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, ".FOREWORD 
I. 

This request for teclinical assistance was 1TIade oy the Hampton, 
Virginia, Police Dc;partJnent. The requested assistance was concerned 
with reviewing the existing organizational structure and newly
proposed reorganization plan; and determining 1TIanpower requirements 
and personne'l deployment. 

Requesti,ng Agem:y: 

State Planning Agency: 

Approving Agency: 

Hampton l?olice ])ivision, 
Chief Pat Minetti 

Commonwealth of Virginia, Division of Justice 
and Crime Prevention, 

}rr. Josepn N. Tucker 

LEAA Region III (Philadelphia), 
Mr. Edwin S. Schriver, Police Specialist 
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1 . INTRODUCT ION , 

Hampten, y~gtnia, is lecated in the seutlieast sectien ef y~ginia 
astride U, S. Interstate 64, It:ts:: adj acent to. Newport Ne\vS and ac:ress 
tlie DaY' (created by tIie j e::tni?g of tlie James 'Eiver to. Cn.esapeake Bay) 
frem Nerfelk. T11.e City ef Hampton eperates'1maer a Mayer/City Manager
Ceuncil ferm ef geverrooent. T11.e pelice department is tile Pelice Divisien 
ef the City Department ef Puolic Safety. 

Autherized strengtli ef t11.e Hampton Pelice Division censists ef 176 
efficers and 38 civilian pel'sennel. There are an additienal 14 swern 
efficers and 4 civilians funded under various 'Feaeral pregrams, bringing 
the strength to. 190 swern efficers and 42 civilians. These figures de 
not include 3 Park Rangers) 34 sc11.eel guards) er a 52-Juan Civil Defense 
auxiliary. At the present time, tile City lias placed a freeze en hiring 
new persennel 0.1' filling vacancies. Tile Cflief ef Pelice has been in 
effice appro:xma tely 5' years. Current persennel by rank aTe del ineated 
in Table 1-1. Fringe benefits are generally standard and include paid 
vacation) sick leave, pensien, uniferms and equipment, and an insurance 
pregram. 

Part I Crimes fer 1974 and 1975 are illustrated in Table 1-2. The 
Division respended to. 65,000 calls, TIade 8,600 arrests, and issued 10,000 
traffic citatiens during 1975. 

Analyses cenducted in this study, tegether \vith cenclusiens and 
recemmendatiens resulting therefrem, are oased en interviews with members 
of the Hampten Pelice Divisien; ebservatiens ef eperating precedures; 
revie\'l ef werk decuments; examinatien ef statistical reperts and data; 
and review ef the Reseurce Allecatien and Task Analysis Repert, January 1976, 
ef the Hampten Pelice Divisien. 

Persens interviewed included the fe11O\ving: 

• Pat Minetti, Chief ef Pelice. 

e Lieutenant Jehn Segar. 

• Sergeant Charles G. Hunter. 

o Sergeant Richard Geed\'lillie. 

Data cellected and reviewed by the censultant included the fe11ewing: 

o Hampten Pel ice Department Table ef Organizatien - Present 

• Hampten Pelice Department Table ef Organizatien - Prepesed. 
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police pe,rsonne1 'fir Rank. 

'Position 

Chief of Police 

Captain 

Lieutenant 

Se.rgeant 

Detective 

Patrolman 

Total 

C1erk~Typist C 

Clerk .... Typist B 

Clerk.,..Typist A 

Secretary B 

Secretary A 

Data Clerk 

Dispatcher 

Account Clerk 

Key Punch Operator 

Motor Equipment Operator 

Total 

Total Sworn and Civilian 

Park Rangers 

School Guards 

Civil Defense Auxiliary 
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"3 

12 

'32 

27 (1 'F ederally funded] 

, -115 (13 Federally funded) 

190 

4 (1 'Federally funded) 

12 (1 Federally funded) 

:3 (1 Federally funded) 

2 

2 

9 

6 

1 

1 

2 (1 Federally funded) 

42 

232 

.3 (All Federally funded) 

34 

52 

'. 



-----------------------------------------------------~-----.------~--------~ ......... " 

T.l\B.1E..l,,2 

Pal't ::r C-::rtmeS' '" 1974 and 1975 

NumBer 6£ Incidents 1975 Clearance .Rate 
Crime 19..74 . -19.15 %"CIiange '(per -Cent} 

Jvlurdel' 9 28 211 89 

Rape 40 43 8 56 

Robhery 190 216 14 26 

Aggravated Assault 161 218 35 41 

Burglary 1897 1609 ... 15 16 

Larceny 3845 4154 8 15 

Notor Yehicle The£t 285 253 .... 11 21 

Total 642]* 6821 1 1/2 19 

*1974 National Crime Index was 4,821/100~000 population - .. Hampton Crime 
Index was 4,868/100,000 population. 
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... 

