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Improving patrol productivity depends upon the efficient

utilization and management of patrol officers' time. A tho-
rough workload analysis, a precise, up~to-date characterization
of a jurisdiction's crime problems, and the close coordination
of routine and specialized patrol operations are viewed as the
essential underpinnings of an effective patrol operation.

Routine Patrol, Volume I of this report, focuses upon
the general patrol division, recommending specific steps which
departments of all sizes can take to improve the efficiency
and effectiveness of its operations. Included are detailed
discussions of patrol workload analysis as the basis for
developing efficient and effective deployment schemes; the
management of call for service workload and the prioritiza-
tion of calls for service; the use of crime analysis in sup~
port of routine patrol operations; and the conduct of pre-
planned and directed prevention, deterrence, and apprehension
activities. The volume concludes with the presentation of
selected case studies of departments which have implemented
many of the approaches outlined, and with a discussion of
the major issues faced in planning, implementing, and eval-
uating changes in the patrol function. ’

Specialized Patrol, Volume II of this report, focuses
upon the appropriate use and effective operation of specialized
patrol units. It emphasizes that specialized patrol should be
considered when the best efforts of routine patrol officers
to cope with particular crime problems are being frustrated
by call for service response demands and by the inability of
uniformed officers to employ the appropriate crime related
tactlecs. The volume includes a thorough discussion of and
presents specific recommendations regarding the planning,
implementation, deployment, tactics, and evaluation of spe-
cialized patrol operations.

Because of the essential interrelationship between
routine and specilalized patrol, because they represent different
approaches to the attainment of similar goals, the two volumes
should appropriately be used in conjunction with one another.
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PREFACE

This is the second volume in a two~volume publi cation
an routine and specialized patrol operations. Its goal is to
assist departments in improving the productivity o¢f their patro
operations, the single mogt costly aspect or pol Cln ‘
Routine and specialized patrol share the‘pr*n31pal~

goals of crimimal apprehension and crime deterrenge. Routine

. patrol operations seek to realize these goals by implement1ng
deterrence and apprehensicn tactics while providihg mobile res-
ponses tg citizen calls for service. Specialized: patrol units,
whether they are established on an ad hoe basis of on. a permanent
basis, are relieved of c¢ali for service responslbilltles in order
to concentrate on apprehensiofi and deterrence. Routine patrol
units are able to use only those short-~term tactics which can be
employed in periods of time in between calls for service res-
ponses, while specialized units are able to employ additiomal -
tactics which require longer and more continuous time commit- .~
ments. Whether routine or specialized patrol represents the most
appropriate response to a particular crime problem depends, upon
the nature of the problem and the tactics which are determlned
to be most effective in dezling with it. It is essentidl that

patrol administrators understand that specialized patrol opera—

tions are conducted w1thiﬂ the context of the genep@l patrol
~ division and that the two aspects of patrol must cboperat@ with
~one another and coordinate thelr actlvitles.

K3 Rouflne and spec1alized patro] share the common
goals of apprehension an§ deterrence, L

e They have a common concevn for generatlng'a
high degree of communlty satlstactlon W1th

police sarv1ces, and

e The tactics employed by each tvpé/of patrol can
either reinforce ox 1nterfere with the tactics
of the other. o

In addition, both routine and gpecialized patrol'operationé must
seek to coordlnate their ac ivities with those of the detective
division. : o

Volume I of thls report, Routine Patro?, focuees upon,
the major issues of patrol productivity and recommends a number
of concrete steps patrol administrators cam take to improve both

-
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the efficiency and effectiveness of uniformed patrol operations. It
includes discussions of how to analyze the patrol workload, develop
efficient deployment schemes, and minage the service call workload so

' that officers will have time to implement pre~planned prevention, de~—

terrence, and apprehension oriented activities. It describes how crime
analysis can be used to focus routine patrol operations and suggests

a number of anti-crime tactics that can be used by patrol officers

when they are not responding to calls for service. Finally, the

volume ocutlines the major issues patiol administrators will face

in planning, implementing, and evaluating changes in the patrol
function.

Volume II, Specialized Patrol, presents a discussion of
the appropriate use and effective operation of specialized patrol.
1t points out that specialized patrol should be considered when the
best efforts of routine patrol officers to cope with particular
crime problems are being frustrated due to frequent interruptions
by call for service demands and the inability of uniformed officers
to employ certain types of tactics. The volume provides recommen-
dations regarding the planning, implementation, deployment, tactics,
and evaluation of specialized patrol operatiomns.

Because of the close interrelationships between routine
and specialized patronl, and because they represent different, yet
complimentary, approaches to achieving similar goals, the two
volumes of this report should appropriately be used in conjunc-
tion with one another. Patrol administrators should review the two
volumes and reflect carefully upon the ways in which the recommenda-
tions and suggestions presented in them might help to improve their
patrol operations.

The approaches presented in both wvolumes in this report,
are applicable to departments of various sizes. Departments with
more than 20-30 sworn officers should be able to implement most of
the recommendations. Smaller departments will also find many use-
ful insights which will help them in improving their patrol opera-
tions. The implementation of the approaches and programs discussed
in these two volumes requires a firm commitment by the administra-
tors of a department. However, in general, it demands little, if
any, commitment of additional funds. In many cases, departments
will find that the implementation of the deployment and workload
management recommendations contained in Volume I will provide the
time needed to undertake a vigorous proactive crime prevention,
deterrence, and apprehension program. By operating more effi-
cilently, many departments have found it possible to mount an ag-
gressive anti-crime program using both regular uniformed officers
and specialigzed units without increasing the number of patrol per-

~sonnel or the patrol budget.

xidd




This two-volume document presents a comprehensive set of
recommendations for improving some of the most critical aspects of
the patrol process. These recommendations are based on a state of
the art review of patrol operations in many police departments
throughout the country and a through assessment of recent re-
search and commentary on patrol. Readers who wish to pursue the
analytical and empirical underpinnings of many of these recommen-
dations should refer to the following reports prepared under the
auspices of the Phase I National Evaluation Program, National
Institute of Law Enforcement and Criminal Justice, Law Enforce-
nent Assistance Administration:

e Traditional Preventive Patrol;

¢ Neighborhood Team Policing;

e Specilalized Patrol;

e Crime Analysis in Support of Patrol

These reports are available in microfiche or on loan in
hard copy from the National Criminal Justice Reference Service,
P.0. Box 24306, Washington, D.C. 20024.
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CHAPTER 1

INTRODUCTION: THE PATROL SYSTEM

The importance of patrol to a community cannot be over-
estimated. Whether it be gauged in terms of the number of police
patrol personnel, the portion of the budget allocated to patrol
operations, or the fact that the uniformed officer is frequently
the most visible component of the law enforcement network, patrol
is the mainstay of police work. Depending upon the level of
specialization, between 60 and 70% of the sworn personnel are
usually assigned to patrol operations.l While other divisions
have frequently been accorded more prestige and status, patrol
officers have usually acted as the initial and primary contact
between the public and the criminal justice community. The manner
in which patrol officers carry out their responsibilities affects
not only the quality of justice, but also citizens' perceptions
of law enforcement and the criminal justice system,

During the 1960's and early '70's, law enforcement
agencies were able to greatly expand their level of service
delivery by increasing manpower and purchasing new and frequently
expensive equipment. Much of the expansion can be traced to the
eagerness of municipal and county officials to attack the mounting
crime problem and to the creation of the Law Enforcement Assistance
Administration, which has provided substantial financial resources
to improve police coperations. In recent years, however, many police
agencies have experienced a reluctance on the part of local officials
to continually increase the police budget. Whereas expansion had
been a characteristic of police funding in the past, many departments
now receive only marginal budget increases, while others have cut back
service and personnel.

The continually rising need for law enforcement services,
coupled with the hesitancy of municipal and county officials to increase
law enforcement budgets, has heightened police agencies' concern with
increasing the effective utilization of available resources. Patrol
has frequently been singled out as a focus for efforts to improve
police productivity because it accounts for a major portion of
a department's expenditures and activities. Between 60 and 707 of
the sworn personnel are typically assigned to patrol, and the patrol
budget amounts roughly to an equal share of the total departmental
budget.

1 This range 1s based upon our review of patrol operations in a
number of departments. This range is gimilar to that reported in
G. Douglas Gourley, Patrol Administration, 2nd Edition (Springfield,
Illinois: Charles C. Thomas, 1974), p. viidi.




As the emphasis in many departments has shirted from
acquiring more manpower and equipment syestems to making better use
of existing resources, patrol administrators have tried various
approaches to increasing productivity. Departments in jurisdictions
as diverse as Los Angeles, California, and Charlotte, North Carolina,
have experimented with team policing as an organizational method to
improve patrol effectiveness. San Diego, California, has placed
additional decision-making responsibilities upon beat officers,
while Rochester, New York, has increased the investigative duties
of its patrol officers. Worcester, Massachusetts, and Miami, Florida,
have analyzed their call for service workload and have determined
that expensive and highly-trained sworn officers can be replaced by
non-sworn persounnel to respond to a large number of non~crime related
calls for service. Each of these approaches to improve patrol pro-
ductivity has challenged a number of long-held working assumptions
about patrol operations. They also indicate a willingness among
police administrators to experiment with novel and risky programs
in an effort to increase police productivity. 4 major purpose of
thie report is to indicate ways in which patrol operations can be
reoriented and restructured to inerease productivity and meet the
challenge of limited police resources.

A. A Traditional Model of Patrol

Patrol operations have traditionally been designed to
provide a multitude of both crime and non-crime related services.
The goals of patrol reflect this multiplicity of purpose. They
include crime prevention and deterrence, the apprehension of
criminals, the provision of non~crime related services, the
provision of a sense of community security and satisfaction with
the police, and the recovery of stolen property.

With few exceptions, patrol is performed by uniformed officers
and sergeants assigned to marked patrol vehicles. In some larger de-
partments, uniformed officers are assigned to scooter and foot patrol
in heavily populated residential and business areas. The primary
emphasis of uniform patrol has been to establish a high sense of police
visibility and presence in the community as a means of deterring and
preventing crime, responding quickly to calls for service in order to
apprehend suspects, and providing timely responses to non-crime service
demands. Occasionally, departments have also recognized the apprehension
utility of plain clothes specialized stake-outs and decoy activities,
and have assigned patrol officers to these tasks,

What does the officer do on patrol? Workload analysis in
a number of departments indicates that patrol activity can be divided



into four basic functional categories:

calls for service;

. preventive patrol;

. officer-initiated activities; and
. administrative tasks.

SN

Exhibit 1 preseunts a daily workload breakdown of the patrol function
in one precinct of a major urban department, which reflects what is
believed to be a rather typical distribution of activities. Although
preventive patrol is the most time—consuming element in the patrol
workload, calls for service are the most important factor for
directing the use of patrol resources.

EXHIBIT 1

PATROL WORKLOAD ANALYSIS

ADMINISTRATIVE DUTIES
23%

PREVENTIVE PATROL
407%

/

CALLS FOR SERVICE

237 SELF-INITIATED

147




1. Calls for Service

g

With the advent of the two-way radio, service calls have
become the single most important element for structuring and directing
patrol operations. Deployment decisions are normally based upon an
analysis of the call for service workload with rather little attention
paid to the officers' use of noncommitted time (the time spent by
officers when not responding to service calls).2 In fact, noncommitted
time has frequently been regarded as a residual having little function
cther than to insure the availability of officers to repond quickly
to service calls.

The extent to which calls for service direct patrol oper-
ations is pervasive. With few exceptions, a radio dispatch takes
precedence over most other patrol activities. For example, if an
officer is engaged in preventive patrol or a self-initiated activity
and is dispatched on a call, these activities may have to be discontinued.
In many departments even the most mundane non-crime service call can
interrupt and effectively end an officer's random patrol or self-
initiated activities —-- activities which may have been designed to
prevent and deter crime.

oh

Calls for both crime and non~crime related services typically
constitute from 25 to 40% of all patrol time. In the example precinct
cited in Exhibit 1, patrol officers devoted about 237 of their time to
service calls.3 This would indicate that the effective use of non-
committed time -- of the approuximately 30-40% of the time devoted to
patrol -~ may result in substantial positive impacts upon the attain-
ment of a department's goals.

A basic assumption of this document is that the
attention focused upon rapid response to all servicz calls and the
closely related performance measure of response time have retarded the
development of productive patrol strategies which can be employed when
officers are not responding to calls for service.

20, W. Wilson and R. McLaren, Police Administration, 3rd Edition
(New York: McGraw-Hill Book Company, 1972), Appendix K.

3 officers in the Kansas City Preventive Patrol Experiment devoted
approximately 407 of their time responding to calls for service. George
L. Kelling, et al., The Kansas City Preventive Patrol Experiment: A
Summary Report (Washington, D.C.: Police Foundation, 1974), p. 40.

And in Worcester, Massachusetts, it was shown that approximately 1/3 of
all calls for service could be effectively handled by non-sworn personnel.
See Chapter 3 of this report. v




A primary goal of this report will be to describe how response to qegvice
calls can be managed more effectively in order to permit better utiliza-
tion of non-conmitted patrol time. :

2. Preventive Patrol: Noncommitted Time

A principal assumption underlying preventive patrol has been
that the deployment of highly visible and mobile patrol units could
prevent and deter criminal activity. Thus, when officers are not re-
sponding to calls for service, they are engaged in preventive patrol:
quasi-random movement through their beats. Although the activity
might account for 30 to 40% of an officer's time, it is frequently
fragmented into small segments of time separated by service calls and
the performance of administrative duties.

In the typical department, officers are given total discretion
with regard to how they use preventive patrol time. Sergeants will some-
times identify priorities for officers during roll call; and, occasionally,
a department will supply patrol officers with crime trend analysis which
can be used to plan self-initiated activities. In most instances,
however, officers are free to use this time as they want and receive
little direction from their immediate supervisors or other patrol managers.
This report will indicate how patrol managers can more effectively
structure and use preventive patrol time in order to accomplish
specific patrol objectives. In our sample precinct, approximately
407% of an officer's time was noncommitted and devoted to preventive
patrol. '

3. Adwministrative Tasks:

Administrative duties generally account for approximately
1/4 of the patrol workload. These activities typically include preparing
the patrol vehicle, transporting prisoners and papers, writing reports,
running departmental errands, and appearing in court. It also includes
personal business. Experience in a number of departments suggests
that by carefully monitoring these activities, 1t is possible to limit
the amount of time they take away from patrol.

Some departments have developed procedures which have substan-
tially cut the time officers spend preparing their vehicles for patrol;
some have placed restrictions upon the use of sworn offlcers to run
errands and prepare reports; and some have adopted new procedures
which drastically reduce the amount of time required to prepare reports.
This report will suggest methods that can be used to cowilwol and
1imit the amount of time administrative tasks detract from patrol
operations, thereby increasing the amount of time available for
other activities.




4., Officer-Initiated Activities:

Officer-initiated activities usually occur as a result of
observations that an officer makes while engaged in prezventive
patrcl. In some cases, this activity is a direct result of an
officer's observing an illegal activity which can lead to an arrest.
In a majority of instances, officer—initiated activities may be
focused on community relations or crime prevention activities like:
citizen contacts and car and building checks. If, for example, an
officer observes a suspicious action or an order maintenance problem,
his/her presence or field interrogation may be suff*c1ent to prevent
or deter a criminal act. .

