature of the dispatch;
crime in progress, accident with an injury, etc.. How-
ever, since reduced response time can be cdnceived‘of
as'ah‘objecfive for all calls regardless of type, the
mainQuﬁility of the above index would be for inter~period‘
comparisons of response performance and for its continuous

monitoring.

3
e
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Crime Related Responses--
Qualitative Indicators

The quantitative productivity measure for crimé
related responses is common to all calls. It consists of
the amount of patrol time spent per event. The goal is
a reduction of consumed time without é corresponding
decrease in the "quality" of service. There are, ho&ever,
qualiéative productivity indicators specific to crime
related dispatches.

The main distinction of crime related calls from
other complaints, i.e. conflict resglution, traffic and
miscellaneous non-criminal incidents, is that the former
are assumed to pose a particular threat to person and
property and also involve violators of criminal law whom
the police are responsible for appreheﬁding. As a con-
sequence, the patrol generally gives priority to crime
relatéd events in terms of .the rapidity of response and
the amount of resources devoted to such events. For
example, 41% of the 19723 Racine patrol cost fof the entire
response function is attributable to crime related events
(Table 19). Alsd, as a single category, calls related to
crimes against the person consume the most patrol time
per dispatcﬁ and, of course, are the most costly'(Table
20) .

Increasing the probability of offender apprehen-

sion is but one reason feor devoting more patrol resources
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on calls related to criminal events. Safety of the
officer, demands for more detailed invesfigative pro-
cedures because of the considered seriousness of the
event or the need to protect the scene from the curious
also dictate to a varying degree the number of patrol
units dispatched. However, the motive for increased
offender apprehension and the interruption of crimes-in-
progress is usually the pre-eminent rationale for greater
patrol time consumption for criminal events. In this

context, there are two useful measures to aid the patrol

_vesource allocation decision. The first is:

Total Crimes-In-Progress Interrupted as a Result
of Public Calls (By Type) -
Total Crime Related Calls (By Type)

The significance of the above index is two-fold.
The ratio of crime-in-progress to total.qriminal calls
can provide patfol administrators with an objective pro-
bability statement as to the nature of patrol work
surrounding crime relaéed disPatches! If the ratio of
crimes-in~progress to total crime related calls is small,
it indicates that the officers diséatched essentially
spent their time handling an event after the fact; i.e.
succoring the victim, proteéting the scene or preparing
investigative reports. Such type of patroi activiﬁies

demand less patrol resources and patiol deployment should
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should be adjusted accordingly. The above ratio can
also be used as a cross-check on the éffectiveness of the
response time.

The second ratio whiéh also aids decision-making
in allocating resources to crime related calls and, con-
currently, provides an estimate of the enforcement pro-
ductivity of crime related dispatches is:

Adjudicatory Arrests Made By Patrol Units Dispatched

to Respond to Crime Related Calls (By Type)
Crime Related Calls (By Type)

_If the aboﬁe ratio is low, 1t is indicative that few

arrests are made on the scene. Such knowledge should
influence patrol operating procedures as to the nﬁmber

of patrol units which should be dispatched on pérticular
crime related calls. If the probabilities for on-scene
apprehensions are lqw, the committment'of a large amount
of patrol resources to a given criminal event cannot be
rationalized primarily by the apprehension motive. The
reference to "adjudicatory arrests" in the above ratio

is intended to mean those apérehensions which pass initial
judicial screening as to the validity of the charges

brought.

Other Patrol Productivity Indicators

As it was pointed out earlier, because of the

greater prohlems of measuring preventative patrol activities
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and because of its consideration by police practice as a

residual service, productivity analysis in this study

emphasizes the response function. Nevertheless, there are
some rough indicators of the degree tow hich preventative
patrol is a productive endeavor.

These indices serve as measures of the extent to
which patrol officers exercise their initiative during

their non-committed time.- The following are useful:

Adjudicatory Arrests Made By Patrol Units During
Non-Committed Time ¢By Type)
Patrol Unit Hours Consumed on Preventative Patrol

et

Discoveries of Open Doors and Windows of Residences
and Business Establishments
. Patrol Unit Hours Consumed on Preventative Patrol

It should he reiterated that the above ratios should be

intefpreted with great caution. The premise behind preven-

tativé patrol is deterrence. The time that a patrol
officer spends looking for criminal opportunities is,
under the preventative patrol concept, more iﬁportant than
the fact that he discovers one. To put it in another

way: Assume a beat patrolman of aggressiveness and
competence. It may be that he isvable to "secure" his
beat over time to the degree that criminal opportunities
are practically eliminated. As a consequence, his work
record may show few observational arrests, yet he is a

highly productive officer. The ahove hypothetical
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situationAis, of course, an extreme onevbut, neverthe-
less, poignant to illustrate the difficulty of measuring
preventative patrol productivity.

