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FOREWORD

This request for technical assistance was made by the Village of Hillside,
Illinois. The assistance requested called for reviewing and appraising the police
department’s manpower requirements and organizational structure with recom-
mendations for installing improved manpower assessment procedures.

Persons involved in the processing of this request included:

Requesting Agency: Mr. Glenn F. Spachman
Village Administrator

R Village of Hillside

State Planning Agency: Ms. Jane Rae Oksas
Illinois Law Enforcement Commission

Approving Agency: Mzx. Terrence T. Doherty
Police Specialist :
LEAA Region V (Chicago)

The sexvices provided were supported finanicially by the LEAA through its
National Police Services Technical Assistance contract. The conclusions and recom-
mendations, however, are those of the consuitant and do not necessarily represent
the official position of the Law Enforcement Assistance Administration, U.S. De-
partment of Justice. '
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I. INTRODUCTION

The following report addresses a technical assistance reguest to examine

,the adequacy of existing manpower resources and organization of the "’ side,

Illinois, Police Department. Although particular attention is paid to manpower.
resources allocation and utilization and organization structure, various opera- -
tional practices and support services are discussed where available evidence
suggests that current methods are not effective or satisfactory. Discussion of

“activities not specifically mentioned in the request for technical assistance was

not umlaterally inciuded by the consultant but was requested by the V111agr Ad—
ministrator.

The Village

The Village of Hillside is located in the Chicago-Cook County, Hlinois,
metropolitan area 15 miles west of the Chicago Loop. It has a land area of 2.4
square miles and a population of 9, 500 persons according to current-estimate.
The Village is readily accessible for vehicular traffic; it is surrounded by major
interstate highways and tollways, including one major interstate that bisects it.
Although basically residential in nature, the Village includes fine muiti~residen-
tial, commercial, and industrial areas as well as a major area shoppmg center,

The V111age is governed by a Board of Trusteeb compnsed of seven members

~ including the Village President. The office of Village Administrator was created

Maxrch 1, 1976, The administrator is appointed by the Village President with the
consent of the Board of Trustees, serves an indefinite term, and is the Village's
chief administrative officer. :

The Police Department

The Hillside Pclice Department has an authorized strengtl: of 26 sworn officers
and 5 civilian employees. It also employs one part-time "special officer™
provide security patrol to the Hillside Commons, a park area, and one large .
church located nearby. The department's approved operating budget for the fis-
cal year 1976-1977 is $803, 332, a level of per capita financial support equal to
$84.56, Approximately 87% of the total departmental budget appropriatmn is
for parsonnel servmes.

<
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The pclice department is headed by a Chief of Police who is appointed by
the Village President with the consent of the Board of Trustees. The Village
Administrator may recommend the appointment of all non-elected offlcers
tp the President and Board of Trustees, however,

Ostensibly, the department is organized into three major operating units:
1) administration and records; 2) investigations; and 3) patrol. Administration
and patrol are each commanded by a police lieutenant. Investigations is com-
manded by a police officer. All remaining personnel are assigned to one of these
three functions.

i 2
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II. UNDERSTANDING THE PROBLEM

In April, 1976, the Village hired its first Village Administrator. As one of
his initial tasks, the administrator recommended and installed the Village's first
formal budget preparation process and procedure. Accordingly, each department
head was required to prepare a formal budget request for submission to the ad-
ministrator, who would review, revise, and prepare a recommended Village bud-
get for adoption by the Board of Trustees, In the police depariment's budget was
a requested authorization for three additional police officer positions.

The police department requested three additional positibns, but because the
department's request was not supported by an objective analysis of increased
community demands for pclice service, the request was denied, peading further

study. Thus, a request for technical assistance to study police manpower needs

was initiated.

In 1970, the Field Operations Division of the International Association of
Chiefs of Police (I4CP) completed a staff study of the police departmeAf. So in

addition to the issue of police manpower, the Village Administrator requested
agsistance in reviewing the police department’s organizational structure and
various operaticual practices and procedures as described in the 1270 IACP re-
port. The administrator expressed specific interest in the degree to which. ypro-
priate recommendations included in‘the 1970 repc*z nad been adopted and imp.e~
mented by the police department.

Recognizing the time limitations imposed on the technical assistance request,
the consultant met with the Village Administrator and determmed ‘the follmmg
course of action: . ‘ e

e The consultant would review the department's

* present organization and methods of manpower
allocation and uttlization to determine its
‘appropriateness in meeting service demands
and enchancing thé police department'’s mission.

e Astime permitted, the consultant would review
line and staff operations and prepare recom-

mendations intended to improve organizational
productivity and the dehvery of ; serv1ces.

‘;\\

® Fmally, the consultant agreed to review selected

departmental practices in sach areas as records

¢ and reporting, evidence and property control, o
internal management controls, and administrative
methods and recommend necessary improvements. -

%
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III. ANALYSIS OF THE PROBLEM

- Department Organization and Staffing .

‘The police department has no formal table of orgamzanox,a, although in prac-
tice it is organized into three major divisions: patrol, mveszhgatlons, and records.
The present organization and staffing of the police departrngart is shown in Chart
| )

Patrol

"The patrol force is responsible for routine preveﬁtive patrol, answering calls
for service, checking on suspicious plersons and vehicles, receipt and dispatch
of calls for service, and the like. Patrol officers generally conduct preliminary

~~investigations on all cases, although investigators may be called in on occasion to con-

duct some preliminary investigationg., The department operates one-man patrol units.

The patrol force is commanded by a lieutenant and is organized into three
equally staffed shifts: 7:00 A.M. -- 3:06 P.M.; 3:00 P.M, -~ 11:00 P.M.; 11:00
P.M, -~ 7:00 A.M. Each shift is headed by a sergeant who.reports to the patrol
commander. There are 16 police officers assigned to patral, with 5 assigned to
each of 2 shifts and 6 assigned to the third shift. The sixth police officer on the
11:60 P:M. -- 7:00 A. M. shift performs the duties of radio dispatcher.

In addition to the 21 total sworn personnel assighed to patrel, there are 4
civilian radio dispatchers. Qne of these 4 positions is vacant but will be filled
shortly, Interestingly, one of the 3 dispatchers is also a "special” or auxiliary

-police ‘officer and has been working as a field patrol officer in place of a regular .-

sworn pohce officer. ‘“““

" One other special officer is employed on a regular part-time basis to provide
on-site security seven evenings a week to the Hillside Commons, a park area,
and a large church complex located nearby. This special officer is eqmpped

fw1th a uniform, firearm, and portable radio.

Adriﬁnistration and Records

o The administration and records section is commanded by a lieutenant and
includes one secretary/clerk. This unit is responsible for maintaining all de-

- partmental records and reports, statistical reporting, evidence and property
control, isstance of permits and uniforms, training schedules, and other support




- . The Chief of Police

CHART L

' PRESENT ORGANIZATION
Hillside, Ilineis, Police Department

Office of

1 -- CHIEF OF POLICE_

o S e

1 ADMINISTRATION
AND RECORDS

1 -- Lieutenant
1 -- Secretary/
~ Clezk

PATROL

1 -- Lieutenant '

SHIFT 1 A
7:00 A.M. - 3:00 P. M.
1 -~ Sergeant :
5 -- Police Officers . *
1 -- Dispatcher

[T TEHIRT W
© 13:00 P.M, - 11:00 P,M.
1 -~ Sergeant

1 -- Dispatcher -
1 -~ Special Officer/
| "Dispatche:

SHIFT 1
11:00 P.M, -~ 7:00 A. M.
1 == Sgrgeant
6 -- Police Officers

— RELIEF
1 -- Sergeant

a/Two of the three inveétigators are also
designated as juvenile officers.

-~ b/one position vacant.

" &/Does not include one part-time special

‘o officer.

==
¥ “es

5 -- Police Officers

INVESTIGATIONS

'3 -- Investigatorf%%‘!w
oy

et /
2 -
T .
Va =
Pl y =

Reqapitulationif =L ‘ _ T

Swornr__ s e
Chief of Police =

Lieutenants

]
2
Sergeants 4
Police Officers . 19
- Sub-Tota] .

Civilian.
Digpatchers ™
Secretary/
Clerk
Sub-total - _ 5 "~
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actxvitles. The sec:etary/clerk is pnmarﬂy respons:,hlp forthe care and mgm—-
fenance of departmental fllP  and- g;’:xe typing of field 1¢Aports.

Access 16 dex zrtmental records is limited to gix days a week from apprommately
0:00 A, M. =~ '5:00 P.M., as the secretary/clerk works Monday thru Friday and
,::;T*ﬁ':ieutenant works Monday, Tuesday, Thursday, Friday, and Saturday. Addi-

" tiomally, access to departmental records is limited during the lunch hour as
~both the lieutenant and secretary/clerk usually go to lunch at the same time.
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The investigations unit is comprised of three full-time personnel. One in-
vestigator acts as the lead investigator with responsibility for case management,
assignment, and report review. The other two personnel assigned to the unit E
work 8:00 A.M. -- 4:00 P.M. and 2:00 P.M. -~ 10:00 P. M., respectively. Under
7 the Illinois Statutes, one sworn member of the department must be designated

N a juvenile officer. In Hillside, two investigators have been given this responsi-

o blhty. 'This is the only investigative spemahza’uon that exists in the depdrtment.

5 Procedurally, copies of all case reports are forwarded to the lead inyvestiga- .
tor, who then determines each report's investigative merit. Should a case war-
rant follow-up investigation, it iz assigned to one of the investigators for follow-

~ up and formally opened. Case management and investigative practices in Hillside
were generally found to be adequate with only a few exceptions.

#  In Hillside, the designation of investigator refers to an assignment rather
7/ than to a position classification. Any officer assigned to this unit may be rea551gned
g under the direction of *he chief of pohce to aay other oneraﬁng unit within the
department. ' . ‘ ) e
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Pa! -:rol Allocatxon and Dleployment

A long-accepted prmmple of effective management asserts that structure
follows strategy, apd that strategy implies an intinite knowledge of operational
needs and const"amts. Thus, prior to mstalhng a police manpower allocation
o strategy anﬁ" deymyment structure, the unique and varying requirements of the.
B B epemtmg environment must be known, In terms of the police,_ cxsmprehenswe
I;' y service ”eco;ds promde the bas1s for defining most operatmnal needs.,

The Hlllszde Pouce Department does not determine its patrol allocation and-~
».depleyr;;epc needs systematicajly at the present time, Overall manpower nemis

. have gver the years been determined more or less intuitively, while patrs{ de-

S p}é/ment has genern ybgeq based on traditional and long-standing co;:ingurauons. )




current resources, the number of field: patrolmen needed to meet ader'“atcly the
The ana1y51s started with the assumptmn that the recent msterzcal pattern

of the number and type of police service demanded is the best indicator of future

demands. Data for all 1976 field activity were sampled and analyzed. Samphng

was required because total police activity summaries fox the period were not,

- available. Time constraints coupled with reporting dﬁﬁcnenoies precluded analy-

3 sis to the fulleg t level of detail poss1b1e under the bést of conditions, »

2

;, . The "blotfte,.s" or radlo/activity logs for. ievexy 24-hour peried & o
/1

twelfth day of 1976 were veviewed and sumpiarized. 'This task provided m:.onna-r_ e

tion on overall police service requ1r¢=men.«.)s for the vear, In addltmn, however,
l ' departmental activity reports for the months of January thru NMovember weré

rev:ewedand mem* pohce 1nc1dent duta tabulated The ﬂombmafmp ef these

qun‘ements. , - L

P ",,r/:-‘

e - . L

As Table 1 shows, it mestn‘nated that the de;:artment handled a total of 7,, 593
ﬁ REC requests for service in 1976 This figure w;ul probably be questioned by depart-
mental officials who will claim requests for service totaled approximately 11,400
for the same period. That figure is n;;fsleadmg, however, because police calls
recorded on the "blotter" or radio/activity log, for which cail credit is aggigned,-
Z were in many cases not requests for service. The foliowm/g are ex,amph,s of in-
appropnately dt=51gnared police calls which appear ‘on the "‘blotter"

L

& ‘  Number XXXX -~ Squad Informanon: ; Car No. 7407

was taken tqv “Westhill for repdn S

- Number XXXX -~ Informauon. This weekepd ’a"i'arge
number of vans will be parked at the
Holiday Inn. - Owners of the vans are
attendinga car snow.  INFO/ONLY

P

D "
% 3 R
W
\

° Numher XXXX‘% Sui'\}elllance Informatmn' v:Ser:g;eent;
- Jones.of C.C.S. called to rey/ort o
they will be on survelllancé .