Although officers have always been encouraged to initiate
community services as well as anti-crime measures while patrolling,
these activities have plaved a secondary role in the total patrol
officer workload. Because of the need to be available for radio
dispatches, officers have been hesitant to undertake crime prevention
and deterrence activities that might take them away from their radio
car and interfere with their ability to respond rapidly to service
calls.

Until the advent of the hand-held radio, technology dictated
that the officer's activity be closely confined to the patrol vehicle.
The hand-held radio has- freed the officer from this constraint,
allowing patrol persopnel to rely less upon mobile patrol and to
initiate more activity out of and away from the patrol vehicle. TYet
few departments have developed new tactics and policy guidelines which
encourage better ‘utilization of the.fiexibility permitted by portable
radio units. e¢lf-initiated aoeivity accounts for only a small portion
of the patrol workload. In the example cited, approximately 147 of
the officers’ time was devoted to self—initlated activities.

A major purpose of this report will be to present a dis-
cussion of directed patrol activities which can be engaged in by
officers when they are not responding to service calls. A basic
assumption of this report is that the directed and structured use
of otherwise "noncommitted" time will enable departments to realize
a greater level of goal attainment then hitherto experienced By
restructuring patrol time and through changing a department s orien~
tation toward preventive patrol, response to sexvice calls, and admini-
strative tasks, a department will create the opportunity for officers
to engage in meaningful directed patrol activities.

.:\:\




B. New Directions In Patrol:

Patrol has usually been performed on a rather haphazard
basis. The patrol officer is seldom provided with systematic
information about the problems on his beat and, because of this
information void, has usually patrolled in a random, sometimes
haphazard manner. Likewise, supervisors have not usually had the
information needed to develop specific patrol strategies fcr the
beats under their control. The development of crime and problem
analysis techniques and the availability of this information to
patrol superviscrs is gradually leading to the displacement of
random patrol with pre-planned patrol activities. The identification -
of law enforcement problems and the development of specific activi-
ties that the patrol officers can use to solve these problems
appear to be z most promising trend in patrol operationms.

The implementation of a directed patrol program (patrol
where officers undertake pre-planned activities in order to reach
specific objectives rather than merely reacting to problems after
their occurrence) requires a department to rethink its polic¢y of
permitting calls for service to '"rum the street”, and it demands
that patrol supervisors assume a major role in analyzing beat problems
and planning patrol activities. To be effective directed patrol must
be closely linked to crime analysis and must have equal priority
with calls for service as a patrol function. A major goal of this
report will be to include a description of directed patrol acti-
vities, suggesting them as alternatives to the random patrol
orientation of most departments. It is our belief that directed
patral can increase police effectiveness and raise departmental
productivity by making bepter use of hitherto uncommitted patrol time.

Several experiments with patrol operations and” studies of
patrol have raised questions about traditional patrol practices.
These studies, coupled- -with our observations of patrol in over 26
police and sheriff agencies, have played an “important role in aesveloping
the ideas presented in this prescriptive package. The development
of more effective patrol strategies presented here is based upon an
examination of:

1. . the relationship between calls for service
and other patrol functions; and

2. the way non-committed or preventive patrol
time is utilized.

C: Rethinking Calls for Service:

It has been pointed out that the current driving and organizing
force behind patrol operations in most departments has been the felt need
to respond to all citizen calls for service.  Since the advent of the
patrol car and the widespread use of the radio to direct patrol activity,




police have increasingly relied upon response time as the prinegipal
measure of patrol effectiveness. Most patrol managers believe that .
apprehensions increase significantly as the response time is reduced.
A major consequence of this line of thinking has been for departments
to automatically dispatch a patrol unit to any crime related call as
quickly as possible and to stipulate that all calls for service must
be responded to within a certain amnd usually relatively short period of
time. Few attempts have been made vo prioritize calls according to ‘
the seriousness of the threat of the criminal activity or personal
service need. In fact, some departments have elevated all calls for
service to the level of emergency status. In general, the effect
of these service goals ‘has led to the policy that
Al
1. a patrol unit must be dispatched to the scene
-of all service calls:
2. calls camnot be delayed and must be answered
as quickly as possible:
3. service calls take priority over all other
patrol activities; and
4. preventive patrol, officer-initiated activities,
and directed patrol must be organized around
calls for service activity.

Studies of response time in Kansas City and Syracuse suggest
that response time needs to be examined carefully. The Kansas City
Response Time Study, although limited to Part 1. cnlnes, suggests that
rapid response time is critical to only a 11m;ced number of calls for
service, such as crimes in progress and medical emergencies. This
careful study addresses a hitherto unexplored facet of providing _
emergency services. The rapid respcnse of police to a citizen request
for service has rested upon the assumption that there is no lapse
of time between the occurrence of an incident and a citizen's
request for assistance. In fact, however, the study reports
that the victim frequently will notify others —--a friend,.a
neighbor -~ before calling the police.# The result of this citizen
znaatzon, or slow response, is that the time betwegen an 0ven+’c;~_ ,
‘cecurrance and the notification of the poiice often exceeds the poZtce‘” :
response time by a factor of f?om ‘2 in the case of commercial robberies
to q factor of approximately 5 in ithe case of residential and street
robberies.

4 A more extensive study of response time is currently being
completed in Kansas City, Missouri. Preliminary findings of the
study will be forthcoming. More detailed information concernimg
this study is available.from Chief Marvin Van Kirk of the Kansas
City, Missouri, Police Department; and Bill Saulsbury of the
National Institute of Law Enforcement and Criminal Justice, Law
Enforcement Assistance Administration.




Exhibit 2 presents the typical citizen and police response time

patterns for robberies that were reported by the Kansas City study.>
Elliot, in a less rigorous study of citizen crime reporting in Syracuse,
New York, reached similar conclusions. He found that in 70% of the
crime~related service calls, citizens waited ten or more minutes

before notifying the police.6

EXHIBIT 2

PROPORTIONAL TIME FROM INCIDENT OCCURRENCE
TO _ARRIVAL OF POLICE (ROBBERY)’

a = reporting interval
b = communications interval
¢ = response interval

The findings of the Kansas City Response Time Analysis
study and of Elliot in Syracuse indicate that the rapid response
by police to reported crimes may be effective in apprehending
a felon in only a small number of cases. This analysis suggests
several strategies that a department might consider to adapt
call response policies to the reality of citizen-police notifi-~
cation patterns. First, departments must take more responsibility
for educating citizens about the importance of notifying the
police as soon as a crime is deotected. Past efforts to reduce -
response time have successfully focused upon improving communi-
cations and dispatch systems and insuring the availability of
response units. It appears that new efforts must be directed
toward motivating the citizen to rapidly notify the police.

5 Deborah K. Bertram and Alexander Vargo, "Tesponse Time
Analysis Study: Preliminary Findings in Kansas City.'" The Police
Chief, May, 1976, pp. 74-77.

6 James F. Elliot, Interception Patrol (Springfield, Illinois:
Charles C. Thomas, 1973). .

7 Deborah K. Bertram and Alexander Vargo, '"Response Time
Analysis Study: Preliminary Findings on Robbery in Kansas City,"
The Police Chief, May, 1976, p. 76.




Secondly, the dispatcher should screen all calls and prioritize
them according to when they have occurred. In-progress crimes, crimes
where evidence might be destroyed, and medical emergencies would certainly
be accorded a high priority. Cold crimes and those in which the threat
of harm or loss of property has passed would be assigned a lesser
priority.

A second study of response time in Kansas by Pate examined
the relationship between response time and citizen satisfaction with
police services. The report concluded that it is possible for the
police to control and delay service call responses and still maintain
a high level of citizen satisfaction.8 The critical factor in citizen
satisfaction is not that a unit be dispatched immediately, but rather
that an officer arrives at a time designated by the dispatcher. It
seems possible, according to this study of response time, to control
citizen expectations by having the dispatcher indicate when a unit
will arrive at the scene of the incident. Citizens were found to be
equally satisfied with response time whether a unit arrived in five
minutes or in 45 minutes, when notified of the approximate arrival
time. If response time is longer than expected, however, citizen
satisfaction is reduced. Thie finding suggests that dispatchers
ean control the response time expectations of citizens, thereby
permitiing deparitments to prioritize calls and "set appointments"
with eitizens for handling low priority calls.

The implications of the several response time studies for
patrol operations are extensive and have played an important role in
shaping this document. Basically, they suggest that patrol operations
do not have to be entirely structured around the ability to respond
rapidly to all citizen requests for service. In addition, they in-
dicate that patrol managers and officers have the flexibility to
schedule and implement problem-oriented tactics that need not be
continually interrupted by dispatch assignments. This fact provides
the basis for restoring a balance between the need to provide "timely
and appropriate" responses to calls for service and the need to
control police activities and direct them on the basis of crime analysis
in order to deter crime and apprehend offenders.

D. Rethinking Preventive Patrol

The attention paid by police managers to calls for service
and response time has not been matched by an equal commitment to under-
standing and improving officer activities when they are performing

8 Tony Pate, Amy Ferrara, Robert A. Bowers, and Jon Lawrence, ‘
Police Response Time: Its Determinants and Effects (Washington, D.C.:
Police Foundation, 1976).

9 Ibid, p. 49.
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preventive patrol (approximately 407 of their time) rather than handling
dispatched calls. Although police publications and patrocl handbooks

have extolled the virtue of visible patrol in preventing crime and deterring
and apprehending criminals, scant attention has been paid to the specific
tactics an officer might use while patrolling.

The attention given to preventive patrol has ranged from referring
to it as a residual activity -- something that is done when not handling
sexrvice calls -~ to encouraging officers to engage in activities like
community contact, field interrogations, suspect oriented patrol, etc.
Although more departments are adopting an aggressive crime fighting
role, our review of patrol operations has identified several signi-
ficant and rather pervasive shortcomings in the way uniform patrol
is carried out.

First, most police administrations have assigned a rather low
priority to preventive patrol. The tendency in many departments to treat
preventive patrol as a residual has meant that it is usually fitted around
other activities. Preventive patrol can be and is frequently interrupted
at any time for minor service calls, administrative duties and persomal
chores. The constant interruption of preventive pdtrol has discouraged
officers and sergeants from planning specific prevention, deterrence,
and apprehension oriented activities that can be done while patrolling.
Until patrol managers are able to analyze the gntire patrol workload
and assign higher priorities to preventive pattol assigaments, the full
benefit of preventive patrol time will not be realized.

A second problem which has hindered the devolopment of effective
preventive patrol programs has been the absence of a tactics manual to
guide preventive patrol operations during noncommitted time. For
example, if an officer has identified a crime, order maiitenance or
community relations problem, there is usually no departmental resource
that (1) describes tactics appropriate to addregs the problem, and (2)
contains step-by-step instructions of what an officer can do while on
patrol to implement each tactic. This shortcoming has seriously impaired
the ability of patrol supervisors and officers to effectively use their
noncommitted preventive patrol time.10

Finally, most departments have not developed systematic patrol
goals and objectives than can be used by patrol managers and first line
supervisors to prioritize the patrol workload and develop an effective
patrol program. In many departments patrol is mobilized primarily by
citizen requests for service and is regarded as a reactive response force.
In general, few departments have defined the patrol mission clearly enough
so that effective anti-crime and order maintenance strategies can be
implemented by patrol officers. What is clearly needed is for police
administrators to outline specific patrel objectives, develop tactics to
accomplish these objectives and use a large portion of noncommitted patrol
time to implement these tactics.

10 The ability to plan preventive patrol operations can also be
hampered by the lack of detailed and up-to~date crime analysis.
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4 The highly controversial Kansas City Preventive Patrol Experiment
can provide a base for understanding the extent and nature of noncommitted
patrol time. Although the Kansas City Preventive Patrol Experiment has
been justly criticized on methodological grounds, it still contains some
valuable descriptions of patrol operations and provides insights into the
feasibility of patrol inmovations. The experiment suggests that it is
possible to make considerable changes in the conduct of preventive patrol
without seriously jeopardizing community security and citizen satisfaction
with police services.ll

The Kansas City experiment involved the manipulation of the
level of random preventive patrol within 15 beats which were divided
into three matched groups: reactive beats, in which officers responded
only to service calls and preventive patrol was eliminated; control beats,
in which preventive patrol was maintained at a normal level; and proactive
beats, in which preventive patrol was increased to two or three times
its normal level. The experimenters reported that the different levels
of preventive patrol appeared to have little effegt on the levels of
police services and citizen feeling of security.l

The Kansas City experiment indicates that a department can
take a flexible approach to patrol and experiment with patrol operations
without damaging community security. Our review of patrol operations
suggests that the major focus of experimentation should take place with
noncommitted patrol. Most departments have ample noncommitted patrol
time that can be used to develop a more effective patrol program. In the
Kansas City experiment approximately 607 of the patrol time was found
to be non~committed while in our review of Eatrol workloads in other
departments 407 was an approximate average. 3 A principal goal of
this document is to describe and illustrate how noncommitted
patrol time can be used more effectively.

In recent vears, a number of departments have experimented with
the way in which noncommitted or preventive patrol time can be used more
productively. There are a number of programs that have sought to supplement
and strengthen preventive patrol by assigning patrol officers specific
tasks to perform during time previously devoted to random patrol.

11 Kelling, op. eit., p. vi.
12 KRelling, op. cit., pp. 3-4.

13 The Kansas City figure seems artifically high because the 60%
contains time devoted to administrative matters and to lunch breaks.
A more realistic estimate of noncommitted time would be 35~45%. We
are aware that officers frequently complain of constantly being busy.
However, this may be due to the unpredictable occurrence of service
calls rather than a heavy workload.
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At the present time there appear to be three general types of programs
designed to more effectively utilize noncommitted patrol time.

1. Community-Oriented Policing

The San Diego Police Department has instituted a program
that gives patrol officers the principal responsipility for analyzing
police~related problems on their beats and developing and implementing
measures to cope with them. The community~oriented policing program
has provided officers with the responsibility and the tools (census
data, crime trend analysis, traffic information) to organize and plan
goal-oriented activities for their noncommitted patrol time. The
department has also developed a new officer evaluation system that
supports these new initiatives. Although the focus of the San Diego
program has been upon improving police~community relations, this system
of decentralized planning and increased officer initiative can le
applied to a wide range of law enforcement problems.

2. Directed Deterrent Patrol

The directed patrol programs currently being operated by
New Haven, Connecticut, and suburban communities that make up the
South Central Comnecticut Criminal Justice Supervisory Area have focused
upon supressing crime through directed police visibility. The directed
deterrent programs were a product of growing crime problems, financial
constraints on police budgets, and a feeling among criminal justice
planners and police managers that routine random preventive patrol was
not very effective in deterring crime. The directed deterrent program
relies almost entirely upon visible preventive patrol. This patrol
activity 1is directed by detailed crime analysis. The program contailns
three important components:

a, identification through rigorous crime analysis
of the placeg and times when crimes are occurring
and are likely to occur in the future;

b. preparation of written directions describing in
detail the way problem areas are to be patrolled;

c. activation of these patrol directions at specific
times determined by crime analysis.