• Reported Index C:rbnes ~ 19J 4 and 19.75. 

o Hampton Police TIepartment policies' and Procedures .Nanual, 

• Hrunpton Police TIepartment Resource Alloca.tion and Task 
Analysis Report, JanuaTT 19]6 . 
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2. UNDERSTANDING Of THE. PJ>OBLillJ 
• t • •• _. ,. i , • • t .• ' j • < .... " ' .• 

The o;rganization o;f the Hampton police j)j,)J:ision...hasdeYeloped oyer 
JUany years' in response to ,hoth. :i;nte,rnal and external demands." As: j,'::1 
true of JTIost police departments<, tliis development IiaS:.J}een neither neces" 
sarily orderly nor always, ll'"ell planned. Tlie present fOTIDal o).'ganizationaL 
structure) wlii:ch is depicted in 'Figure -2-1 J lias' oecome greatly 1TIoaified in 
actual practice 5y development of an infoTIDal stTucture) which is depicted 
in Figure 2-2. This 1TIodification places such great demanas on tKe Chief 
of Police that effective operations are :rendered extremely difficult. Upon' 
recognizing tKe need for in-deptli study of tne total organizational struc~ 
ture) the Chief of Police directed tlie Planning and Analysis Section to 
conduct a detailed organizational study. Tne results of that study) together 
with recommendations, were suBmitted to the Chief of Police as tlie Hampton 
Police Division ResoJrce 'A1l6cati6n 'and TasK 'Analysis 'Report, January 1976. 
A request for tecKnical assistance was .made to review this report and offer 
recommendations pertaining to the anticfpated1TIajor reorganization of the 
Division. 

At the conclusion of the present assignment, the Consultant met with 
the Chief of Police and memoers of the Pr'ann~ng and Analysis Section) and 
the information contained in this report was summarized. 
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CHIEF OF POLICE 

l Secretary }-Clerk 

I I -
INVESTIGATION SERY I1JNIFORM SERVICE SPECIAL SERVICE 
r r.~nt.::1i n [ (antain I r.::mt:::l; n 

I I r 

C§~t~n~G~~~~tnN PATROL SECTION TRAFFIC SECTION BUDGET, GRANTS, 

- 1 Lt .. 1 tigt.
C 

Li elltemmt I FISCAL 
6 Invest. 1 lk 1 Lt., 1 Clk. 

MIDNIGHT SHIFT DAY SHIFT 
M~~~~Ah~~9~~N- SUPPLY AND - 1 Lt., 2 Sgt., - 1 Sgt., ? Ptlm EVIDENCE 

1 Lt.) 4 S¥tt 7 Invest., lk 23 Ptlm. 2 Clks. 1 Sgt. 

DAY SHIFT NIGHT SHIFT 
1¥!~~Ft~T~~~*TXl\l f- 1 Lt., .) Sgt., -1 Sgt., 3 Ptlm. TRAINING AND 

- 1 Lt., 1 Sgt. 21 Ptlm. 1 Clk. RECRUITING 
10 Invest. 2 cn 1 Sgt. 

NIGHT SHIFT SCHOOL 
YOUTH SECT.~ - 1 Lt., 2 Sgt., - CROSSING RECORDS 

- 1 Lt., 3 Syt., 23 Ptlm. GUARDS ~ 1 Lt., 1 Sec. 
3 Invest., Clk 6 elks. 

VICE AND NAR- RELIEF SHIFT CIVIL DEFENSE CRIME PREV. AND 
"- COTICS SECTION f0o- l Lt., 2 Sgt. 

10- AUXILIARY CONMUNITY REL. 

3 Invest. POLICE 2 Sgt., 2 Ptlm. 

COMMUNICATIONS PLANNING AND 
f- 3 Sgt., 8 Ptlm. ANALYSIS 

10 Civs. 1 Sgt., 1 elk. 

K-9 CORPS 
f- 1 syt., 

1 Ptlm. 

JAIL .AND 
f- DESK OPERATOR 

VEHICLE 
"-- 1>lAINTENANCE 

Figure 2-1. Present Hampton police .Department Organization 
and Deployment (Actual Strength) 
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CHIEF OF POLICE 

SECRETARY l-r.T.F.RK ~ 

r \ 

INVESTIGATION \ 1 
SERVICE I 

UNIFORM SERYICR SPRCLAL SERYICR 
, 

CRIMES ~ \ PATROL 1 l TRAFrIC 1 BUDGE.T~ 

I- AGAINST 
- GRANTS ~ 

PERSON 
AND 

'FTSr.AL 

SUPPLY 
GENERAL 

~ ASSIGNMENTS 
- AND 

EVIDENCE 
SECTION 

HIGH 
~ 

INTENSITY r-
~ 

TRAINING 

TARGETS 
AND 

I--

RECRUITING 
SECTION 

YOUTH - RECORDS 
~ 

SECTION 

CRIME 
PREVENTION VICE 

AND !- AND COMMUNITY ~ 
~ NARCOTICS I--' RELATIONS 

SECTION 

pLANNING 
- AND 

ANALYSIS 

Figure 2-2. Informal Hampton police Department Organization 
(Per the Planning and Analysis Section) 
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.3. ANALYSIS OF THE PEOBL~1 . . .. . , . ~ 