Ancillary administrative tasks of patrol officersy
as indicated in Chapter V, consume a great deal of on-

duty time. The index to measure productivity is reflected

in the fdllowing ratio:

Patrol Unit Hours Consumed On Administrative Tasks (By Type)
. Total Patrol Unit Hours Deployed

Since administrative duties do not have a "goal' in them-
selves but are related to other patrol activities, it is
t¢ the interests of patrol productivity tao keep the above
ratio as low as circumstances permit so as to release.

patrolmen for substantive duties.
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CHAPTER VIII: NOTES

lFor example: Richard C. Larson, Urban Police
Patrol Analysis (Cambridge, Mass.: The MIT Press, 1972);
and Law Enforcement Assistance Administration, Allocation
of Resources in the Chicago Police Department (Washington,
D.C.: Government Printing Office, 1972).

2R. B. Andrews, "Criteria Selection in Emergency
Medical Systems Analysis," (University of California,
Los Angeles: Report EMS-61-1-W, 1969) cited in Larson,
op. cit., p. 32.

3Herhert H. Isaacs, "A Study of Communications,
Crimes, and Arrests in a Metropolitan Police Department,"
Task Force Report: Science and Technology, President's
Commission on Law Enforcement and Administration of
Justice (Washington, D.C.: Government Printing Office,
1967).

4Gary B. Hirsch and Lucius J. Riccio, "Measuring
and Improving the Productivity of Police Patrol," Journal
of Police Science and Administration, Vol. 2, No. 2 (June,
1974), p. 18; and Natlonal Commission on Productivity,
Opportunities for Improving Productivity in Police Science

(Washington, D.C.: National Commission on Productivity,
1973), pp. 19-22.

SIbid., p. 20.
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CHAPTER IX

SUMMARY AND CONCLUSIONS " -

This study sought to develop a methodology for
assessing the productivity of municipal patrol serQices.
The concept of productivity, at its simplest, is concerned
with realizing the maximum output per unit of input. In-
puts are labor, capital, land, enef%y or, in the common
alternative, costs. Outputs are goods and'servicgs. The
interaction between the two is the essence of productivity
analysis. Its goal is economic optimality, the strategy
which yields maximum product at least cost. |

Policework is not making widgets. Itfis complex,
subtlé in its ultimate impace on society and very hard to
measure. The fact that productivity analysis places a
premium on measurability greatly limits its abplicability
to policing. A productivity stuay of the patrol operation,
because of the need to define output and input in measur-
able teyms, can deal only with the lower hierarchy of
police objeétives. It is the lattex drder of gdals that
lend themselves somewhat to guantifiable statements.
Police objectives of the "super-ordinate" level, such as

deterrence of crime, providing a sense of security to the
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community, maintaining order or safeguarding constitu- '
tional freedoms, are beyond concrete relationships to
cost or to value. Not all is futile. To the extent that
"hard" statements can be made about patrol produgtiviﬁf

-

they are useful; they reduce uncertainty and improve

rational decision making. g

Because of the labor intensivity of patrol ser-

vices, about 85%‘of input being labor qosts, it follows
that productivity analysis of patrol must be preoccupiédv
with the use of police oﬁficeréf time. The way that |
patrol uses time, the services it performs, constitutes
patrol output. |

The vehicle chosen to define output is one year's
pAtrol experience of a medium sized police agency. located
in the Midwest. This department, having a cémplement of |
242 sworn and givilian personnel, recorded 33,630 dis-
patches of its uniformed Qat;gl officers in the course of
1973, Data was kept for the patrol time elapsed for gﬁch
digpateh by type of call. The elapsed time data was con-
verted by mesns of an estination procedure to consuned
patrol time per event Handled to yield the total estimated
consumed time on called-for-services for the period of one
year. This Qatai tabulated by classes of incidents
handled, serves as the main empirical base to this study.

