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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. 

P<:rsons involved in the processing of this request included: 

Requesting Agency: Mr. Glenn F. Spacbman 
Village Administrator 
Village of Hillside 

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

Approving Agency: Mr. Terrence T. Doherty 
PQlice Specialist 
LEAA Region V (Chicago) 

The services provided were supported financially 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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Ie. INTRODUCTION 

The following report addresses a technical assistance request to examine 
,the adequacy of existing manpower resources and organization of the I-Fl!?"1ide, 
nlinois, Police Department. Although particular attention is paid to manI?ower 
resources alloca,tion and utilization and organization structure, various op~ra­
tiona! practices and support services are discussed '?lhere 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 unilaterally included by the consultant but was requested by the Village: Ad­
ministrator. 

The Vill~ 

The Village of Hillside is located in the Chicago-Cook County, nlinois, 
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~st;ilIlate. 
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 multi-residen­
tial, commercial, and industrial areas as well as a major area shopping center. 

The Village is governed by a Board of Trustees comprised of seven members 
including the Village President. The office of Village Administrator was created 
March 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. 

..!he Police Department 

The Hillside Police Department has an autborized strength of 26 sworn officers 
and 5 civilian employees. It also employs one part-time "special officer" to 
provide security patrol to the Hillside Commons, apark 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 appropriation is 
for p~fsonnel services. 
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The police 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 officers 
1;ct) the President: and Board of Trustees, however. 

Ostensibly, the department is organh:ed 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. 
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II. UNDERSTANDING THE PROBLEM 

, 
In April, 1976, the Village hired its first Village Administrator. As oge 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 Qud­
get for adoption by the Board of Trustees. In the police department's budget was 
a requested authorization for three additional police officer positions. 

The police department requested three addjtional positions, but because the 
department's request was not supported by an obje~tive analysis of increased 
communii.y demands for police service, the request was denied, pending ,further 
study'. Thus, a request for technical assistance to study police manpower needs 
was initiated. 

In 1970, the Field Operations Division of the International Associationof 
Chiefs of Polic,e (tACP) completed a staff study of the police/departm~~:' So in 
addition to the iSSil.le of police manpower, the Village AdmiIlistrator requested 
assistance in r€:viewing tile police departmentf s organization1;1lstructure and 
various operaticnal practices and procedures as describedtn the 1~70 IACP re­
port. The administrator expressed specific interest ill the degree to which Y"pro-
priate recommendations included in'the 1970 report had been adopted and imp.e-
mented by the police department. ,'_ 

, o. 

Recognizing the time limitations imposed on the teChni:~~~~~¥~i;an~e request~ 
the consultant met with the Village Administrator and determmed·the foilow.ipg 
course of. action:"·"""",,,,,~~';:.~, 

• The consultant would review the department's 
present organization and methods of manpower 
allocation and utiliZation to determine its 
appropriateness in meeting service demands 
and en chancing the police department's mission. 

• As time permitted,- the consultant would review 
- line and staff operations and prepare recom­

mendations intended to improve organi~ational 
productivity and the delivery of -services. 

, ~') 

• . Finally, the consultant agreec:l to, review selected 
departmental practices in such areas as records 

':: an~ x'eporting, evidence and property control, 
internal management controls, and administrative 
methods and recommend necessa:ry improvements. 
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III. ANALYSIS OF THE PROBLEM 
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Department Organization and Staffing" 

The police department has no formal table of organizatiolJi{ although in prac­
tice it is organized into three major divisions~ patrol, inve~gations, and records. 
The present organization and staffing of the police departm~t is shown in Chart 
L . ( 

.. ' 
;) 

Patrol 

The patrol force is responsible fbr routine preventive patrol, answering calls 
for se:[llice" checking on suspicious Ilersons and vehicles, receipt and dispatch 
of calls for service, and the like. P2itrol officers generally conduct preliminary 

. investigations on all cases, although investigators may be called in on occasion to con­
duct some preliminary investigation$. The department operates one-man pat'.t'ol units. 

The patrol force is commanded by a lieutenant and is organized into three 
equally staffed shifts: 7:00 A.M. -- 3:00 P.M.; 3:00 P.M. -- lld)Q 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 patrol, with 5 assigned to 
each of 2 shifts and 6 assigned to the third shift. The sixth police officer on the 
11:00 P~M. -- 7:00 A. M. shift performs the duties of radio dispatcher. 

In addition to the 21 total sworn personnel assigned t-opatl:'e-l, ther-e are 4 
civilian radio dispatchers.. One oftnese 4 positions is vacant but will be filled 
shortly., . h1teresting1y~ one of the 3 dispatchers is also a "special" or auxiliary 

. poiice' officer and has been working as a field patrol officer in place of a regular .. :: 
sworn police officer. c."~": 

. 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 equipped 
with a, unffonn, fire?1'm, and portable radio. 

Administration and R~cords 
." :.:: 

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

f.) part mental records and reports. statiStical reporting, evidence and property 
control, is~ance of permits and uniforms, training schedules, and other support 
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ADMINISTRATION 

AND RECORDS 
1 - - Lieuteqant 
1 - - Secretary / 

Clerk 

CHART I. 

PRESENT OR.GANIZA.TIDI~ 

Hillside, I1lin()i.s~ Ponce Department 

Office pf 
fo _ !h!- ~i~f~of~o!i<:e _ ~ ." 

1 -- CHIEF OF POLICE 

PATROL 

',.- 1 - - Lieutenant 

,'-:. ---' 

SHIFT'l 1 

7:00 A.M. - 3:00 ~'M,.,' ji 
1 - - Sergeant 

I-- 5 - - I'olice Officers ; .. 
1 -- D~spiltcher , 

/r-~HIFT II -1 
fl ij:~~ ;~~;.,;":l:oo P.M. L 

5 -- POllce Officer§,.-.-- 'if 
1 -- Dispalclra .', 
1 - - SpeCial Officer/ 

Dis atche.: 

r SHIFT III' j 
11:00 P.M .... 7:00 A.M. 
1 - - S,~geant 
6-- POlice Officers. 

I J RELIEF ',' 1 
~~l __ -=-~S~e_rg~e_a_n_t _________ .1 

a/Two of the th~ee investigators are also 
d~signated as juvenile officers. 

/' ;-

"h/ One pOsition vacant. 

c/Does not include one part-time special 
officer. 

5 

o ;:---:-

Recapitulation:, ~/ ' 

Sworn 
Chief of Police 
Lieutenants 
Sergeants 
Police Officers 

Sub-Totat 

Civil~a.tJ,.-,~ 
Di~\~-chers ,." 

~~~ , . 

SedfetarYl 
Clerk 

Sub-total' 
, 
$_ 

- ;,S" 

;::;--P-----

,Grand "fotal: 

1 
2 
4 

i9' 
~ 

hI 
4 
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activities. The secretary/clerk is primarily responsUjiefurthe care andm~n~ 
tenance of,dcpartmental files lI,I!.dthe typing of field l'eports. ,: 

_ Access tog..eprcrtmental records is limited to six days a week from approximately 
9:00 A.~~':5:00 P.M., as the secretary/clerk 'Works Monday thru Friday and 

'I",' , .. ~~tenant works M()nday" Tuesday, Thursday, Friday, and Saturday. Addi-
, ~, ,,,.;/ .,;-' tional1y, access to departmental records is limited during the lunch hour as 

~fl:,===--=-1lo$ the lie9tenant and secretary/clerk usually go to lunch at the same time. 

~j " ~> 'y,' , ' 

· _ .,' "-fnV:~~tigati9ns - , 

" }o .~ 

I'· 
I., 
~I-: 
" 

~/ 

I, 

'I 

The investigations unit is comprised of three full-time personnel. One in­
vestigator acts as the lead investigator with responsibility for case -management, 
assignmel1t, andcxeport review. The other two personnel assigned to the unit 

.work 8:00 A.M. -- 4:00_P~M. and 2:00 P.M. -- 10:00 P.M., respectively. Under 
the lllinois Statutes, one sworn member of the department mtflst be designated 
a,-juvenile officer. In Hillside, two investigators have been given this responsi-

,~- bility. IThis is the only investigative speCialization that exists in the department. 

Proce~.durally, copies of all case reports are fOr'Narded to the lead iny.estiga - " 
tor, who then determines each report's investigative merit. Should a case war­
rant follow-up investigation, it is assigned to one of the investigators for follow­
up and formally opened. Cas~ management and irrvestigative 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 
t.l1an toa position classification. Any officer assigned to this unit, may be reassigneci 
under the direction of the chief of police to any other operating unit wit!rln the 
departmerLt! 

Pst'r'ol AllOcation and Qleployment 
~. .~ '-

A long-accepted principle of effective managementasS'erts that structure 
follows strate,gy, ap.dthat strategy implies an intimL1.te knowledge of'operational 
needs and constraints~ Thus, prior to installing a poIice manpower allocation 
stra.tep ~Dit deplbymen~,structure, the unique and'llarying requirements ofJhe 

\, opet4~Jng envit;pnment must be knotfu. , In terms olf the police,._ c!imprehenslve 
se~,fice,rec9Jds pro'V:i.detbe basis for defining most operational needs. 
,/? .' ___ ,~~-".:=-_ -'Co-- -- , • ,," \ 

//,,-;~- ,,' e -~- - /' 

~~,c; . ,. The ;t:Iillside Police Department does not determine its patrol allocation and'/ 
~;~T' ",~.4eploYIJXeJlt/needs systematically at the present time. Overall manpower n~.i(s 
, ; ,," "have~er the years been.>detertnined more QrIess intuitively. wmle patr,ofde-
.{~~~~i"~d~~!tTt~!~~:S.~~~t~111~een bas-ed on'traditional and long-stand~g configurations. 
y ~ '~', '-< - • 
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. The analysis' started with the assumption that the i~cent historical 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 anq,analyzed~ SalPpling,' 

'/~J 

was required because total pOlice activity summaries fo.rthe period were not\. '" '~>~~~ 
availaJt~le. Time .constlcaiDtS coupled with reporting. ¥.ficien.C'i~s p.re.cludeda~aly-, ~/'/~ .'-'.t""~l 
sis to the fullest level of detail possible under the .best of conditions. /~, ',: J:-;:? ,:~ 

.~ 

The "bl01;liers" or radio/activity logs for~ery 24-hour peti9dJ}t~ifeif /' I 
I 
~I" 

twelfth day ot'l976 were l.'eviewe~anci sumlltarizea. This t~lsk'ptovj.ded imotl:na- ,.' 
fion on overall police service requir.~me~s for theyear~ In. addi~Ji{)n,' nt'>wever, . 
departmental activity' reports for the rp:ontns of January thru. ~vember were . 
review~d:aJl.g.:IDa.jfl.r'f'0lice incident ~a.ta tabulated. Thecombinatipn of these .. 

·>"taskspiovided detajled informatiori for use in d,~termfnj~ pati-ijtmanp~C~~~;" 

I 

I 

I 

'I 
,.;) 

. 
. y 