T

T . x
. f i // X e - ’
l // P

~To get a , realistic p1cture of service levels, a detaﬂef( audlt of police calls - " 4

“was made for the sample period previously described. . That aucht revealed a© #

34 4% dhcrepaﬁcy between numbered police calls ami actual pohc.e calls, There- :

- fore adjustments were made to account for actual" calls-ior-sevvme only. /M’herp :

demand for pohce services in HlllSlde.;, I et

ST
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TABLE 1
METHODOLOGY AND NUMBER OF POLICE INCIDENTS BY CATEGORY

Hillside, Hllinois, Police Department

1977
ACTIVITY CATEGORY
'Criminal Incidents/Accidents |- = = - - Arrestg = - = - - - - Miscellaneous Activities
METHODOLOGY First |December|Estimated |First |December |Estimated | Total |Estimated | Estimated
(TASKS) 11 Estimate | Yearly 11 Estimate Yearly |Reported | Total Yearly
Months Total Months Total Activities |Activities Total
1976 1976 : (Sample) | (Sample)

1. Determine Number of Crimi-
nal Incidents, Accidents and
Non-Traffic Arrests for 1976,
This figure was determined by

. totaling all incidents reported o

for the first 11 months of 1976, ST
The figures were taken directly
from departmental monthly ac-
tivity reports. Once the 11- -
month total was determined, S : ‘ N
a Decemkber estimate was made ‘ ‘ .
and the yearly total entered. 1,962 178 = 2,140 155 14 169 N

.. 2. Determine the Number of Mis= : ' ‘ .
“* cellaneous Activities for 1976, : , NS
- a. -Sample every twelfth day's T ‘ N
- 24-hour period. Sample | ' , ' -
- taken from "blotter" or - e ‘ ) ; o
radio/shift activity record, o T 930 , T
b. Audit blottéxr to determine - ‘ ’ \ ! s o
the actual number of calls

T
,.,”"": .
7

A
7
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TABLE 1 (Contmued) :
METHODOLOGY AND NUMBER OF POLICE INCIDENTS BY CATEGORY o T
Hillside, Illinois, Police Department
1977
ACTIVITY. CATEGORY :
{Criminal Incidents/Accidents |- - - = = Arrestg = = = - - - = Miscellaneous Activities :
ETHODCLOGY First |December Estimated | First |December |Estimated | Total Estimated jEstimated
(TAS KS) 11 Estimate | Yearly 11 |Estimate | Yearly |Reported | Total Yearly
Months Total Months Total Activities | Activities Total T
1976 1976 {Sample) |(Sample) L
for service versus the num-
ber reported as calls, A . . : Lo
34, 4% discrepancy was found o ' v S
between reported calls and '
actual calls for the sample" 7 ,
period. ' ' . : 610 .
c. Multiply the sample num-
ber by 12,17 to determine
yearly estimate of actual
-miscellaneous activities and
subtract the yearly total of

criminal incidents/accidents..

This is necessary because all_ )
activity is shown on the blotter, 3 :
not just services. o o - 5,284 !
3. Determme Total Activity for 1976.
To determine total activity, sum ' R -
the underlined figures for a total of : T e L
- 7,593 incidents. - ‘ : " T
: I N S T R e e et e
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TABLE i (Continued)

METHODOLOGY AND NUMBER OF POLICE INCIDENTS BY CATEGORY

Hillside, Illinois, Police Department

177

s Cn wm® mm @ e e )

ok

ACTIVITY CATEGORY

Criminal Incidents/Accidents

F - - = Arrests

Miscellaneous Activities

METHODOLOGY First | December |Estimated [First [December |Estimated| Total Estimated | Estimated

(TASKS) 11 Estimate | Yearly 11 Estinmiate | Yearly [Reported | Total Yearly
Months Total Months Total JAcuivities | Activities | Total
1976 1976 (Samnple) | (Sample)
4, Compﬁte Minimum Patrol Man-

power Requirement Computa- ¢

tion. See Table 2.
Q i

) )
o
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questions on specific police calls arose during the sampling phase, the call was
counted as a request for service and included in the total.

Once the total number of incidents was tabulatesd, it was possible to convert
incidents into time requirements. This process, using a time factor of one
hour for criminal and accident incidents (Part I and Part II cases, arrests, and
traffic accidents) and one-half hour for miscellaneous activities and services,
sought to determine roughly how much time was spent dealing with police incidents,
the premise being that at least this much time would be used in handling future
incidents.l/ The methodology also recognized that patrol activity should consist

of more than merely responding to and processing calls, Two additional time
factors, each equivalent in time value te time required for handling incidents were

incorporated -- one for preventive patrol and the other for time devoted to administra-
tive needs such as veport writing and other administrative details. The total patrol
activity, therefore, was held to comprise one-third for responding to calls, one-
third for preventive patrol, and one-third for administrative needs. The total

was then divided by 2, 920 hours, the number of hours in a year which can be con-
tributed by one man on one shift. The product of these calculations represents

the minimum number of beats (which is synonymous with a full man-year of work)
required for a 24-hour period.

As stated, beats were developed with reference to a factor representative
of the maximum number of man-hours needed to cover a beat every day of the
vear (2,920 hours). Since no one works 365 days a year, an adjustment was made
to determine the number of people needed to cover a beat for a full year. In this
cuse, a factor of 1.9 -- called an "availability factor" (see Table 2) -- was used
_ to define the total number of personnel required to handle patxol activity 365 days
a year, not including command and supervisory personnel, Normally the above
calculations would be performed for every shift to determine the distribution of
manpower by shift. That operation could not be performed for this study, how-
ever, because of time and data limitations. (See the discussion on patrol practices
and deployment methods. ) '

Table 3 indicates that the department requires 10 officers for patrol. Hillside,
with its authorized allocation of 16 patrol officers, would appear to be committing
excessive -- at least on the surface -- manpower resources to the patrcl function.
It must be emphasized, however, that the manpower figure of 10 should not be
viewed in its most rigid sense. Other factors, including minimum staffing levels

1/A recent study conducted by Public Administration Service in 1976 for the
Federal Protective Service (FPS), Gereral Services Administration, on FPS man-
power requirements provided reinforced validity to the one-hour time require-
ment for major ‘incidents and one-half hour time requirement for miscellaneous
activities, o
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TABLE 2 e
X AVERAGE AVAILABLE MAN-HOURS - A
} FOR 1976 "
Hiliside, Illinois, Police Department ' *
1. Total annual potential man-houxrs available o :
for each officer 2,920 \ ~’
2. Deductible man-hours &/ o
a. Days off %m hours) . - 832
b. Vacation 2/ 125 ¥
c. Sick leave &/ 138
d. Miscellaneous loss 9/ 260 : )
e. Training & 40 1,395 g
3. Average actual man-hours available per officer 1,525 ~
4. Availability factor £/ 1.9
a/ Holidays not included because of city's policy to pay for hohdays not
taken off, -
b/ Average per officer éifgiblhw for 1976. . f

4 Average per officer usage for 1976, "Does not include one officer who

was off work for 194 days with a job-incurred disability.
&/ Non-operational time lost due to meals and coffee breaks. ‘
s/ Recommended minimum per officer per year.

£ / Variations in the amount of sick leave and vacation use can affect the

department's availability factor.

o
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TABLE 3
MANPOWER REQUIREMENTS COMPUTATIONS
Hillside, Illinois, Police Department
1977
Part I Miscellaneous :
Arrests Activities TOTAL
Accidents And Sexvices
Estimated incidents (see Table 1). 2,309 5, 284 7,593
Multiply by 1 hour in the case of Criminal
and Traffic Incidents and a half-hour in the
case of Miscellanecus Services to get the
~_ number of hours required to complete de-
manded police assignments in one year. 2,309 ‘ 2,642 4,951
Multiply by 3 to provide time for preven- _
tive patrol and administrative matters. 14,853
- Divide by 2, 920 (number of hours required
. to cover 1 beat on 1 shift for 1 year) to deter-
' mine number of beats required (rounded). 5.08
Multiply by 1.9 to determine number of men
needed to staff beats 7 days per week and to
allow for vacations;-sick leave, training, etc. 9.65
Round to the next highest number 10

NOTE: Totals anticipate continued use of one-man patrol units.

i
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- - todeployment and shift scheduhng.

for officer safety and community and environmental characteristics {e.g., geo-

graphical, demographical, and topographical factors), must be considered and ,
evaluated. Also, it must be reiterated that the work load figures used in the Y
manpower computation were determined by sample methods. While extreme
errors in the data presented ‘are unlikely, installation of improved, incident ,
reporting and recording methods, yet to be discussed, will permit‘more detailed
and accurate analysis. : -

Deployment Methods and Patrol Practices

As previously mentioned, the patro! force is commanded by a lieutenant and
is organized into three equally staffed shifts or platoons, each supervised by a
sergeant. There are four sergeauts, one of whom provides relief supervisory
coverage. , ' o

Shifts rotate every 28 days with days off scheduled on the 28-day basis. -Each
shift commander prepares his shift's 28-day schedule. Officers and sergeants
alike are permitted to schedule their own days off with certain 11m1tatmns and the
final approval of the patrol commander, Ny

The department operates one-man patrol vehicles during its three basic shifts; o
although an effort is made to send a back-up unit on all calls, The basic shift e e
configuration is as follows: 7:00 A.M. -- 3:00 P.M.; 3:00 P.M. -- 11:00 Ef"yz., ) '
and 11:00 P.M. ~- 7:00 A.M. Officers on shift are assignedto either one/of the
two basic zones, north or south., Manpower permitting, two special zopes may
also be manned. Zone 4, as it is referred to in Hillside, basically v'/ciudes the
large shopping center and area immediately surrcunding it. Zone//S‘ is concen~
trated in a three- or four-block area of small businesses in a n,:ﬁ:hern section
of the Village. Both Zones 3 and 4 are considered spec1a1 Z0% ries which are-man-
ned only when personnel are availabie, .