Just as the services that the pat;ol performs for

the public constitutes its output, the patrol unit hours

o e R i K |
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that a department deploys, assuming limited resources for

‘a budget period, can be viewed as maximum input. The

hours deployed are consumed by services. In this sense,
an accounting equality between input and output can be-
expressed. Patrol unit hours deployed are eéual to patrol
unit hours consumed. On the general plane, patrol’ hours
are consumed by three categories of activities; responses
to citizens' calls for service, preventative patrolling
and administrative tasks. Having determined consumed time
on calle§~for services and administrative tasks, pre-
ventative patrol time can, therefore, be derived as a
residual.

As a matter of fact, there is no pracpical alter-
native to arrive at a reasonable measure of preventative
(non~committed) patrol time except by‘the residual process.
Officers' non-committed time activities depend much upon
their discretion. Furthermore, attempts to measure time
consumed by events initiated by the‘patrolman, observa-
tion arrests for exaﬁple, are not inherently meaningful
as the premise behind preventative patrolling is deterrence
rather than detection. The fact that an cfficer finds one
open dooxr is not as significant as, for example, the fact
that he spent substantially more time on checking fifty
secure doors. In terms of estimating productivity, the
preventative patrol function remaiﬁs a "gray" area. The

bias of patrol productivity analysis falls on the more
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measurable. Time. spent on administfative tasks can be’
approximated from information available in patrol records
as supplemented by sampling techniques. Time consumed
on calls for service particularly lends itself to good

. time approximations if an agency logs its dispatches.

In the case of the subject department, it was
found that the following output to input relationship
prevailed for the year under study:

34% Reactive + 40% Proactive + 26% Administrative

= 100% Deployed Patrol Hours
2bout three quarters of time spent qn_adminisgrative tasks
was consumed by "catch-up" investigatory report prepara-
tion. The balance consisted of officially sanctioned
personal breaks, time spent on exchanging defective
equipment or waiting for it to be repaired and on~duty
time in court. |

Time consumed by the response function consisted
of 41.2% on crime related calls, 20.2% on conflict resolu-
tion responses, 26.4% on traffic qgmplaints an@ 12.2% qn
sundry demands for patrol services. As far ?S specific
types of dispatches are concerned, the most g;@¢‘00n§umj
ing events are those which (aS iﬁvolve a threat to the
safety of a person, such as robbe;yq rape or attempted
-suicide; (b) pose.a potential threat to the safety of
officérs responding to the call, éuch as disorderly cases,

armed robbery or assault; (c¢) require an extensive

' i
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information gathering process for investigatory reports,
such as traffic accidents, property and person crimes

or animal bites; and (4d) ihterrupt the orderly flow'of
people or vehicles in the vicinity of the scene, such as
street crinmes, traffic accidents or fire calls.

Cost distribution were also made. Basing.expendi-
tures on the department's 1973 budget, it was estimated
'that the cost ber patrol unit hour deployed ranged from
$18.86 to $38.34. The lower figure was calculated by
accruing only those costs which are strictly identified
with the "patrol division" as an accounting entity. The
higher cost estimate was computed by considering the patrol
as the key police function and the specialized diviéions |
as aids. In the latter case, all departmental costs were
allocated to patrol. Because of the labor intensivity of
patroi services, cast distributions for the various |
activities paréllel éonsﬁmed time data. BAs a single
class, patrol handling of calls related to crimes against
the person were.found to be most expensive, whilé sundry
assistance calls wére least expensive. For example, the
cost of'résponding to a robbery call ranges from $79 to .

' $115.. The cost of answering a comp%aint of a barking dog
lies between 355 and $11.

Given the definitions of patrol output (types of
services) and patrol input (cost of services), how does

one measure the interaction among the two: -i.e.,
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productivity of patrol? The emphasis of the analysis must
fall on the services associated with responses to public
demands for service. The reasons for this are several.
While prevention of criminal opportunities is -
articulated as the ideal of patrol,‘in practice it is
treated as a residual function. Preventative patrolling
seemé to be somephing to do between dispatches on calls.
It is perhaps best described as a working poise for ser-
vice. This conclusion is strongly supported by the prac-
tice of many metropolitan departments to deploy their
manpower on the basis of glapsed time per service call
experience rather than probabilities of -criminal events.
Moreover, the réspbnse.function assumes a special signifi-
cance for productivity‘ahalysis because,; as previously
said, decisions‘on economic optimality place a;prgmium dn
measdrement; Patrol time‘spent on calls can be more pre-
cisely aécounted. | V
Due to the stress on measurabilitykand the
‘actuality.of pbliCe practice to'give priority to calis
for service, patrol objectives for the purpose of this
study were fo:mulated és follows: » |
1. Satisfaction of public demands for‘gervices
related to criminal and non-criminal com-
plaints. (Note: The objective addresses
itself not to the general public, but to
ﬁgigf)actually calling upon the police for