~~~" /-'" 
:;/~ , 

quirements. . .~ 

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

As Table 1 shows, it,d.~f;stirnateclthat the 9~~iittment handled a total of'7~593 
requests for service in 1,976. This figure wiifprobably be questioned by depa,rt­
mental officials who will claim requests for service totaled- approximately 1.1,400 
for the same period. That figure is Il1i'sleading.; however, because police calls 
recorded on the "blotter" or radio/activity log~ for which c(,tll credi.t is a$signed, .. 
were,in meny cases not J:~quests for service. The followin/g are ex.ample's of in­
appropriately designated police calls which appear'on the ";blotterlt

: 

'./ 

'. ., i 

It' . Number XXXX -- §.quad !!!formation: c Car No., 407 
was taken tc$Westhill for repairs" 
/> ,,~'" 

e Number XXXX - ~ Information: This weeK~Jld;a large 
number of vans will be parked ~t the 
Holiday Inn.' Owners of the vans are 
attending a. car show. INFO/ONLY 

• Number XXXX.",;;,,:'Surveillance Information: Se~geant' 
", Jones of C. C. S. called to report 

they will be on surveilIaIi~'. • • 
j// 

/ 

. >To get a realistic picture of service levels, a tletail~audit of police caij.s 
;/was'inade for the sample period previous~y described., "That audit retrealed a v .{J 

" 34.4% discreprurcy between numbered police calls a~dactua1police call~. There;. 
fore adjustments were made to account for actual .. Cal1s~fo~, .. serVice only_ C'}VIw~e -

p/ 

".) .,l' 

----.,,-- '-
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TABLE 1 

METHODOLOGY AND NUMBER OF POLICE INCIDENTS BY CATEGORY 

I 

Hillside, Illinois, Police Departm~ 

1977 

AcrIVITY CATEGORY 
I Criminal Incidents/ Accidents - - - - - ArrestlS - - - - - - - Miscellaneous Activities 

METHODOLOGY 
(TASKS) 

.. 

1. Determine Number of Crimi­
nal Incidents, Accidents and 
!'lon-Traffic Arrests for 1976. 
This figure was determined by 
totaling all incidents reported 
for the first 11 months of 1976. 
The figures were taken directly 
from departmental monthly ac­
tivity reports. Once the 11-
month total waS determIned, 
a December estimate was made 
and the yearly total entered. 

Determine the Number of Mis ... 
cellaneous Activities for 1976. 
a. Sample every twelfth day's 

" 24-hour period. Sample 
taken from "blotter" or 
radio/shift act;jvity record, 

b. Audit blotter to determine 
the actual number of calls 

First 
11 

Months 
. 1976 

1,962 

December Estimated First 
Estimate Yearly 11 

Total Months 
1976 

178 . 2,140 155 

December Estimated Total Estimated Estimated 
Estimate Yearly Reported Total Yearly 

Total Activities Activities T'Otal 
(Sample) (Sample) 

14 169 -

00 

930 

.,' 
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TABLE 1 ( Continued) 

METHODOLOGY AND NUMBER OF POLICE INGIDENTSBY CATEGORY 

. 

Hillside, Illinois, Ponce Department 

1977 

ACTIVITY. CATEGORY 
Criminal Incidents/ Accidents - - - - - Arrests - - - - - - -

METHODOLOGY First 
(TASKS) 11 

Months 

~ 

for service versus thenum­
her reported as calls. A 
34.4% discrepancy was found 
between reported calls and 
actual calls for the sample· 
period. 

c. Multiply the sample num­
ber by 12. I" to determine , 
yearly estimate of actual 

19-76 

. miscellaneous activities and 
subtract the yearly total of 
criminal inCidents/accidents., 
This is necesaary because aU 
activity is shown on the blotter, 
not just services. 

3. Determine Total.A-ctivity~Jor1276 •.... 
To determine total activity, sum 
the underlined figures for a total of 

. 7.593incidents. 

December ~stimated First December Estimated 
Estimate Yearly 11 Estimate Yearly 

Total Months Total 
1976 

Miscellaneous Activities 
Total E~mated "Estimated 

Reported Total Yearly 
Activities Activities Total 
(Sample) (Sample) 

610 

.\ 

'. 

1 . 
- i 
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TABLE 1 (Continued) 

METHODOLOGY AND NUMBER OF POLICE INCIDENTS BY CATEGORY 

Hillside, Illinois, Police Department 

1977 

ACTIVITY CATEGORY 
. 

" 
" 

Criminal Incidents/Accidents 
. 

- - - Arrests - - - - - - - - Miscellaneous Activities 

, 
:f 

-

METtIODOLOGY 
(TASKS) 

r.t 

4. Compute ~nimum Patrol Man­
power Requirement Computa­
tion. See Table 2. 

First 
!l 

Months 
1976 

December Estimated First 
Estimate Yearly 11 

Total Months 
1976 

December Estimated Total Estimated Estimated 
Estimate Yearly Reported Total Yearly 

Total ActiVities Activities Total 
SampJ.e) (Sample) 

-

"r . 

i, ~ 
1 

1 

~ .. c 
•• ,,' -.\' < • '-.'" -'£ ; .. ' _\_.:~ >,_~~~~~..;.-<:.~:~ _'-!_.·1_~~~~ ~~):!£~ 
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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 tabulaten, 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 spe:lt dealing with police incidents, 
the premise being that at least this much time would be used in handling future 
lllcidents.!I The methodology also recognized that patrol activity should consist 
of more than merely responding to and processing calls. Two additional time 
factors, each equi.valent in time value to time required for handling incidents were 

incorporated -- one for preventive patrol and the other for time devoted to administra­
tive needs such as :'teport 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 
year (2,920 hours). Since no one 'Yorks 365 days a year, an adjustment was made 
tt:) determine the number of people needed to cover a beat for a full year. In this 
a .. se, a factor of 1.9 -- called an "availability factor" (see Table 2) -- was used 
to define the total number of personnel required to handle patrol 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, bec~\Use of time and data limitations. (See the discussion on patrol practices 
and. deployment methods. ) 

Table 3 ~ndicates 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 patrol 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 

Y A recent study conducted by Public Administration Service in 1976 for the 
Federal Protect~ve Service (FPS), General 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 

I 
activities. 

, , 
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1. 

2. 

3. 

4. 

TABLE 2 

AVERAGE AVAILABLE MAN-HOURS 
FOR 1976 

Hillside, Illinois, Police Department 

Total annual potential man-hours available 
for each officer 

Deductible man-hours al 

a. 
b. 
c. 
d. 
e. 

Days off ~in hours) 
Vacation _I 
Sick leave c/ 
Miscellaneous loss dl 
Training el 

832 
125 
138 
260 
40 

Av£xage actual man-hours available per officer 

Availability factor lj 

2,920 

1,395 

1,525 

1.9 

al Holidays not included because of city's policy to pay for holidays not 
taken off.-

bl Average per officer;lig.fuiJio/ for 1976. "' . 

Y Average per officer usage for-l~"D~S not include one officer who 
was off work for 194 days with.a job-incurred ~sability. 

•• +' ". "~-,_~ 0 

dl Non-operational time lost due to meals and coffee breaks. 

12 

el Recommended minimum per officer per year 0 ~ 
~~ 

, 
1 • 

, f 

, 
" . 

.. \~ " .. 