The directed deterrent runs (D-runs) are performed during time
that was formerly devoted to random patrol. In addition, D~runs have
been assigned the same priority as dispatched calls for service. Once
officers are assigned to a D-run, the run can only be cancelled under
extraordinary cilrcumstances. These directed activities have enabled
patrol managers to more effectively use patrol time and, in many instances,
to achieve saturation levels of patrol in problem areas without increasing
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the number of patrol persomnnel or patrol costs. As will be described in
Chapter 5, Kansas City, Missouri and Cleveland Heights, Ohio have structured
directed patrol programs in very different ways and achieved similar results.

3. Directed Apprehension Patrol

Wilmington, Delaware, has developed a split patrol program
to more effectively utilize time that was committed to random preventive
patrol. By abandoning equal shift staffing, scheduling officers according
to service demands, and prioritizing calls, Wilmington has been able to
adequately answer calls for service while enabling approximately 1/3 of
its patrol division to engage in directed patrol activities. The assignment
of officers to the directed or structured unit on a rotating basis ensures
that every patrol officer will have a chance to engage in a wide variety
of activities designed to increase criminal apprehension.

The driving force behind the Wilmington program is the application
of crime analysis to the day-to-day operation of the structured patrol force.
Structured officers work high crime areas, use both visible patrol tactics
designed to apprehend criminals. The close coordination of crime analysis
and operations has resulted in marked increases in the effectiveness of the
patrol divisions without increasing the number of patrol personnel.

Although the programs described above use different methods and
have attacked different police problems, each displays a similar view
of patrol. All grew out of dissatisfaction with random patrol operations
and a feeling that patrol productivity could be improved without increasing
expenditures or personnel. The first step in the process was the identi-
fication of problems the department was experiencing in carrying out its
mission. San Diego focused upon community relations, while New Haven
and Wilmington directed their attention to rising crime. After these
problems had been identified, patrol officers were encouraged or directed
to carry out specific adtivities designed to ameliorate the problems.
In most departments directed activities were given the same priority
as dispatched calls for service,

The result of these directed approaches to patrol has been a
substantial change in the way preventive patrol is carried out. Patrol
is no longer a random activity that £ills the gaps between calls for
service, but has beccme a carefully thought-out process that links police
and community concerns through careful problem analysis to what the
officer does while on patrol. As a result, these departments are realizing
improved patrol effectiveness and efficiency.

The purpose of this manual will be to describe a way of looking
at patrol and planning patrol activities in order for departments to improve
their utilization of patrol resources and effect a greater realization
of community and departmental goals, In sum, the purpose of this manual
is to transfer knowledge regarding the effective utilization of patrol
time to police and sheriff departments throughout the country.
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E. Nature of this Report

The ideas and information presented in this report were
drawn from a wide variety of sources. An extensive review was made
of literature relating to patrol operations, as well as reports describing
and evaluating many innovative programs that have been supported by the Law
Enforcement Assistance Administration and the Police Foundation. Pertinent
materials in the areas of planned change were reviewed in order to develop
guidelines for the effective implementation of change.

Site visits were made to 26 different departments in order to
review innovative patrol programs and to develop an understanding of the
departmental context in which they were implemented. In addition, tele~-
phone interviews with other departments, regional criminal justice planners,
state planning agency personnel and program evaluators were used to
further develop this report. Finally, in preparing this volume and
its companion volume on specialized patrol, the authors relled heavily
on the National Evaluation Reports in the area of patrol dperations.14
Although some of the programs described in this volume have not been
extensively evaluated, the authors carefully reviewed programs with depart-
mental personnel and regional planners to validate thelr effectiveness.
Only program elements that have been carefully validated by the project
staff are presented in this manual.

The purpose of this report is to present some practical,
operational-oriented rccommendations for analyzing, planning, and,
implementing patrol programs that can raise departmental productivity.
This manual reviews what is known about efforts to improve the efficiency
and effectiveness of patrol in a variety of departments and describes the
analytical and planning processes a department must go through in order
to implement the content of this manual. The authors recognize that
change 1s frequently a slow and difficult process and that the extent
and pace at which the ideas in this manual can be implemented will vary
among departments. At the very least, this report will acquaint pa~
trol administrators with the problems involved in increased patrol
productivity, therepby enabling them to focus more directly upon ways
to increase the efficiency and effectiveness of their patrol operations,
The information presented has been divided into the following six chapters.

Chapter 2, Effieient Utilisation of Patrol Time, describes ways
to relate available personnel resources to workload demands. The goal of
this chapter 1is to describe a serius of actions that patrol administrators
can take to more efficiently deploy officers and assign tasks to patrol
personnel. The administrative actions prescribed in this chapter are the
key to the implementation of the tactical programs designed to improve patrol

14 Theodore H. Schell, et al., National Evaluation Program Phase I
Summary Report: Traditional Preventive Patrol (Washington, D.C.: U.S.
Department of Justice, NILECJ, LEAA, 1976); Kenneth W. Webb, ¢t al.,
National Evaluation Program Phase I Summary Report: Specialized Patrol
(Washington, D.C.: USDOJ, NILECJ, LEAA, forthecoming); and William G. Gay,

15




effectiveness that are described in later sections of this manual. All

of the deployment techniques described have been successfully implemented
and used by a variety of departments. This chapter will discuss alternate
approaches to workload analysis and deployment procedures, including

the 168-~hour graph, and performance-oriented computerized allocation
programs.

Chapter 3, Managing the Service Call Workload, builds upon
the previous chapter by prescribing a number of decisions administrators
can make to better utilize patrol time. The chapter recommends that
departments very carefully analyze the service call workload and classify
calls according to theilr seriousness and need for an immediate response.
By prioritizing service calls and developing alternative response patterns,
patrol administrators will be able to create the '"blocks of patrol time"
needed to carry out directed patrol assignments. In addition, the chapter
describes several procedural changes patrol managers can adopt to control
the amount of time officers must devote to administrative detail.

Chapter 4, The Effective Utilization of Patrol Time, is a
logical extension of the previous chapter which described ways in which
to increase the availability of officers to perform both crime~ and non-
crime-related functions. The purpose of this chapter is to describe
patrol tactics that can improve operational effectiveness. A principal
theme is that crime analysis must be used to develop and direct patrol
tactics at specific crime targets in order to enhance the prevention,
deterrence, and apprehension effectiveness of the dapartment. The
chapter discusses a variety of directed patrol activities designed to
address specific order maintenance, crime, and traffic problems.

Chapter 5, Variations in Directed Patrol Programs, describes
the rather wide~ranging approaches departments have used in developing
directed patrol programs. Although the programs have been implemented
in departments with as few as 30 officers and as many as a thousand and
have involved participant decision-making as well as highly centralized
planning, these programs have all sought to replace random and sometimes
haphazard preventive patrol with specific planned activities that ‘are based
upon detailed problem and crime analysis. The individual case studies
in this chapter illustrate how directed patrol programs can be adapted
to different organizational and management styles.

Chapter 6, Implementing a Directed Patrol Program, is concerned
wlth what patrol administrators can do to facilitate the implementation
of a directed patrol program. The chapter briefly describes the com-
plexity of the patrol system and indicates how the various goals and
objectives of patrol can be related to specific patrol activities. The
chapter also recommends a number of concrete steps administrators can
take to insure the successful implementation of a directed patrol program.

et al., National Evaluation Program Phase I Summary Report: Neighborhood
Team Policing (Washington, D.C.: USDOJ, NILECJS, LEAA, 1977).
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The final chapter, Program Evaluation, discusses a variety
of process and impact measures that can be used to assess a directed
patrol program. The goal of this chapter is to discuss measures and
analytical techniques that will permit patrol supervisors to actively
participate in the evaluation process. The measures provide infor-
mation about the extent to which directed activities are being used
as well as crime and arrest data designed to measure program effectiveness.

F. Relating Routine and Specialized Patrol

Because of the many complexities of patrol operations, this
report on patrol is being presented in two separate volumes. The
routine preventive patrol and the specialized patrol manuals are com-—
panion volumes. This volume on preventive patrol focuses upon the
activities of uniformed officers whose primary function has been to
respond to calls for service and provide visible uniformed patrol.
Specialized patrol is conducted within the context of routine patrol
operations and is designed to supplement this patrol by focusing up~
on particular crime problems  Although specialized officers seldom
respond to service calls, use plainclothes tactics and may be involved
in investigative work, they are usually patrol officers and are directed
by patrol managers.

The two volumes of this report should be used ‘in conjunction
with one another. However, it should be emphasized that the first vo-
lume on routine patrol should be read and its recocimmendations consider-
ed before a department establishes a specialized patrol unit. Only
when a department has achieved the best possible results with its
routine patrol force should it consider the formation of a specializ-
ed unit to address specific problems that routine patrol cannot handle.

The chapters of the routine patrol volume which describe how
patrol time can be better organized and used more effectively are par-
ticulary applicable to specialized patrol. Departments that are able to
match resources to workload and prioritize service calls will £ind that
patrol officers previously committed to routine preventive patrol can
be used for either directed uniform patrol activities or for specialized
patrol operations. The key factor is not so much the structure within
which officers operate but how noncommitted patrol time can be used for
directed patrol activities.

Departments using directed patrol activities have experimented

with a varlety of organizational modes. New Haven's directed patrol

has been entirely within the confines of the routine patrol structure.

Some might argue that Wilmington's structured patrol unit is really a
specialized patrol function. Other departments have clearly separated
routine and specialized operations into distinect organizational units.

The point is that, although a varilety of organizational methods have

been used, they have implemented similar programs and adopted similar goals.

17
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Many of the programs and methods described in the specialized
patrol volume coulc be performed by officers assigned to routine patrol.
The organizational structure used to implement directed patrol activities
will vary depending upon the size of the department, the type of problem
encountered, the magnitude of the problem, and the organizational pre-
ference of patrol administrators.

The focus of the routine patrol volume is to suggest that patrol
functions can be reorganized so that officers can participate in a wide
range of directed activities. The specialized patrol volume describes
these activities in more detail and suggests how they can be coordinated
with both the random and directed efforts of uniform patrol officers.

The aim of both volumes is to present a range of options that patrol
administrators can use to develop an effective crime prevention, deterrence
and criminal apprehension program.
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CHAPTER 2

EFFICIENT DEPLOYMENT OF PATROL PERSONNEL

In recent years, many state and local governments
have been challenged by two overriding dilemmas: a rising
level of demand for both crime and non~crime related services,
and ever-~tightening governmental resources as the costs for
all municipal and county services increase. Between fiscal
years 1970 and 1974, the costs for police protection alone
increased by 60% from $3.8 billion to nearly $6 billion.l
In many departments the costs to add a full-time unit around
the clock can range from $80,000 for a one-officer unit to
over $150,000 for a two-officer unit. Although costs for
law enforcement services are certainly increasing, departments
need not be totally at the mercy of increasing service demands
and costs. Some agencies, by adopting efficient deployment
and operational procedures, have been able to provide effective
police services within the constraints of relatively fixed police
budgets, A cursory examination of selected urban police budgets
indicates substantial variation in police costs among cities
of comparable size and socio-economic make-up.

During 1974, the per capita costs for law enforcement
among 30 selected cities with populations over. 100,000 ranged
from a low of $19 to a high of $120.2 Although no attempt has
been made to judge the effectiveness of these departments in
controlling criminal activity, a comparison of police costs
in two communities suggests that increased police expenditures

1 Law Enforcement Assistance Administration, National Cri-
minal Justice and Statistics Service, Expenditures and Employment
Data for the Criminal Justice System, 1969-1970 (Washington, D.C.:
U.S. Government Printing Office, 1972); and Law Enforcement
Assistance Administration, National Criminal Just:ice and Statis-
tics Service, Expenditures and Employment Data for the Criminal
Justice System, 1974 (Washington, D.C.: U.S., ‘Government Printing
Office, 1976), Table M. -

2 1bid., 1974, Table 25; U.S. Department of Commerce, Bureau
of the Census, Statistical Abgtract of the United States (Wash-
ington, D.C.: U.S. Covernment Printing Office, 1975), Table 24.
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do not necessarily guarantee a high level of law enforcement
service. ' .

A recent study of law enforcement costs and agency
effectiveness by Repetto in two matched and similar cities
suggests that the way officers are trained, deployed, and managed
has a substantial, if not primary, impact upon police producti-
vity. Although police expenditures in the first city were more
than double those in the second city, the latter city had a lower
overall crime rate. The first city had nearly 4.6 police em~
ployees per 1,000 citizens and spent nearly $45 per capita on
law enforcement, while the second agency had 2.1 officers and spent
only $19 per capita. In addition, and more importantly, the second
city cleared substantially more crimes and had a significantly
higher officer arrest rate. A number of organizational factors
ineluding deployment and call response patterns, specific patrol
activities, as well ds supervisory and troining practices, were
determined to account for the higher efficiency and effectiveness
of the second department.3 A major purpose of the mext two
chapters will be to indicate ways patrol administrators cam analyze
the patrol workload, particularly calls for service, and then
develop operational procedures designed to increase patrol pro-
ductivity.

A. Patrol Workload Model -~ Calls for Service

The most important resource available for patrol managers
is personnel. Like most gocial service~related organizations,
much of the service provided by a police agency is supplied
by either sworn officers or other appropriately trained civilian
personnel, Because patrol personnel constitute a substantial
portion of all police personnel, any attempt to enhance the
efficiency of patrol operations must carefully examine the role
of the patrol officer. Addressing the question of how patrol
officers are deployed and what they do while on patrol is important
for patrol managers and agency heads. .
Because of the preponderant role that calls for service
have played in organizing patrol operations, any attempt to
improve patrol productivity must first analyze the way service
calls are handled. Although service calls usually account for
between 25% and 407 of the patrol workload, they have invariably

3 Thomas A. Reppetto, "The Influence of Police Organizational
~Style on Crime Control Effectiveness," Journal of Police Science
and Administration, Vol. 3, No. 3, pp. 274-279.
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become the dominant Ffactor in directing patrol operations.
In most departments, when a citizen call for service is received,
a patrol unit is dispatched as quickly as possible.

This orientation toward service calls has had ax
least two adverse effects upon police operations. TFirst, in
many departments patrol managers have adopted response time
as the major criteria for evaluating patrol effectiveness,
In an attempt to reduce response time, these managers have stead-
fastly refused to implement patrol strategies which might interfere
with their ability to rapidly answer to all service calls. Secondly,
patrol officers have frequently adopted a similar pattern of
behavior. The high priority given to service calls has discouraged
officers from initiating crime prevention, deterrence, or appre~
hension activities that might be interrupted at any moment by
a citizen's call for service.

A prineipal goal of this report ig to restore some bal-
ance between the need to respond to citisen calls for service and
the need for the uniform patroZ divigion to systematically and re~
gularly implement preventivn, deterrence and apprehension tactice.
The next two chapters will indicate how the call for service work-
load can bc analyzed and how patrol time can be restructured fo in-
creaze the amount of time officers can devote to pre~planned or
directed patrol operations. The underlying assumption behind the
approach presented here is that by using the techniques described
in the next two chapters, departments will be able to uncover
blocks of under-utilized. time that can be devoted to prevention,
deterrence, and apprehension activities.