2. Enforcement of criminal laws and ordinances
by the apprehension of violators.
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The above two objectives are not mutually exclusive.’
Presumably a victim of crime would be more satisfied if
the perpetrator was apprehended. Nor are the above
objectives unrelated to the upper, less measurable
hierarchy of patrol goals. To illustrate: A greater
number of criminal arrests by ﬁhe pétrol, other vqriables
being constant, is indicative of increased productivity
in achieving the law enforcement objective and presumably
results in greater overall productivity to deter crime.
Similarly, increase in the number of callers satisfied
with the way that patrol officers handle their complaints
may also concurrently increase the feeling of security in
‘ the community.

Having défined_goals, output and input of patrol
services, one can, therefore, make a:geneféi judgement
as to what constitﬁtes‘a producfive pafrol operation. It
is éhe agency which hés a high ratio iﬁdicated by the
following index: '

Patrol Unit Hours Consumed on Calls-for-Service
Total Patrol Unit Hours Deplored

In other words, a patfol division should aspire to spend
most of its time on calls to the extent that a'pre—
determined queue delay permits. Given the law enforcement
objective, a productive patrol operation is also the one

which has a high ratio on the next indicator:

“ .
“M apem .
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Adjudicatory Arrests Resulting from Responses
to Crime Related Calls for Service
Crime Related Calls for Service

Since the focal concern of the patrol objectives is to
directly satisfy complainants and the general. public
only indirectly, the apprehensions of prime significance
are those resulting from responses to calls rather than
officef initiated activities.

Productivity encompasses both guantitative and
qualitative indicators. It can bgnreadily app?eciated
that an increase in output when accompaniéd by a decrease

in its quality is but an illusory gain in productivity.

The central guantitative indicator of patrol productivity

is the number of services per unit of time ox, "in the

converse, the length of time per service'performed. Con-
sequently, it can be said that a productive patrol opera-

tion is the one which shows the next ratio as low:

‘Patrol Unit Hours Consumed on Calls~for-Service (By Type)

Number of Calls-for-Service Handled (By Type)

Of course, indicators of decreasing amount of
time spent per event‘are not signs of productivity if
quality of services extended are going down. -Quantitative
measures must be viewed in combination with qualitative
indicators. Given thé objective of satiéfying the
demand; of‘complainants (viétimé} éallers) for patrol

service,'the only reasonable means to determine how

Al
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satisfied they are is to ask them. Community views on
police surveys'are nothing new in the law enforcement
field, neither are victimization questionnaires. This
study recommends a continuing mail sampling procedure
to determine the expressed degree of satisfaction with
patrol services by those who had occasion to use them.
Assuming the operational utilization of a survey device,
the following ratio can be very useful to introspective

police and general government administrators:

o

Percent of Complainants Expressing Satisfaction With
Patrol Handling of Their Complaint (By Type)
“Number of Complainants Responding (By Type)

Other, more detailed indicators of the quality of
patrol service will be found in the body of the text.

The four preceeding indices were restated here because
they succinctly encompass the main implications of pro-
ductivity analysis of municipal patrol services. .

Much of what police do results in an indivisible
social benefit; e.g., crime deterrence, community security
or maintenance of peace for orderly transactions among
people. .Productivity analysis, a$ide from the methodologi-~
cal posture that it provides a student, is not very potent
ih making concrete statements about the value of such
services. However, because productivity analysis is con-
cerned with measurement, it is at its most powerful when

applied to police activities which can be reduced to
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"divisible" services for specific households. Such are
represented by patrol responses to citizen calls for
police assistance. The direct user or patrol services’
is not an abstract constituency but a concrete person; &
victim, a complainant. Satisfactionlof his expectations
from the patrol, be it succoring his distress or retriev-
ing his stolen property, may concurrently advance indi-
visible benefits from police service such as crime .
deterrence, a feeling of community security and a sense