.1 o , 

o j 
t 

\b9 \\) •. ' 

'~ 
I 

~~~ 
f I Variations in the amount of sick leave and vacation use can affect the "" 

department's availability fac~or. .."~ 

C' .,/. "I'- .0 .\ 
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TABLE 3 

MANPOWER REQUIREMENTS COMPUTATIONS 

Hillside, c,nlinois, Police Department 

1977 

Estimated incidents (see Table 1). 

Multlplyhy 1 hour in the case of Criminal 
and Trafnc Incidents and a half-hour in the 
case of Miscellaneous Services to get the 
number of hours required to complete de­
manded pollee assignments in one year. 

Multiply by 3 to provide time for preven­
tive patrol and administrative mattf"rs. 

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). 

Multiply by 1.9 to determine numbe:r of men 
needed to staff heats 7 days per week and to 
allow for vaeat~s'i€kleav~ trainingp etc. 

Round to the next highest number 

Part I 
Arrests 

Accidents 

2,309 

2,309 

Miscellaneous 
Activities 

And Services 

5,284 

2,642 

NOTE: Totals anticipate cc.ntinued use of one-man patrol units'. 

.:~'-:-:~---- <j: 

13 

TOTAL 

7,593 

4,951 

14,853 

5.08 

9.65 

10 
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for officer safety and community and environmental characteristic~s (e .. g., geo­
graphical, demographical, and topographical factors), must be considered and 
evaluated. A Iso, it must be reiterated t}1..at the work load figures used in the 
manpower computation were determined by sample methods. wllile extreme 

. . 

errors in the data presented "are unlikely, installation of improved~:ptcident 
reporting and recording methods, yet to be discussed, will permif-more detailed 
and accurate analysis. 

Deployment Methods and Patrol Practices 

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

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 ,=ertain limitations and the 
final approval of the patrol commander. 

'" .. 
, y 

The department operates one-man patrol vehicles during its three basic s~'o/;' . 
altl10ugh an effort is made to send a back-up unit on all calls. The basic shift j/ / 

,/ 

configuration is as follows: 7:00 A.M. -- 3:00 P.M.; 3:00 P.M. -- 11:00E..-~1;f· 

and 11:00 P.M. -- 7:00 A.M~ Officers on shift are~assignedtoeither on¢fthe 
two basic zones, north or south. Manpower permitting, two special zo~s may 
also be manned. Zone 4, as it is referred to in Hillside, baSically p18udes the 
large shopping center and area immediately surrounding it. ZOll!?~ is concen·· 
trated in a three- or four-block area of small businesses in a not-ihe.m section 
of the Village. Both Zones 3 and 4 are considered special zones wbiQh areoman-
ned only when personnel are available .• 

"'" To ,date, no work load studies have been conducted to evaluate the appro;~ate-
ness of current shift-hou~ and beat deployment confi~rations. Tables 4 fO 6 and 

l.c~~,~~. :::l!;:,,~~~=~~:;:;. of illustrating tile value of work load analysis, 

J 
I 
I 
I 
1 
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Investigative Practices and Manpower Allocation 
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Shift 

-
' ... / . 

TABLE 4 
. . & 

LEVELS OF ACTrV'ITY AND AVAILABLE MANPOWER BY SHIFT 

Total Number 
'of Incidents 

262 

241 

Percentage 
of Activity 

43.0 

39.5 

Number of 
Personnel Assigned!l 

5 

.. /I;.l:OO P.M ... -7:00 A .. M. 107 17.5 

.JI (I 

--=---
TOTAL 610 10f)~0 

~ ., .>~>' . • .' " ,,/ .. .:.;;.:::>:,/ ~?,? 

a/Figures include only those personnel assigned to the patrol ~nctio~ excluding sp~rvisoryl' " 
management, and 'communications pe~sonnel. 

b/Once the fourth dhlpa.:che:r is hiredpone ~atrol officerft~ perforntin$t the d~es' of a<dis-
patcher will retu1'll to the fiel~... . '.' .. ,~ .. , ~ "~~" 

//'.~\ 
' =" I 

_ " . :::.1 

.... 

Pf3hCentage ot/ 
Man2?Wer-Avai1able 

33.3 

32),,3 

" 

100~0 

o 
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T9TAL 

AaI'IVlTY BY'DAY OF THE WEEK 

Hillside, Illinois~ POllee Department 

Total Number Averagtf Per Cent of' 
of Incidents 

" 

Number Total Weekly 
(SamplePer.lQQ) Fer Day ~'Activity 

65 .16.2 ·'lO~ 7 

-::-. 121 oc.'."" " 24.2 19.8 

80 20.0 13.1 
.. 

88 22.0 14,,5-.,<::; 

72 18.0 11~ 8 
" 

94 23.5 15.4 

90 18.0 "14.7 

610 20.3 lflO.O 

~~>":::: 
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Month 

January 

February 

March 

April 

.~ 

May 

,.CC::.<:7..June 

TABLE 6 

LEVELS OF' ACTIVITY BY MONTH OF OCCUR~ENCE 

Hillside, Il1inots~ P01:ice Department 

Number of 
Log Items" 

916 

881 

850 

:,92:1,,' 

942·· . 

1,058 

1976 

Estimated Number 
of Items Reguiring : ,:, 

Acti6I1:~/ : .•. " ~ '. 
.-:'-:::-~:.~-'-~ ":: '.­

;';.-

601 

578 

558~ 

:--,,::-,::..::,"...--~~.~;~/,. 

618,/ 

Estimated Daily 
Average Number 

of Log Items .,' 
R~8uiring Action 

19~4ci 

: /' '19 .. -9 

1S.0 
~~'='=20~"t~o "?''C~. 

19.9--";'" 

... _ .. "," . :. :...~ - ::-':-" 

694 

663 

718 " 

~~ July 

August 

September 

October 

November 

Decefuhe~ 
. '" =.::::::-. 

T9TAL 

1,094 

. 1,009 

969 

815 

,-;,,'915 

.. 

23.2' 

662 22.2 

636 20.5 

535 
,() 

17.S 

624 20.,1 
-; y 

7,491 
~--._-

'" 

1;/ 

.. 
--.:=;. 

!I~sf~atedmonthlY~to~. s 

'-'-~":'- (;: 

!/-

11 

Per Cent 
coof 

Total 

8.0 

7.74:,,( 

7.'5 

8 ... :1 .;c~. 

. .;c'::';;"--;:/ 
,I 

;:-/ 

8.3i' 

9.3 

8~S 

,78 •. 8 

8.5 

7.1 

8.3. 

r~o--'O=--';- ~ ___ o_ -
,_ ~ _eo- , , E-,.,"", ",.-c-. " ," '~-

hI Estimate based on 34.4% discrepancy fO\lp.dJ)e~er~ 10,gg~-CallS, and: ac~al ~lc:."' •. 'J 

.>:.' 
o / 

If'~'~' f:' 

t 
I, ' 

calls in~sample analysis of log sheets' fOr yearlyperi6d~' , 
c ,, __ ~~_~;-~-"'--; ~=c-_- .). " • ..;{c··' 
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GRAPH 1 

FREQUENCY OF INCIDENTS BY HOUR OF THE DAY 

Hillside" Illinois, Police Department 
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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 assign.'!,: only those cases that appear to w~rrant 
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. '!:./ 

Investigative case data was gathered for the first 11 months of 1976, expanded 
to a.1'l 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 

314 X 3 
1,395 

= 942 =.67 round to 1 
1,395 

Again, it must be stressed that work load formulas only provide a guide to .' 
managerial decision-makers. A variety of other factors must be considerccfand 
evaluated. The fact that the lead investigator spends a. good deal of his time on 
administrative chores nut directly related to the investigation of cases is one lost .. 
time example. The amount of time that investigators spend on clerical matters 
because th(~y .receive no direct clerical support is. another example. (The forth­
coming re'commendation for one additional clerk position should alleviate much 
of the cle;tical burden' currently placed on the investigators.) Finally; investiga­
tive policies regardLl'lg case follow-up and assignment will have a direct effect.on 
manpower requirements. 

" ,', 

, 

2/The Criminal Investigation Proce~~, Vols.· I-UIp Rand CorPoration, 
1975. " ¢ • 
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One final note: the department's stated clearance rate iSI very bigbwhen 
compared to that of other law enforcement agencies. For the first 11 months 

20 

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 populati,on 
during 1915). Hillside thus has a 38% higher overall clearance rate than that 
reported nationally and for Cities in their population group. 

-'::~f~l----

The con$ultant was unable to'-eth~iiril~~)Verify th~-'Clearance data reported 
in Hillside. While all concerned would like to believe that aggressive preliminary 
and follow-up investigative effort is responsible for the bigh percentage of clearances, 
current activity repqrting summaries cloud rather than clarify the effectiveness 
ot 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, rt!sulting 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' 
mo~ 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, pror.edures, 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
cu$sion should not be interpreted as an exhaustive review of departmental opera­
tions. If should also not be interpreted as an indication that there are more un-

. favorable things to say about the department than favorable. 

Departmental Policy, Procedures, Rules, and Regulations 

Until recently the, department had no manual of rules and regulations. The' 
eXisting manual -- ~ormally adopted in January of this year - .. represents a good 
first step toward clearly .articqlating general roles, relationships, responsibilities, 
and employer-employee expectations. ( 

i>Prio~ to the adoption of the new manual of rules and r~gulations, written 
directives were promulgated in two forms, general orders and procedures. 

" (~~nera.lorders beg~n to be issued in November, 1972. The last general order 
. was i~sued in February, 1975, although one general order was amended in 

o 
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March, 1976. All procedures were issued in November, 1972, except for two 
which were issued in Decen..:1>er 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 additiOI:l, 
some confusion appears to exist between what constitutes arnIe, policy, and 
procedure. Furthermore, many of the existinggener~l orders involve areas olr" 
activity now defined in the new manual and are, therefore, superseded by it~ 
~ other instances, there is ample need to develop written poliCies and proqe<Wlres",r 
as in the case of guidelines for patrol unit back-up,where none curren~y exis1t. 

Evidence Control Practices 
.; 

The chief of police. and the administratiye lieutenant share ultimate resp'on­
sibility for evidence and property control. ':rhey 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. 

The temporary storage of evidence (even long-term storage; in~some cases) 

,:::.," 

is haphazardly accomplished at present. Officers bringing evidence in from th~ 
field when neither the chief nor lietltenant are on duty temporarily store it in srpaU 
lockers located in the report; writing room. All officers have access to the locker U 

keys which are kept in the communications room by the dispatcher. 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 bui~dir1g. 

o 

All existing evidence and property storage practices need to be reviewed and 
chapges made where current practice conflicts with prevailing legal ~:quire1l}ents. 

Departmental Records and Reporting Practices 

Accurate and timely information on crime, traffic, and related police incidents 
is essential to the effective conduct of police operations~ Without such informa­