The o?-"ganizational studt con.ducted~br..tha..l:laro;EltQn police ..Di)rision 
Planning and Analysts Section can.well, S,ex)7e . ..as a J110del ;fox ;reo?-"ganization 
of tfle Department. It is appaJ.'ent .tliat considerahle e;ffort and tliougIit 
nave been devoted to developing tILe :Dnproyed o.rganizattonal structure _ 
shown in Figure 3.,..1 and, tf adliered to in pract:i:'ce, tIie proposed structure 
,~ill be a significant Improvement over tue ex:i:'sti?g system. It is the 
opinion of tIle Consultant, now-ever, tliat some cfianges would further i'mprove 
tIle proposed system. Tliese 1l10difica tions are outl ined TSelow . 

.3 . 1 Manpower 

.3 .1.1 Overall 

The proposal wIlicn. calls for an increase inJ11anpower of.33 sworn and 
10 civilian personnel~ is extremely conservative. Current nanning leyels 
provide for 1.76 police employees per 1,00Q persons resrd~g in tIie City. 
(This number figure includes tnose personnel funded under various Federal 
programs.) TIle 1974 average for all police departments nationwide was 2.5 
police employees per 1,000 population. For cities in tne 1vliddle Atlantic 
States, tne ratio is even higIler -- 3.0 police employees per 1,000 popula
tion. For }iliddle Atlantic cities in the 100,000 to 250, 000 population 
range, tne ratio of police employees to population was 2.9 police employees 
per 1,000 population.* The proposed addition of 4.3 employees to the 
Hampton Police Department \vould result in a ratio of slightly less than 2.1 
police personnel per 1,000 population, a figure considerably below the 
average for ~liddle Atlantic cities in the population range of Hampton. To 
increase the Hampton Police Department merely to the average for comparable 
cities, the addition of approximately 150 police personnel -- 107 more than 
proposed -- would be required. Of course, it is recognized that averages 
tell only part of the story; however, a manpower connnitment so far below 
average should create serious concern. The neighboring city of Ne\\rport News 
has a population of 153,000 and a total police strength (including Federally
funded positions) of 309, a ratio of 2.02 police employees per 1,000 popula
tion. This is very close to the 2.1 ratio proposed for Hampton by the 
Planning and Analysis Section. Consideration should also be given to the 
scope of criminal activities in Hampton. Although, during 1975, Index 
Crimes in Hampton increased only 1.5 per cent over 1974 the national average 
in 1974 (latest information available) for Index Crimes was 4,821 per 100,000 
population. Based on a 1974 population of 130,000, the Hampton average , ... as 
4,944 Index Crimes per 100,000 population. Closer examination of 1975 Index 
Crimes in Hampton also reveal that, despite an overall increase of only 1.5 
per cent, specific maj or crimes increased dramatically: Nurder by 211 per 
cent (from 9 to 28), robbery by 14 per cent (from 190 to 216), aggravated 
assaul t by 35 per cent (from 161 to 218), and larceny by 8 per cent (from 
3,845 to 4,154). 

*Crime in the United States, 1974, FBI 
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ADNI~~~~Fc~ 1 VB 
Cantain .. 

FISCAL 
MANAGEMEl\1'f 

1 Sec.~ 1 Clk. 

PE~~2~~Y~r,AND 
1.Lt.k-Z Ptlm., 

2 CI . 

PL~~t.~~T~D 
j Lt.

C 
). Ptlm., 

1 lk. 

CHIEF OF POLICE 
CO~~illNITY RELATION 

I I & CRIME PREVENTION 
Secretary 1 Lt.~ 1 Set. 

Clerk I 2 Ptlm., Ilk. 

CENTRAL SERVICE INV~~J(,¥~~ION UNI~@~JT~~TROL 
Cantain Cantain r::ln-tain 

I ~ 

1~~~~*B~sAND CRItvlpFft~ANNST MIDNIGHT SHIFT 
1 Lt., 2 t>gt., l- I Lt., 2 Sgt.~ 1 Lt. C ,:t Ptlm. ~ l-

10 lks. 5 Invest., 1 Clk 28 Ptlm. 

IDENTIFICATION GENERAL ASSIGN DAY SHIFT 
f- 1 Sgt., 4 PtIm., l- I Lt., 2 Syt' i 

I- 1 Lt., 2 Sgt., 
1 Clk. 8 Invest., C k 27 Ptlm. 

IHIGHTAm;~¥§ITY COMMUNICATIONS NIGHT SHIFT 
1 Lt. ~ 6 Sgt. ~ . l- I Lt., -1 Sgt. ~ - 1 Lt., 2 S2t'i 6 Ptlm.J.,16 Civs 5 Invest.. C k 28 Ptlm. 