5
To date, no work load studies have been conducted to evaluate the appropriate-

ness of current shift-hour and beat deployment configurations. Tables 4 to 6 and .
Graph 1 are included for purposes of illustrating the value of work load analysxs P

Investigative Practices and Manpower Allocation

Responsibility for conducﬁng follow-up mvesnganons of erimes is asszgned
 to the investigations unit. The unit is supervised by ong of the threec Jmtentle
easmgged investigators, who also perferm their own clerlcal work and maintain

some. ot their own .lees. The. oapervxsmg mvestlgator woz:ks “fiexible Hours! between

w2




Shift

7:00 AM. =- 3:00 P.M.

'I‘ABLF' 4

LEVELS OF ACTIV ITY AND AVAILABLE MANPOWER BY SHIFT

TbtaI Number
“of Incidents

- Hillside, Ilhn01s, Pohce

sartment -

262

Percentage
of Activity

; f'r",’ ’
~
=

"

Number of
Personnel Assignedﬂ/

Percentage of

Manpower Available

43.0 5 '33.3
3:00 .M, ~- 11:00 P.M. 241 39,5 5 33.3
©_-11:00 P.M. -- 7:00 A.M. 107 7.5 52/ - X B -~
A e :, i o /:;/:-} /;‘;.:r~"' ;
TOTAL 610 106.0 15 7 100.0 sl
e . ,;f/ 7 %f s £ 7 ,- H
e v{; > /// : l;} o
- / Flgures include only those peroonnel asmgned to the patrol iimctzon excluding superv1sory, J
management, and commumcatmns personnel, - ) ] o g
b/ Once the fourth dmpal:cher is hired, one patrm officer 'ww perfgx:mmg the duues of a dis-
patcher will return to the ﬁeld. Y : _
B I A - N
_7"4;- P = a = 14; E » .
, 1 / ,
L . =




TABLE 5

P  ACTIVITY BY DAY OF THE WEEK

ST . Hillside, Itlinois, Police Department

o l Tbtal Number Averagg Per Centof =~
e of Incidents - Number Total Weekly '

A Sdnpié Penod) Per Day TActivity -

e e . 6.2 10,7

Mondav e - 242 o8 i s
- "‘ﬁ‘esday ~ ., : %0 20.0 R & N S | | /7
wﬂdnesday s om0 s
Thursday | - 72 8.6 1.8 |

’“”’/F/ﬁda N 94 2.5 15.4 .

s

Saturday %0 180 - 147

CTOTAL - - 610 (203 100.0

o
o
= &
e
P e =
= R )
it :
Valkys
e’
far””
4 "
Pl
= P e
P e o] 7
2, oo - P 7
4

A




L ply
i August

October

_Novembet
Decemb@fﬁ/ o

- Sepcember . L,009

© TOTAL 11,416

A H B N S
oo

TABLE 6

LEVELS OF ACTIVITY BY MONTH OF OCCURRENCE

Hillside, Illinois, Police Department

Numl;er of
i = Eivtiviuthuiuiviuedl
9'16/
881
850
042

1,058

1,010
1, 094

969

. 815

27915

Sl

1976

haiN

Estimated Number

of Items Requiring . - |
Log tems-- - - _

a/ E%imated momhl v total.

[

Estimated baily
- Average Number

of Log Items -

“Per Cent

1

-of

Reguiring Action -

. 194
71949

= " . - o
i-

f/

~ Total - |

b/ Estlmate based on 34. 4% discrepancy found between logg;d calls and actual e |
calls in-sample analysm of log sheeta for yearly penod : .

\



TOTAL NUMBER OF INCIDENTS FOR SAMPLE PERIOD

| 1 0072
m 00€Z -
. . 0022
1T | 0012
> " 0002
23 V 0061
‘= | 0081
o
B N\ 00LT
5 ] \
28 / 00ST
S & : o , 0071
- 28 ] 00€T
v (o]
I a m 0021
I -
< m 3 T~ 00TT
O = g ' T
ﬂNU h ; OOOr
z B 0060
SO _
o \\.\ 0080
= .
5 = 00L0
Z T " .
g —_— 0090
g //V. | 2080
& - 0070
| - | oogo
| _ | oozo
yd N 0072
W : ' 2l \ 2 ' N R 1 1 K
o B B ¥ & 8 8 & ] & &8 ®© °
ﬁw . | ; \, ) . . ’
7 i s A 4,. ; B : . i \\
w e e Ea%r W, BEE BN B R IEn R ]

~ HOUR OF THE DAY




|

.

[ I VSNV UE SRREURCE - "Nt~ N

the scheduled work hours of the other two investigators. The remaining two in-
vestigators generally work 8:00 A.M. -- 4:00 P, M. and 2:00 P.M. -- 10:00 P.M,
Under the Illinois Statutes, one member of the department must be designated
as a juvenile officer, and in Hillside, two of the three investigators have been
so designated. '

Not all cases are assigned for follow-up investigation. The investigative
supervisor screens all cases and assigns only those cases that appear to warrant
further investigation. There is no firm or written policy regarding this, how-
ever, "”

The current investigative manpower level was not determined through
analysis of work load requirements. Because recent research studies have con-
cluded that a large portion of the resources allocated to the investigative activity
do not appreciably improve police case clearance and property recovery effective-
ness, investigative resources should be allocated in strict terms of optimum
productivity, 2/

Investigative case data was gathered for the first 11 months of 1976, expanded
to an estimated yearly figure, and applied to one well-accepted formula for com-
puting minimum investigative manpower needs. That computation indicated that
the following number of people to conduct investigations is required:

Number of Cases X 3 Hours (average time for case) =
Available Hours/Investigator

290 X 1,083 to Equal Yearly Estimate X 3 =

1,395
314X3 = 942 = .67romdtol . . f'
1,395 1,395

" Again, it must be stressed that work load formulas only prowde a guideto
managerial decision-makers. A variety of other factors must be considered” and
evaluated. The fact that the lead investigator spends a good deal of his time on
administrative chores not directly related to the investigation of cases is one lost=
time example. The amount of time that investigators spend on clerical matters -
because theéy receive no direct clerical support is another example. (The forth-
coming recommendation for one additional clerk position should alleviate much
of the clerical burden currently placed on the investigators.) Finally, investiga-
tive policies regarding case follow-up and assignment will have a direct effect. on
manpower requirements, ~

2/ The Criminal Invest1gat1on Process, Vols. I-III, Rand Corporation, _
1975. : : ~ : i
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One final note: the department’s stated clearance rate is very high when
compared to that of cther law enforcement agencies. For the first 11 months

of 1976, the department claimed an overall clearance rate of 59% for all offenses.

This is in contrast to the national clearance rate in 1975 for all Part I offenses

of 21% ( 21% was also the clearance rate for cities under 10,000 in population
during 1975), Hillside thus has a 38% higher overall clearance rate than that
reported nationally and for c1t1es m their population group. R

-

The consultant was unable to empmu*"z syerify the -clearance data repoxted
in Hillside, While all concerned would like to believe that aggressive preliminary

" and follow-up investigative effort is responsible for the high percentage of clearances,

current activity reporting summaries cloud rather than clarify the effectiveness
of current methods, For example, monthly activity summaries lump all case
clearances together rather than showing the percentage of clearances for each
offense category. Under this system, the department may be clearing 85% of re-
ported lessor offenses and only 15% of the major offenses, resulting in a high
clearance rate overall. Of course, it may be that effective case management
practices coupled with the current investigative manpower allocation have the’
most impact on the overall level of case clearances in Hillside. In any case, im-
proved reporting methods should be developed in order to permit meaningful
evaluation of investigative effectiveness.

Selected Processes, Procedures, and Functions

As time permitted, the consultant was asked to comment on any departmental
processes, protedures, and functions which demonstrated evidence of contributing

“"to or being indicative of organizational dysfunction. The following is a general

"shopping list" of concerns that should be addressed by further study. This dis-
cussion should not be interpreted as an exhaustive review of departmental opera-
tions. It should also not be interpreted as an indication that there are more un-

" favorable things to say about thevdepartment than favorable.

Departrxiental Policy, Procedures, Rules, and Regulations

-Until,recently the:department had no manual of rules and regulations. The

~ existing manual -- formally adopted in January of this year -~ represents a good

first step toward clearly articulating general roles, relationships, responmbﬂltles,

- and employer-employee expectations.

Prior to the adoption of the new manual of rules and regulations, written
directives were promulgated in two forms, general orders and procedures.

. General orders began to be issued in November, 1972. The last general order

i e d

- was issued in February, 1975, although one general order was amended in
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March, 1976. All procedures were issued in November, 1972, except for two
which were issued in Decertber of that year.

There is no formal procedure for the review of new policy and procedural
requirements or for the revision of existing orders and procedures. In addition,
some confusion appears to exist between what constitutes a rule, policy, and
procedure. Furthermore, many of the existing general orders involve areas of"
activity now defined in the new manual and are, therefore, superseded by it.

I# other instances, there is ample need to develop written policies and procedures, .
as in the case of guidelines for patrol unit back-up, where none currently exist,

- Evidence Control Practices

The chief of pohce and the admlmstratlve lieutenant share ultimate respon-
sibility for evidence and property control. They are the only two people per-
mitted access to the property and evidence storage room in the basement; yet,
not all evidence is kept there. : w

The temporary storage of evidence (even long-term storage, in'some cases)
is haphazardly accomplished at present. Officers bringing evidence in from the
field when neither the chief nor lietitenant are on duty temporarily store it in smail
lockers located in the report writing room. All officers have access to the locker
keys which are kept in the communications room by the dispatchér. Moreover,
some evidence (typically small items) for cases awaiting trial is kept in the un~
locked filing cabinets of the records room located on the second floor of the buildmg.

[5)

All existing evidence and property storage pracuces need to be reviewed and

changes made where current practice conflicts with prevailing legal ;eqmren}ents.

O

Departmental Records and Reporting Practices

Accurate and timely mformatlon on crime, traffic, and related pohce mcxdents
is essential to the effective conduct of police operations. Without such informa-
tion, a police agency can neither plan its operations ratmnally nor evaluate its:
services in terms of beneﬁts and results. :

A cursory review of records and reportmg pract1ces in Hillside revealed the

following problems' :

e The receipt and processing of dﬁtll-for-semce -+,
information néeds to be modernized, Curremt =~
methods do not, noxr’can they, provide enough ]

i .,productwe information on the nature, extent, R s
- and frequency of dematids for service for use. e
~in ‘making manageriai dec1smns. Sl S




e Field officers are burdened with completing -

- reports on every call-for-service, resulting
in the production of many unnecessary reports.
When modernizing current practices on the
receipt and processing of information, this
problem should be addressed and 2 more effi-
cient method implemented,

The number of basic field and offense report-
ing forms could be easily reduced., There is
much duplication of information content on
existing forms.

e Some additional records considered essential

to most police departments need to be developed.
One example of a necessary record not currently
-maintained in Hillside is the master name index.