tion, a police agency can neither plan its operations rationa1lynor .evaluate its 
services in terms of benefits and results. 

, 
A cursory review of records and reporting practic~s in Hillsfd~revea1ed the 

following problems: 

• 
.1/ 

The receipt and process~g Ofqhll-fort'" ~ervice 
information nE!eds to.~ modelildzed. Current: 
m~thods donot,.noro can: they, pro'1de'enough 
productive information on the. narure,exr:enr • 
. and frequency ofdeniafid$forService for Use 
in making managerial decisions. - '. " 
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• Field officers are rurdened 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 a 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. 

• 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. 

o The basic departmental filing structure is frag­
ment~d. Reports are filed according to the type 
of report form used (e. g., Field General Report, 
Field Crime Against Person, etc.) and theD by a 
Wide variety of offense codes and related sub·, 
codes, some of which are rather obscure. 

• Access to departmental records by field and in­
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 
~as posed some problems for field and investiga­
tory personnel. 

• The full scope and content of the department's 
record system and supporting procedures is not 
fully documented; hence, a change in records 
personnel would pose serious problems for the 

, on-going administration and management of de­
partmental records. 

22 ,,0 

The foregoing discussion of existing deficiencies in the depart;ment's records 
and reporting system is intended to underscore the need for a more comprehen­
sive review of its records and reporting methods and needs. The level of effort 

.' required to conduct such a study could not be provided under this request for 
technical assistance., . 
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Police Facility: 

The police department is located in the Village's municipal wilding which 
houses most other village offices, including office and meeting space alloCated 
to the Village Board. Police de>partment offices and operations are spread over 
the building's entire three f1C'II)rs becaus~ the amount of total space available 
in the building is limited. 

The current amount of floor space allocated to the department and; ,more 
importantly, the present arrangement of space are cr~ating some very real opera.­
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, lIP a shori: flight of stairs; 
and then through a door 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 rosiness. Dur-
ing the second exposure, the prisoner is likely to be 
in an uncontrolled area for quite awhile. 

2. The present space arrangement contributes to the 
current limitation. on records access because records 
are located on the second floor while cOl}lmunications 
is on the first. If bOth functions ,were l~cated i~ a 
common area, acces,s to records-~as <dispatcher 
time permits - - would be cQl1spicUQusly improved 
by providingaround-the-clockavailabllity, > 

Telephone Communications 

The department currently has a total of seven incoming telepJ:):one lines:' .' - , ''';,,' 
three general emergency lines; tWo private lines" . one to the chiefts~ffice and 0. 'if .4>, 

one to the investigator's . office; and two adIninistrative' lines to the records ' . 
room. The three general emergency lines are, sep~:tate ~(;)ln'the -other, foul:; , 
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th~ other four are .not answered in the communications area. 

The consultant was briefed on several of the problems associated with the 
current telephone system. The most :f%'equel".tly mentioned problem concerned a 
perceived la,ek of enough general emergency lines. The three lines in use are 
the. only ones available for the receipt of service calls; yet, they are shared 

,., with patrol personnel who mU5t fJ:equently use them as well. On a number of 
occaSions, incoming telephone calls for service have been known to receive 
a wsy signal. 

The Use of Sick Leave 

Many officials of the department expressed alarming Cbncern for the wide-
'J spread use of sick leave. Indeed, patrol officer use of sick leave for 1976 avel'­

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 qid not have time to explore the nuailces of this stated 
concemin detail, it has been his experience as a result of numerous other or­
ganizational analyses that problems of this sort are generally symptomatic of 
much deeper arid more complex organizational ailments. In many other juris- 'J 

dictions, for example, this problem has been indicative of low employee morale, 
poor job satisfaction, lack of effective leadership, and a myriad of other problems. 
Suffice it to say, the sick leave situation in Hillside should be reviewed and appro­
p:t:iate 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 proplem does exist, even tho!lgh he has no feel for its perv~siveness. 
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IV. FINDINGS AND CONCWSIONS 

In August, 1970, a staff study of the police department was condgcted by the 
International Association of Chiefs of Police (IACP). That study repre~ented a 
general rather than detailed reviewbf departmental operations. The sUbsequent 
final report contained a number of recommended,changes in departmental manage­
ment, adrr/.dlistration, and operation. 

-;"l~ , 
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 adoptedQr implemented. 
~he consultant subsequently reviewed the IACP report to garlge the validity of 
employee concerns. 

In the 6! years that has elapsea since the; study was conducted, implementa" 
tion of the IACP recommendations has been rriixed~ 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 expe~ence\vitJt 
" 

recommended change is difficult because the chemistry of change involves a 
myriad of elements. In the instance of the Hillside Police Department, the most 
appropriate tactic appears to involve Dot an analysis of what changes- have been 
specifically made but rather an analysis of the climate for 'chaftge. 

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 resulting-from the preiious study occurred 
within a relatively short time ther,pafter (e. g:', preparation and adoption of 
general orders and procedures ill 1972). 

• " 11 
,Ii 

,~ 

Conversely, thedepartment's climate,for change has heel?- characterized: as 
cool in recent years. 'This judgment is supported by the factt.tfiat .effqrtsto re­
examine departmental maIUlgement and operational practice~ i)1av~' ,not occurred 
on a substantive on-going b3.sis (e.g., almost all written. orders and pr,ocedures 
were put into effect in 1972 and have not been updated since, and there is ,no ' 
regular program of policy and procedure review). 

" ~";;<'~-r:." 

Q 

.' 

,°6 
Problems identical o'r similar to the ones discussed above and in the. following //' ,~} 

paragrapbs plague many police departments; they are not unique to the Hillside :/7, ,~~, 
POliee Department~ Therefore,.it is important to re~ember that the police' <!~~F:~. 
partment has achieved ~st improvements in several managerial a.pd ope~fc)n,~l .,;~ 
areas and \Yin probably continue to do so. By the 'satqe tolcen, howe~~: or.gam:za~· .~> ,,",~ 
tiona! change to improve Servi(;eB is a contipuous pr<?c~ss_ ~ich~ ~ con- .', ,~." Zi 

~:- -1!1.,t.. /? 'G' '" ~..,,~~~_ 

., ':: i •• //,_.<:~_-~- ' ~Jt:. , 
~,. 25 ":1 _~<9" -~~";: --- '. .=~~.-:.."O~-~;;~~:~.~~-'·~r+,~;t. 

' .. "'" -, ,',;', .... ' ~, .. _ ','L",C"'" ___ • , " • "'._:.,.;:'.~:c""~-"'=' •• ~·· I. 

'0 

.: • ';1-"" , , 

~.j.,...,_ ,. " 'l.~'_'.:" 



;; • C- t, , r. '~,-"'''''r,' ._ ..• - ':<~ .. -' - -';,"', .--'-.--.-.--.--~, -~' --',-, --~-',"O----~ ,------'~~ ~7-~ , 'j:-,', 
r' ' 

.', stantly addressed and sought out. Wblle the follom.,g recommendations are pr:///////:l 
" , ..sented to suggest specific methods of organlzationai iimprovement, the necess!w/I 

I?-', "' ipf stressing managerial vigilance to the on~going pursuit of improvedse~ 'I 
. '. ,!:!eliveryUl~thods cannOt be understated. . ~ - -_ .~A 
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Organization ~nd Management 

Any -of -several forms of organization cr:moo effective in a given situation. 
However" the present organizati6h of the-Hillside Police Department is not the 
most effective for the followin&, reason.s-: 

• somE'}-f!ssintial functions, such as training, plan­
nin.$i,':crime analysis, and crime prevention, are 

,Alot formally provided for within the present or­
ganizational structure. 

I ~;?' 
• functional fragmentation exists to a certam ex­

tent through the e~~sting manageIp%Jlf separation 
of records andcomffiunicatiol1s: ~~ - /~;;-

", /// 
/---,-

7/ • the curaent staffi,ngof the administrative and records 
section by.a--lieutenant violates ~_p~cipl(Lo:[ 
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/' .-----------
It is reg(}mmen~at the department be organized as shown in Chart II, 

and st;#ed-as_~itfWn in Tables 7 and 8. Accordingly, the proposed organization 
aIJ~~ia. , ,~g'includes the features Qutlined below. 
-.::' ------- ' ~-:/''';'~ ,/// 

Operations Division 

" 

tJ -' The Operations pivision would bring together the functions of patrol and in-
vestigations to the~benefit of both. The division commander, in this case a 
lieutenant, WOq!5:fbe responsible for overall management direction and control 
and would c,g~tinue to report directly to the chief of police. It is recommended 
that th~~st~gations staff be reduced by one police officer with one of the re­
m~$iWo investigators continuing to act as the lead investigator. Finally, 
~a11 management -:responsibility for communications should be transferred 

\ tQ the Administrative Services Division. Shift commanders would continue to 
.r (' provide day-to-day work supervision of dispatchers, however. 
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CHART II. 

PROPOSED ORGANIZATION 

.. ;/" 
ii. /7 
~--

Hillsi(;e, nlinois, Police Department 
1977 

Adult 

Juvenile 
.'-

".;;:. 

OFFICE 
OF THE 
CHIEF 

. 1 
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TABLE 7 

;' ~-'--::-:>~''':-~.:?'--=---~~~=:::.~-,./_.-(....;;,.. ':' _.-

CUllRENT AND PROPO~EiJoS1'A~FING=:~.~/;:~~~,::.c"~-".~,~:=-,,:z..;~'3Z""':':',",,.~''''''~, .... ,-,,:;;~J 
Hillside, Winois j "Police Department >// 

, • ._. .-::;: __ c-o 

... ~= "~~~"-':'Patr()T' 

SBI'geant 
Police Officer , 
Dispatcher 

Investigations 
Police Officer 

TOTAL 

1977 
...::t_)--:;"~:::;.~ __ 

CURRENT' 

1 

1 

4 
16 
4 

3 

.1 
o 

o 
o 
1 

31 --

PROPOSED 

1 

1 

4 
16 
0 

2 

o 
1 

CHANGE 

o 

o 

0 
0 

-4 

-1 

-1 
+1 

J. . +1 
4 +4 / 