PR~~~R~~T~M~~~Y YOUTH SECTION RELIEF SHIFT 
1 Lt., 2 Sgt., I... 1 property ~9tf. -, l- I-- I Lt., 2 Sgt. I Ptlm.,1 Clk. r ~ Invest., I C1k. 

YICE & NARCOTICS K-9 CORPS 
L-. 2 Sgt., 4 Invest l..-

I Sgt. 11 Pt1m. 1 elk. 

Figure 3-1. Proposed Hrunpton Police Department Organization 
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TEC~~~t,¥rEATROL 
r.ant::lin 

.. 
TRAF . ENFORCEMENT' 

f- 1 Lt., 1 Sgt., 
12 Ptlm., 3 Clk. 

Accident Prev~nt. 
" Statistl.cs 
" Records 

Taxi Insp,ections 
Abandonea Vehicle 
Impound Lot 
Patrol Boat 
Accident Invest. 
Traffic Enforce-. 
me.nt .'_ 

, TRAFFIC ADMIN. 
L- 1 Sgt. 1 Clk. 

Pafi~ Poll.c~ .Ye icle Ma1l1t. 
:Radio Maint, 
CB Aux. Poll.ce 
Coliseum Security 
Parades 
Escorts 
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.}1oreoyeJ', th.e plann:i,.~~. and }).llalr~.:i.,s. .~el~tj"onr.e.rs.onnel. ba~ed the~ 
..man:p0w,e.:r }?l'0Ilosals. Qn a S,:1",CK.lea)le jactQf' O~~ '18. nQUX5. J?e;r ]?olJ"ce 9.f;hc('U' 
per rear, TEus. s.:Un}?ly ts, not ;real:i;stj;c,' Cl.J.,rrentln. sl,ck lep.ye j,.'s, es.timated 
to 8.11er,age 4 to 5 dars. pe;r <rear per oi.f::tcer. (;32 to AQ.fi.DursL Stck. leave 
for c:Dr:i:'li'an personnel frequentlr is, ~:tglier 'I A silnple review of ex:tst~g 
records w:tll provide an accurate s·j:ck leaJle ;factor tIiat sliould ,De incorpor .... 
ated in nanpower calculations. 

Based on tlie aoove factors, it isreconrrnended tliat tlie Hampton police 
Division personnel oe increased oy approximately IUD.. This would provide a 
ratio of approximately 2.5 police employees per 1,000 population, It is 
recognized that the addition of 100 personnel represents a g;reat denlal1d on 
city funds. It is sUDmitted, 1iowe-ver~ that a crime rate above the average~ 
coupled with significant increases in several JUaj or crme categories and a 
present manpower level seriously below aJlerage, all po:i:nt to ·th.e necessity 
of making a great demand on city funds. Except as noted herein, this' 
increase in personnel would De devoted primarily to patrol tasks. 

3.1.2 Planning and Analysis Section 

In the proposed o;rganizational structure, some units do not appea~r to 
be staffed in the most efficient :manner. The Planning and Analysis Section 
falls into this category. The proposal calls for siaff~ng Dyane lieutenant, 
one patrolman, and one clerk. Staffing of tfii.s function should. consist of 
at least one lieutenant, two sergeants, three patrolmen, and ttvO clerks, 
Duties should include the following: 

~ Lo.ng ... r8;nge planning of Department needs. 

o Capital improvement needs. 

@ Coordination and preparation of the annual 
Department Budget. 

• Statistical compilations associated with 
crime and traffic analyses and manpower 
deployment. 

• Preparation of various statistical reports 
for the use of command personnel, inc:luc1ing 
those prepared periodically for Federal and 
State agencies. 

• Prepara tion of charts and. graphs. 

o Research and analysis of existing achninistrative. 
and operational procedures. . 

R-76-118 
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" .Deyelopment D;fne~ fJ'ocedu;res., j"ncludi.llg 
J?.repa.:rat:i,.on of l:InpleI)lentip,g o.l:de.r~ and .}Janual 
amendments and ;rey:i;s.ions., 

@ TIevelopment of tactical and strategic operational 
plans. 

o Analysis and researcli pertaining to existing and 
proposed equipment acquisition. 

~ Analysis' of crime information and crime trend 
predictions, inc1ud:i?lg modus operandi analysis. 

Cl Preparation and supervision of Federal and State 
grant applications. 

9 Coordination with State and local prosecuting 
attorneys in the development and ~odification of 
procedures to :meet legal requirements. 

o Coordination oetween the police J)ivision and data 
processing personnel. 

Adoption of this concept would centralize activities such as statistical 
compilations and grant request preparation~ now performed oy 1Tarious other 
units. This recommendation would, in effect, combine the proposed Fiscal 
Management and Planning and Analysis' Sections. 

3.1.3 Personnel and Training Section 

Staffing of the Personnel and Training Section should be increased from 
one lieutenant, one patrolman, and two clerks to one lieutenant, two sergeants, 
two patrolmen, and blo clerks. Even a limited review of Division activities 
reveals that insufficient emphasis is presently placed on training activities. 
Training should be considered as a never~ending task for all ranks and special-

ties. 