The better utilization of patrol personnel revolves
largely around the questions of deployment and the priority
response assigned to different types of calls for service,

On the whole, deployment questions deal with the problem of ,qusrf””“h

relating the temporal and geographic assignment of offinexe "

to daily changes in the call for service worklcad: Departments
willl need to analyze their call for service workload and address
sazveral questions: . ' :

= How many watches should there be, and at what
times should each watch begin° -

e How many patrol units should be ass1gned to each
watch? :

e How should beat boundaries be colistructed -to

reflect temporal fluctuations in the daily workload
and the number of officers dep‘oyed on each watch?
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As later sections of this chapter will illustrate,
these deployment questions can profoundly affect both the effi-
ciency and effectiveness of a patrol program. When officers
are deployed according to workload demands, patrol costs can
be dramatically reduced, or the attention of officers can be
directed to pre-planned activities. An efficient deployment
scheme will ensure that during peak periods, calls for service

are answered promptly and a high level of routine and dlrected R

patrol activities are carried out.

The prioritization cf calls for service offgrS/dé?artw

ments ‘a second lever to exercise control over ths worklcad.

The tendency of many departments to assign aﬁpréyimatelj equal

priority to most service calls has had a detrimental effect

upon preventive patrol activities... Jnalys1s of service calls

in a variety of departments 1nd=¢ates that citizen calls are

diverse and that departments c¢an exercise considerable discretion

in determining how and when service calls should be answered. )

In developing a response to service calls that permits morxe ‘

effective utilization of patrol time, departments: sreedttd address

several questions: {m;¢:5‘“

e Which calls fozx. service represent truly emergency
situaticns?

e For which service calls is a delayed or scheduled
resmonse appropriate?

o Do all service calls deserve a mobile response
by a sworn officer?

e Which preventive patrol and officer-initiated
activities should take precedence over which
calls for service?

The way in which patrol managers answer these~questlonijfv R

can play a significant role in developing more effective patro]
strategies. Some departments have. put all their eggs in the”
service call-response time basket and, as a result, have: Hot :
developed the varied patrol strategies needed to contzdl: crlmlnal
activity. Other departments, on the other hard, beve lesdrned
that by match$ng the approprzate patrol respopse to different
types of service calls, more time can be devoted to prevention,,
deterrence, and apprehension activities. Thaptex’ - deséribemsT Y

a method for analyzing service calls and developing alternative

response patterns that enhance~the utility of noncommitted patrol
time.
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B. Traditional Deployment Problems

Analysis of workload demands and patrol allocation
schemes in a number of departments indicate that a department's
orientation to deployment can have a dramatic effect upon the
efficient utilization of patrol personnel. In spite of the
fact that police handbooks have urged departments to carefully
analyze workload and crime trends and to deploy officers acccrd-
ingly, many departments have failed to analyze workload factors
while others have not used this information to develop efficient
deployment schemes.

The remainder of this chapter will discuss progressively
more sophisticated methods to analyze the patrol workload and
develop:officer scheduling systems. The final section of this
chapter describes several computerized deployment schemes.

Our review of workload data and deployment schemes in numerous
cities revealed that departments can free patrol personnel for
the performance of directed and/or specialized patrol vperations
by implementing deployment patterns that correspond to the spatial
and temporal distribution of calls for service. In some in-
stances, proper deployment has enabled departments to handle
rising workloads without increasing patrol budgets or hiring
additional patrol personnel. Departments have found that by
matching deployment to workload demands, resjonse times have
improved, time allowed for preventive patrol has increased,
officers have been able to devote more time to directed patrol
activities, and, in some cases, patrol costs have decreased.

»

The principal allocation problem in many departments
18 that an equal number of patrol officers are assigned to each
shift. This would be acceptable were it not for the fact that
calls for service and criminal activity are not distributed
equally around the clock. Workload and crime analysis indicate
wide and predictable fluctuations in the level of activity during
a 24~hour period. Generally, the afternoon watch generates
the most activity, followed by the day and the night waiches.

A recent survey of patrol operations in over 300 de~
partments highlights the extent to which many departments have
failed to deploy officers according to fluctuations in the daily
calls for service workload.4 In spite of the fact that less

.,

4 This survey was conducted by the University City Science
Center during the preparation of the volume on Traditional Pre-
ventive Patrol for the Law Enforcement Assistance Administration's
National Evaluation Program,
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than one-quarter of the patrol workload is generated during

the night watch (12 a.m.~8 a.m.), and more than 40% of patrol
activity occurs during the evening watch (4 p.m.~12 p.m.), many
departments continue to deploy an equal number of officers to
2ach watch,

Exhibit 3 presents a summary of the findings of this
survey. Nearly one~half of the departments deploy approximately
an equal number of patrol officers to each shift. Although
departments with more than 1,000 officers assigned to patrol
appear to have developed deployment schemes that coincide with
fluctuations in the workload, most smaller departments have
not attempted to match deployment to workload realities.

EXHIBIT 3

SHIFT STAFFING PATTERNS OF 321 POLICE AGENCIES

% Departments with
Departments % Departments fewer than 29%
Size # of with Equal of Patrol on Night Watch
Patrol Officers Shift Staffing (12:00 p.m. to 8:00 a.m.)
0~ 24 54% 117
25 - 74 53% 247
75 - 99 53% 36%
1000+ 10% 80%
ALL DEPARTMENTS 49% 30%

The results of the survey suggest that equal shift
deployment is popular, even though departments of all sizes
have the ability to alter shift deployment patterns and to staff
each watech according to workload demands. A number of departments
in each size category have been able to deploy the number of
officers to the night watch that most workload analysis suggests
is an optimal proportion. Approximately 307 of the departments
surveyed deployed less than 29% of their officers on the night
watch. Although this figure is impressive, the potential exists
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for a still larger number of departments to carefully examine
workload patterns and to develop an allocation plan proportional
to these workload demands.>

Deployment without regard to workload patterns can
have adverse effects upon the ability of a department to handle
service calls and provide routine patrol services. Exhibit 4
shows the distribution of the patrol workload among the various
watches in a typical department, When a department ignores

EXHIBIT 4

TYPICAL DISTRIBUTION OF THE
CALL FOR SERVICE WORKLOAD

g 50 50
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NIGHT DAY EVENING
12AM-8PM 8AM-4PM 4PM~-12PM

the temporal distribution of the workload and assigns an equal
number of officers to each shift, the level of patrol on each
shift -~ the time available for random patrol when not answering
calls for service ~- will vary considerably. Dispatchers have
noticed, for example, that cars are more available during the
night watch for assignments and that response times are generally

5 Conversations with patrol managers in a variety of depart-~
ments revealed a number of reasons why officers are not deployed
proportional to workload demands. Some police administrators
have felt a need to provide a given level of coverage on each
shift, and some have failed to keep workload records or analyze
these records to identify patterns of activity. Some departments
have simply taken the easy scheduling option: they have elimi-
nated the scheduling and rotation problems that can occur when
watches are differentially staffed. Some departments have caved
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lower. Because officers have fewer calls for service to answer
during the night watch, the amount of time devoted to preventive
patrol on that watch is quite high. Just the opposite effect
occurs on the evening watch. During hours of peak workload

(4 pom,-12 p.m.), service calls are often stacked, and officers
are able to devote only a small portion of their time to pre~
ventive patrol. When eriminal activity is highest, depariments
that deploy an equal number of officers to each shift are fre-
quently unable to carry out effective preventive and directed
patrol activitics.

The deployment of an equal number of officers to each
shift can also have an adverse impact upon the morale of patrol
personnel, It is not uncommon for patrol officers in busy com-
munities to run from call to call during the evening watch while
officers on the night watch are assigned few service calls and
have large amounts of non-committed time. Conversations with
officers in a number of departments with equal shift staffing
plans revealed that officers assigned to the evening watch often
felt overwhelmed by the call workload, while night watch officers
reported periods of idleness and boredom. The heavy workload
on the evening watch coupled with the inconvenience of the evening
shift may account for the reluctance of many officers to work
that watch. Assigning officers to watches according to service
demands minimizes the inequities in the workload and eliminates
one reason why officers do not like to work evening tours.,

A final consequence of equal shift staffing bears
heavily upon the ability of a department to control criminal
activity and to control the costs of patrol operations. Equal
shift staffing plans that disregard workload realities seriously
impair the effectiveness of patrol operations and are costly.
Exhibit 5 illustrates how the number of officers assigned to
patrol and the costs of patrol can vary depending upon the approach
a department takes toward the temporal deployment of personnel.
The first column on the table indicates the distribution of
the call for service workload. This distribution of service
calls among the watches is very similar to the pattern found
in many departments. The other columns suggest alternative
deployment patterns, the total number of patrol officers for
ecach option, and the total cost for each deployment option.

in to the pressure of patrol personnel who want as many day

tours as possible. Finally, some departments have unwittingly
locked themselves into union agreements that specilfy equal shift
staffing, and one state has entered the scheduling process by
enacting equal shift staffing laws. Whatever the reasons ~- tra-
dition, union agreements, or state laws -- equal shift staffing
has a major and detrimental impact upon both the efficlency and
effectiveness of patrol operations.
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EXHIBIT 5

TEMPORAL DEPLOYMENT OPTIONS

Deployment Options
SERVICE i Option 1 Option 2 Option 3
WATCH CALL Eaual
DISTRIBUTION q Effectiveness | Efficiency
shife
NIGHT 227 15 10 8
DAY 337 15 15 11
EVENING 457 15 20 15
TOTAL PERSONNEL DEPLOYED* 45 45 34
J APPROXIMATE COSTS** $900,000 $700,000 $680,000

Equal Shift - same # of officers assigned to each shift

Effectiveness - # of officers assigned to shift based on workload

Efficiency - # of officers on night and day shift matched to
gservice demands

* In addition to the number of officers deployed, departments
will have to apply the applicable relief factor to estimate
the total complement uf officers required.

**Egtimates of $20,000 per officer based upon salaries, fringe
benefite, car, radio, operating expenses, and other overhead
costs. These costs will vary considerably among departments.

The exhibit suggests that a substantial proportion of
the patrol resources in cepartments with equal shift staffing
might be better used. It is not meant to suggest that the size
of a patrol division or of the department can, in fact, be re-
duced. In the traditionally organized department, an equal
number of officers would be assigned to edch shift in spite
of the substantial variation in the workload, Officers on the
evening watch would be overworked by calls for service and would
be able to undertake only very limited proactive patrol tactics,
while night watch officers would have a very light service load,

Such a program would be very costly and probably not very effec-
tive,
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The effectiveness option continues to deploy the same
number of officers throughout the day but allocates them in
proportion to the changes in the workload that occur during
each shift. As the workload increases, departments concerned
about the effectiveness of patrol will assign more officers
during busy periods. This approach, although it may not cut
patrol costs, will eliminate inequities in the patrol workload.
Officers assigned to the evening watch will not be overworked,
while officers on the night watch have little to do. More im-
portantly, the department will be deploying officers when they
are most needed,

With the effectiveness option, calls for service
can be quickly dispatched and the patrol force can provide a
level of random and directed patrol activity that is proportional
to the workload. Departments which have abandoned an equal
ghift allocation for a deployment scheme related to workload
levels have usually been able to free some officers on the evening
watch from any service call responsibility. These officers
bave then been deployed according to detailed crime analysis
to perform directed deterrent and apprehension activities.
Where this has occurred, departments have experienced increased
arrest rates among patrol officers and a reduced level of crime
in the community.

When departmentas are affected by budget cuts or freezes,
analysis of workload patterns and deployment plans is a highly
appropriate and effective way to lessen the impact of monetary
constraints. The cfficiency option displayed in Exhibit 5 suggests
how departments that deploy an equal number of officers to each
shift can cut the number of patrol personnel yet provide appro-
ximately the same level of service. The underlying assumption
behind the efficiency option is that the fifteen officers deployed
on the evening watch (the busy time) are sufficient to handle
all service calls and provide an adequate level of preventive
patrol, If this is the case, the number of offilcers deployed
on the day and evening watches can be decreased because of the
reduced workload during those watches. Instead of deploying
fifteen officers to each watch, eight officers would be assigned
to the night watch and eleven officers would be assigned to
the day watch. When faced with budget cuts, patrol administra-
tors can redeploy officers in accordance with workload demands
and theoretically provide the same level of service yet decrease
the number of personnel. In other cases, patrol administrators
might use the efficlency option to transfer officers from paLrol
to understaffed divisions of the department.

We are not suggesting that departments cut patrol
personnel by adopting a workload-matched deployment. We are
suggesting, however, that redeployment based upon workload factore
¢an have very practical and immediate positive effeete upon
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a department's patrol capability. Some departments wiil find
that increased workloads can be accomodated without increasing
the total number of patrol officers. This can be done by reassign-
ing officers from the slow night watches to the much busier
evening watch. This is particularly important to a depart-

ment that is faced with an increasing workload and a fixed budget
for patrol services. Other departments where the workload is
stable have found that redeployment enabled patrol managers

to dramatically increase the department's ability to provide
preventive patrol as well as crime=-specific and directed patrol
and specialized operations during peak demand periods.

The experience of the police departments in Wilmington,
Delaware, and Cleveland Heights, Ohio, testify to increased
effectiveness that results when officers are deployed in accor-
dance to workload demands.

o In Wilmingtor, managers analyzed the call for
service workload and abandoned the equal shift
staffing of fifteen patrol units on each shift,
When oificers were redeployed, only five patrol
units worked the 4 a.m.-8 a.m, period, while
as many as 25 patrol units served the peak period
between 10 a.m.~2 p.m. The redeployment has
been accompanied by marked improvement in indi-
cators of patrol effectiveness and increased
officer morale.

e In Cleveland Heights prior to redeployment on
the basis of workload analysis, the department
deployed seven two-officer units on each watch.
By eliminating some two~officer units and deploying
according. to workload the number of units deployed
now varies from five unite on the night shift
to as many as twenty-one units on the evening
tour, The redeployment and the adoption of directed
patrol tactics has resulted in reduced crime
rates and improved apprehension effectiveness
for this suburban community.

L]

C. Workload Analysls and Officer Deployment

The deployment scheme that we have chosen to present
is based upon workload factors - the total number of calls for
gservice as well as reported crime., Such an approach seeks to
equalize the service call worklonad among officers and insure
that patrol personnel are available to provide service when
and where it 1s most needed., Workload analysis involves both
a study of calls for service as well as a determination of the
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amount of time officers are engaged in preventive patrol, admin-
istrative duties and personal matters, By analyzing the total
patrol workload, departments will develop an information base which
can be further analyzed to prioritize each patrol task and design
speclfic service call and preventive patrol tactics.