® The basic departmental filing structure is frag-
mented. Repoxts are filed according to the type
of report form used (e.g., Field General Report,
- Field Crime Against Person, etc.) and thep by a
- wide variety of offense codes and related sub-

- codes, soine of which are rather obscure.

RN B i ca } RN ey
. - ! : : = ‘ » ' o
®

, ® Access to departmental records by field and in-
RE vestigatory personnel is limited.to approximately

' 42 hours a week. Generally, records are accessible
Monday thru Saturday, 9:00 A. M. to noon and 1:00
P.M, to 4:00 P.M. Limited accessibility to records
has posed some problems for field and investiga-
tory personnel,

E ‘ e The full scope and content of the department's ;

g ’ record system and supporting procedures is not '

@ , fully documented; hence, a change in records S
R personnel would pose serious problems for the

on-going administration and management of de-

partmental recoxds.

&

weR 'The foregoing discussion of existing deficiencies in the department's records j
< “  and feporting system is intended to underscore the need for a more comprehen- L
RO - sive review of its records and reporting methods and needs. The lével of effort LT
i e - “required to conduct such a study could not be provided under this request for e
ST ’techmcal assistance. .

e
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Police Facility

- one to the investigator's office; and two admmlstratwe Hines to the records e
" room. The three general emergency lmes are separate from the other feur* e

The police department is located in the Village's municipal building which
houses most other village offices, including office and meeting space aliocated
to the Village Board. Police department offices and operations are spread over
the building's entire three fleors becausz the amount of total space available

)

in the building is limited.

The current amount of floor space allocated to the department and, mozre |
importantly, the present arrangement of space are creating some very real cpera=
tional problems. Two major problems associated with the current facility are

- as follows:

1. The present space arrangement does not permit
adequate control of prisoners.

Prisoners are brought in through the rear general
-entrance of the building, up a short flight of stairs,
and then through a ddor into secured patrol and dis-
patching area. After initial arrest reports are
prepared in the unsecured report writing/squad
room, prisoners must be taken out of the patrol
and dispatching area downstairs to be mugged
and fingerprinted and then upstairs again to the !
holding cells, From the time a prisoner is re-
moved from the patrol unit to the time he finally
enters the holding cell, after mugging and fingerprinting,
he has been twice exposed to the public and city
employees conducting other Village business. Dur-
ing the second exposure, the prisoner is likely to be
in an uncontrolled area for quite awhile.

G

2, The present space arrangement contributes to the
current limitation on records access because records
are located cn the second floor while commumcétions
is on the first. If both functions were lécated ina
common area, access to records -- ds chspatcher
time permits -- would be consplcuously imprcved
by providing around-the-clock avaﬂability :

Telephone Commumcanons

The depa:;tment currently has a total of seven mcommg telephone lmes. S
three general emergency lines; two pnvate lines, one to the chxef’s office and
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the other four are not answered in the communications area.

ﬁ‘ The consultant was briefed on several of the problems associated with the
: current telephone system. The most frequently mentioned problem concerned a
2 perceived lack of enough general emergency lines. The three lines in use are
i ‘the only ones available for the receipt of sexvice cails; yet, they are shared

- ~ with patrol personnel who must frequently use them as well. On a number of
) occasions, incoming telephone calls for service have been kinown to receive

i a busy signal.

}

S

The Use of Sick Leave

Many officials of the department expressed alarming concern for the wide-
¢ spread use of sick leave. Indeed, patrol officer use of sick leave for 1976 aver-
aged 17. 25 days -~ almost one man-month per officer for the year assuming that
20 work days equal one man-month,

While the consultant did not have time to explore the nuaiices of this stated
concern in detail, it has been his experience as a result of nnmerous other or-
ganizational analyses that problems of this sort are generally symptomatic of

- much deeper arid more complex organizational ailments. In many other juris- °
dictions, for example, this problem has been indicative of low employee morale,
poor job satisfaction, lack of effective leadership, and a myriad of cther problems.
Suffice it to say, the sick leave situation in Hillside should be reviewed and appro-

. priate remedial action taken if the problem is found to be real. Despite the con-

- sultant’s inability to fully explore this area of concern, it is his opinion that a sick

~ leave problem does exist, even though he has no feel for its pervasiveness.
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- final report contained a number of recommended changes in departmcntal manage-
' ment, ad ministration, and operation.

' recommended change is difficult because the chemistry of change involves a

B e A

IV. TFINDINGS AND CONCLUSIONS @t

In August, 1970, a staff study of the police department was conducted bjr the
International Association of Chiefs of Police (IACP). That study represented a
general rather than detailed review ‘of departmental operations. The subsequent

During conversations with departmental staff members, frequent reference
was made to the previous IACP study. Most employees felt that, by and large,
the majority of IACP recommendations had not been adopted or implemented.
The consultant subsequently reviewed the TACP report to gauge the validity of
employee concerns.

In the 64 years that has elapsed since the study was conducted, implementa- ,
tion of the IACP recommendations has been mixed. In general, some major recom= .
mendations have been adopted, while others have not; the same is true of some .
of the less important recommendations, : ‘

Drawing firm conclusions about the department's previous experience with. |
g P P Xpel L

myriad of elements. In the instance of the Hillside Police Department, the most
appropriate tactic appears to involve not an analysis of what changes have been

specifically made but rather an analysis of the chmate for change. =~ o o

According to some members of the department, the climate for change was
good for the period immediately following the IACP study. This position is but-
tressed by the fact that most changes resultmg -from the previous study occurred
within a relatively short time thergafter (e. o s preparauon and adoption of -
general orders and procedures in 1972). =

.7’ . ,,/ -

Conversely, the department s climate for change has been charactenzed as
cool in recent years. ‘This judgment is supported by the fact’ that efforts to re- . 5
examine departmental management and operational pracuces have not occurred e 1
on a substantive on-going basis (e.g. » almost all written orders and procedures - : '
were put into effect in 1972 and have not been updated since, and there isno -~ o
regular program of p011cy and procedure rev1ew) :

Problems identical or Ssimilar to the ones dlscussed above and in the following // .
paragraphs plague many police departments; they are not unique to the Hillside . L
Police Department: Therefore, it is important to remember that the police de*/
partment has achieved past improvements in several manager:al and oper/a‘tﬁnal
areas and will probably continue to do so. By the | same token, however, orgam:za- RS
tional change to 1mprove services 1s a contumous process whlchﬁ ‘xﬁét be con- N
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: stantly addressed and sought out. While the following recommendations are pre- /
-.gented to suggest specific methods of orgamzatioual improvement, the necess1§3,7 |

pf stressing managerial vigilance to the cn=gomg pursuit of improved sem ;
ﬂn‘-very methods cannot be understated. AT e e e i

©l

Organization and Management -

v " Any of several forms of organization can be effective in a given situation.
~ However, the present organizatith of the Hiliside Police Department is not the
- most effective for the following reasons:

\\

l : e some essential functions, such as training, plan-
i ~ “ningy” ‘crime analysis, and crime prevention, are
;- o ' _zot formally provided for within the present or-

E : .+ " ganizational structure.

-

e functional fragmentation exists to a certain ex-
, : tent through the existing managemp’nt separatlon
of records and commumcatlo.xs.

e the current stafﬁragbf the administrative and records e
section by a. Yeutenant violates the n”mcmle of . T '
establis }iing ; authority. commensurate with respon-

1+ 111 A

2N . o

Itis recmnmen Mﬁhe department be organized as shown in Chart II,
and staffcd fas_ ,,‘;a*wn in Tables 7 and 8 Accordingly, the proposed organization

’ =7 s -
el Operations Division
'« The Operations Dmsmn would bring together the functions of patrol and in-

vestigations to the Benefit of both. The division commander, in this case a ,
lieutenant, woq;d”be responsible for overall management direction and control
.+ and would conﬁnue to report directly to the chief of police. It is recommended
f o  that the ,?{estlgatwns staff be reduced by one police officer with one of the re-
R mail;«}gg’ 0 investigators continuing to act as the lead investigator. Finally, Y
vv‘erall management responsibility for communications should be transferred A
*to the Administrative Services Division. Shift commanders would continue tc
. provide day-to-day work supervision of dispatchers, however.
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Hillsice, Illinois, Police Department

_“CHART 1L

/ PROPOSED ORGANIZATION )

1977

OFFICE
OF THE

CHIEF

OPERATIONS
DIVISION

DIVISION
COMMANDER

r* Patrol

'Imrestigations

)

AMINISTRATI\!E//”[
SERVICES’ DIVISION |
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2 DIVISION’
COMMANDER _ :
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.| Staff Service&/

| Shift 1
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Juvenile
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o TABLE 7
- . CURRENT AND PROPOSED STAFFR i
Hillside, Jllinois,‘Police Departmeént -~
17
CURRENT  PROPOSED CHANGE
Fg,gf.ﬁce of the Chief |
- " Chief of Police 1 1 0
Qﬁéiations Division .
~~=Pivision Commander _
-~~~ Lieutenant 1 1 0
T Patrol R E
. Sergeant 4 4. 0
‘ ~ Police Officer . - 16 16 0
Dispatcher 4 0 -4 §
N Invesngatwns N
L& | i . Police Officer 3 2 -1
IR Administrative Services Division
-+ . Division,Commander - ,
P - Lieutenant 0 -1
' Sergeant 0 1 LooHL
Techmcal Servxces )
Unit Supervisor - 0 1 -
Dispatchers 0 4
//"'Secrgta:l/CIerk: 1 2.

Staﬁ Services o
Police Ofﬁcer

- TOTAL

R
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SUMMARY OF CURRENT AND PROPOSED STAFF ING BY PGSLTION

s

I E : o H11131de, H‘hnoxs, Pohccx Department :
® | . |

1977

siC

e
t)

POSITION CURRENT ~ PROPOSED ~ CHANGE

Sworn - T T

ChlefofPohce . T B TR S g

Lieutfenant

1l
[
[
(W
s
A
]
ot

Sergeant . I

Police Officer

N ]
N
O

{i

¢

Sub-Total , S 796 :72,6 ' 0

A o
0
1
&

Civilian , _ o

Unit Supervisor -~ e
Technical Services 0. 1 R 2 T

Diéi)atchexg . 7 . 4 ST 4

Secretary/Clerk




f - = and crime
”,_}_fﬂ,l(gﬁag’ﬁrref‘ discussmn {s included to deL = the scope of activities normally
included in these functmns. , SRS I

‘,,, e

o d e

T , ,dvfsxon, which shouldbe formally e.:tabhshed within the d ,,ﬁﬁment*s orgamza- ';_“

7
b tlon. 13 would repiace the current admini nistration and xécords unit and would in-
; clude formal recognition of the training, plmng, grlme analysis, apd’crime
prpve'ﬁ:ion functions. The sum;@%& of these recommended prcy/'éﬁ‘c{ldltmns,

into one du:;sfon and the recommended adz’ﬁtmna] }taff’/

::,tf“ff”"//’"; / g / /’/

The div1si6rr“wou1d be compnsed gtqfo upits; Technical Semces a,nd Staff
g Sé”rvices.:» It is proposed that the Giv Fision be’ commanded by a sergeant rather

than by a lieutenant, thx.a,s/pfi/ bus‘ﬁmg ‘proper rank authonty commensurate with

5 the division%zif such time as he leaves the department.