-~

of democratic law enforcement.
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Income Characteristics of the Population
of the City of Racine: 1970%

Median Family Income: $10,526
Mean Family Income: : 11,405
Mean Public Welfare Income: 1,478-
Percent of Families Below Poverty Line: 6.6%

Population Characteristics of
the City of Racine: ., 1970%

Total Population 1960: 89,144

Total Population - 1970: 95,162  °+7®
White Population - 1960: . 84,332 0.4%
White Population - 1970: | 84,667 .
' Non-White Population - 1960: 4,812 1.q 1,
Non-White Population - 1970: 10,495 :

QOther Characteristics of the
City of Racine: 1970%

i Percent of Population Industrially Employed: 55%
Percent of City Area in Residential Use: 47%
. Percent of Housing Renter Occupied: 36%

perctent of Dwellings in Unsound Condition: 118

-

D T : . : P
~-g *: Sources: U.S. Census - 1970 and Racine Planning
Department. -
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Personnel Deployment by Function,
Racine Police Department, 1973%

Division I: Community Relations 5
Division II: Records and Identifications 16
Division III: Administration 33
Division 1IV: Planning~Research-Training 8
Division V- Detective 26
Division VI: Juvenile 14
Division VII: Traffic . A3
Division VIII: Intelligence 8
Division IX: . Patrol 119
Total Sworn and Civilian
Personnel: 242
Total Authorized: 253

-

Sworn Personnel Authorized by Rank,
Racine Police Department, 1973%

1l Chief of Police
1 Assistant Chief of Police
1 " Inspector
7 Captains
12 | Lieutenants
9 Juvenile Investigators
22 Sergeants '
5 Intelligence Investigators
19 : Detecti&e Investigators
7 Traffic Investigators
107 Patrolmen
191 Sworn Positions

*
Souxce: 1973 Annual Report, Racine Police

Department.
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PRODUCTIVITY AND COST OF

PATROL SERVICES ‘ -

Note on Replication

Police agencies of different municipalities and
c6unties have some operational properties unique to them-
selves. The author believes, however,.that operationél
"styles" among the various departments are not of suffi-
cient diversity to preclude the adoption of this study's

methodology for the assessment of patrol productivity.

.To the extent that limits on replication exist, they

gravitate about the degree to which data on ﬁatrol work
may be available for a particular poiice department.
This‘aﬁpendix is intended to poiht out the minimal data
requirements to replicate for a given patrol operation

the pcoductivity and cost analysis of Racine Police

Department, the model for this study.

. In seeking to ﬁtilize the recommended methodology,
the prospective administrator or'student should be particu-
larly cognizant of the limitatioﬁs of productivity analysis
to the police role. These are extensively discussed in
Chapter II and should be Eeviewed. It should also be

noted that thrOUghoﬁt the statistical and analytic pre-

sentations of this woxk, the. author deliberately speaks
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in terms of "estimates" rather than absolute derivatives.
Statements about patrol productivity, or its cost alloca-
tions, can only be approximations which are, neverthgless,
useful in reducing uncertainty in police policy decision-
making.

Data Required for Classifying
Patrol Services (Output)

It shouid be recalled that patrol output can be
broken down to three broad categories of activities: the
response function, preventative patrol and ancillary
administrative tasks. Administrative duties are defined
as investigatory report pfeparation, on-duty appearances
in court, officially sanctioned personal breaks and other
activities which do not have an end in themselves but are
supportive of the other two functions and which can, as
a matte# of reasonable measurement procedures, be dis~

tinguished from them. Patrol time consumed on administra-

tive tasks can be derived from operational records, such
as payroll data for on-duty court appearances by patrol
officers or by means of periodic survey questionnaires.
Chapter V contains illustrative procedures whereby Racine
patrolmen’s administrative duty time was estimated;

The response function consists of the totality of
tasks thé patrol performs which can be related, again as.
a matéer of reasonable measurement, to dispatches based

on calls for service. Patrol time consumed on the response

T




LR Ui

e R T R T

170

function by incident class is the elemental data requiie*
ment in order to utilize the productivity and cost

analysis techniques brought out in this study. Response
time consumed is defined as the sum of time attributable

to a particular dispatch and consists of travel of patrol
officers to the scene, investigation, including any.

report preparation while "on-scene," and in the case of
arrest, booking. The definition excludes time acruing to
events initiated by patrolmen, such as obsexrvatiun arrests,

and time spent on administrative tasks related to a par-

- ticular dispatch but which are performed subsequently:

e.g., court appearances or "catch-up" report preparation.