Although a workload deployment scheme is described
hexe, we note that there is, as yet, no single foolproof way
to deploy patrol officers. Whether a department adopts a de-
ployment scheme based on workload factors, or on response time
or dispatch delays, each system requires subjective judgements,
constant monitoring, and periodic modification. Deployment
based upon historical data is, at best, only a rough approximation
of how the patrol workloads will vary in the future., Patrol
deployment is only the starting point for developing a compre-
hengive approach to law enforcement services. At the very least,
departments will find it necessary to use crime analysis for
Ffine tuning the basie deployment plan on a day~to-day basie.
In spite of these limitations, deployment based upon calls for
service and crime analysis is a powerful tool for both allocating
officers and designing crime specific, directed and specialized
patrol activities,

in recent years, workload allocation methods have
been critized by advocates of computerized deployment schemes
that are based primarily on technilques designed to reduce reponse
times.” With computerized deployment, police planners have
been able to develop personnel levels and allocation schemes
that are keyed to specific measures of performance like dispatch
delays, patrol freguencies, workload equalization, and travel
time to incidents,0 Although these computer programs can help
design efficient allocation plans, we have chosen to describe
a manual deployment system based primarily upon workload factoxs
for several reasons. First, many departments do not have access
to computer facilities, Second, some of the better computerized
deployment models are still in the experimental stage and should
be implemented only with technical assistance from groups familiar
with theily operation. Third, the primary focus of computerized
deployment models i1s upon response time, to the neglect of

5 For a discussion of performance-based allocation schemes,
see: R.L. Sohn, et al., Patrol Force Allocation for Law Enforce-
ment == An Introductory Planning Guide (Pasadena, California:
California Institute of Technology, Jet Propulsion Laboratory,
1976) ; and Jan Chaiken, et al., Patrol Allocation Methodology
for Police Departments (New York, N.Y.: The New York City Rand
Ingtitute, September, 1975).

6 A distinction must be made between data processing systems
designed to collect and store information on a computer and
computerized allocation models. Because of the volume of work-
load information generated by patrol, even small departments
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other indicators of patrol effectiveness. Thils can lead to

a rather narrow view of patrol operations, What officers do
with the 60-~75% of the time when they are not engaged in service
calls is as important as the calls for service. Finally, a
description of a manual deployment system based upon workload
factors affords an opportunity to analyze the total patrol
workload, review the interrelationships between service calls
and other patrol activicy, and recommend a number of deployment
and operational procedures that departments can take to enhance
patrol productivity.

The workload deployment scheme described below is

designed to force an analysis of the total patrol workload —--

.rticularly the time available for preventive patrol activities,
e goal of the following analysis will be to enable departments
to better mateh deployment patterns to the patrol workload
and improve patrol efficiency. In subsequert chapters, the
authors will focus upon ways patrol managers can use patrol
time more effectively.

Exhibit 6 presents an overview of the workload analysis
and deployment process discussed in this chapter. The process
involves the collection of service call, crime, and response
time information; the analysis of this data to identify patterns
of activity; the assignment of officers to routine and specialized
unitsy and the allocation of officers to various watches and
geographic areas. As the flow chart indicates, several computer
routines can be used as options to help with deployment and
scheduling problems.

The first step in the allocation process involves
collecting information about citizen calls for service, reported
crime, response time, and the activities of patrol officers.
Exhibit 7 summarizes the kinds of information that should be
collected in each of these categories. Although a department
will need to collect this information daily, once an allocation
plan has been developed, patrol administrators will need to review
and update them annually. If fundamental changes in the
patrol workload should occur, however, departments may need
to reallocate personnel more frequently.

Systems for collecting workload information range
from highly sophisticated computer data processing units to
the keeping of simple tallies by dispatchers and patrol officers.
The sophistication of the system does not necessarily guarantee
an efficient allocation plan. We have visited some departments

might consider the use of computerized data processing systems.
The computerized workload models are immensely more sophisti-
cated than a simple data processing system. A computerized
scheduling system and two computerized allocation models are
described in the last section of this chapter. It is emphasized,
however, that the computerized system is not essential.
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EXHIBIT 6

WORKLOAD ANALYSIS AND DEPLOYHENT
FLOW PROCESS
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EXHIBIT 7

INFORMATION REQUIREMENTS FOR DEPLOYMENT DECISIONS

Calle for service:

Crime:

Response time:

Officer uetivity:
(by ehift)

Type of call

Time of occurrence

Date of occurrence (day)
Location

Type of crime

Time of occurrence
Date of occurrence
Location

Type of call
Receipt of call
Unit dispatched
Unit arrived
Unit cleared

Calls for service

Directed patrol

Officer initiated ~ on view
activity

Random patrol

Administration

Personal
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with highly developed data processing systems that have not
developed efficient manpawst allocation schemes., On the other
hand, we have also visited departments with manual data col-
lection and analysis methods that have resulted in efficient
deployment schemes. The critical factor ig not the level of
eophisticated equipment or computerization, but the analytical
ability of pelice planners and a commitment by patrol admin-
istrators to match personnel deployment to workload.

D. Temporal Deployment: 24~Hour Graph

The most important information for deployment purposes
is service call and reported crime data that specifies the
time and date that incidents occur. This information permits
analysts to construct a picture of how the patrol workload
varies during different time periods and at different geographic
locations, Perhaps the most useful technique for analyzing
patrol workload patterns is to graph the number of service
calls that are received by a department over a 24~hour period.
The daily ebb and flow of the hourly service call workload
represents the most dynamic fluctuation in the patrol workload.

Police planners and patrol administrators have found
that matching the deployment of persomnel to priorities in
the hourly worklocad is, perhaps, the most critical factor in
achieving an efficient and effective deployment scheme. Exhibit 8
shows the daily patterns of service calls in ore midwestern
city. The general workload patterns of this city are similar
to workload fluctuations that we have charted in cities of
various size and located throughout the country.’

The graph in Exhibit 8 displays the peaks and valleys
in the calls for service workload and clearly illustrates the
cyrlical nature of patrol operations. The distribution of calls
for service recelved during each hour ranges from a low of
1.3% between 5-6 a.m., to a high of 6.3% from 6-~7 p.m. The
peak workload for this department occurs in the late afternoon
and extends to approximately midnight, when it begins to taper
off dramatically. The workload pattern of this city and many

others corresponds very closely to the life cycle of most people.

Some patrol analysts have hesitated to rely upon
total calls for service as a means to deploy patrol officers
because of a fear that the distribution of calls for service
and reported crime are radically different. They have argued
that although total service calls might fluctuate considerably,

7 For another discussion of hourly fluctuations in the
patrol workload, see: Richard C. Larson, Urban Police Patrol
Analysis (Cambridge, Massachusetts: The MIT Press, 1972), pp.
130~135, 166-169,
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EXHIBIT 8
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the amount of crime does not fluctuate in a similar manner.
Some analysts, for example, believe that although tetal service
calls drop dramatically during the early morning hours, these
same hours are periods of rampant criminal activity. Although
these conditions might exist in a few departments, analysis

of workload and reported crime in other jurisdictions indicates
that reported crime and total calls for service have similar
graph patterns, To illustrate this point, we have also plotted
the distribution of reported crime on Exhibit 8. The service
eall and reported crime distribution are almoet identical,

The way in which patrol administrators respond to
the hourly workload flnctuations disp played in Exhibit 8 has
major significance for both the efficiency and effectiveness
of patrol operations. Analysis of call for service patterns
in several ecities indicates that when temporal workload and
reported crime are not used as the principal guides to deployment,
the efficient and effective operation of patrol may be seriously
impaired.

Exhibit 9 displays the incongruence between service
demands and manpower deployment that frequently occur when
a department ignores hourly fluctuations in the workload and
allocates an equal number of patrol officers to each shift.
In this example, 45 officers are available each day and an
equal number ~-~ fifteen -~ are deployed on each shift,

This 24~hour graph indicates that an inverse rela-
tionship exists between the volume of workload and the aumber
of personnel available to service that workload, During those
hours when calls for service are lowest, the department has
the grectest number of officers available to answer calls for
service and to engage in self-initiated, directed, and random
preventive patrol activities as well as administrotive duties.
Between 5 a.m., and 6 a.m., for cxample, when service demands
are lowest, approximately thirteen hours of time are available
for non-call for service activities. Between 7-8 p.m., however, -~
when total service demands and crime calls are highest, only
six hours of the 15 hours are available for non-service call
work.,

Keep in mind that not all non-committed time is
devoted to productive patrol activities. A congiderable portion
of this time is consumed by meal calls and administrative duties
like offense reports, roll call, car preparation, officer-super-
visor meetings, and, especially during the day watch, court
appearances. Although the total number of hours available
for patrol, illustrated in Exhibit 9, appears to be high, this
non~committed time is frequently reduced by as much as 25%
because of the officer's personal needs and administrative
duties,
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A simple and effective way to measure the efficiency
of patrol deployment is to comparxe the number of hours consumed
by calls for service to the amount of time that is available
for preventive patrol activity. In an officient deployment
scheme, the service call and preventive patrol time lines would
display a pattern indicating that as the call for service workload
increased, the number of hours of preventive patrol should
also increase. To better illustrate the relationship between
calls for service time and the time available for preventive
patrol activities, we have superimposed a line on Exhibit 9
that represents the number of hours actually devoted to pre-~
ventive patrol activities.

When the service call workload is distributed, as
in Exhibit 9, one finds that the assignment of an equal number
of officers to each shift is neither efficient nor effective.
During the hours of peak call-for-service activity, when pre-
ventive and directed patrol activiity should also be greatest,
departments with equal shift staffing actually decrease the
amount of patrol and in some cases provide virtually no pre-
ventive patrol. Of the fifteen hours of patrol time available
between 7 p.m, and 8 p.m., only two are devoted to preventive
patrol. Just the opposite occurs between 6 a.m, and 7 a.m.,
when the workload reaches its lowest point. During this time,
nearly two~thirds of the available time (ten hours) can be
devoted to preventive patrol activities. The deployment of
an equal number of officers to each shift, without regard to
predictable fluctuations in the hourly workload, invariably
results in an inefficient deployment scheme,

E. Two Workload Allocation Plans

Previous sections of tkis report have described the
advantages of matching the patrol workload to the hourly demands
for service., These advantages accrue to the department in
terms of patrol efficiency and effectiveness and to officers
in terms of an equalized workload. This section of the manual
describes an allocation plan that can be used to deploy officers
proportional to hourly changes in the call for service workload,

Problems of allocation are complex. We recognize
that, although it is possible tc carefully describe hourly
variatiens in the patrol workload, it is not 8o easy to match
work schedules to these fluctuations. While the workload analysis
can be readily quantified and appears to be highly mathematical
and scientific, the ability to schedule shifts of varying lengths
and to schedule numerous watch starting times to approximate
fluctuations in service demands is a difficult matter., The
Law Enforcement Assistance Administration has developed a




workload-based computer program that can be used by both large
and small departments to efficiently schedule patrol officers.
We have described this program at the end of this chapter,

and recommend that departments consider using it in developing
temporal deployment schemes.

The deployment scheme described below is based upon
the 24~hour graph of service calls., The graph was compiled
by recording the number of service calls received by a mid-Western
department over a 28-day period. In constructing workload
graphs, departments have used either the amount of time consumed
by calls for service or the number of patrol units dispatched
to each call as methods to describe hourly changes in service
demands. Either of these methods is adequate. Research indicates
that the graphs for service calls, time consumed, or the number
of units dispatched are almost identical., The deployment scheme
illustrated here assumes that the department is able to deploy
a total of 45 officers each day. If an equal shift staffing
scheme were used, 15 officers would be deployed to each watch.

Exhibit 10 displays the distribution of service calls
in eight-hour, four-hour, and one~hour blocks of time for the
24-hour period. This distribution of the number of calls has
been converted to the amount of time needed to service the
calls and has been graphed upon Exhibit 1l1. The goal of the
deployment plans described here is to allocate officers according
to hourly changes in the workload and to enable the department
to deploy enough officers on each shift to both answer service
calls and perform preventive and directed patrol activities,
The measure of performance that we have chosen to judge the
efficiency of both plans is the amount of time that can be
devoted to preventive or directed patrol activities. The
available preventive patrol and directed patrol time is cal-
culated by subtracting all calls for service and administrative
and personal time from the total amount of time available for
all patrol purposes.

The deployment scheme depicted in Exhibit 11 1s the
simplest and perhaps the most straightforward way to match
the 45 patrol officers available to hourly changes in the patrol
workload. Officers are assigned to each watch in proportion

8For purposes of presentation we have chosen not to discuss
the relationship between the total number of patrol personnel and
the number available for duty each day. In general, five officers
are needed to staff one full-time post 24 hours a day, seven days
a week. If this is the case, approximately 54 officers would be
needed to field 45 officers every day. Tor a more detailed dis-
cussion of this staffing problem, see: O. W. Wilson, and
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EXHIBIT 10

24 HOUR DISTRIBUTION OF CALLS FOR SERVICE

HOUR # OF HOURLY 4 HOUR 8 HOUR
CALLS | DISTRIBUTION | DISTRIBUTION DISTRIBULTON
1 235 4.3% 11.5Y Night
2 202 3.7% Watch
3 180 3.3% 737 907
4 120 2.2% calls °
5 93 1.7% o
6 7n 1.3% 6.5% 1093
7 77 1.4% ' 356 calls
8 115 2.1% calls
9 153 2.8% L
10 180 3.3% 13.6% Day
11 197 3.6% 743 Watch
12 213 3.9% calls
13 235 4,3% o o
14 246 4.5% 19.3% 33%
15 256 4.7 1054 1797
16 317 5.8% calls calls
17 306 5.6% g
18 328 6.0% 23.82 Evening
19 344 6,3% 1300 Watch
20 322 5.9% calls
21 328 6.0% o .
22 328 6.0 23.5% 47%
23 311 5.7% 1284 2584
24 317 5.8% calls calls
TOTAL 5,474 100.0% 100.0% 100.0%
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EXHIBIT 11

OFFICER ALLOCATION PROPORTIONAL
TO WORKLOAD ON EACH WATCH

N7

RS (HOURS)

i

NUMBER OF PATROL OFFIC

20 20
TIME AVAILABLE FOR PATROL, ADMINISTRATION EVENING WATCH
19 AND PERSORAL USE 20 OFFICERS - 19
18 TIME CONSUMED BY SERVICE CALLS ~18
17 PREVENTIVE PATROL TIME 17
PROPORTIONAL ALLOCATION
16 - 16
PREVENTIVE PATROL TIME
15 EQUAL SHIFT ALLOCATION 15
DAY WATCH
144 15 OFFICERS -14
13 13
12 12
11 -11
10 —== - 10
NIGHT WATCH PR
9-110 OFFICERS - . . o
- 8
- 7
- 6
- 5
- 4
- 3
- 2
- 1

1 2 3 4 5 6 7 8 91011121314151617181920217222')26

HOUR OF THE DAY



to the distribution of the workload on that watch. Generally,

as the call for service workload increases, the number of officers
assigned to the watch increases, Hence, the busy evening watch,
which accounts for 47% of the daily patrol workload, has been
allocated approximately one-half of the available officers.

The two lines on the graph are indicators of the
allocation scheme's efficiency. The solid line plots the approxi-
mate amount of time available for directed patrol under a differ-
ential shift staffing plan. The broken line plots the amount of
patrol time available when an equal shift staffing plan is used
and indicates that although ample time is available for patrol
activities during the night watch when the workload is light,
very little patrol time is available during the busy evening
watch. On the evening watch, when officers devote an average
of eight hours of time to call for service work, only two hours
can be used for preventive or directed patrol activities.