/”r {:7

~who could also be available for relief dispatching, thus freeing.r patroiofficers
from this activity. In addition, it is recommended _that-<li¢ more secretaxy/

’ cle;rk be hired. This person would prov1de eesteral clerical sypport to inves- -
“tigations and would also be available for prowdmg clerical assistance to other”
dwismn personnel’ ggd & Ghief of pohce.

,d«;,..,-'

.

«-&,‘:’f"w

k/;mf“; “*fhe recommended Staff Semces Unit would be respons1b1e for the newly

°’< R id recommended that this unit ke staffed by one police officer with responsi-
! bil.!,tv for the performance of these various functions being shared in some way
’ with the division commander. T officer assigned to this unit should possess -
above-ave::,,ge analyncal and eﬁmmumcatmn skills, ’ :

,.,‘ e S
‘_/

; The nepd to recognize the functio ns of trammg, plazsttg,”cx ‘ime ana1y51s,
“prevention g&tustiﬁed ina cemmmuty ‘as Targe as Hillside. The fol-

Tramin . Trammg is nécessary for, the successful accomphshment of de-
Dﬂrtmental objecuves and optlmal use of personnel resources,, A depar“cmental

,tx;ainm SOry aiid command tralnmg, in-service trammg, on-the-job
Aning/ﬁ specx.al or techmcal traimng as in the case of commumcatmns and

w1th all the aCUVﬁlﬁjﬁﬂdﬁfﬁe}f necess arily ercml, ]ustm&s nenr orgamzauon L

.~ recognized functions of training, plannmg, crime analysis, and crime prevention.

responsmlhty. Thei e-incumbent lieutenant, however, should continue to command o

: ;""he Tecnmc:ﬁ Sexrvices Uni* meuld be respcmﬁlbie for all departmental records, P
communi\ations, evidence and property, and facility and equipment maintenance P
 atitivities. It is recommended that the unit be supervised by a civilian en};\‘ayee '




- .7 e Evaluating an&testa{g pxoposed progresswe law eesercenent
e ; theoriega'“fi concepts. :

_,IV

- Wntmg and revising departmental and divisional orders,
pohmes, and manuals. e

- 7
e e OF ; e
\vf l/“'*"‘(*/“ )

e Evaluating emplqwee suggestwns. T

e Con.ﬁictmg surveys and work load studies.

/w
Py

/
e Analyzing statistical reports and various pmnosals mvol-
- ving suggested 1rnprovements.

A L ooon ‘ ‘\‘_ ‘\4‘ u.,‘_ ,_‘,,,‘ k
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e Conducting feasibility studies on proposed operatlonal T
changes. - L o e
® Handlmg mqmnes from outside agencms des iring mformatxon
- on enforc ement programs and policies. g
e Preparing and administering gi‘an&tprogréms,//w R
/;/ s PNt o B
¢  Obtaining information and staustlcalAata and preparmg
it formally for the use and conv/e,xience of departmental
personnel e

\
N
R

\
A

9

Crime Analysis and Crime Pz.’ ent1on. - Crime analysis and prevention are
" zelated concepts. - Crime analysis igthe taglk of idenfifiing;-analyzing, and

~ evaluating trends in apd” charactemst:.cs of, criminal activity. Crimé prevention,
= ... - onthe other hand, 1s an aalvuy aimed at’ deterrmg or reducmg unlawful be-
havmr. . = = : C :

a® |
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;
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1
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- deployment needs systemaucally at theﬂtesent time. - The emstmg manpower
i level and beat and shift-hour conf1gurat‘ions have been. largely determined by
. _,;jntumon rather than By detalled analys1s. As a result, ’»t.he argument “for add1- b
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As the figures in Tables 1 and 2 show, the department is not understaffed
in patrol. Yet, because a minimum shift staffing factor of two officers is recom-~
rnended for all shifts (not including supervisory personnei) with remaining patrol
personnel assigned according to varying shift work loads, no cut is recommended
either. All future manpower requests should be predicated on work load analysis
of police service demands. ’

As the data in Tables 4-6 and Graph 1 indicate, the current practice of equal
deployment of personnel to shifts is very questionable. Using the previously
“recommended minimum level of officer staffing per shift of two, a more.appro-

i priate shift configuration could be the one that follows:
' NUMBER - TIMES
I | OF AVAILABILITY TOTAL
‘ SHIFT OFFICERS2/ FACTOR REQUIRED
l 7:00 A. M. to 3:00 P.M. 3 1.9 5.7 or 6
E 3:00 P.M. to 11:00 P. M. 2 1.9 3.8 or 4
7:00 P.M. to 3:00 A. M. 1 1.9 1.9 or 2
(Overlap Shift)
11:00 P. M. to 9:00 A.M. . 2 1.9 3.8 or 4
TOTAL REQUIRED 16 Officers

aA Does not include command or supervisory personnel.

The major concerns for the geographic and timely deployment of patrol per-
: sonnel and the formulation of patrol boundaries include equal work loads, mini-
mum response time, and provision of a maximum amount of time for patrol.§. g
These factors have not been sufficiently considered in Hillside where present
patrol zones and shift-hours were not developed by analysis of work load require-
ments. The absence of such analysis negates the rational deployment and maxi-
mum utilization of manpower to provide basic police service, '

Use of the methodology provided in Appendix A, or a similar one, will pro-
vide departmental officials with the capability to effectively determine field man-
power needs, patrol beats, and shift hours on a continuing basis. Its use will
thus permit more effective resource utilization and lend supporting evidence for
future requests for additional manpower resources.

_ .3./ The University Science Center, "Summary Report: A Review of Tra-
ditional Preventive Patrol, " 1975, p. 35.
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Patrol Practices

During the course of the study, several patrol-related practices were identi-
fied which have some implication for the appropriate use of departmental person-
nel, Each is briefly discussed below.

Use of Special Officers. The current use of special officers (police reserves
or «uxiliaries) to provide 1) general preventive patrol as peace officers, and 2)
security services seven days a week to the Hillside Commons and a nearby church
is questioned by the consultant, On the one hand, the special officer, who was
hired by the Village as a radio d1spatcher is used for patrol when patrol man-
power availability is limited. The other special officer has for years been pro-

- viding largely unsupervised security to the Hillside Commons and a local church,

The dispatcher/special officer was hired as a dispatcher because he did not
meet the minimum standards for employment as a peace officer. Using him as
peace officer poses many legal as well as operational problems, such as:

e subjecting the Village to legal action resulting from
any of a number of occurrences and official actions
(e.g., false arrest.)

¢ depleting the manpower resources assigned to com-
munications resulting in additional overtime pay-
ments to dispatchers or the assignment of field
cfficers to this activity, thus creating availability .
problems on other shifts. (During the on-site
visit, this employee was working as a patrol officer
on a shift other than the one assigned. Asa
result, a patrol officer from the dispatcher's
assigned shift had to work the radio. )

If the Village is having difficulty in recruiting qualified applicants for the

- - position of police officer because of overly rigid minimum employment standards,

then the standards should be reviewed and changed if necessary. Circumventing
employment requirements in the present manner poses many more problems than
solutions and should be discentinued.

Both similar and different problems occur with regard to the second special

-officer. In addition to the legal implications possibly resulting from some
~ action he may take, he is essentially working without supervision and is pro-

viding | security at no cost te one local institution when this service is not avail--
able to others. It is recommendeti that the use of this special officer also be
discontinued. Even if free security services to the church were discontinued,
there is little apparent need for unsupervised patrolling of the Hiilside Commons.

P T R P I T R . S ST, i il 2 P VS
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Other more résponsive and effective ways to police the Commons area are avail-
able, such as random foot patrol.

Patrol Unit Back-Up Policy. The lack of a comprehensive and concise patrol
unit back-up policy adversely affects patrol operations. Attempts to provide
back-up assistance on every call-for-service or traffic stop regardless of the
time of day or nature of the call is not justified. It is conceivable that patrol
officers could spend a majority of their productive work time scurrying arcund
the Village providing unnecessary back-up assistance to other units performing

' non-threatening activities. Conversely, there is unquestionably a need for back-
up agsistance in many instances. Moreover, in any case where officer safety
is questioned, automatic back-up should be provided.,

A formal policy including procedures should be developed for patrol unit back~
up. The policy should define which activities require automatic follow-up assis-
tance, which and how many units are to be assigned and how they are to be assigned,
what practices dispatchers and other patrol units should utilize, and the role of
the shift commander. These various elements should be included in the written
policy and procedure at a minimum,

Field Reporting Practices, Current practice requires field officers to com-~"
plete a report on every call-for-service or other activity. For the vast majority
of calls or other activities, such as special details or service requests, improved
field reporting practices could alleviate this overly burdensome requirement.
Recommended changes in this context are discussed in the section of this chapter
on reporting, although another related report writing practice warrants inclusion
here.

Officers have been observed spending inordinate amounts of time at the sta-
tion in the process of preparing basic reports. It is sufficient here to indicate
that the vast majority of all reports should be prepared by officers in.the field
rather than in the station. A good policy in this respect is to require approval
by the shift commander prior to any unit's coming to the station. .

Investigative Manpower and Procedures

l In general, investigative practices in Hillside were found to be good. There
are, however, a few areas where change appears warranted.

First, future manpower allocation for investigations should be made on the
basis of work load analysis. An analysis of work load for the purposes of this
Lo study indicated that Hillside is committing excessive resources to the mvestlgatnve
E L function, A reduction of one investigator is recommended.
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Second, a formal policy statement governing the assignment of cases for
- investigation needs to be developed. While current procedure seems appropriate
on the surface, changes in investigative personnel could result in an entirely R
different approach for lack of policy and procedural guidance. e

AN,

Third, investigative statistical reporting practices do not currently provide
a detailed picture of investigative activity. The lumping of all clearances into
one percentage figure is not sufficiently detailed to provide needed information
on investigative effectiveness. Similarly, efforts which document the expendi- -
ture of investigative time to follow-up investigation and related investigative
activities should be undertaken. Adequate reporting of investigative activities
provides essential information to managers on manpower and investigative
needs as well as investigative costs and effectiveness.

Selected Processes, Procedures, and Functions

The following comments refer to the findings and conclusions of those selected
processes, procedures, and functions previously identified for discussion.

Departmental Policy, Procedures, Rules, and Regulanons

The recently adopted manual of departmental rules and regulations represents
a good first step toward articulating organizational expectations on a variety of
subjects. There is no established and on-going process for the review of depart-
mental policy and rule needs, however. This has resulted in a duplication of sub-
ject matter areas between the "new" rules manual and previously written general =
orders. The need for a formal review process is further illustrated by the fact
, that almost no new general orders or procedures have been issued, and only a
E few amended, since 1972. Finally, a review of existing written directives seemed

) to indicate the existence of confusion as to the definition of what constitutes a

rule, policy, and procedure -- a problem not unique to Hillside alone.

Installation of a formal written directives review process is recommended
for Hillside. The process should include a means for identifying new written—-.
directive needs and updating existing directives. This task would normally be
included as a planning responsibility, although planning should Hét have this
E responsibility alone. Planmng should coordinate the mechamcs of the process.