Expansion of these staff units is realized to reduce available field 
forces; however, the functions of planning and training are simply not 
receiving adequate attention. Ample staffing and appropriate direction of 
pertinent activities will tend to improve overall efficiency to a point that 
more than offsets the loss of field manpQ\'ler. 

3.1.4 Communications Section 

The Communications Si?ction, staffed with I lieutenant, 6 sergeants, 
6 patrolmen, and 16 civilian dispatchers, provides for a rather high propor
tion of sworn personnel. It is recommended that dispatching and related 
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actj;yit:le~he the ,s,ub.) eet Q% .det/:!-:i.1ed p.nal~s.4 ~J,.tlLthe ohj ecti)fe of 
.l'eplaci,ng SltO;rn pe;rs,onnel \tj,th_19w'~, salaJ::led ci)Jj,.lians, Lt is. 5.;U,ggestcd 
tIi.at one l:i;:eutenant and ,four se!~eanJs.. could J,l;royi:de ample ,d:i,Xection and 
super:Vi"s:i:on$ t11.e :remaini?g Co:m:mun;i:'cations personnel sliould .. oe ci'Yn~ans. 
Tlie total numDer of personnel as~1gned to tliis functi"on also appears to 
De somewliat lii'gK. A tasR. analysis- stuat to accurately dete:r:mine needs 
would De appropriate. 

3.1.5 Investigation 'Service 

Based on the previous :recommendation to increase total strength to 
approximately 332 personnel" i1: i"s :recommenaed tliat tlie Investigation 
Service De staffed oy approxDmatelr,35 to 40 personnel, Tlii~ does not 
include personnel ass.igned to t1i~ Youtli or the 'Yfte ana Narcotics Sections 
because these functions generallY' aTe not tncluded in deter.min~g JUanpower 
needs for investigative purposes. T11.e Y'outli Section appears to De appro'"" 
priately staffed; tneVice and Narcotics Section sliould be commanded oy a 
lieutenant~ as are otner major sections. Deployment to specific sections 
in the Investigation Service (e.g., Crimes Against Persons) should De oased 
on measured caseload. ' 

3.1.6 Uniform Patrol Service 

Shift hours in the Patrol Section of the UnuorJTI Patrol Seryice are 
static and have been f.ixecj. at. 12,;00 p.m. to 8;00 a.m., 8:00 a.m. to 4:00 p.m., 
and 4: 00 p.m. to 12: 00 p .ni'. for an indefinite period. Radio car districts 
are also inflexible, have been unchanged for an indefinite period, and are 
the same on each shift. No formal attempt lias been made to measure the 
workload of each district; or to equalize workloads between districts. In 
addition to certain fixed posts (K-9 and other supplemental patrols), 12 
units are fielded each day on each shift. These three factors -- static 
shift hours established without consideration of the workload, static radio 
car districts, and fielding of the same number of units on each shift without 
consideration of shift workload fluctuation -- all contrioute to possible 
misuse of available manpower. It is recommended that the following system 
be adopted for deployment of Patrol personnel: 

• The City should be divided into numbered semipermanent 
districts, each district comprising approximately 
four to six square blocks. (Thinly populated areas 
can be considerably larger, but consideration should 
be given to possible future development of residential 
areas, shopping centers, etc.} 

• Federal Census tract boundaries should be us~d as 
basic divisions, with district ooundaries (hereafter 
referred to as Reporting Districts) serving as subdivisions 
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of each.. Censps. t.rA-ct ~ _B.Q.unda;r~es.~b.Q.uld 
. cons.:i,.de.r natll)'A-Lha.:r;r:i,.e..rs... s.uch....as . .+a.U):'oa.d 
ltnes and ;ri)fers, 11se oj ·lede.:tal ,Cens.us. tract 
boundaries as J'iastc .dtv:i-s'i'ons. \~ll ,tactl itate 
tlie correlation o£ Censu~ tract socto~economic 
data to JUeasura5.1e poli'ce prolilem a:teas·, 

• Offense, arrest, traffic accident, and stmilar 
reports sliould provide for entry of the Reporti~g 
District numoer ~nder tEe location of occurrence 
category. 

• Appraximately annually', worRload factors should Tie 
cOIDputed for each Report~g J)istr:i:ct, as outlined 
oelow: 

Workload 'Factor 

Part I Offenses 
Part II Offenses 
Arrests (except drunk. arrestsl 
Drllnk arrests 
Traffic accidents 
Calls for Service 

Radio 
Station 
Citizen 
Observation 

Weigh.t 

4 
2 
2 
1 
2 
1 

Workload factors. should he weighted as shown and stnnmarized 
as a percentage of the ,,,hole Jar each Reporting District. 

Jrom this compilation, decisions can he made pertain~ng to establishment 
of radio car boundaries for each shift, based on the specific number of field 
units to be deployed on a particular shift on a particular day. Since work
load demands vary from day to day within a particular shift, provision must 
be made for apportioning the workload from day to day in a consistent manner. 
This can be accomplished by preparing in advance appropriate "car plans" for 
use with differing available manpower levels. 