The distribution of time availuble for patrol acti-
vities changes dramatically when an equal shift staffing plan
18 abandoned for an allocation plan baged upon workload fluc-
tuations. By allocating twenty officers to the evening watch
ingtead of fifteen, approximately six hours of petrol time
are available each hour to implement a directed patrol strategy.
If an equal shift staffing plan is used, however, the patrol
force must act primarily as a reactive force that can do little
but respond to service calls and perform administrative duties.
And this occurs during the period of the day when the call
pattern suggests a very large proactive presence would be
appropriate.

Although the varilable allocatlon scheme displayed
in Exhibit 11 has done much to increase the opportunities for
the implementation of directed patrol strategies on the evening
watch, it is not the optimal deployment scheme, During the
first half of the night watch, for example, very little time
is available for directed patrol. Between 4 a.m. and 8 a.m.,
on the other hand, when the workload reaches its lowest point,
abundant time can be used to implement a directed patrol stra-
tegy.

To achieve a better fit between the patrol workload
and the availability of personnel, departments will have to
consider the adoption of allocation schemes that do not fit

R.C. McLaren, Police Administration, 3vd Edition (New York:
McGraw-Hill Book Company, 1972), Appendix K.
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the standard three-shift eight-hour watch structure. Patrol
managers have addressed this problem in a number of ways. Some

have reduced the number of officers on each shift to create an
overlay shift that works the busiest part of the day (6 p.m.-2 a.m.).
Other departments have staggered the starting times of officers

on each watch to better match increases or decreases in the

patrol workload. Although these variations complicate already
complex allocation problems, they are the only way to efficiently
utilize resources, and they enable patrol managers to plan

and implement a variety of directed patrol tactics.

To illustrate an alternative way a patrol force can
be scheduled, Exhibit 12 reproduces a deployment plan currently
being used by the Wilmington, Delaware, Police Department.

The figure indicates the number of officers deployed during
each hour of the day, as well as the starting times for regular
and overlay shifts. By using two overlay shifts of structured
patrol officers between the hours of 10 a.m. and 2 a.m., and
by delaying the starting time of several basic patrol officers
on the day and evening watches by four hours, the department
has implemented an allocation scheme that matches deployment
to workload and response time needs. Prior to this deployment
scheme, an equal number of officers were allocated to each
watch., The new deployment scheme has enabled the department
to promptly respond to service calls during the busy evening
watch and implement a high level of directed patrol during
these hours of peak demand.

To implement the directed patrol program described
in this manual, departments will, at the very least, need to
allocate the number of officers to each watch that are propor-
tional to the call for service workload on that watch. If
a better fit between workload and personnel deployment is desired,
patrol managers will need to consider an over—~lay watch during
the busy evening period or an allocation scheme similar to the
one being used in Wilmington.

F. Temporal Activity: 168-Hour Graph

Although the hourly fluctuation in the daily workload
is the most dynamic and critical factor in designing an efficilent
allocation plan, patrol managers will also need to review dailly
changes In workload. Perhaps the most useful technique for
doing this is to construct a 168-hourx graph that charts the o
distribution of service calls for an entire week.

The linear 168-hour graph in Exhibit 13 was constructed
by using the service calls for an entire year's period from
Cleveland Heights, Ohlo. Exhibit 14 contains a 168-hour graph
displayed on a circular format. The graphs dramatically depict
several very significant features of the patrol workload.

43




EXHIBIT 12

WILMINGTON, DELAWARE

TEMPORAL ALLOCATION PLAN:

2400

1200

FFICERS

74 (Uniform & Plain Clothes)

e
3
s~
13
<
=)
8
=
2]
S
[a=1
£
w

A
BASIC PATROL OFFICERS /

NUMBER OF UNITS ON DUTY

WATCH 3

NUMBER

19

21
21

ME

TI

18

16

18-20
20-24

WATCH 2

NUMBER

7
14
17

TIME

-10

08

10-12
12

16

WATCH 1

TIME

NUMBER

17

5

24-02

02-04
04-08

44




First, the gruphe {lluctrate the extremely regular and eyelical
nature of the peaks and valleys in the call for service workload.
The 24~hour pattern of activity repeats itself daily with
regularity. Each day as the public awakes, the call load begins
to build until it peaks during the last quarter of the day.
During the early morning hours, the workload declines to only

a2 small fraction of the peak perioed.

The 168-hour graphs also illustrate some daily varia-
tions in the service call workload, although these daily varia-
tions are not nearly as great as the hourly fluctuations. Some
important differences between hourly trends on weekdays and the
trends on Friday night. Saturday, and Sunday must be noted.

The workload earry-over from Friday night into early Saturday
morning will generally stand out in contrast to the after-
midnight trends on other daye. This same trend may also occur
on Saturday nights. Such conditions may call for special deploy-
ment strategies, such as changing the hours of overlay shifts

on Friday and Saturday nights. Another trend frequently detected
by analysis of the total week is a very low Sunday afternoon and
Sunday night trend. If such a trend is detected, it may provide
an opportunity to offer a bonus to personnel working undesireable
shifts by guaranteeing them regular days off on Sunday after-
noons or on Sunday nights.

By collapsing data from the 168-hour graph, it is
possible to construct tables that show daily variations in
the workload. Exhibit 15 contains daily service call summariles
for one department. The most notable characteristics is that
the daily workload variations are not that great., Although
Fridays and Saturdays indicate a slightly higher call rate
than other days of the week, much of this is due to the increased
activity that occurs on Friday and Saturday evenings. Depart-
ments using the 168-hour graph have noticed that the day and
evening proceeding a holiday usually reflect increased activity
levels similar to those found on Fridays. Halloween, in par-
ticular, creates speclal problems of vandalism in many commu-
nities.

Several departments have used 168-~hour graphs as
means to analyze thelr patrol workload and to reallocate
patrol personnel., As part of a LEAA Region 5 Patrol Emphasis
Program (PEP) grants, police departments in Cleveland Heights
and Toledo, Ohio; Evanaville, Indiana; Duluth and Minneapolis,
Minnesota; and Beloit and Eau Claire, Wisconsin, used the graph
to bring personnel assignments into better alignment with workload
demands. Other departments have modified the graph in order
to better meet thelr particular deployment needs. In Minneapolis,
Minnesota, for example, deployment analysts found the 168-hour
graph to be a useful tool for visualizing workload demands
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EXHIBIT 14

168~HOUR GRAPH: CLEVELAND HEIGHTS, OHIO
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and have used it in conjunction with computerized allocation
systems that also consider response time, call priorities,
and travel distances in making deployment decisions.

In addition to analyzing patrol workload demands,
departments have also found the 168-hour graph to be a parti-
cularly useful tool for analyzing traffic problems and accidents
and for scheduling communications and dispatch personnel.

For the small department that finds it difficult to commit
personnel to data collection and analysis tasks, the low com-
munication workload during the early morning hours can be

used by dispatchers to complile and analyze workload information.
It is our recommendation that every police department should,

at a minimum, construct a 168-hour graph of calls for service
and use this as a basis for a discussion of workload patterns
and the allocation of patrol officers.

G. Geographic Deployment

The allocation of patrol officers to various watches
based upon workload or response time data is only one aspect
of the deployment process. A secondary part of the deployment
process involves the assignment of officers to geographic
areas in proportion to the level of service these areas demand.
The approach taken in this report has been to first allocate
officers in proportion to the distribution of calls for serwvice
service during the hours of the day. Only when a temporal allo-
cation plan has been developed can the number of beats and their
boundaries be determined.

Most departments have simply used the number of calls
for service or the amount of time consumed in servicing the
calls to design area assignments and beat boundaries. A few
departments have used computer programs to review response
and- travel time data to design patrol beats. Like temporal
service call demand, the service requirements for different
geographic areas of a community will vary in fairly predictable
ways. Analysis of call for service and reported crime data
usually indicates that the workload is not evenly distributed
and that some sections of the community demand more service
than others. A frequent goal of patrol managers has been to
identify the workload requirements of each part of the city
and to deploy officers to these areas in proportion to their
gervice demands. Such a deployment policy is designed to insure
an even distribution of the patrol workload across each beat.

The development of patrol areas or beats is not nearly

as precise a task as the design of watch allocation patterans.
To a large extent, planned and formal beat boundaries have
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been less critical in patrol deployment because of the realities
of. the service call workload and dispatch procedures. The

policy of many departments to dispatch calls as soon as they

are received to the first available unit has frequently destroyed
the unit-beat concept. Studies of patrol operations have found
that during busy periods it is not unusual for a patrol unit

to respond to more calls for service outside its beat than

inside it.9 During periods when the beat car is unavailable

for dispatch, other units must be dispatched to handle service
calls.,

The patrol planner usually designs beats in accordance
with past calls for service and crime patterns; however, incoming
calls for service will collapse and expand these boundaries
according to minute-by-minute changes in the workload. In
many respects the procedure of dispatching patrol units in
response to citizen service requests amounts to a real-time
deployment system. When cars are dispatched in response to
service demand, they are likely to become clustered in problem
areas that are demanding a higher level of service, Whereas
beat boundaries have been viewed as a mechanism to focus patrol
activities, reduce response time, and distribute workload evenly,
they are, in fact, a means of dispersing patrol units to insure
a minimum level of patrol in all areas of a community. Givea the
real-time nature of calls for service and the willingness of
departments to dispatch the first available unit, beat boundaries
in many departments have become an administrative device rather
than an operational reality.

The fact that service call patterns and dispatchers
frequently violate beat boundaries and that officers may not
handle many of the calls on their beat does not cobviate the
need to carefully monitor the location of activities and to )
assign officers in accordance with this activity. We recommend
that, although patrol units can be assigned to specific beats,
it is more realistic to assign several patrol units shared
responsibility for a larger geographic area. One way to achieve °
this is to create overlapping beat responsibilities. Although
several officers would respond to calls throughout a three-
or four-beat area, they would be responsible for the bulk of
all prevention and directed patrol activities in only one beat
of this larger area, This system would balance the need for
officers to become familiar with the problems, people and geo-
graphy of a small beat area with the need for promptly responding
to service calls.

9 Larson, op. cit., pp. 66-69, 242-243, 250-251.
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The assignment of several units to serve a multi-beat
rather than the one unit-one beat traditional deployment scheme
is a more efficient allocation strategy. When departments
divide the community into single beat areas and seek to maintain
a low level of cross—beat dispatches, some units will be idie
while other units may have several calls stacked waiting for
a response. When several units are assigned responsibility
for a multi-beat area, however, fewer calls will need to be
stacked, response times will be quicker, the workload will
be more evenly distributed among units, and, in general, patrol
operations will be more efficient.

The process of distributing patrol units geographically
is very similar to the procedure used to deploy officers on
various watches. A careful tally must be kept of where calls
for service and criminal activity occur. The first step in
designing beat boundaries involves dividing the entire city
into small reporting areas. Many cities have chosen to record
workload data according to area boundaries that correspond
to census bureau divisions. The level of disaggregation provided
by census tracts or blocks is usually sufficient for deployment
decisions and preliminary crime analysis. In addition, if
a department should want to describe the socio-economic features
of a sectlion of the community, the crime and call for service
data can be easily merged with census information. In rural
areas or in small communitles where the population is less
dense and the level of activity is lower, patrol managers have
used areas larqer than blocks for collecting and analyzing
workload data,

Whether the reporting units are census blocks or
other small geographic areas, the process of recording and
analyzing information is the same. Each reporting unit or
block is numbered and when an incident occurs in a particular
block, this informacion can be recorded. A tally sheet similar
to that in Exhibit 16 should be sufficient for the smaller
department to record and analyze the geographic distribution
of activity within the community, The process involves noting
the number of incidents in each recording area and converting
this to a percent of the total number of incidents. Individual
reporting areas can then be grouped into beats so as to evenly
distribute the workload among the number of patrol units avail-
able, If, for example, two patrol units were assigned to patrol
these 48 reporting areas, each beat would contain 50% of the
total workload. If three patrol units were assigned, each
beat would contain approximately 33% of the workload. Data
collected over a 28~day period should be sufficient to construct
beat and area assignments for officers., Once the process of
recording this information has begun, the data can be analyzed
on a monthly basis to modify the way officers are deployed
geographically.
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EXHIBIT 16

DAILY SERVICE CALL WORKLOAD BY REPORT AREAS

REPORT # or % OF REPORT # OF % OF
AREA CALLS CALLS AREA CALLS CALLS

1 36
2 37
3 38
b 39
5 40
6 41
7 42
8 43
9 44
10 45
11 46
12 47
13 48
14 49
15 50
16 51
17 52
18 53
19 54
20 55
21 56
22 57
23 58
24 59
25 60
26 61
27 62
28 63
29 64
30 65
31 66
32 67
33 68
34 69
35 70
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It i8 important to remember that the number of reporting
units in a beat and the geographic areas of the beats will
change durzng each watch if officers are allocated in proportion
to changes in the hourly call for service workload, Thus,
the 48 reporting units might comprise one beat during the night
shift (12 p.m.~3 a.m.) and be divided into two beats during
the evening watch (4 p.m.~12 p.m.). Exhibit 17 contains a
beat assignwment for Hamden, Connectdicut, that reflects how
beat boundaries can be modified to meet the changing workload
experlenced during each watch., During the night watch when
calls for service are lowest, only five units are deployed
and the beats are quite large., During the evening watch,
however, when the workload increases, additional cars are deployed
and the beats are smaller,l10

H, Computer Agssisted Deployment

The c¢ollection and analysis of workload information
as well as the allocating and scheduling of patrol officers
is a very tedious and involved process. Even for the small
department, the deployment details can be a frustrating exper-
ience. On the one hand, patrol managers must collect and analyze
the information and design a deployment scheme; on the other
hand, the deployment scheme must be fitted to the operational
realities of the department and the expectations of individual
patrol officers, Every patrol manager has spent agonizing
hours in deciding how many officers should be assigned to each
watch, what time each watch should begin, and how beat boundaries
should be drawn. Even when these questions have been answered,
it 1s still necessary to develop a schedule for individual
officers that matches the deployment plan.

Recently a number of computer programs have been
developed to assist both small and large departments to deploy
officers both temporarily and geographically and to develop
schedules for patrol units and individual officers. It is
our recommendation that departments should review the capability
of computerized deployment programs and assess how they might
be used to achieve an efficient allocation plan.

Perhaps a role exists for the criminal justice regional
planning units in the development of efficient deployment schemes

10 wililiam Carbone, Innovative Patrol Operations (New Haven,
Connecticut: South Central Connecticut Supervisory Board),
p . 16"'17 .
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and the use of computerized aids to deployment decision-making.
The planning and analytical capabilities of many RPU staff
menbers might be used to assist departments in doing workload
analyses and in acquiring and using the computer programs des-
cribed below. The South Central Criminal Justice Advisory

Board of New Haven, Connecticut, has, for example, helped estab-
lish a regional ctiminal justice computer system, developed

the software needed to analyze workload patterns, and has

been instrumental in encouraging departments to match deployment
to workload. Other departments have used university faculty

and computers to assist in the use of computerized deployment
programs., We have chosen to describe three computer programs
that can be used to develop work schedules, temporal allocation
schemes, and beat designs.