~~~~ 

~ 

2 +k~p:f ' 

'0:" o~~o~/ :~7~~~J 
1 tJr -'" ,.r~ 

+2 ---

".~,,--~~, 
'. y 

~~~~ .......... ~ .................. _._. ··_-""'..;.,l:.o.,_....;...-"-.....;.....:..-..J!;;;;~ __ --'-~:......::..L,~. __ ~...c~ __ ~~ ..... ___ j~.:: __ :,~'~~~;~~-,- -.-
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'TABLE 0 8 

Hillside,-lllinois, Police Department 

~J 

I 
~I 

I 
I 
"I, 
It',>:>;/" 

~' 

;' 

" 

"I·· 
,." 
I 

p6~rrION 

Sworn 

Chiefof Police 

Lieut1enant 

Sergeant 

Police Officer 

Sub-Total 

Civilian 

Unit Supervisor -­
Technical Services 

Secretary/Clerk 

Sub-Total =~=-

t _~~___cc-----

GRA~DTOTAL 

I 
J: .:: •.. / 

19!17 --
CURRENT 

/2 

4 

.19 

26 

o 

4 

1 

, ~" 31 
-.,:.--.",--

() 

PROPOSED 

1 

26 

1 

3,3 

j7 
1/'-

CHANGE 

" -.1 

0' 

?!I 

,+1 

-~----
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.•• AdmjJlistrative Services Division 
. ~-

d /' ~ost recommended organization and management changes i1l'vo!y-~~ thi~-:::~~~.;.'~·="· 
f~vfSi01,1; which sh~u'!dJ,le,!or~ally est~~l.ished. within th~ifi:f~ent~~ or~Ei~a-

0) tum-. It W'0l,lld replace the current aam1ll1strat1o~. ~c;!:,;T¢eords umt and ~Uld Itt-
':1"' .. ' . / pi clyde formal recognition of the training~ ,Plamringt," 9rline analysis, .... ~ crime 
~. ..:;;f' p~evern:ion iqnctions. The sUID."m~ayofthese re~mmended pr~ ~dditions, 
~" /" ;, . with ali the iC~Y.!9~y~ttrey necassarily ~)ltail, just~~A;ife11C organization 
t~//' into ~J~,!Y:Visronanc.i t~e~~mende~~crrtio~~~F 
8 ... ·· " /};;:::; '. Thftdivisr~Ouidb~ comprised qfAr{..r~tS'i Te~hnic~i1 Services, a.,nd Staff 
E.::.·~;)~···· ··S~ceSr~lt.ifLR~qE()sed that ~~vfsion be"commanded by a sergeant taffi'er 
lIr~thanby ~ lieurettant, th~biishiligproper rank authority commensurate with 
,"~". ... . \~responsibi1ity. '!pftbincumbent lieytenant, however ~ sbould eontinue to cPlllmand 

I'~;:"' I\,.the odi~~~df such tin;eas he leaves. the depa~~nt~.:,: . 
7";;7~~"'" _.< •. ,.~ . . . ..:, , 

:.:r; d'~-"~"°'tlle·Tec1:m.tcal Se:r-vi(~es Unit 'Would he resp()nr:;wJ,~ for all departmental records, 
I<~' ... ' >co~m~niCa.tlon~, evidence and property, ~nd fa~ility ~nd equipm:li~~aintenanc;:,;).,-",.i 
~:.;, aCltiVlties. It IS recommended that the umt be supervIsed by a clvllian.~fNll~ee 
,;;' .. ,. . . who could also be available for :J;elief dispatching, thus freeil1.g:,patltof'otlicers 
~I; ;/O?," from this activity. In addition, it is recommende(ttp.at-:'filiEfriiore secretary / 
'. '!I ,o:cle,;k be hired. This person wou1dproYJ.d~;~teiai~c1erical support to inves-

I
>;-:::···:J· tfgation.s and WOUld. also be a~~JJ1Pll!f~f6r'prOviding clerical assistance to other~ 
:, ~ division personne12~drtl'1eciiief of police. . 

• k ,.~~'.. ~~~~~~~~~rr - _. . _. " ~ 

( ...••.••. ' '. /.,,~",:;.~,,-:'ftrhe.'.;ecommended Staff Services Unit would be responsible for the newly 
r<~ recognize<i functions of training, p1an~g: crime analYSiS, and crime preyention. 

. It is; recommended that this uIJit,:P'e- staffed by one police qfficer withresponsi-
" . ~ntty ,for theperform~nce of16eseV~riousfunctions being sba-red in some way 
t'~"wlththedivision .commander. 1:1re officer assigned to.this unit should possess, 

~,,~~~ . above~v~mi?ana1ytica1 and;:~inmunication skills. ',. ." 

,I·~ """'Th~n~ed fo recognize th~ fw;lction;'of training,p~t1g;~criIri(;'~~l;SiS,' 
."",-<' , ,:. and~X'mi~·~~~~!!-2.~j&-~edjn.a-oomrrimt!!y~aslarge as Hillside. The fo1-
~~ __ ~==¥Wingi:;~rifisc'g§siO~"~iS • included t~}!~finEnhe scope of activities normally 
.- . included mthese funst!ons. = ,0 

~= . "'-.-
/~~¥? 

!l:L····· 
:t. -" 

" 
~ Training.'" Training is n.ecessary fO]; the successful accompUshment: of de­

.~.~~~rt1l)~ntal objectives and optimal use of personnel resources,. A depa~tmental 
.~' trainingvprogralll,flhould include elementS of recruit training, investigative 

I:· '," '. , .ttaining~upervisory ami command trainirig, in-service training, on-the-job 
i .. ", .pjbaining~specia1 or t~chnica1 training as in the cas~~ 9.~ communiCations and 

~<:;~~ ? ....•. .. .... . ". 

10' '., ·)?Ianntng •. ,~Planning isua cruicial function in any organization; in today's Il<,)lice 
t?? . departn:l~t, it is almost an essential. Typical planning activities include: 
~ J. "+, 
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~valuating ~nd:;testilfg proposed pr0gressive la:w'emercement 
theori~~~ridfoncepts. . 

-~/"-" 

'" £,,{:;.--,' 

Writing and reviSing deparlmental and divisional orders, .;-
policies, and manuals. (, 

,.~,<",~-;'5.f.~Z2;,.:''Y 6? 

Evaluating e~pl;~~~-suggestion~. 
.', ,:::..~'::;;£::;;:::_..? 0} 

CoIid'uctmg surveys and work load studies'" 
JY' 

r.:/ 

Analyzing statistical reports and various proDosals invol-'" ' 

.-". Q 

~l"".?''''c'''~'''c,'> 8 
• 

ving suggested improvements. 

Conducting feasibility studies on proposedopexational 
changes. ,~--.;. 

I 
0."-

I 
;1, 
.1 . 

• 
• 

----=-"'-

Handling inquiries from oiJtside agen~it.~s desiriJ.lg information': 
on enforcement programs and policie~. 

PrepaIing and adtninistering ~antJ>rogratrls~~ 
',y? , 

.:;::?-3~;"~' 

_~_ .!.----,:,,-o: -:--:.- '-~.7': __ .. 0- -

Obtaining information and statistica)4ata ald preparing 
'it formally for the use and conyJ}nf~nce of dep~rtmental; 
personnele /~- " 

./'.~ 

/:>. 

Crime Analysis and CrimeJJreitention. Crim~ analysis and, preventlon are 
.. . . .'. ..~ .. 1"~ll!te~tconcep.t.s. '. Crtme."~aI¥siaJ.~,c:~1~:x~kot~~g;'"'1malyzing, and 
~~-. ,evaluating trends in cpld'''C'haractEiristics o(criminal activity. Crime preveption. 

on the other hand, is an activity aimed at1teterring or reducing unlawful be'- , 

I 
havior. 

oe 
-I Patrol Allocation and Deplo,yment 

_. ___ .-;0-_;".:':" 

_ --- - ~', . ~. . . -~ , '- : .\1, 

; l\ 

~ 

,;;.. 

~(I 

I 
I 

I' The Hillside Police'Departml.Jit'does not dete~ineii:spatrol alJRga.1;i~. and""': 0 

- deployment needs systematically at ihe-~~~ent time:~?i1ieexrstiitimanpoWer' '~~~~""""~===~ 
,1' level and beat and shift-hour configuraUons na"e !Jeen,~gel.Y determin,~Q by 

"intuition rather than by detajled analysis. As a result, ~e argument·foraddi­
. tional personnel1acks the support it could rece~v~ ifcorraborati.ijg date:were' .. 

reguiady developed and pr~sented" " Similarly, deparlmenta!officla:!~ -have no' 
way of gauging the appropriateness 6f current' . -- . I,·~ 
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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 offi(;ers is recom­
mended for all shifts (not including supervisory personnel) with remaining patrol 
personnel assigned according to varying shift work loads, no cut is recommended 
either~ All future manpower requests shodd be predicated on work load analysis 
of police service demands. r 

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
priate shift configuration could be the one that follows: 

NUMBER TIM:ES 
OF AVAILABILITY TOTAL 

SHIFT OFFICERS!/ FACTOR REQUIRED 

7:00 A. M. to 3:00 P. M. 

3:00 P.M. to 11:00 P.M. 

7:00 P. M. to· 3:00 A. M. 
(Overlap Shift) 

11:00 P"M. to 9:00 A. M. 

3 1.9 

2 1.9 

1 1.9 

2 1.9 

TOTAL REQUIRED 

a/Does not include command or supervisory personnel. 

5.7 or 6 

3.8 or 4 

1.9 or 2 

3.8 or 4 

16 Officers 

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. 3( 
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 sim:Uar one, will pro­
vide departm~ntal officials with the capability to effectively dE~termine 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, It 197511 p. 35. 
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Patrol Practices 

During the course of the study, sevel:'al 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 .iWdUaries) 'to provide 1) general prf.~ventive patrol as peace officers, and 2) 
security services seven days a week to the Hillside Commons and a nearby church 
is questioned by the consultaht. On the one hand, the special officer, who was 
hired by the Village as a radio dispatcher, 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: 

• 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 
officers 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. As a 
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 
, ppsition of police officer because of overly rigid minimum employment standards, 

then the Standards should be reviewed and changed if necessal.Y. Circumventing 
employment requirements in the present manner poses many more problems than 
'Solutions and should be discontinued. 

Both similar and different ptoblems 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 to one local institution when this service is not avail- c,­

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 neecl for unsupervised patrolling of the Hillside Commons. 
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Other more responsive and effective ways to police the Commons area are avail­
able, ~uch as ra~~om foot patrol. 

Patrol Unit Back-Up PoliC'/. 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 around 
the Village providing unnecessary back-up assistance to other units performing 
non-threatening ,activities. Conversely, there is unquestionably a need for back­
up aj;sistance in'many instances. Mo·reover, 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 
th~ 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 
~ield 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 relate¢l 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 officer~ in . .t.be 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 

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 
study indicated that Hillside is committing excessive resources to' the investigative 
function. A reduction of one investigator is recommended • 
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Second, a formal policy statetnent governing the assignment of cases for 
investigation needs to be developed. WhUe current procedure seems appropriate 
on the surface, changes in investigative personnel could result in an entirely 
different approach for lack of policy and procedural guidance. 

Third, investigative statistical reporting practices do not currently provide 