[s2

Sample definitions relating to various types of written directives are in-
cluded as Appendix B along with a sample method of formulating written directives.
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Evidence Cdntrol Practices

Evidence control practices m the police department need to be improved.
Current methods are haphazard and could result in the inadmissability of evidence
" to court,

The recommended organization would focus responsibility for evidence and
.property control with the Technical Services Unit. Notwithstanding this organiza-
- tionaIplacement, however, evidence control practices shouid be improved to
provide adequate short- and long-term safeguards. This can be accomplished by
providing that once evidence is placed in a temperary storage area only those pri-
marily responsible for it can gain access to it for processing and placement in a
longer term storage area.

' Departmental Records and Reporting Practices

i

A number o_f deficiencies in departmental records and reporting practices
exist, The sum total of those deficiencies justifies a complete review of the de-
partment's records and reporting needs., Officials in Hillside are urged to have
a records and reporting analysis performed either under the auspices of the na-
tional technical assistance contract or by other means, ‘The following serve to
{llustrate some of the more serious problems with the current system:

o G N, T TS ST e S

@ The current system will not support detailed analysis
of call-for-service and officer activity data.

e The current reporting system burdens field officers
‘ with excessive report writing, Streamlined methods
can alleviate this problem. (Appendix C contains a
methodology for using an Incident Control Record
(ICR) as the pohce department's source records docu-

! ment, )

‘ e Some records considered essential to a complete police
I ‘ ; _ recoxds system, such ag a master name index, are not
. in use. :

: ~ ® The number of basic reﬁort forms is excessive; the
~ total number of report forms could easily be reduced.

l ‘ ® Adequate audit and control of original police reports
= under the current system of filing seems unlikely.

In addmon to the above system problems, there are some operational problems
concerning current practice.
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Telephone Communications 3

. busy signal from the police department in the rare instance when he needs police’ ‘ ' *

First, the department has not published a complete records system manual. -
Should current employees leave the Village service, the lack of suc¢h a divzument
would pose serious problems for the continuing management of the department s
records. o

- Second, access to departmental records by operating personnel is lixhitegl
to six days a week, roughly seven hours a day. Records are a valuable opera-
tional tool whose use should be controlled but at the same time optimized. Loca-
tion of records in the immediate but controlled dispatch area would solve this
problem.

Third, there is absolutely no need for all reports to be typed. "'I‘yp‘ed reports
are of no more value than legible handwritten reports. The benefits of typing
are negligible when compared to its cost.

Police Facility

The present allocation of space to the police department over the entire three
floors of the building causes some real operational problems for the adequate
control of prisoners and accessibility to departmental recoxds. Immediate and
long-term police space requirements in Hiliside need to be studied.

Some members of the department consider existing provisions for telephone *
communications to be inadequate. While time did not permit a detailed apalysis
of this concern by the consultant, further analysisshould be undertaken. There
is nothing more disconcerting to a resident of the community than to receive a

assistance, and it is conceivable that this could happen under the existing three- ‘ !j}
line system. "

Use of Sick Leave ' o __ R

The use of sick leave benefits by some departmental personnel appears ex-
cessive. Inordinate amounts of claimed sick leave can be indicative of deeper
organizational problems, such as low employee morale, peor job satisfaction,
lack of effective leadership, or poor safety practices. While it was not within
the specific scope of this study to review this expressed concern, it is the con-"
sultant's opinion that inordinate amounts of sick leave are being: claimed. Whe~
ther this is symptomatic of an organizational aﬂment or merely underscores the .
need for a comprehensive job safety program, the consultant could not determine. ,
Village officials are urged to explore this area more thorbughly.
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V. SUMMARY OF RECOMMENDATIONS

7 TheifbuoWiﬁg is a summary of recommended improvements suggested for
~ adoption by the Hillside, Illinois, Police Department.

Organization and Management

e ‘-“‘,i—-—v |r. . I | ' .
if “
B

The proposed organization shown in Chart Ii, including the staffing recom-
mendations in Tables 7 and 8, is recommended for adoption. Key elements em-
bodied in this proposal include: :

ﬁ‘“!ﬁf
i a

1, Organizing the department into two major “divisions, Opera-
tions and Administrative Sexrvices.

2. Vesting command in a lieutenant in the case of Operations,
as is current practice, and in a sergeant in the case of
"Administrative Services, thus representing a significant
change.

Bringing together the activities of patrok and investigations
into one division, the Operations Division.

4. Bringing together the activities of technical and staff ser-
vices into one division, Administrative Services.

(71}
)

5. Assigning responsibility for communications, in addition
 to other activities, to the Technical Services Unit, thus
removing it from patrol, and formally recognizing the
functions of training, planning, crime analysis and crime
prevention and assigning them to the Staff Services Unit.

&

6. Staffing the Administrative Services Division with two addi-
tional civilian employees, one civilian supervisor for tech-
nical services and one additional clerk typist for general
clerical. These employees should not be hired, however,

; until related organizational and program changes near full

iI implementation, .

7. Staffing the Staff Services Unit with one sworn police officer
(which does not require the overall addition of any sworn

o - * -personnel) who should possess above-average analytical
and communication skills.

4 . ' }\\ 38
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Patrol Allocation and Deployment

All future patrol allocation and deployment requii'ements
should be based on a detailed work load analysis. No
additioral patrol manpower is recommended at this time.

Patrol beats and shift assignments should be regularly
evaluated. Current methods do not fully use manpower
resources. :

A minimum staffing level of two officers per basic shift
is recommended, with remaining persomnel assigned
according to an analysis of work load demands.

The Operations Division commander should develop mini-
mum shift staffing guidelines to cover each patrol scheduling
period for use by shift commanders in developing their
assignment and days-off schedules.

Patrol Practices

Ll

The use of special officers shoul& be discontinued.

i S IR

A forr-al patrol unit back-up policy and guidelines need to
be developed which safeguard officers yet limit use of -
productive patrol time for unnecessary back-ups. c

Field reporting practices should be stream]jne;l to allevi- 3
ate burdensome and unnecessary field reporting. ‘ %

Officers should be required to prepare mostreports in
the field, with shift commanders controlling the amount )
of time officers may spend in the station. : ;

Investigative Manpower and Procedures

Future investigative manpower needs should be’based on
detailed work load analysis.

The current investigative manpower allocation shouldbe
reduced by one; that officer should be reassigned. '
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3. A formal policy statement should be developed concerning
desired case management and assignment practices.

. ,gm‘.{“ﬁm B

4. Adequate investigative statistical reporting practices which
will permit evaluation of investigative effectiveness need to
be developed and implemented.

""‘
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Selected Processes, Procedures and Functions

Departmentél Policy, Procedures, Rules, and Regtﬂéi:ions

1. A formal written directives review process for identifying
emerging needs and evaluating existing directives needs to
be implemented.

I

!

2. Formal responsibility for administering a review process
should rest with the Administrative Services Division.

Evidence Control

L _ 1. A more effective and procedurally sound process for handling
evidence should be adopted. o

2, Principal responsibility for evidence and property control
should rest with the Technical Services Unit supervisor.

Departmental Records and Reporting Practices

. 1. A complete review of {he department's records and reporting -

) system should be undertaken. In addition tc other areas, the
analysis of the records and reporting system needs should in-
clude: .

: a. Adequate emphasis on report and record audit
‘ . and control.

x b. Modernized reporting practices and information
- processing methods,

RSN

c. Development of meaningt/‘/l/ summary reporting

i o ' capabilities which suppgrt activities such as work
[. o load analysis, crime #Analysis, and management -
L R reporting. |
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a
d. Development of all minimally necessary files and
records.
e. Report form consolidation.
P;iice faciﬁts; T )
1. A study should be conducted to determil;é th;:};c;hce doo e

partment's immediate and long-term facility and space.
needs. ,

2. Records and communications activities should be consoli-
. dated into a common but controlled work area.

3. Methods should be developed to rectify the pfisoner con-
trol problems caused by the current structure.

Telephone Communications

1. A study of the department’s telephone communication needs
should be undertaken.

' Use of Sick Leave

1. Methods to curb or control the current use of sick leave
need to be developed.

o Qen i
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APPENDIX A

METHODOLOGY FOR DESIGNING PATROL BEATS,
SELECTING SHIFT HOURS, AND
 DEFINING FIELD PATROL MANPOWER NEEDS

42
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Methodology for Desisming Patrol Beats, Selecting Shift Hours, and

Beat DesignAand Selection of Shift Hours

Defining Field Patrol Maqpowér:Needs

1.

2,

4.

Se

A map of the jurisdiction must be obtained.

should be large enough to clearly show -all streets, =
all natural barriers (such as rlvers), all man-made
- barriers (such as limited access bridges or expressways).

Divide the map of the jurisdiction into tabulation - . ..
districts. Number each tab district separately. - Tab
districts must be r.asonably small and will' vary 1n
size, (Tab districts approximating the size of
census tracts are often used.) - Generally, the mora
concentrated the crime in a given geographic area
the smaller the tab district should be. Each tab
district must be completely contained within &
presently existing beat, -

Detevmine which department record best reflects past
police activity. Normally, either radio logs, turn-
over sheets, officers' activity sheets, or communi~
cations centexr recording cards serve adequately.

The source documents reflecting police activity for
every fourth day for the entire past year will provide
the sample data to be-used. {If scurce
from the last full previous year are not available,
use those of six consecutive months of the past year
and six months of the current year, or otherwise -’
combine montlily data to form one year's records.)

From the source document (for each fourth day) :
complete one Workload Distribution Tally Card (WDTC) .
for each entry recorded on the source document. Some
entr_ea on the source document such as messages, notes,
“are not to be recorded. The entries which are; to be
recorded can invariably be classified under one of the

- "Pypes of Incidents" shown on the Incident Classifi-

cation Tabie. As source document entries ‘are recorded

on WDIC's, write a number (cogsecutlve num ers) next

to the entry on the source document.  This operation i

will facilitate a.control step performed later . I

(Step 7)0 :
ok

The ma‘p,,-— wnriem e e

documents - o ..



6. 8Six specific items of information are required on =
each incident or activity: (1) the class of
incident; (2) weight of incident (see-Incident
‘Classification Table): (3) the date on which the s
incident occurred; (4) day of week; (5) the hour? '
during which the incident occurred, or; “for delayed
- calls, was reported; (6) the, tzb district in which
incident occurred ~

LN
Several/‘axes shauld be foliowed when deciding to

_which tab distract an incident should be assigned:

o

a. Where tab district boundaries cuminate~at an
intersection, street, or highway, utilize the
center of the street, highway, or intersection
as the boundary separating tab districts.

b. Incidents and/or arrests will be assigned to
the tab district in which an incident occurred,
not the location from which a crime was reported.

¢o If a beat officer is called to the station to

- - effect an arrest, serve a warrant, or perform any
erime~-related service not shown on the Incident
Classification Table, it should not be recorded.
Credit for the time expended will be assigned
during a subsequent step in the beat survey.

, = d. A traffic accident which occurs in more than one
L “tab district (an intersection) will be assigned

» e to the tab district in which autc comes to rest,
If no clear determination can be made, arbitrarily
select the tab district.