1. Computer Designed Work Scheduleg

A computer program has been developed that enables
departments to schedule officers so that the number of officers
deployed to each watch and day of the week is proportional
to the average demand for service during these periods. The
purpose of this program is to deploy more officers during the
busier periods of each day and to reduce staffing during the
less busy periods. In addition, it will equalize the patrol
workload among officers on each watch. Perhaps the major ad-
vantage of this program is that it not only develops an allo~-
cation plan but it also prepares a schedule for the entire
patrol force and for individual officers which conforms to
fluctuations in the patrol workload. Finally, this program
can be used to develop a deployment scheme and schedule based

upon the 24~hour and 168-hour graphs described in earlier sections

of this document.

Data inputs for the program can be in the form of
the number of calls for service, number of reported crimes,
or the number of hours spent servicing calls., This workload
information should be available for each watch and each day
of the week. For those departments that are not currently
collecting this data, it is possible to sample past records
or to collect new data over a 28~day period. The program allows
patrol managers to specify a number of schedule design features
including the maximum and minimum length of both duty periods
and days off, the upper and lower limits for the number of
on-duty officers needed on each watch, and the period of time
officers are assigned to each watch. Finally, for those de~
partments that are on a rotating watch schedule, this program
will design a rotation plan which deploys officers proportional
to the workload on each watch.

The computer program produces a deployment plan for
the entire department or for individual precincts that matches
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the number of officers scheduled to the average workload on

that shift. In addition, an individual schedule is produced

for each officer. This program was developed for the Law En-
forcement Assistance Administration and is available without
cost from the National Institute of Law Enforcement and Criminal
Justice to police departments and other criminal justice agencies,
Details of the program are described in Nelson B. Heller's

What Law Enforcement Can Gain from Computer Designed Work Sche-
dules (Law Enforcement Assistance Administration, November
1974). Copiles are available from the U.S. Government Printing
Office.

2, Police Car Allocation Model (PCAM)

The patrol car allocation model ( {aM) is a computer
program designed to enable departmerits to decermine the number
of patrol units to have on duty during various times of the
day. Although the program allows departments to determine
the number of units on each watch, it does not provide the
detailed work schedules and rotation plans available from the
previously~described workload based scheduling program,

Whereas workload~based allocation formulas seek to
equalize the calls for service workload across watches, the
goal of the PCAM formula is to deploy officers so that dispatch
delays and response times can be optimized. The PCAM program
has frequently been referred to as a performance-oriented system,
because it provides patrol performance objectives (dispatch
delay and response time). Although this program emables patrol
administrators to deploy officers to geographic commands, it will
not facilitate the design of individual beats.

The PCAM program requires several categories of data
for input, In addition to the average number of calls per hour,
departments must also enter the amount of time needed to gervi:ie
a call, estimates of average patrol gpeed and travel time to
calls, as well as the amount of time consumed by non-calle
for service work, PCAM offers depvartments a wide range of
possibilities for specifying the number of regular and overlay
watches during which officers wan be .deployed. In addition,
departments can divide calls for service into three different
priority categoxries.

PCAM can be cperated in a descriptive or prescriptive
mode. When operated descriptively, the departments can evaluate
the performance capability of various allocation plans, including
a department's current allocation plan. When operated prescrip-
tively, the program will recommend to the user the best temporal
allocation of existing resources, The "best" allocation can
be defined by setting parameters for the average number of
calls placed in queue, the average length of time priority
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calls can be held prior to dispatch, and the total dispatch
and response time,

The PCAM program was developed jointly by the U.S.
Departments of Justice and Housing and Urban Development and
its capabilities are described in the Patrol Car Allocation

Model: Users' Manual, by Jan Chailken and Peter Dormant (available

from The Rand Corporation, 1700 Main Street, Santa Monica,

CA J0406). Departments desiring to use this program may need
some technical assistance from its developers or others familiar
with its operation.

3. Hypercube Model: Beat Design

The hypercube queuing model is a computer program
that can asgist patrol managers in the design of individual
patrol beats. The goal of the program is to provide planners
with performance information about the ability of a patrol
unit to answer service calls in various patrol beats. The
program does not construct beat boundaries. Rather, it cal-
culates performance measures for various beat designs that
are prepared by planners. Hence, patrol managers can evaluate
current beats as well as other hypothetical beat structures
and then choose a design which best meets the department's
needs,

To run the hypercube model, the community must be
divided into reporting units that are smaller than beats,
Some departments have used census block areas as the basic
reporting unit, When the reporting units have been established,
the number of incildents, the time required to service each
incident, and the number of street miles in each reporting
unit as well as the travel time between reporting areas must
be recorded. In addition, the average speed of patrol units
must also be estimated.

Because the hypercube program does not design beat
structures but instead computes performance characteristics
of various beat structures, it requires considerable program-
planner interaction. Using the hypercube to design beats is
a trial and error process. A convenlent gtarting place is
to first analyze the performance charactersitics of the existing
beat styucture. When this has been done, the beat structure
can be changed by patrol planners in an attempt to create a
structure that produces the best performance characteristics,
The program outputs performance information about the entire
patrol command, individual beats within the command, as well
ag information about each reporting area. The performance
measures include the workload of each unit, average travel
time to an incident, proportion of dispatches outside a beat,
and the patrol frequency within each beat,
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The hypercube queuing model was developed with support
from the National Science Foundation, and details about it
as well as the computer program are available from the Laboratory
for Architecture and Planning, Massachusetts Institute of Tech-
nology, Cambridge, Massachusetts 02139. The National Science
Foundation is currently sponsoring a demonstration of the hyper—
cube in St. Louls County, Missouri, and nine California cities.

k k k k%

Users of these computer programs have found that
they will not answer all deployment questions. Many of the
most salient questions about deployment are subjective in nature,
and these programs will not relieve departments of the respon-
sibility for making these difficult decisions. Perhaps the
best approach for police planners and managers is to seek to
describe and understand the patrol. workload and to use both
intuitive and computer-~based systems to design deployment schemes.

I, Summary Recommendations

It should be kept in mind that deployment and sche~
duling decisions are very vital and complex problems., These
decisions cannot be made quickly. They will require a major
and an-~going commitment by those responsible for planning and
directing patrol operations to analyze the patrol workload,
develop a deployment plan, and work to insure that the plan
is implemented. It is not an easy task, but it is one that
must be done and is, perhaps, the foundation upon which effective
field operations can be established.

The goal of this chapter has been to foster an under-
standing of the temporal and spatial characteristics of the
patrol call for service workload, and to suggest some procedures
that can be used to develop an efficient deployment process.
Until more sensitive techniques of predicting workload patterns
and of matching deployment to workload demands are developed,
departments will have to rely upon the manual and computer~based
systems described here.

This chapter has presented the argument that the
effective and efficient utilizatlon of patrol resources requires
an analysils of patrol workload prior to the implementation
of differential staffing levels on each shift, It is believed

1l fnformation about the demonstration program is available
from The Institute for Public Program Analysis, S8t. Louils,
Missouri.
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that all departments, regardless of size, should consider Such
deployment patterns. In sum, it is suggested that police admin-
istrators implement the following recommendations:

1.

3.

4,

5.

All departments should elther initiate or update
an analysis of patrol workload as a basis for
rethinking the temporal and geographic deployment
patterns of patrol personnel.

To facilitate the development of an optimal
deployment pattern, all departments should con~
struct a 24~hour graph of their workload patterns.
In addition, all departments should develop

a 168-hour graph in order to analyze not only
hourly fluctuations in workload, but also fluc-
tuations occuring on different days of the week.

Temporal and geographical deployment patterns
should be developed in order to match proportion~
ately the number of patrol units deployed to

the demand for services by time of day and day °
of week,

In seeking to institute temporal deployment
patterns, attention should be given to developing
overlapping shifts, some of which may not cor-
respond to the traditional shift hours.

All departments should assess their capabilities
to use existing computerized resource allocation
systems, Assistance in so doing may be available
either through local, regional, or state agenciles
or through LEAA., It is noted, however, that
small departments with a more limited data base
are able to conduct such a workload analysis

and to develop an optimal deployment pattern
without computer assistance.
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CHAPTER 3

MANAGING THE SERVICE CALL WORKLOAD

Next to designing an efficient allocation system, the way in
which a department views and manages the call for service workload is
one of the most critical decisions in developing an effective patrol
program. Many departments have abdicated their responsibility for
police services by allowing citizen ca’.ls for service to become the
principal mechanism for directing patrol operations. As a result,
patrol has become a reflexive action whose effectiveness is measured
principally by response time.

All to frequently, departments have chosen to let calls for
service become the tail that wags the dog. Witness the statements of
police chiefs and patrol managers who assert that, '"when citizens make
a request, our units roll." Some would label this as the statement of
a truly dedicated public servant. Observers of the police scene, how-
ever, would caution that service calls should wnot take immediate priority
over all other patrol functions and that perhaps some calls could be
delayed or handled in an alternative manner. The primary techniques
for placing the service call workload in perspective are the prioriti-
zation of calls and the development of alternative response patterns.

Paramount concern for calls for service and reducing response
time have frequently stifled attempts by patrol managers and officers
to design effective patrol strategies and to implement specific crime
deterrent and apprehension activities. For many officers, preventive
patrol has become a time to merely wait for the next service call.
Attempts by officers and patrol supervisors to initiate more meaningful
activity have usually been overruled by efforts of dispatchers to keep
as many cars as possible available for service calls. In order for
departments to implement effective directed patrol strategies, efforts
must be made to reexamine response time and service call priorities.

An objective of this chapter will be to outline an approach
to service call clearance that will enable departments to analyze ser-
vice calls and develop appropriate responses. It 18 the view of these
authors that not all calls merit a response by a mobile unit and that
not all calls require an immediate response. Departments that have
developed alternative response methods and realistic reponse time goals
have been more successful in providing patrol services than depart-
ments that have indiscriminately attempted to deal with every citizen
request as an emergency. By adopting realistic call prioritization
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plans and alternatives to mobile response, departments have been better
able to handle service calls and allow patrol officers to implement
preplanned and directed patrol activities on a regular basis.

This chapter discusses a variety of methods for prioriti-
tizing service calls and recommends a numher of ways departments can
respond to service calls without disptaching a mobile patrol unit.
Included are discussions of call prioritization systems, alternate
response patterns, one- vs. two-officer cars, and the use of civilians
for some patrol tasks. By adopting these methods, a department can
expect to reduce the call for service workload. In addition, the chapter
contains a number of administrative and operational procedures that
departments have adopted to increase the amount of time officers are
available for street duty. Included are descriptions of streamlined
report formats as well as innovative arrest and court procedures.

A.  An Overview of the Call for Service Workload

In many departments, communications »nd dispatch personnel
bear the major responsibility for the way patral operations are con~
ducted. Although dispatch personnel are seldom part of the patrol
chain of command, their ability to direct patrol officers via the
radio and the high priority given to service calls has frequently
meant that dispatch runs street operations. The magnitude of the
dispatcher's authority is evidenced in their ability to order patrol
units to any part of a jurisdiction and to either start or stop activ-
ities based upon calls for services. In many departments, dispatchers
perform their job with little direction from or interface with patrol
planners or patrol managers.

When a department adopts a reactive posture and dispatches
calls without careful consideration of how they will affect other patrol
tactics, 1t is doubtful that the agency can mount an effective offense
against crime. In developing a workload prioritization scheme, patrol
planners must ask themselves two questions concerning the relative
importance of calls for service and other patrol activities:

e How should calls for service be prioritized?

e What directed and self-initiated patrol activities
should have higher priority than service call clearance?

Departments have done this to a certain extent by creating
specialized patrol units and investigation divisions which are freed
from responding to service calls. However, few attempts have been
made to map out a patrol strategy that places service calls in the
context of the totality of what patrol officers can do to carry out
the department's scrvice mission. Those departments that have priori-
tized their patrol workload have generally found that patrol officers
have more time for both routine and directed patrol tactics, The
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experience in St. Louis and Kansas City, Missouri; South Central
Connecticut; and Wilmington suggest that prioritizing the patrol
workload enables a department to operate more efficiently and
effectively.

e St. Louis, Missouri, for example, has been able to
reduce its dispatches by approximately 10% by refer-
ing calls to other agencies, by resolving problems
directly over the phone, and, in some, cases, by
having communications personnel take selected
field reports.

e Several departments in the New Haven, Connecticut,
area have assigned a higher priority to directed
patrol activities than to most service calls.
Except for emergency calls, which make up only a
small portion of the call workload, these directed
patrol activities cannot be interrupted. By doing
this, the departments have been better able to
initiate a variety of patrol tactics designed to
prevent and deter selected crimes.

Exhibit 18 presents a hypothetical example of the call for
service workload that is based upon a review of workload data in
several departments. Many departments will find that it is possible
to divide their service calls in a similar manner.l We have identified
three basic types of calls that can be defined in terms of how a depart-
ment would respond to them. Type 4 calls are emergency in nature and
will require an immediate response, These calls must be dispatched
and answered as quickly as possible. Athough they amount to from 10%
to 20% of the call for service workload, they reprasent the highest
patrol priorities.2

1l ror a general discussion of calls for service, how they can be
categorized, and appropriate response patterns, see: James Q. Wilson,
Varieties of Police Behavior: The Management of Law and Order in
Eight Communities (New York: Atheneum, 1974), pp. 18-20; Thomas
G. Bereal, "Calls for Police Assistance: Consumer Demands for Govern-
ment Services," in George T. Felkenes and Paul M. Whisenand, Police
Patrol Operations: Purpose, Plans, Programs, and Technology (Berkeley,
California: McCutchan Publishing Co.), pp. 107-111; and Albert J. Reiss,
The Police and the Public (New Haven, Connecticut: Yale University
Press, 1971), pp. 89-97.

2 The estimate that emérgency responses constitute from 10-20%
of the aggregate call for service workload is, we believe, extremely
conservative. It is noted, for example, that in the Rampart area of
Los Angeles, California, only 7% of the calls for service required an .
emergency response in which rezponse time was critical. Los Angeles
Police Department, Automated Deployment of Available Manpower (ADAM):
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EXHTBIT 18

TYPES OF CALLS FOR SERVICE

TYPE A -~ Time critical; liomediote mobile response
TYPE B ~- Time not critfcal; delanyed mobile response
TYPE £ ==~ Time not critical; mobile response not necessary

Type A calls involve in-progress crimes where the presence
of police officers is needed to interdict criminal activity and pro-
tect citizens. This category would also include order maintenance,
and disturbance calls that would lead to violence or property destruc~
tion, as well as medical emergencies. Basically, these are time-critical
calls where an officer can take some kind of prevention, deterrence
or apprehension action, or provide other emergency services. These
are the calls that all departments must respond to with a high degree
of efficiency and effectiveness.

Type B calls will require a police response but it does
not have to be an emergency response. These calls comprise as much
as 50-60% of the police call for service workload. Type B calls
would include incidents that are not in progress: when a period of
time (15 minutes) has elapsed between the incident's occurrence and
notification of the police. Although many cold crime calls would
obviously meet these criteria, a department will need to exercise
some judgment in regard to crimes against persons, especially where

Users-Mamnal (Los Angeles, California: Los Angeles Police Department,
July 1975), pp. 10-12, 70-72.
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injury has occurred. Most cold auto theft, burglary, and malicious
mischief calls would be classified as Type B calls.