a detailed picture of investigative activity. The lumping of all clearances into 
one percentage fi~re 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{Uld 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 discussionc 

Departmental Policy, Procedures, Rules, and Regulations 

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 
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 _G 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 w0!11d normally be 
included as a pUinning responsibility, although planning shouldn6t have thiS 
responsibility alone. Planning should coordinate the mechanic$' of the process. 

~ ., . . "" .'. ". ."~ (:. 

Sample definitions relating to various types of written directives are in­
cluded as Appendix B along with a. sample method of formulating v.rritten directives. 
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Evidence Control Practices 
,>t ." 

Evidence control practices ini the police department need to be improved. 
Current methods are haph~<lrd aD:d 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
tionafplacement,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 temporary 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 Re.cords and Reporting Practices 
• I 

A number of deficiencies in departmental records and reporting practices 
exist. The sum total of those deficiencies justifies a complete re'liew of the de­
partment's records and reporting needs. Officials in Hillside are urged to have 
a recor"s and reporting analysiS performed either under the auspices of the na­
tional technical assistance contract or by other means. The following serve to 
illustrate some of the more serious problems with the current system: 
iJ 

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

• The current reporting system burdens field offi(!ers 
with excessive report writing. Streamlined methods 
can alleviate this problem. (Appendix C contains a 
methodology for using an Incident Control Record 
(ICR) as the police department's source records docu­
ment.) 

• Some reC'.ords considereld essential to a complete police 
records system, such a~ a master name index, are not 
in use. 

• The number of basic report forms is excessive; the 
total number of report forms could easily be reduced. 

• Adequate audit and control of original police reports 
under the current system of filing seems unlikely. 

htaddition to the above system problems, there are some operational problems 
concemingcl,lrrent practice. 
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First, the department has not published a complete records system manual. 
Should current employees leave the Village service, the lack of such a dt(eument 
would pose serious problems for the continuing management of the dep~rtmentfs 
records. " 

, , 

Second, access to departmental records by operating personnel is li~it~ 
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. Typed. r~ports 
are of no more value than legible handwritten reports. The benefits of typing 
are negligible when compared to its cost. 

Police Facility 
h. 

The present allocation of space to the police department over the entire three 
floors of the building causes some real operational problems fot!' the adequate 
control of prisoner.s and accessibility to departmental records. Immediate and 
lcmg-term-police space requirements in Hillside need to be studied. 

Telephone Communications 

Some members of the department consider existing proviSions for telephone 
communications to be inadequate. While time did not Permit a det;afled analysis 
of this concern by the consultant,' further analysis ,;should be qndertaken. There 
is nothiug more disconcerting to a resident' of the community than to receive a 
busy signal from the police department in the ra:r:e instance when he needs pplice " 
assistance, and it is conceivable that this could happen under the existing thxiee­
line system. 

Use of Sick Leave 

The use of sick leave benefits by some departmental personnel appears ex­
cessive. Inordinate amounts of claimed $ick leave can be indicative of deeper 
organizational problems, such as low employee morale, PQOZ' job 'Satisfactio~, 
lack of effective leadership, or poor safety practices. Wbile it was not wit,hin 
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 ailment or me.r~ly underscores the 
need for a.comprehensive job safety program,' the consultant could not determine .. " 
Village officials are urged to explore this area more thorbuglU.y. {" 
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v. SUMMARY OF RECOMMENDATIONS 

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

OrganizatIon and Manage;nent 

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

\:!J 

'. 
1~ Organizing the department into two major divisions, Opera-

tions and Administrative Services. 

2. . Vesting command in a lieutenant in the case of Operations, 
as is current practicel' and in a sergeant in the case of 

. Administrative Services, thus representing a significant 
change. 

3. Bringing together the activities of patrol and investigations 
into one <tlvision, the Operations Division. 

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

5~ 

6. 

7 •. 

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

Staffing the Administrative Services Divisiol1 with two addi­
tiona! 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 
implementation. 

Staffing the Staff Services Unit with one SVlorn police officer 
(which does not require the overall addition of any swom 

'personnel) who should possess above-average analytical 
and communication skills. 
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Patrol Allocation and Deployment 

1. All future patrol allocation and deployment Tequirements 
should be based on a detailed work load analysis. No 
additional patrol manpower is recommended at this time • 

2. Patrol beats and shift assignments should be regularly 
eva.luated. Current methods do not fully use manpower 
resources. 

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

4. The Operations Division commander should develop miJ'.i­
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 

1. The use of special officers should be discontinued. 

2. A fOIT"',al patrol unit back-up policy and guidelines need to 
be developed which safeguard officers yet limit use of 
productive patrol time for unnecessary bac1<-ups. 

3. Field reporting practices should be streamlined to allevi­
ate burdensome and unnecessary field reporting. 

4. Officers should be required to prepare most;1:'eports in 
the field, with shift commanders controlling the amount 
of time officers may spend in the station. 

1 

Investigative Manpower and Procedures 

,-
I. Future investigative manpower needs should be°based on 

detailed work load analysis. ' " 

2. The C1,1rrent investigative m~power allocation should be 
reduced by one; that officer should be reassigned. 
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3. 

4. 

A formal policy statement should be developed concerning 
desired case management aIld assignment practices. 

Adequate investigative statistical reporting practices which 
will permit evaluation of investigative effectiveness lle---di to 
be developed and implemented. 

Selected Processes, Procedures and Functions 

Departmental Policy, Procedures, Rules, and Regulations 

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

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

Evidence Control 

f 1. A more effective and procedurally sound process for handling 
evidence should be adopted. 

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 the department's records and reporting' 
system should be undertaken. In addition to other areas, the 
analysis of the records and reporting system needs should in­
clude: 

a., Adequate emphasis on report and record audit 
and control. 

b. Modernized reporting practices and information 
processing methods. 

c.~elopment of meanin~summary reporting 
capabilities which supp~rt activities such as work 
load analysis, crime ,~alysis, and management 
reporting. 
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Police Facility 

d. Development of all minimally necessary files and 
records. 

e. Report form consolidation. 

1. A study should be conducted to determine the police de­
partment's immediate and long-term facility and space 
needs. 

2. Records and communications activities should be consoli­
dated into a common but co.ntrolled work area,. 

3. Methods should be developed to rectify the pnsoner 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 Lerave 

1. Methods to curb or c;:ontrol the current use of sick leave 
need to De developed. 
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APPENDIX A 

METHODOLOGY FOR DESIGNING PATROL BEATS, 
SELECTING SHIFT HOURS, AND _ 

DEFINING FIELD PATROL MANPOWER NEEDS 

y, 

42 



I~ 

I 
I 
i 
J 
I 
I 
I 
t 
I' 

I 
I 
I 
I 

I 

- ,"'~~----'-~-;--'~' -,"'---; ----,~--:: -- *0 II 

f) 

Methodology for Designing Patrol Beats, Selecting shift Hours, and 

Defining Field Patrol l-fanpower Needs. 
':. 

~eat Design and Selection of Shift Hours 
l .. \ 

1. 

2. 

3. 

A map of the jurisdiction must be obtained..:The ma-p--­
should be large enough to clea..rly show all streets, === 
all natural barriers (such as Vtivers) , all man-made 
barriers (such as limited access bridges or expressways). 

Divide the map ·of the jurisdiction into taba1a-ti-ollo-o~~-­
districts. Numbpr. each tab district separately. Tab 
districts must be rLasonablysmall and wiU/ vary in­
size. (Tab districts approximating the size of 
census tracts are often used.) :Generally, the more 
concentrated the crime in a given geographic area 
the smaller the tab district should be. Each tab 
district mUst be completely contained ~ithina 
presently existing beat. 

Dete~ne which departmen~record best'reflects past 
police activity. Normally, either radio logs,-turn­
over sheets, officers' activity sheets, or communi­
cations center recording cards serve adequately. 

4. The sourc~ documents reflecting police activity for 