7. Count the number of WDTC's; match this number against
the last numbe# recorded on the source documents. I£
ey -the numbers do not coincide and the disparity is less
2 ‘ than three percent, proceed to the next step. If the
' disparity is greater than three percent, correct the
errors and/or omissions. .-

\

.8, Sort WDIC's by incident category, using classifications
i which appear in the Incident Classification Table..
. Total the number of incidents in each category and
e . record results on Tally Sheet A. Tally Sheet A serves
a number of useful purposes, including the provision
of information which indicates what proportion of
police incidents are' concerned with crime and what
proportion with noncrimes or services.
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'¢. Detexmine the Shift Workload‘\verage" by dividing
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9. Sort cards by tab district. » ' ‘ - sl
10. a. Record on Tally Sheet B (as many as are needed) u; T f%
for each tab disfrict, the total number of incidents ’5f”s§\f 4

— in each 1nc1dent category (e.g., total all incidemi T E
types I' s;/Part I crimes; all incident type Ila‘'s, -— S

arrest -for all other-offenses) and the combined = SR BRI
_?,,nglweignts of all incidents in each incident category . F
(e.g., three incident type 1's equal a combined - o

weight of 12). | n “é;%

b. Total both columns (number of incidents, Welgﬁted oI T T e
—incidents) for each tab district, S ( ® {

: - AN °
11. Complete Tzlly Sheet C (as many as are needed) for each \x\\ L
tab district, recording the totals and weights of : \N\&%j; ‘f
incidents occurring during each hour of the day. . - - , N\§:3

: ' - !

12, Sort WDIC's by day of week and record on Tally Sheet D ) o
the combined weight of all incidents for each day of s
week., This Tally Sheet may be used to determine om T
which days of the week needs for police services are =~ B 41_%
heaviest or lightest and to establish days off sched- B - RS

ules with reference to daily needs. - i

13, Determine shift hours. i
z. Total the number of hourly 1101dents (not welghted)r i é

from Tally Sheet C which eorrespond to " the "shift : S
Combination" hours appearirg on Tally Sheet E.” For ‘ LT

example, to complete Shift Combination A (7, 3, 11), : G“,f

total the number of incidents recorded on Tally é' o

Sheet C for hours 7/8 to 2/3 inclusive; total the IS

number recorded for 3/4 to 10/11 inclusive; the - o ;

number recorded for 11/12 to 6/7 inclusive. Recoxrd o .

these numbers of incidents on the corresponding ; . o

shift combination lines on Tally Sheet E. - T c ]

b. Repeat the previous operation until the numbers of 3 B %

incidents corresponding to each of these shifts in
each of the eight shift comblnatlons have been
Tecorded. »M . &

B - . AN

three (for three shifts) 1nto\theq"r1nal Total"
(number of incidents only} thCh appears on Tally

Sheet c. N N < . .,
v P
‘ S 7 .
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15.
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d. Compute for each of the three shifts in each of the
eight shift combinations the ''Deviation from Average."
This is obtained by computing the difference (dis-
regarding plus or minus signs) between '"Number of
Incidents” and the "Shift Work Load Average." For
example, if the number of incidents recorded for the
7 to 3 shift under Combination A is 100 and "Shift
Work Load Average" is 125, the deviation will be 25. ,
Repeat the operation for all shifts and all combinations.

e. For each of the eight combinations, total the three
deviations and place that total in the total columm.

£f. The lowest total deviation from the average indicates
those shift hours which should be used to minimize
variations among three shifts.

It may be more fesaible and appropriate in certain cir-
cumstances to retain present shift hours or to use hours
other than those characterized by least deviation. This
is a local policy decision.

A useful analysis can be made at this point. Using Tally
Sheet C, total the number of incidents being handled by
each of the present shifts, convert these to percentage
of total. This product will show how present work load
is distributed among shifts,

Determine patrol beat for Shift 1:

a, From Tally Sheet C or E, determine the total number
of incidents (not weighted) for all tab districts
occurring on those hours included in Shift 1.

be Multiply this total by four (to obtain a full
year's figure).

¢. Multiply this total by .75 hours (a usable average
of time required to complete police assignments.

d. Multiply this total by three (a figure representing
time required to camplete assignments, provide pre-
wventive patrol, and time used for administrative
purposes).

e. Divide this total by 2,920 (potential number of hours
available in one year from ope police officer).
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17.
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19.

20,

21,

22,
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£. Round to next whole number.

g. It may be desirable to add one or more addi-
tional beats to compensate for jurisdictions
characterized by large geographical areas and
dispersed rather than concentrated crime
occurrence. The additional beat will reduce
geographical area of all beats and thus reduce
response time.

Repeat 15a through 15g for Shift 2.
Repeat 15a through 15g for Shift 3.
Plot weighted totals for each tab district recorded on

Tally Sheet C on tab district maps. Use one map for
each of the three shifts.

From the maps, determine the total weighted work load
for each shift,

Divide the weighted work load for each shift by the
number of beats determined for that shift to obtain
an average work load. '

Using -each of the three shift maps, combine tab
districts to form the number of beats determined
necessary for that shift, The total weighted work
load for each beat should approximate as closely

as possible the average work load figure obtained
in Step 20, Consideration must also be given to
terrain and various types of barriers in constructin
the beats. :

A last analysis of great utility will be a comparison

of work load distribution between new beats and old

beats. CfGomparative work load for new beats can be

obtained by totaling numbers of incidents for each

tab district that is within each of the new beats and :
converting the number of incidents to percentage total :
incidents. The WDIC's will sexve as the source

document. To obtain a comparable figure for the

present or old beat system:

a, Sort WDIC's into groups representative of the old
or present beats. For example, if a present beat,
Number 50, contains tab districts 1, 2, 3, &, 5, 6,
and 7, group WDIC's for tab districts 1-7 and total
the number of ipcidents. Then rcpeat the operations
for each beat, : ' ~
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b. Using incidents per beat, convert to percentage
of total incidents.

Defining Manpower Requirements

1.

2.

3.

Using Table 1, determine the average actual man-hours

available from each patrolman per year., To complete
this table:

a. Determine the number of hours to be appropriately
placed on lines 2a through 2i. For several of
these categories such as days off and vacation,
the number of hours is standard and stated in
department rulez. For most categories, -however,
the number of hours applicable to any given
category will vary and individual computations
will be necessary. It should be noted that:

(1) Figures entered on lines 2a through 2i are
to be in hours. ‘

(2) Figures entered are to be averages.

b. Add the total of the number of hours placed on
lines 2a through 2i.

c. Subtract the total computed in Step 2 above from
2,920 hours. The result will be the average actual
man-hours available per officer per year. Enter
the figure on line 3 in Table 1.

Divide the figure obtained in Step 1 above into 2,920
hours to obtain the availability factor.

Multiply the availability factor by the number of beats
on a given shift to determine the number of officers .
required to man one-man motor patrol, 7 days per week,

3 shifts per day. (The number obtained during multi-
plication should be rounded to the next higher number.)
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Table 1

AVERAGE ACTUAL MAN-HOURS PER YEAR

1. Total annual potential man-hours available for each officer 2,920
2. a. Days off (in hours) —_— | i
b. Vacation —_— f
€. 8Sick’ leave — ;
d. Halidays —_— fg
e. Military lezave —_— }
f. Training time —_—
g. 'Sgspended —
h.‘ Court time —_—
i. Miscellaneous loss —_— .
Total deductible man-hoﬁrs —
3. Average actual man~hours available per officer - C—

(%= o e 2 o Gn o0 S =m® mm ﬂm L ﬁ

Source

Completed by

Date
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g INCIDI';INT CLASSIFICATION IABLE
“ ABBREVIATIONS FOR USE WITH THE WORK-LOAD DISTRIBUTION
TALLY CARD :
l ' Type of Incident Abbreviation Relative Weighting
b Part I Crimes - 4
l ,, Criminal Homicide |
l Fotc;ble Rape
’ Robbery “
i Aggravated Assault  §
E ’ Burglary
' ‘Larceny {over $50)
" Auto Theft
411 other Offenses ] Iy 3
a Arrepts for Part I Crimes 1A 2
! Arresﬁs for All Other Offenses IIA 2
T d Traffic Accidents T 2
Miscellaneous Police Services MS 1
| Escorts ES . 1
l Errands . ER 1
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TALLY SHEET A I
INCIDENT CATEGORY ‘ -
Record the total number of incidents in each category for the °
analysis period. o,
I »
II |
IA
IIA
T
MS
ES |
ER
| o
Total , ' 1
v . |
‘ J
@ /. 9 b
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TALLY SHEET B
INCIDENTS BY TAB DISIRICT

‘ ‘ Tab Districts=’ ‘ ' .
Type of [ | . L l | _—
Incident § No. |.Wet,  No. | We. J No, [ Wt. F No, J We. FNo. I We, INo, We, No, fWE, KNo. JWe. JNo. fWt, INc, IWe., [No., jwWE. §j- -
I
II
IA |
TIA
T :
ot
g
MS ; i
: B .
ES
ER
s 1 ﬂ -
Total ~%
J
ﬁﬁkecOrd in each column heading the number you have sélected for a tab district. Use one column for each tab f
district, - _ |
!
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INCIDENTS BY HOUR OF DAY
~{Number and Combined«Wéight)

Record the total number of incidents in each category according to the
hour of the day during which it occurred during the analysis period.

e ]
Hour of Dav
. AM. i P.M, — «
Tab /,* 7/8 8/9 9/10 _19/11 11/12- 12/1 1/72 1 2/3 3/4 4/5 5/6 6/7 7/8 8/9 | 9710 lQ/!i
District= j Nalwt ] NolWwe ] Nolwe | NalWe ] NalWe | Nafwe | Nofwe | NafWe} NalWe | NolWe | NalWe Noiwt | NoJwe ] NoJWe | Nelwe, §§j¥;»
\ ﬁ
|
|
l" 3
‘IA
L Tu't‘al 1 ! ]' u\
2 o
; . ~Hour of Day ; -
: : P”.M.' A.M, ’
o Tab VT2 T2/T ] 172 § 273 1" 3/6 (475 ] 576 ] 677
’ ' District=" I Na]WE ) SoIWEL] NaJWE | NalWE | No|WE, | NolWE. | Na|Wt, | Noj Wt
6 dog A2 U 1 roga... VIR O A
e ‘ g
% s o S '»ffii“;;"“ == RAE=S
N Suﬁmbtaﬁhl
Grand e/
Total—
il \ ,
| Total | S S L : /
& Use one line for each tab dlstrlcc--xdentify the appropriate district by number 1n,the thumn headed "Tab Di.sﬁr:[.c.t:."’ub
se as many additional sheets as necessary, . . ! i
- E!Record the total number of incidents and the combined total ueight for all incideats recorded on- this sheet. i '5%
«!Recoré the total numbexr of incidents and the combined ce:al unighc for all incxdents recorded on all Tk‘}; S@fgﬁwai "%

iomple:ed enly on final sheet), AR TR

ol s Oy I




TALLY SHEET D
INCIDENTS BY DAY OF WEEK

Record the combined weight of all incidents for each day of the week.