It 'should be noted that "time consumed" by incident type

should account for all patrol units formally sent to
investigate. Time expended by back-up officers must be
counted although they may spend,substaﬁtially 1§ss time
on the event than the units of primary dispatch.

Under ideal circumstances, reactive patrol time
data will be found in‘a records system which is geared to
log time expended per patrol unit dispatched per com-
plaint handled. To illustrate: fhe‘receipt of a com-
plaint by communications results in the immediate entry
of a complaint number including the description of the
call. As each patrol unit is dispatched'to respond to the
event, time “sent" and time “cdmplefed" is recorded for

each patrol unit and entered on the given complaint form.

oy
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Such forms are subsequently sent to data processing for
coding and key?unch as to the nature of the incident,
patrol time consumed and other information (shift, beat,
location of the incident, etc.) required by the records.
system. It can be readily appreciated that such a pro-
cess permits’ facile automated accumulation of patrol

time consumed on the response function for the period
desired. Specificity of classification is dependent, of
course, on the degree of detail to which incident classi-
fications are reduced. -

Regressing one stép below tﬁe ideal data system
for the gathering of time consumed on calls for service,
‘one finds the more common practice whereby records are
kept for patrol time elapsed per event as opposed to
patrol time consumed. The focus of such a record system
is on the net patrol time an incident consumes as opposed
to the time that each patrol unit dispatched expends on
the event. The count commences with the dispatch of the
first unit to the departure from the scene of the last
unit. Where only one unit is sent, time consumed is
equivalent to time elapsed. This is not the case, how-
ever, in the vast majority of events to which patrol is
asked to respond, particularly in those departments where
'~ single officer cars are deployed. The procedure for con-
verting elapsed patrol time to cohsumed time is explained

in detail in Chapter IV. The conversion is dependent

LR
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upon the availability of accurate historical data as to
the avergge nuﬁber of back-up units dispatched on particu-
lar classes of calls. Given such data, statistical
sampling techniques can be eagily adopted to estimate the
amount of time that back-up officers spend on various
incidents to which they were dispatched.

In the-absence of a continuous operational log of
consumed or elapsed patrol time per responded event, or
if a police agency lacks data processing facilities,  the
means for estimating time consumed on the response func-
tion must rely on a sampling procedﬁre. Time expended by

patrol units on various types of calls for service will

need to be recorded and tabulated manually for a select

sample period. In most instances a sample of one week of
patrol dispatch activity should be- sufficient to draw
substantive conclusions as to the department's time dis-

tributions on the response function activity, providing

that the week selected excludes highly unusual patrol

workloads prompted, £for examﬁle, by natural disasters,
civil disturbances of similar contingencies.

Preventative patrol respénsibility ig the aggre-
gate of activities initiated by patrol officers them-
éelves.excluding patroimen initiated administrative tasks

which can be isolated as a matter of reasonable measure-

“ment technigue. As stressed throughout the body of this

" ‘study, “"prevéntative patrol" is a loose definition to the
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extent that it incorporates police activity which may
range from aggressive crime prevention activity to out-
right loafing. The.aSSUmption is made that if a police
off icer 15 ‘not reactlng to dlspatches or is not engaged .

in requlslte admlnlstratlvc tasks, his tlme is essentlally
dependent upon his 1n1t1at1ve and .discretion. Preventa-
tlve function t;me is, therefore, derlved as a residual

of total patrol unit hours deployed for the period in
Question, given hours consumed by responses to calls and

v~

administrative duties.

Data Required for Classifying
Patrol Costs (Input) - -

In productivity analysis, inputs are labor,
capital, land, energy of, in the common perspective,
costs. Total dollar outlays for;a patrol budget result
in the department's capability to deploy a given amoun£
of patrol unit hours. The latter can be envisioned, as
an "analytic fiction," as the net inpﬁt which results in
an output of patrol services through the response function,
the preventative function oxr through the related admini-
stratiQe tagks. It cén be seen that under such a con—A
ceptuaiization there is an accounting equality between
input ana output; i.e., costs are -equal to services;
patrcl hours deployed are equal to patrol hours consumed,

The aiiocation of cbsts to the various patrol

uOerCCS isg accompllshed by determlnlng the cost per
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patrol unit hour deployed and subsequently distributiﬂg
such unit cost to the classes of patrél activity in ratio
to hours consumed by such activity. This is precisely
wﬂat was done to the Racine model in Chapter VI of this,
study."