Geographic deployment is, of course, closely associated leven inter
related) with personnel deployment. Although there is·no acknowledged ideal 
deployment system, certain fundamentals apply in most cases: 

• Shift hours should provide for the least possible 
fluctuation in workload from one hour to another 
within the shift. 
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• Sh.:Ut WUl'S s.h.ould .-!Jlp.t.ch....\W,rkload -fillctuations. 
to as. great a ~eg;tee as. ~~.s. "f.ract:i,.cal, allowi;ng 
for shift clianges .at eitlie.r lO\!J::~eJJland 1?e:riods, 
0;1' just 1?l'io.r to s:i:gntj;:i;:cant :i;ncreases tn Iwrkload, 

• Personnel assigned to a particular sfiift sliould be 
in mnnerical proportion to tr'Le shift worKload. 
(For example, if 22 per cent of the wOl'kload occurs 
on a.particular sliift, 22 per cent of tlie ayailablc 
JTIanpower sliould oe ass::tgned to tliat sliift.l 

• Daily deplo}~ent of ~ersonnel on a particular snift 
should oe in proportion to tlie estimated workload 
for tliat dar of tlie week. 

o Two forms of rotation are desiraDle~ 

~ "Mandatory ~~ To satisfr administrative and 
deployment needs, to prevent stagnation, 
and to avoid possible development of unnealtIiy 
attitudes oetween officeTs and supervisors as 
a result of lengthy assignments to the same 
shift. . 

Pel'mlssive -- To satisfy personal needs of 
personnel. 

• Deployment and rotation practices should provide for 
reasonable stability of assignment in terms of shift 
assignment and assignment within a pal'ticular shift. 

• The mechanics involved in achieving these fundamentals 
must not be unduly laborious. 

Based on the above assumptions, the following system is recommended 
for deployment of Patrol personnel: 

e Shift hours should be examined annually and modified 
to conform to the concepts described above. A survey 
based on 2 or .3 representative months using the wOl'kload 
factors previously outlined should serve as a basis for 
adjusting shift hours. After being weighted as described, 
workload factors should be totaled to a single sum for 
each hour of the day by each day of the week. 

o Through use of the same statistical compilation, workload 
by shift should be summarized as a percentage of the whole. 
Available personnel, taking into consideration days off, 
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)Tacat~onl es.t:i.J)lflted s..:lck. .da~s, gllle at thumb; 
one.~half .JUFl:rt~ar s..:lck..'f?e.T ..lJl9nt'tL tQ:r each.. 
rat.rolman ass:igned to th.e slu;ctl, etc" 
should tlien.De adjusted-oetween the shi~ts, at 
TIontlilr intervals) in proportion to tlie particular 
sIUft. J>~odificationS' slioula.oe Jnaae as necessary 
to provtde for fuea posts' or otner manpower 
demands not repTesentea in tlie worRload survey. 

• Tfirougliuse of tlie same statistical compilation, 
worRload oy dar of weeR for eacli suift sliould De 
predicted for tlie fortlicamingmontli. Predictions 
for each day need Be refined no further than 
"ligIi.t, tr "medium/lor ttlieavyN workloads. Personnel 
assigned to a particular sRift should De deployed 
in accordance with. the prediction following an 
administrative decision of tIie "car plan" tIiat can 
be fielded for tlie 1TIontli witIi tIie calculated aval.l
ability of personnel. This can nest De accomplished 
oy requiring officers of tlie sliift to sUDmit appro~i
mately 10 days before the 1110nth begins, their personal 
requests for days off during tlie next month. The 
sIiift sergeant or lieutenant ~rust then correlate these 
requests with tIie workload predictions in an eqUitable 
manner. Experience lias sliown that most officers will 
receive more than two out of th'ree of the Tequested 
days off. In most cases \~here a refusal is necessary, 
an adjoining day of :the week can be granted instead 
(e. g., the request is made for Tuesday and Wednesday 
as days off; granted are Wednesday and Thursday, or 
:Monday and Tuesday). Special consideration can also 
be given for days off necessary for school, special 
family occasions, and the like. 

o A policy of mandatory shift rotation, after a maximum 
of approximately 12 months on a particular shift, 
should be instituted for all personnel. In addition, 
a policy should De adopted requiring all personnel 
to stay a minimum of approximately 4 to 6 months on a 
particular shift before requesting a change to another 
shift. Allowances shOUld be made, of course, for 
special Division needs and individual serious personal 
problems. Supervisors shouId not: routinely rotate the 
same direction as patrolmen, out should be deployed at 
an approximate ratio of one sergeant to every six or 
seven patrolmen. 
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Th.:i,~ s:(s-t:un ~11 p:roy:i,..de ,fO):'th.e 3,f%~:~ent . .deplO{'JIIent oj p~rs.onnel . to 
JUeet the .cha.ng::ng ~:rQ.hlerns" ands,e{J.5,Qnp,l s.~ts, JJl \to:rkloads. that. OCClU' Ul' 
v.at1'ol w;o.:rR.. lifiUe, at tli.e Sa1Jle t:i;.Jne , l?;rQ)l~d~g a JUeasu.re 0% stao.~l:tt~ of 
as~tgnment. Also, ~t .:re~ogntzes.~he pos~tiYe~ora1e factor attrioutable 
to ~erS'onnel li.a1Trng smue aegree of :tnfluEmce oyer tKeir floUTS of work and 
days off. . 