eve~ fourth day for the entire past year wi~l provide 
the sample data to- bettsed.(I£ source dceuments~-­
from the last full previous year are not available, 
use those of six consecuttve months of the past year 
and six months of the current year, or Qtherwise -
combine monthly da~a to form one year's records.) 

s. From the sourc~\ document (for each fourth day) 
complete one l-lo\I'kload Distribu.tion Tally Card (HD1'(:). 
for each entry recorded on the source document. Some 
entn~S'" on the ~ource qocument such as messages , ,notes, 
are not to be recorded. The entries l-1hich are)! to be 
recorded can invariably be classifi.cdunder one' of the 
''Types of Incidents" shown on the Incident Classifi::. 
cation Table. As source document entries 'are r~corded 
on UDTC's, write a'number (co1;l.secutive numIkrs)~ext 
to the entry on the source document.· Tgis.operation 
will facilitate a~control step performed later 
(Step 7).. . 
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6. Si.x specific items of information are requil:'eJi"Qu 
each incident or activity: (1) the class of 
f.nciiient; (l) t.,eight of incid.ent·- (see ,Incident 
~C1assinc-ation Table); (3) the date on which the --'e 

incident! occurred; (4) day of week; (5) the~ houte.; 
during which the incident .occurred,Dr;-for delayed 
calls, was reported; (6) the>.tabdisttict in which 
incident occurred. 

7. 

. Severa1..xuie$ should be follototed when deciding to 
._J~f..tcll tab district an incident should be assigned: 

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. 

be 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. 

.c. If a beat officer is called to the station to 
effect anarrest, serve a warrant, or perform any 
~rime-related service not sho~~ on the Incident 
Classification Table, it should not be recorded. 
Credit for th~ time expended will be a3signed 
during i subsequent 5 tep in the beat survey. 

d. A traffic accident which occurs in m~e than one 
. tab district (an intersection) will be assigned 
to the tab district in which auto comes to rest • 
If no clear detennination eanbe made, arbitrarily 
s~leetthe tab district • 

Count the number of WDTC 's; match this nunlber against 
the last numbe~recorded on the source documents. If 
the numbers do not. coincide and the disparity is less' 
than three percent, proceed to the ne.xt step. If the 
disparity is greater than three percent, correct the 
errors and/or omissions. 

Sort WDTC's by incident category, using classifications 
which appear in the incident Classification Table" c' 

Total the number of incidents in each categ(l~f and 
record results on 'rally Sheet 1\.. Tally sileet A serves 
a number of useful purposes, including the provision 
of information which indicates what proportion of 
police incidents' are:' concerned with crime and wha.t 

,·prOportion with none rimes or services. 
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9. Sort ca~ds by tab district. 

10. a. Record on Tally sheet B (as many as are needed) 
for each tab di¢i:ict, the total number of inci~ents '~ 
in each incident category (e.g., total all inc;idem;;--~ ~:'i 
types I t ~~flft I ,:;ri1il~s; all incident type iIa IS, "= =\~";J 
arX'~st;"'f(fr all~hher-co:f;;fenses) and the combined . iq! ''', 

,:__- _~_weigHts of all incidents in each incident category j' '.j 
(e.g., three incident type Irs ,equal a combined '~',; 
weight of 12). .1""-:", ~ 

- ~ _~'.i 1 
b. Total both columns (number of incidents, weighted -. :.c~~' 

incidents) for each tab dis trice.' , t~ 1 l ~i 

Complete Tally Sheet C (as many as are needed) for each ''\,,, 0 1 
tab district, recording the to tals and ~Y'eights of '''''''''"",-. J~ 
incidents occurring during each hour of the day. , ~"''':<4 

Sort HIY.rC I s by day of ,-teek and record .on Tallx. Sheet D ~ 

the combined 'Y'eight of all incidents for each day of ~.,,~ ,-~ -~< l' 
week. ThiS Tally Sheet may be use~"df:;\termine on, ~ 
which days of the tY'eek needs for poH.ce services are 'e, 
heaviest or'lightest and to establish days off sched-

11. 

12. 

ules with reference to da:llYneeds. 

13. Determine shift hours. 

a. Total the number of hourly incidents (not weighted) 
from Tally Sheet C which eorrespond to"tiie "Shift 
Combination" hours a~l~earir.g on Tally Sheet E.' For 
example', to cQrnplete Shift Combination A (7, ~~, 11), 
total the number of incidents recorded on Tally' 
Sheet C for hOll'rs 7/8 t~o 2/3 inclusive; totaLthe 

b. 

c. 

number recO'rded f~r 3/4 to,lO/ll iIl,clusivej the ,­
number recorded fo~ 11/12 to "6/'1 inclusiv~. Record 
these numbers of incidents oa the corresponding 
$hift combination lines on Tally Sheet E. 

Repeat the previous operation until the numbers 
incidents corresponding to each of these shifts in 
each of the eight shift cQnlb,inations have been 
Tecorded. I) 

\:\ 

Determine tho ,e, Shift lvorkload,"verage ll by dividing 
three (for t;hrce shifts) into\theOIlPinal Totalll 

(numbel" of, incidents only}.whith appears ohTally 
Sheet c. ~ " ',' , -. ~ 
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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) bet'o1een "Number of, 
Incidents" and the "Shift lvork Load Average." For 
example, if the number of incidents recorded for the 
7 to 3 shift under Combination A is 100 and "Shift 

A-4 

Work Load Average" is 125, the deviation will be 25. 
Repeat the opehation for all shifts and all combinations. 

e. For each o~ the eight combinations, total the three 
deviations and place that total in the total column. 

f. The low.est 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 ho~rs 
other than those characterized by least deviation. This 
is a local policy decision. 

1.4. 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 hotv present work load 
is distributed among shiftse 

15. 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. 

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

c. Multiply this total by .75 hours (a usable average 
of time required to ~omplete police assigl~entso 

d. Multiply this total by three (a figure representing 
time required to canple"te assignments~ provide pre­
"ventive patrol~ and time used for administrative 
purposes). 

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

1 
I 

e' 
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f. 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 
disper3ed rather than concentrated crime 
occurrence. The additional beat tvill reduce 
geographical area of all beats and thus reduce 
response time. 

Repeat l5a through l5g fo:/: shift 2. 

Repeat l5a through l5g for Shift 3. 
, 

A-5 

Plot tveighted 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. 

20. Divide the t07eighted wOl"k load for each shift by the 
number of beats determined for that shift to obtain 
a.n average tvork load. 

21. Using ·each of the three shift maps, combine tab 
districts to form the number of beats determined 
necessary for that shift. The total tveightedwork 
load for each beat should approximate as closely 
as possible the average work load figure obtained 
in Step 20. Consideration must also be given t~ 
terrain and various types of barriers in construeting 
the beats. 

22. A last analysis of great utility will be a comparison 
of tvork load distribution between netv beats and old 
beats. r,omparative work load' for new beats can be 
obtained by totaling numbers of incidents for each 
tab district that is within each of the net., beats and 
converting the number of incidents to percentage total 
incidents. The lVDTC I s will serve as the source 
document. To obtain a comparable figure for the 
present or old beat system: 

a. Sort l~11rCrs into groups representative of the old 
or present beats. For example, if a present beat, 
Number 50, contains tab di3tricts 1, 2~ 3,4, 5, 6, 
and 7, group lmTC's f.or tab districts 1-7 and total 
th~ number of illcid~nts. Then repeat the operations 
for each beat. 

~---~--------
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b. Using incidents per beat, c::onvert to percentage. 
of total incidents. 

Defining Manpower Requirements 

'6,P 

1. Using Table 1, determine the average actual manwhours 
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 rules. For most categoriesJ-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 t~rough 2i are 
to be in hours. 

(2) Figures entered are to be avera~~. 

b. Add the total of the number of hours placeG on 
1~nes 2a through 2i. 

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

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

3. 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 lY'eek, 
3 shifts per day. (The number obtained during multi­
plication should be rounded to the next higher number.) 

A-6 
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Table 1 

AVERAGE ACTUAL MAN-HOURS PER YEAR 

1. Total annual potential man-hours available for each officer 

2. a. Days off (in hours) 

b. Vacation 

c. Sick'leave 

d. Holidays 

e. Military leave 

f. Training time 

g. 'Suspended 

h. Court time 

i. Miscellaneous loss 

Total deductible man-hours 

3. Average actual man-hours available per officer 

Source 
-----------------------------Completed by_, ____________________ ___ 

Date _______________________________ _ 

'", 

'-~~'--~~', 
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2,920 
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INCIDEtIT CLASSIFICATION TABLE 
ABBREVIATIONS FOR USE WITH TIlE WORK-tOAD DISTRIBUTION 

TALLY CARD 

A --8 

Type of Incident Abbreviation Relative Weightina 

Part I Crimes 

Criminal Homicide 

Foreible Rape 

Robbery 

Aggravated Assault 

Bu~glary 

Larceny (over $50) 

Auto Theft 

All Other Offenses 

ArreDts for Part I Crimes 

Arrests for All Other Offenses 

Traffic Accidents 

Mis~ellaneous police Services 

Escorts 

Errands 

" 

1 

IA 

IIA 

MS 

ES 

ER 

4 

3 

2 

2 

2 

1 

1 

1 
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TALLY SlIEET A 

INCIDENT CATEGORY 

Record the total number of incidents in each category for the 
analysis period. 

I 

II 

IA 

IIA 

MS 

ES 