Day Monday Tuesday | Wednesday { Thursday |- Friday Saturday Sunday

Weight
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TALLY SHEET E -

'hﬂll illl"illl P el oo "El =

&

ShiftzWork-Load

Beginning Hours

rBeginning Hours | Number of Deviation From Number of | Shift Work-Load | Deviation From
_of Shifts Incidents Average :Averape of Shifts Incidents Average Averags
7:00 a.m, ' Total i 8:00 a.m, Total
A { 3:00 p.m. "'_i“"' . B 4:00 p.u, —-é-—'
11:00 p.m, 12:00 p.m, , i
I Total Average= Total Total Average= Total. -~ ,,#&
e TR ’ & Deviation ‘ g Deviation
LBeginning Hours { Number of | Shift Work-Load | Deviation From Beginning ﬁours Number of | Shift Work-Load | Deviation From‘
. of Shifts Incidants Average Average© of Shifts . Incidents Average Average ./ H
9:00 a.m, ) 10:00 a.m. . -
c { 5:00 p.m. l‘ltf-l D { 6:00 p.m, - 1‘-’7’;-"-’—1-
- :1:00 a‘ma : 2:00 a.m. : .
o Total » - Totzal ,
r Total Average= Deviation Total §verage Deviation
Lgéginhing Hours | Number of | Shift Work~Load | Deviation From Beginning Hours | Number of | Shift Work-Load Deviation From
.. of shifts Incidents Average Average of Shifts Inecidents " Average - Average
F11:00 a.m, 12:00 a.m. “ x
E { 7:00 p.m. T—°—§'9'L F { 8:00 p.m. 19.?.1.
- 3:00 a,m, 4:00 a.m, e
. - Total , - Tgtal - .
Total Average Deviation Total Average | Deviation ?:%%
Beginning Hours | Number of | Shift Work-Load Deviation From Beginning Hours | Number of | Shift Work-Load Deviation From |-
of Shifcs Incidents Average Average, of Shifts Incidents Average Average *
1:00 p.m, ' 2:00 p.m. L
& { 9:00 p.m. fotad ‘ H { 10:00 p.m. -T-"-g-il-
., 5:00 a.m. , i : 6:00 -a.m. - ~
Total ” : ) Total
To;gl Average= Deviation Total Average= Deviation
&% >
i
frt
(¥4

TN e e

i i i

o0

i

o
e e




APPENDIX B

RECOMMENDED WRITTEN DIRECTIVES FORMAT




57

Date of Issue Effcctive Date General Order Number

Subject

Reference Resciads

I. PURPOSE
The purpose of this directive is to establish a standard definition_and format

for the written directives and memoranda of the Hillside Police Department
and to provide for their proper preparation, issuance, and distribution.

. DEFINITION

A, General Directives

General Directives will be issued for the purpose of announcing
the adoption or revision of pelicy or procedure applicable generally
throughout the Department.

B. Special Directives

Special Directives will be issued to:

1. Announce policy and procedure in regard to a specific
circumstance or event.

2. Announce policy and procedure that are of a temporary
and self-cancelling nature.

3. Announce policy and procefiuvre which have applicability
only to a specific division, unit, or activity of the De-
partment.

4, Provide for the distribution of significant articles, com-
munications from other agencies, and other information
l of value to all personnel or specific bureaus.

5. Amend or cancel previous General and Special Directives.
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C. Personnel Memoranda

Personnel Memoranda will be issued for the purpose of announcing
the following: '

1.

2.

The appointment of new personnel.

The assignment or transfer of personnel from one unit
to another.

The promotion or demotion of officers from one rank
to another,

The suspension, dismissai, and/or restoration to duty
of an officer or civilian.

The resignation or retirement of personnel.

The issuance of awards and/or Department Commenda-
tions.

III. GENERAL FORMAT

A, Indexing and Coding

1.

The planning officer will be responsible for indexing and
coding General and Special Directives and Personnel
Memoranda,

General Directives will be numbered consecutively with

a prefix consisting of the last two digits of the year; e.g.,
77-1, 77-2, etc. Each order will have an additional

code below the date in accordance with the following:

a. A-1, A-2, etc, --- Administration

b. G-1, G-2, etc. --- General Policy and Procedure
c. P-1, P-2, etc. --- Personnel Policy and Precedure
d. R-1, R~2, etc. --- Rules and Regulations

Special Directives and Personnel Memoranda will be num-

bered consecutively with a prefix consisting of the last two
digits of the year; e. g., 77~1, 77-2, etc.
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Dating

All direstives and memoranda will bear the date of issuance vand
the effective date.

Puggose

General and Special Directives will be introduced by a brief sum-
mary statement which indicates the contents of the directive. De-
partment policy will be specified in appropriate directives. -

Amendments and Cancellations

Any General Directives, Special Directives, or Personnel Memo-
randa which amend, rescind, supersede, or change in any manner
other directives or memoranda will bear the identifying data
necessary to commect them,

References
Whenever applicable, all directives and memoranda will carxry

notations directing attention to other directives, memoranda,
or documents which are related.

PREPARATION AND ISSUANCE

A, General and Special Directives
1. Final drait copies of all directives will be prepared by
the Plarning Unit and reviewed prior to issuance.
2. . They will only be issued under the authorization of the
- Chief of Police.
B. Personnel Memoranda
1. ‘The preparation of Personnel Memoranda shall be the
responsibility of the Office of the Chief of Police.
2. They will be issued only with the authorization of the
Chief of Police.
DISTRIBUTION T
A. Distribution will be noted on each directive and memorandum as

follows: -

N
-
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1. "A" --- includes all personnel {sworn and civilian).
2. "B" «d- includes major commands {all bureaus and divisions).
3. "C" --- includes "B" and specific unitsr or individuals noted.
4, "D" -~= includes only sworn personnel.
B, General and Special Directives will be distributed to all personnel

or to the limited group who are specifically affected by their con-
tent, as indicated by the above distribation code.

C. Personnel Memoranda will normally be distributed only to those
who have a need to know, i.e., "B" or "C" distribution.

DEPARTMENT DIRECTIVE MANUAL

A. The Department Code will consist of all General Directives, Special
Directives, and Personnel Memoranda that have been issued and
are currently in effect. It shall be bound in an appropriate loose-
leaf binder and shall be organized consecutively by directive or
memorandum number in the following manner:

1. Volume I --- General Directives
2. Volume II --- Special Directives
3. Volume III --- Personnel Memoranda
B.  The Office of the Chief of Police will maintain a master file of all

directives and memoranda issued.

C. Copies of all General Directives and those Special Directives and
Personnel Memoranda which are sent to the various commands and
are currently in effect will be maintained in a master file at each
command headquarters.

D. Each individual officer shall maintain his own Department Code
containing General and Special Directives issued to him which
are currently in effect and Personnel Memoranda directed to him,

E. Officers and civilians shall be held responsible for the contents of
all directives and memoranda issued to them.

BY ORDER OF:-

Chief of Police
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APPENDIX C

SUGGESTED USE OF AND INCIDENT CONTROL RECORD (ICR)
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A totally revised system of handling and recording original complaint informa-
tion is needed by the department: The system recommended will provide for the
permanent recording of all original complaint information that will serve as a
basis for more substantial methods of accounting for police activities. While
the present recommendation does not provide for detailed automated data pro-
cessing techniques, such techniques can be incorporated into the system at a
later date as necessary.

All information concerning incoming calls should be recorded on a standard
form which provides space for recording the name, address, and telephone number
of the complainant, if known, along with specific details of the complaint, such
as location, nature of call, etc. For this purpose, it is recommended that an
incident control record (ICR) be implemented by the police department. The ICR
is designed to sexrve as the basic source document for all police activities and
can be converted to data processing uses if desired. An example of an incident
control record which has been designed to be used in conjunction with automated
data processing is shown on the next page. The face of the ICR can be easily
modified to meet the existing data requirements of the Hillside Police Department.

The incident control record is used to record information on all incoming
calls requiring police service. It is prepared by the dispatcher or the person
receiving the call, who records the essential items of information and notes the
time and date in the space provided. The dispatcher then dispatches a unit to
the scene and records the date and time that the unit is dispatched and when the

unit arrives. Space is provided for noting additional units dispatched to the scene,
if necessary.

Upon completion of the call, the unit notifies the dispatcher, who records the
time and date and the disposition as provided by the handling unit. If no police
repoxt is originated, a brief summary of the disposition is noted on the ICR.

For example, the remarks "handled by officer" or "complainant contacted, no
report desired" could be used to designate calls wherein no formal action is
taken.

If formal action is taken, such as the execution of offense or arrest reports,
this fact is also recorded on the ICR, and the appropriate case number assigned
on the form. Space is also provided for recording subsequent time taken by the
unit in follow-up investigation, booking, report writing, etc. Thus, the ICR
provides a complete chronological summary of the event, along with a detailed
record of the time spent on each call. This information can subsequently be
used to prepare more detailed statistical summaries of police activities.

At the end of each shift, or more often if necessary, all completed ICR
cards should be collected and forwarded to the Technical Services Unit. A record
clerk will then attach the ICR card to the appropriate offense or arrest report,
or handle.it separately if no report accompanies it. If no report accompanies

- C-1
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FIGUREC - 1 i
: ’
Incident Control Record 1
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them, the ICR's will be checked for accuracy and completeness and the appro-
priate statistical information abstracted from them.

Name Index Cards, showing the name, address, telephone number, and
other pertinent information that is contained on the ICR cards, should be prepared
and filed in the master name index file (a file not currently maintained). In-
cident control records involving offense reports and arrest reports should re-
main with the original report and processed with the actual report.

When ICR's have been completely processed, they should be maintained in
a metal file drawer prepared for this purpose. The length of time ICR's should
be kept in file must be determined by department policy according to needs. Some
may be destroyed after a relatively short period of time (90 days) if they do not
contain essential information. Others should be kept indefinitely. This is a
matter to be decided by those in charge of administering the central records
systeni.

Incident control records should be used to record all police activities, in-
cluding those field activities which are initiated by patrol units. For instance,
when a field unit makes a traffic stop, talks to a suspicious person, or makes a

_building check, an ICR should be prepared by the dispatcher. In place of the
name of the complajnant, the officer's name and/or unit number is recorded.

The preparation of the ICR in such cases serves two purposes: (1) it accounts
for all time spent by officers in the field and (2) it serves as a locator for units
out of service for some reason.

The ICR shown in the figure provides additional space for recording separate
phases of activity related to the same incident. For instance, an officer may be
dispatched to the scene of a crime, conduct an investigation, write a report, con-
duct additional follow-up investigation, make an arrest, book a prisoner, trans-
fer evidence, and write a follow-up report. Each of these activities can be re-
corded on an ICR, or several ICR's if necessary, and each can receive a different
code according to the type of activity performed. In this manner, a complete
record is maintained of the time required to complete each call and the amount
of time spent in various activities,

The ICR system, while a radical departure from that presently in use in
Hillside, is a relatively simple one to administer once the necessary forms have
been prepared and memberxs of the department trained in their use. Moreover,
it provides a valuable record from which statistical information which is not now
available can be drawn. It also provides the foundation upon which a more sophis-
ticated system of automated data processing can subsequently be built.
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