3.20rganiiat:ton 

3.2.1 'Tecfinical 'Patiol 'SeTYtce 

Tecnnical patrol Seryice includes: 

e Accident Prevention. 

• Accident StatIstics ana Records. 

o Taxi Inspections. 

o Aoandoned Veli.icles ana Impound Lot. 

G Operation of t~e Patrol Boat. 

• Accident Investigation. 

• Traffic Enforcement. 

Proposed functions of the Traffic Administrative Section of the 
Technical Patrol Service includes: 

• Park Police. 

• Vehicle and Radio 1'1aintenance. 

• Civil Defense Auxiliary Police. 

• Crossing Guards. 

• Coliseum Security. 

• Parades. 

i; Escorts. 

It is the Consultant's op~n~on that these varied staff and line functions 
could be more appropriately assigned within the D~vision, In some cases, a 
combination of staff and line activities reduces the potential ability of 
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as~igned pe.rs.onnel to concent;.rf.l.te on P.rWfl.l:rLlut:les" In some cases, sllch 
as . .rec9XdS. cllstQci{", the pr91?o~al·c,teat.~s, p. ;f~a,.gJIlented spttem. The;re,fo;re, 
it is. ::recom:IJlended t1ilt .tIte f91lo~?g jllnct:t.on~he ::reas,s.igne.d as...sItoWli 

e Acc:tdent PreventiUn to the Traffic AaministratiYe Section. 

• Accident Stati'stics- to tlie Planning and Analysis Section> 
Admini'stratiYe Serv:tce. 

~ Accident Records to tKe Records Section, Central Service. 

o Afiandoned Yehicles and Impound Lot to the Investigation 
Service. lIt is tIie Consultant t·s opinion that these 
activities 11I05t appropriately Telate to 11I0tor -vehicle 
theft investigations, and assignment to tne same unit 
simplifies c'oordination and communications on 11Iatters 
relating to lleli.icles. 

• Operation of the PatTol Boat to the~niform Patrol Service. 

• Park Police to the UnifoTm Patrol Service. 

o Veliicle and Radio :Maintenance to tli.e Central Service. 

o Crossing' Guards to the Uniform Patrol Service. (This 
activity could 11I0st easily De supervised by patrol 
supervisors who are routinely available in the field. 

:Moreover, the title Technical Patrol Service is not truly indicative 
of the tasks perfor.med and is subject to confusion with the Uniform Patrol 
Service. It is recoIlli~ended that the Technical Patrol Service be retitled 
as the Traffic Service, since its activities are primarily traffic oriented. 

3.2.2 Investigation Service 

In the present and proposed organizations, Investigation personnel are 
responsible for completing the preliminary imrestigat{on of all burglaries 
and, except for those of a minor nature, TIost otlier crimes. Investigation 
personnel routinely patrol in the field, as t\'lo-man units, for 16 hours each 
day so they are available to respond to and conduct the preliminary investi
gation of many crimes. This practice fails to make effective use of Patrol 
manpower and is not in keeping \vi th practices and procedures recommended by 
leading police authorities and educators. Too heavy a burden is placed on 
Investigation personnel. :tvloreover, Patrol personnel who realize they are 
considered incompetent to make most preliminary investigations feel a crippling 
effect on their morale. This can create serious long-term problems for manage
ment. It is recommended that Patrol personnel be responsible for all but the 

R-76-118 
3-10 

'0 



most complex oj k'.rel:W:u:i)1aJ'{," :i,..ny,es.:t:.:i,ga.t:\9,ns.~ PJ'el:UniJla.r~ 1 .. TIyest.j,sati.on 
can_he defined as. irnmedj,.a.te ~n)fe,s.:t,~at:i,;c;:in to the l?o~t 'lib-ere p9s,t~onement 
of ;furthe;r illYes.t,igation \iOuld 'not -Jeop,tr.cltze its. s;ucc.essful completion, 
PreliJ.ntnarr-' i'JUTest,igatt,on includes app.reliension of tfl.e cri1ninal at th.e 
scene or in fl,ig1i.t) care for i'n;rurea' persons) ;protection of tlie crime 
scene pending examination fir a tecfinician l if approprinte; recovery of 
stolen property· found at tKe scene or in possession of tne fleeing 
criminal; interview' of the -victrm ana, witnesses; ana completion of all 
appropriate reports and notificatl0ns. If Patrol personnel are not con~ 
sidered capaole of perfoTIlling tEe aDove tasKs, they snould receive suffh 
cient training to enaole tIlem to do so. Investigation personnel operations 
snould De Uin1ted to followup i'nvestigati've act'.i'vities. Exceptions to 
this policy should De severely lImiiea ana~iglit include the following: 

• Homicide. 

o Po!geries and wortliless documents. 

o Safe o~rglaries. 