~The "patrol unit hour" is defined as an hour of
depioyéa'uniformed paffol timerper standard unit of patrol.
In the casé of the Raciné patrol divisioﬁ, a unit of |
patrol was considered a car or cycle manned by a single

officer. In other police jurisdictions a unit of patrol

- could be considered a two-man squad car, a scooter

officer, a walking beat-man, etc. Total deployed patrol

_unit hours are calculated by multiplying the number of

basic patrol units oh each shift by eight hours by 365

days of the year (or by the number of days in a selected

period) and summing all shifts. The gross patroi unit

hours so derived must be reduced by an appropriate factor
to account for day-to-day beat deployment variations
necessitated by offiéer absences due to sickness or other
leave.

The calculation of the c&st per patrol unit hour
is a straightforward exercise once the share of the depart-
mental budget has been properly allocated to the uniformed
patrol function. On the input side of pfoductivi£y
analysis, choosing the appropriate batrol cost allocation

basis is the complicating dilemma. Availability of good
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financial recbrds is naturally also very importantf It
should be noted, however, that given accurate financial
data for the cost of base salaries and fringes of a police
agency, one has a record encompassing approximately 90%°
- of the total departmental costs. Cdnsequently, even if
other expenses such as capital amortization, supplfes,
,,utilities, etc., are merely approximated, the distortion
to the overall cost calculations will be minimal if
personﬁel compensatibn}expenses are carefully recorded.

To'reiteréte, computationdbf the cost per patrol
unit hour deployed is dependent upon what departmental
functions are properly allocable to the patrol operation.
‘This study chose to present cost data in terms of two
diverse alternatives. 6ne'alternativé treated the patrol>
as an independent accounting entity where only such costs
were allocated to it which were identified with the line
patfol division. Under this alternative cost of patrol
manpower constituted about 90% of the total cost while
the balance represented capitalioutlays plus other operat-
ing expenses distributed to patrol in ratio to its man-
power in the department. This allocation method can per-
haps bé viewed as presenting the "bare bones" éost of
patrol operations.

The second alternative considers patrol operations
as the key police function and other divisions as aids.

The determination of cost per deployed patroi unit hour

PN
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is uncomplicated. Total departmental budget for the
period is simply divided by the computed patrol unit
hours for the period. Howevér, as pointed out in the
body of the text, the "true" cost of patrol operations )
is perhaps someplace between the above two alternafives.
Tﬁe\following-comment seeks to point out cost allocation
possibilities more represehtativé of patrol expenditure
burden. I

Thé demaréation:point for allogcating éosts Fo-the
patrol function is found in the distribution of personnel
cbmpensation éxpenses, base pay and fringes, strictly bn
the basis of manpower empioyed by the Qarious divisions
‘'of the department. Expenses other than personnel, sup-
plies, vehiclés, amortization, etc., should be subsequently
distfibuted in ratio to manpower employed by the various
divisions. Greater accuracy is possible, such as the dis-
tribution of vehicle cosﬁs on the basis of vehicles
"owned" by various divisions, but it is perhaps unneces-
sary because of the previously mentioned overwhelming
predominence of manpower cost in the total budget.

The next stagé in the cost allocation process is
to diVide-departmental divisions into two groups:.
administrative support and specialized field units.
Administrative support is represented bf communications,

records and identification, office of the chief, garage,

.ettc. Specialized units are repwzesented by the patrol
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division, detectives, the juvenile bureau, tactical squads, °

undercoveyr investigation, traffic invéstigatibn, etc.
Total manhours worked for a given period should'be com-
pﬁted for the specialized di&isions (year, month, etc.).
The cost of administrative support should be subsequently
distributed to the specialized divisions in ratio to man-
hours WOrRed. 

‘The latter cost allocation ﬁethod represents a
third alternative'in presenting the costs of patrol opera-
tions. Nevertheless, it should be pointed out that a good

argument can be made to allocate the cost of sgme special-

ized units to patrol. Much depends upon the assumptions

fﬁade by the student as to the relationship of other police

operations to that of uniformed patrol. .
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