ER 

Total 

I) 

., rA.' ' 

.. ~-~d~~-

" 

A-9 

(I 1 

4 
. i 
• 

(, 
..• ,.rt'';:_'.'~~.t:....-._}'' . 



"'_"0. _ ... 
Type of 
Incident ::0 • . Wt. No. Wt. No. Wt. .No. Wt. 

I 

II 

IA 

IIA 

T 

MS 

-
TALLY SHEET B 

INCIDENTS BY TAB DISTRICT 

T~b Districts!!.' 

-
No. Wt. No. Wt. No. Wt. No. Wt. No. Wt. No. Wt. . ·No. . we: . 

-. 

" 

J 
.-_~Ji' 

ES .' . 
£R . 

Total 

~/Record in each column heading the number you have selected for a tab district. Use one column for each tab 
district. 

. . 

• i .. 
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- .. 

Tab 7/8 8/9 
District!./ ~u. wt. ~or~t. 

, 

Tt>tal 

INCIDENTS BY HOUR OF DAY 
>iNumber and Combined !1eight) 

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

!lour of Dav 
A.M. • P.M • 
9/10 I 10/U . 11/12:1 1211 1/2 i73 l 3/4 4 5 5}6 6/7 

:-to Wt:. ,I No.f Wt:. :-;<:1.1 wt.l ~n" W t. :-;0. WI:.. ~J~:!'t. Nu. ' NoJ Wt. Wt. No. Wt. _ .. 
~ ... ~,;--- .-. -, 

. 

" , 

- ~ :.- '-{- _. - -I 

Hour of Day . y.I-!.:J : ::: :1.:J1 . 
Tab / .. ;17'~~J_:12U .1If~ ,,27,3 ~1~,~LU~~.6LL 

District!. ~11!£' l..~~t~~.!~.zJ:.~ .. ~.~XE: ~ ~J~ Wt. . :-tol~ e ~., 

""~-
, 

;:':--'-"':' . · .. >;..-'~)w~f~ :':- ~-, ,,,. 
, ' -r~ ~ --.- .. - ~'. ~ 

"<: . ''Z_ -Xi,= ~, ~."" , 

i : 

----

" 

7/8 8/9 9.110 10/11 
No. Wt. So. Wt. ':-;c. Wt. 

.. ... '~r ~c . .!.. t. 

'~~ 

, 

t. 

1 
.j 

:\ 

/ C j:' l ; 
I J , 

!. Uss one line for each tab district--identify the appropriate district by nU'!lber in the column headed "Tab District. 'iI', 

Total t 

ea., many additional sheets as necessar-y. , , ::--l! 
bl ' ..:J 

~
' ;, Record the total number of incidents and the c~mbined total weight for all inc1de':lts recorded on th:t,s sh~~t. ~l 

- Record the total number of incidents and the combined tQtal weight for all incidents recorded on all 'tal1: .. ,S:b 
, ompleted only on final .sheet).. 0 " ',"" . l . - --- c, __ _ 
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TA~LY SHEET D 

INCIDENTS BY DAY OF WEEK 

A - 12 

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

Monday Tuesday Wedn'esday Thursday Friday Saturday Sunday 

-; ) 

1 
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Beginning Hours 
~f Shifts 

{ 

7 :00 a.m. 
A 3:00 p.m. 

11 :00 p.m. 

Beginning Hours 
of Shifts 

{ 9:00 8.m. 
C 5:00 p.m. 

~1:00 a.m. 

Total 

Beginning Hours 
of' Shifts 

-
{ 11:00 a.m. 

£ 7:00 p.m. 
. 3: 00 a mJ. 

Total 

Beginning Hours 
of Shifts 

{ bOO p.m. 
G 9:00 p.m. 

5:00 a.m. 

Total 
'~ 

.. _ 6°0
_" .. 

TALLY SHEET E 

Number of Shift Work-Load Deviation From 
Incidents Average; AveraEe 

Number of 
Incidents 

Number of 
Incidents 

~umber of 
Incidents 

Total 
3 

Average ... 

Shift Work-Load 
Average 

Total 
3 

Average= 

Shift Work-Load 
Average 

Total 
3 

Average= 

Shift l-1ork-Load 
Average 

Total 
3 

Average= 
-

Total 
De'tiation 

Deviation From 
Average 

Total 
Deviation 

Deviation From 
Average 

Total 
Deviation 

Deviation li'rom 
Average, 

\\ 
Total 
Deviation 

Beginning Hours 
of Shifts 

{ 8:00 3.m. 
B 4:00 p.m. 

12:00 p.m. 

Total 

Beginning Hours 
of Shifts, 

{ 10:00 a._n\. 
D 6:00 p.m. 

2:00 a.m. 

Total 

Beginning Hours 
of Sid fts 

{ 12:00 a.m. 
F 8:00 p.m. 

4:00 a.m. 

Total 

Beginning Hours 
of Shifts 

{ 2:00 p.m. 
H 10:00 p.m. 

6:00a.m. 

Total 

-.'- ----_\.~~---'-

Number of 
tncidents 

Number of 
Incidents 

-Number of 
Inl::idents 

, 

Number of 
Incidents 

/ 

--" -
Shift; Work-Load Deviation From 

Average A-"erc;::e 

'-, Total 
3 , 

Total,· . 
Average= Deviation 

ii, 

Shift Work-Load Deviation FroB 
Average Ave!'age_~ 

Total ," ~~ 

3 

Average:: Total 
Deviation 

Shift Work-Load Deviation From 
Average Average 

Total , 
3 

Average= TQital ' •.. 1-
D/eviation ~ .. :r i 

Shift Work-Load Deviation,From 
A,verage Average ,I 

Total 
3 , 

Averagea Total 
Deviation 

> 

, ' 
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RECOMMENDED WRITTEN DIRECTIVES FORMAT 
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Dilte: of Issue Effective Date General Order Number 

Subject 

Reference Rescinds 

I. PURPOSE 

The purpose of this directive is to establish a standard dlefinition_and format 
for the written directives and memoranda of the Hillside Police Department 
and to provide for their proper preparation, issuance, and distribution. 

ll. DEFINITION 

A. 

B. 

General Directives 

General Directives will be issued for the pnrpose of announcing 
the adoption or revision of policy or procedure applicable generally 
throughout the Depart.ment. 

Special Directives 

Special Directives will be issued to: 

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

2. 

3. 

4. 

5. 

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

Announce policy and proceiiUre which have applicability 
only to a specific division, unit, or activity of the De­
part~ent. 

Provide for the distribution of sigIrlfil:ant articles, com­
munications from other agencies, anc other information 
of value to aU personnel or specific l:ureaus. 

Amend or cancel previous General and Special Directives. 

B-1 
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Personnel Memoranda 

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

1. The appointment of new personnel • 

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

3. The promotion or demotion of officers from one rank 
to another. 

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

5. The resignation or retirement of personnel. 

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

llI. GENERAL FORMAT 

A. Indexing aD:,d Coding 

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

2. 

3. 

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-I, A-2, etc. --- Administration 

b. G-l, G-2, etc. --- General Policy and Procedure 

c. P-l, P-2, etco --- Personnel Policy and Procedure 

d. R-I, 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 directives and memoranda will bear the date of issuance and 
the effective date. 

Purpose 

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 mem oranda will bear the identifying data 
necessary to COImect them. 

References 

Whenever applicable, all directives and memoranda will carry 
notations directing attention to other directives, memoranda, 
or documents which are related. 

IV. PREPARATION AND ISSUANCE 

A. General and Special Directives 

B. 

1. Final nJ:"att copies of all directives will be prepared by 
the Planning Unit and reviewed prior to issuance. 

.. 
2. They will only be issued under the authorization of the 

Chief of Police. 

Personnel~Jemoranda 

1. 

2. 

'The preparation of Personnel Memoranda shall be the 
responsibility of the Office of the Chief of Police. 

They will be issued only with the authorization of the­
Chief of Police. 

v. DISTRIBUTION 

A. Distribution will be noted on each directive and memorandum as 
follows: 

. 
-~--- - -~~---------"--. - .. 
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1. "A" --- includes all personnel (swom and civilian). 

2. "B" - .. t- includes major commands (all bureaus .and divisions). 

3. "c" --- includes "B" and specific units 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 aff'.:lcted by their con­
tent, as indicated by the above distrilY.ation code. 

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

VI. DEPARTMENT DIRECTIVE MANUAL 

A. The D:epartment 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 ---, Gene:r·al 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. 

D. 

Q)pies of all General Directives and those Special Directives and 
Personnel Memoranda which are sent to the various commands and 
aX'le currently in effect will be maintained in a master file at each 
command headquarters. 

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 t'O them. 

BY ORDER OF:' 

Chief of Police 

1 



~~:~---~-.~---.~~-.~~~~~~~~~~~~~~~~~~~~~~~-~ 

11 
I 
I 
I 
• I 
J 
I 
I 
I 
I 
I , 
I • 
I 

I 

I 

-j 

APPENDIX C 

SUGGESTED USE OF AND INCIDENT CONTROL RECORD (ICR) 
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A totally revised system of handling and recording original complaint il1forma­
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 accountLtlg 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 B. 

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 serve 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 processbig is shown on the next page. The face of the ICR can be easily 
mooified 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 
report 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 su~mary 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 a.ttach the ICR card to the appropriate offense or arrest report, 
or handle~it separately if no report accompanies it._ Jf no report acc<?mpanies 

C-l 
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FIGURE C - 1 

Incident Control Record 

ADDRESS PHONE 0 

No •. ' ",'" 3 
'-" .. v.), 

CLASSI FICATION DISPATCHER CODER 

l', ARRIVED 4. ENDED . 

o=r"I~eQ :::;C~R :".\~~,!T r31i';:' I~'\V .Il~e: ":"H.'E 0 
hUM3ER IOu·.·eE;; [-7:-

5 5 3 I 
1 +.!: .. -.iT f/'" " .. ~",. j' 1 -"- ! 2. AS\l\'~ 4. "eO'/E 

1 

ARRESTS - 11 t';EW 12 UPDATE CASES - 21 NEW 22 UPDATE 
TRAFFIC CITES _ 41 

31 "lEW 32 UPCATE' 
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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 
system. 

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 complainant, the officer's name and/or unit number is recorded. 
The preparation of the ICR in such cases serves two purposes: (!) 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 ~ report, con­
duct additional follow-:llP 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. 

Th~ ICR system, while a r,adical departure from that presently in use in 
Hillside, is a relatively simple one to administer once the necessary forms have 
been prepared and members of th@ 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 Wl1ich a more sophis­
ticated system of automated data processing can subsequently be built. 

---~------.---------- ----
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