• Aggrrorated assaults, wftere it appears the -victim Eay 
die shortly. 

This should assist in increasing the overall efficiency of the Investi
gation function by allm'ling personnel to concentrate their activities and 
resources in the area of followup investigation. By reducing responsibili
ties (and, therefore, workload), tlie reccm~ended 3S to 40 Investigation 
personnel will have more time to devote to the existing caseload. 
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4. RE.COWENDATlON~ 
",' ,«(,' \\."," (' .. <'~ 

Recommendat:t:ons }?e:rtatn:i,;ng to tJii.:s:. studr- oj; -tM_ Hampton police 
.Depa:rtment 0;rgani:zational st:rllct.u:re a;re a~ ,follow$.; 

4.1 'organiiation ,. . . , 

4.1.1 . -e;eneial 

o Tasks assigned to tlie Teclinical Patrol Service are 
too diverse. Tlie requi:rement of performing lnaj or 
staff and line respons-ll5:tlities 15y tlie same personnel 
does not adliere to tlie concepts of specialization. 
Sucn functions snould 5e relocated and/or comoined 
witn otlier Departmental entities. To a limited extent, 
tliis is also true in tlie Administrative Service. 

4.1.2 Specific 

o Reassign accident prevention functions from the Traffic 
Enforcement Section to the Traffic Administrative Section. 

o Reassign compilation and analysis of traffic accident 
statistics from the Traffic Enforcement Section to the 
Planning and Analysis Section of the Administrative Service. 

• Reassign custody and control of traffic accident reports 
from the Traffic Enforcement Section to the Records Section 
of the Central Service. 

• Reassign abandoned-vehicle and impound-lot responsibilities 
from the Traffic Enforcement Section to the Investigation 
Service. 

o Reassign patrol boat functions from the Traffic Enforcement 
Section to the Uniform Patrol Service. 

o Reassign superVision of Park police from the Traffic Admin
istrative Section to the Uniform Patrol Service. 

, Analyze actual sick leave rates to determine manpower needs. 

• Analyze position requirements of the Commlmications function 
to determine optimum staffing rates, as WE~l1 as the ratio of 
ciVilian to sworn personnel, with the intent of increasing 
the number of civilians and reducing the :number of s\o!orn 
personnel. 
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Q Analrze \'/:orkload of ca!'i,e as,s.ignments. :i,.n th.e 
Invest:lgationSeX)fice to e,fiicientl~ ass,ign 
pers,onnel h:y wo;rkload. 

o Increase tIie Plann~ng and Analrsis Section 
proposed staff~ng of two se;rgeants~ two 
policemen, and one clerK. 

o Increase tue Personnel and Training Section 
proposed staffing 0)" two sergeant's, two 
policemen, and 'one clerk. . 

~ Reduce tue Communications Section proposed 
staffing oy two sergeants. 

~ Increase the Investigative Service total staff 
to 35 or 40 personnel. This includes command 
and supervisory personnel, out does not include 
the Youth or the Vice and Narcotics Sections. 

• Restrict Investigation Service functions to 
followup investigation in all out the most serious 
crimes, with Patrol personnel performing the major 
portions of preliminary investigation activities. 

~ Add a lieutenant to the proposed staffing of the 
Vice and Narcotics Section. 

• Adopt a new system for deploying field Patrol 
personnel, based on matching use of field manpower 
to measured workload. A suitable system is outlined 
elsewhere in this report. 

o Reassign vehicle and radio maintenance functions 
from 'the Traffic Administrative Section to the 
Central Service. 

o Reassign crossing guard supervlslon from the Traffic 
Administrative Section to the Uniform Patrol Service. 

o Combine the Fiscal Management and Planning and 
Analysis Sections of the Administrative Service. 

4') Retitle the Technical Patrol Service the Traffic 
Service. 
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4.2 .. ManpO\'Le;r Use . .. , . 

4.2 .1 General . 
o At present~ the~epartment appea;rs to be 

sel'lously undemanned. OYe;rall JUanpower 
should De increased significantly. Calcula
tions related to prop'osals for inc;reases in 
manpower are overly conservative and snoul~ 
be reevaluated. 

o Certain functions within the Department should 
be adjusted in terJUS of Jllanpmyer commitments. 
Tasks analyses and tyorkload 1neasurements should 
be made to deterJUine position requirements. 

o Functional responsiDilities of the Investigative 
Service should be reviewed. 

4.2.2 Specific 

o Increase overall .Department strength o.y approxi
mately 100 personnel to provide a more effective 
level of law enforcement in the conununity. :Most 
of the additional personnel should be devoted to 
increasing the complement of the Uniform Patrol 
Service. 
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