It is with Type B calls that a department has considerable
flexibility in managing the patrol workload. By identifying a num-
ber of service calls for which response time is not critical, patrol
managers have a tool for scheduling the service call workload. This
scheduling will enable the department to create the hlocks of time
needed to implement directed patrol tactics.

The final category of calls -~ Type C - encompasses a wide
range of reports for which the police will be able to do little,
and perhaps nothing, to solve the citizen's problems. Type C calls:
account for approximately 30% of the call workload and include infor-
mation requests that can be referred to other public or private
agencies as well as problems of a police nature that can be olved
or answered over the phone. This category might include reports of
minor burglary, larcenies, or other property crimes where no suspects
or evidence are available. Crimes reported well after they have
occurred and citizen reports of traffic viociations might also be
included. Finally, this category might include a considerable number
of non-crime related calls for service which departments routinely
respond to. ‘

When patrol managers have thoroughly analyzed the service
call workload, they invariably find that a considerable amount of
flexibility exists for handling the service call workload. By
screening out the portion of marginal calls in the patrol workload
and developing alternative respomnse patterns, patrol managers can
gain the blocks of time needed to implement a directed patral program.

Although prioritization may involve delaying response to
non~critical calls by as much as several hours, the delays and the
scheduling of calls permit a department to implement a subsfantial
directed patrol program.3 In addition, delaying a response does

;

3 The distinctions made here between various types of calls
for service are related to the basic deployment considerations dis-
cussed in the preceding chapter. The discussion in the previous
chapter suggested that deployment patterns be established to reflect
officer workload. Here it is being suggested that a department
may want to vary its defimition of workload. For example, rather
than constructing the basgic deployment pattern in oxrder to respond .
to all calls for service, a department might decide to deploy for
only Type A or for only Type A and B workload. The implications
of such alternative decisions are significant: If deployment
patterns are developed only for the proportion of the workload,
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not necessarily lead to a decline in citizen satisfaction with

the police. Studies of response time in Kansas City, Missouri,
indicate that eitizens are willing to let dispatchers schedule o
delayed response to a call. Of primary importance to the citizen
i8 not that a unit be dispaiched immediately but that the unit
arrive at the time designated by the dispatchers. The caller
must be told what to expect in way of a response. Dissatisfaction
results when expectations are not realized.%

Exhibit 19 presents a flow diagram of .he various decisions
patrol managers need to make in handling calls for service. In some
respects it is similar to the call prioritization scheme used by
many departments. However, it carvies the question of priorities

represented by, for example, Type A and Type B calls for service;

and if Type C calls are handled by either referral, response by
appointment, or telephone and/or walk-in reports; then 30% of the
workload hag been diverted from response congideration; the number

of units that have to be deployed in order to facilitate response
can be reduced; and the amount of cfficer time available for directed
activity increases substantially. Similarly, if the Type B calls

are analyzed and it is determined, for example, that a significant
proportion could be referred directly to the detective diwision with-
out any iInitial patrol response being required, then the workload
basis for deployment will have again been reduced and considerable
time will have been freed for patrol officers to engage in directed
patrol activities.

In sum, prioritization and deployment considerations go
hand-in~hand. I1f the basic deployment pattern is not based on a
disaggregated workload analysis, then prioritization can have consid-
erable effect upon freeing officer time, as will be demonstrated in
the following pages. However, it is suggested that the optimal
approach may be to fold some of the prioritization concerns into
the workload analysis undertaken in developing the basic deployment
pattern. This would vesult iu the dedication of only the number
of responsge units required to handle '"essential' calls for service,
and in the ability to manage and control the respomse to non-emer-
gency calls for service. 1In turn, the number of units available
for directed activities or for diversion into specialized operations
will be maximized.

4 Teny Pate, Amy Ferrara, Robert A. Bowers, Jon Lorence, Police
Responge Time: Its Determinants and Effects (Washington, DC.:
Police Foundation), pp. iii, 38,49.
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EXHIBIT 19

SERVICE CALL DECISION FLOW PROCESS
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one step beyond just examining servica calls. For this system to

be effective in managing the patrol workload, administrators must
prioritize calls within the total patrol workload. In many cases
this will mean that preventive, deterrence and apprehension oriented
patrol tacties will take priority over many calls for service. Forx
example, saturation patrol in an area plagued by a high rate of
commercial burglary would not be interrupted in order for an officer
to take a cold larceny or burglary report. On the other hand, an
in-progress call of any type might be sufficient to interrupt the
saturation patrol.

Patrol managers have several options in deciding how and
when a service call can be responded to once the myth that "all
calls merit an immediate mobile response' has been dispelled.
Experience in a number of departments indicates that citizen expec~
tations about police service can be met in a variety of ways.
Exhibit 19 depicts some of the options that are available to patrol
commanders in answering service ‘calls. Some departments have
reported that as much as 407% of the calls they receive can be
handled by communications personnel. Although many of these are
simple information requests and referrals to other public and
private agencles, departments have taken incident reports over the
phone, mailed out forms to collect information about traffic acci-
dents and petty larcenies, and asked citlzens to come to the police
station to file reports. ZEach of these actions has saved valuable
patrol time that can be used to service more critical calls and to
implement directed patrol tactics. BEvery call that can be handled
without digspatehing a patrol unit permits a department to engage |
in approximately 40 additional minutes of patrol activity; every
call for which a response can be deferred to a "slow period" dimin-
tshes the number of units needed to handle peak work loads.

Even when departments must dispatch a mobile unit to a
call, several options exist. Tirst, certain calls can be stacked
(i.e., response to them can be delayed) so that units not needed to
handle emergency or "time critical' calls are free to engage in
directed patrol activities. Further, departments have considerable
flexibility in the number and kinds of units that are assigned to
a call. Efforts should be made to classify calls according to
whether they are serious or dangerous enough to merit response by
a two-officer unit or by multiple patrol units. Many departments,
by carefully clarsifying calls, specifying the number of units to
be assigned and restricting voluntary roll-in responses by idle
units, can save valuable patrol time which can be committed to pre-
planned preventive patrol tactics.

Finally, some departments have very successfully used non- |
sworn personnel to handle a portion of the service call work., Non~-
sworn units are particularly effective in responding to calls that |
require immediate attention, like medical emergencies, and traffic
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accidents, but which may not require a sworn officer. Police Service
Aides in Worchester, Massachusetts, for example, by handling one-
third of the service call workload, have enabled sworn officers to
form a specialized unit and implement a highly successful anti-
burglary program.

B. Evaluating and Prioritizing Service Calls

_ The call prioritization scheme described here demands that
dispatch personnel be given a considerable amount of discretion

and responsibility. Each call must be evaluated separately and
assigned a priority ranking in relation to the entire patrol work-
load. Although the process is demanding, efforts to prioritize the
patrol workload will yield important benefits. Workload prioritiza-
tion increases a department's ability to launch a sustained proactive
patrol program that attacks problems as they are developing r. her
than after they have occurred.

In developing workload prioritization systems, patrol
managers will need to examine the call workload and assess the rela-
tive merits of each call. Cenerally, answers to the (uestions of
"what," "when," and "who' will guide dispatch personnel, allowing
them to determine the priority ranking which should be assigned to
a service call.

e What: Simply by asking what kind of an incident
is being reported, dispatchers can usually determine
how critical the call is. Certain types of calls
will require an immediate response. Major felonies
and incidents where a threat of persomal injury
or property damage exists will require top priority,
as will medical emergencies.

e When: Knowing something about the kind of incident
facilitates the assignment of a priority to a call.
However, in many cases, this may not be sufficient.
To properly evaluate calls, dispatchers will need
to know when the incident occurred. By asking
direct questions about time of occurrence and compar-
ing this to the time the incident is being reported,
dispatchers will have a clearer indication of how
fast an officer should be dispatched to an incident.
In~-progress incidents or those that have occurred
within the past 5-10 minutes would surely warrant
a very rapid response. However, cold crimes can
be handled via a telephone report or by the dispatch
of a patrol unit when all high priority calls and
directed patrol assignments have been completed.

To effectively screen calls, departments will need
to provide space on dispatch cards for communication
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personnel to note the time at which the caller
indicated an incident occurred.

e Who: Questions asked by communications personnel
concerning likely suspects and witnesses can help
to determine an appropriate response. If the com-
plainant is reporting a larceny and/or vandalism
where no information exists about who was involved,
it may be better to take a report over the phone
than to dispatch a patrol unit, The time saved by
taking telephone reports or by delaying a mobile
response would be better used for directed
patrol purposes., On the other hand, if the
perpetrators are still in the area, and infor-
mation regarding their identities is avail-
able, then immediate mobile response would
be important.

By asking the questions described above, departments can
develop a system which can be used to evaluate all calls for service,
match citizen needs with appropriate responses and thereby provide
for the effective management of patrol time. The remainder of this
section describes three basic options available to departments in
responding to service calls. These options range from handling
minor calls with telephone or with mail~in reports to dispatching
either civilian personnel or sworn officers to handle the more
critical calls.

Option 1: Non-Mobile Responses

Because of the time needed by patrol units to answer
service calls, departments can save valuable patrol time by handling
selected calls via the telephone. In designing a call prioritization
system, departments will need to determine which calls can either
be stacked for a delayed response or handled directly over the
telephone. Some departments, for example, have reduced the number
of calls dispatched by as much as 207% by adopting the screening
procedures described below. Successful non-mobile responses have
involved referring citizeng to more appropriate public and private
agencies, taking ineident reports over the phone, and requesting
eitizens to file a report at the nearest police station.

a. Referrals

A first step in this process 1s to develop a system
for referring calls directed to the police toc more appropriate
public or private agencies. Because of the willingness of the
police to act as a 24~hour social source agency, departments have
frequently been the recipient of service cnlls for which they can
take no effective action. Rather than dispatch units in response
to these calls, it may be more appropriate to refer the caller to
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another public or private social service or municipal agency.

The institution of effective referral procedures must,
however, be handled carefully. Individuals calling the police for
non-crime related services may come to believe that the police
referral i3 merely a "shunting aside." Frustration will be increased
if the police were called as an agency of last resort (i.e., if the
caller had already made several calls to other agencies and was unable
to gain assistance from "anyone else"); if those to whom the caller
was referred were neither willing nor able to attend to the request;
or if the request requires immediate attention and more appropriate
agencies are '"closed for business" until the following morning.

The general attitude of the public toward the police, the
attitudes of individuals who call the police for selected services,
and the general willingness of the public to support and cooperate
with the police in all contexts may be affected by the quality of
police responses to non-crime related calls for service. As a
consequence, in initiating a referral program which amounts effec-
tively to a police withdrawal from the provision of selected non-
crime related services the following common sense guidelines and
principles should be kept in mind. They will enhance the effec-
tiveness of the referral and perhaps contribute to a positive attitude
toward the police department.

e Police operators and police officers should be knowl-
edgeable of the social service delivery network
and know to whom it is appropriate to refer a
citizen. A numher of communities have comprehensive
soclal service and resource directories. Typically,
they are indexed by problem areas and provide the
names and phone numbers of agencies (public and
private) which can be contacted for assistance.
Also included are fairly complete descriptions of
the services offered by each agency. Police opera~
tors and officers should have such directories
available to them. If the directory dces not exist
for a given community, the police, togethar with
other agencies, might support its development.

o The police should take an initiative to enhance
cooperation with the myriad of municipal and socilal
service agencies in the community. This can facil-
itate the effective referral of non-crime related
calls (as well as victim follow-up services) and
contribute to a dissipation of the feeling that the
police are referring calls because they are "insensi-
tive to human needs" or "unwilling to provide help
to the community."
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e Yor certain types of critical problems the police
(perhaps through the department's community relations
office) might want to follow up by telephone to
determine whether or not the referral was effective.
In addition, this procedure would serve to undercut
any impression of "insensitivity" which a referral
program might, at least initially, engender.

e In instituting a referral procedure in lieu of dis-
patching mobile units to selected calls for service,
a department might consider educating the public
regarding the rationale and implications for the
department of the referral procedure. Departments
with limited budgets are confronting a trade-off
between crime and non-crime related service goals.
The public should recognize these trade-offs, as
should the officials of the community.

Implementing and following through with an effective re-
ferral program can be of considerable importance to a department and
to the general community. People requesting non-crime services of
the police have need which should be met by appropriate agency res-
ponses. If the police must cut back on their provision of such
services to devote additional resources to deterrence, prevention,
and apprehension activities, then calls should be directed to other
agencies having a more appropriate service mandate and a more appro-
priately qualified staff. Otherwise a service "void" will emerge
and the needs of a large segment of the public may go unmet. In
context it must also he remembered that (L)} the police department
is frequently the point of first contact with a citizen in need;
(2) some types of assistance should be provided without delays;

(3) the department will continue to receive a great many calls

for non-crime related services mervly because of the way the public
thinks of the police; and (4) the department has a 24-hour switch-
board and a 24~hour response capability. Thus the police depart-
ment might continue to operate as an essential nexus between the
community and the social service delivery network. If it is to

be effective in this role, however, it must actively work with

the other agencies to develop appropriate referral mechanisms and
follow-up procedures. '

b. Telephone Reports

For some cold crime calls, especially larcenies and
vandalism, the dispatch of a mobile patrol unit may not be the best
use of patrol time. Rather than dispatch a unit, departments have
taken these reports over the telephone. Although departments need
to exercise discretion in doing this, it has become an effective
and accepted technique of saving patrol time. St. Louils, Missouri;
Denver, Colorado; Kansas City, Missouri; Dallas, Texas; and St.
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Petersburg, Florida, for example, complete crime reports on the basis
of telephone interviews. Reports are generally taken over the phone
for such occurrences at petty larceny, criminal mischief, or vandalism,
telephone threats and nuisance calls, auto thefts, and incidents of
loss and fraud (except when there is reason to believe that those
responsible may still be in the immediate vicinity in which case it

is appropriate to dispatch a mobile unit). Before adopting a telephone
reporting system police administration will have to review citizen
expectations about police service as well as state and local laws

and rules of evidence.

c. Mail-In and Station House Reports

Some critics have used mail-in reports to gather infor-
mation from citizens about certain types of incidents; or, in lieu
of mail reports, other cities have asked citizens to appear at a
police station for the purpose of making out a report. For example,
departments have found that it is unnecessary for officers to be
present while persons involved in motor vehicle accidents £ill out
reports. Rather than have an officer stand waiting for the report
to be completed, some departments have their officers simply hand out
the report form and request that it be completed and mailed in. This
method can save precious patrol time and should be adopted by depart-
ments in all incidents when an officer did not observe the accident,
when there is no bodily injury, or when property damage is minimal.
1£, nowever, an injury has occurred, traffic laws have been violated,
a traffic hazard persists, or the parties to the accident refuse to
cooperate with one another, then an officer's presence would be
mandatory. By placing responsibility for filing accident reports
forms squarely upon the citizen, departments can save as much as 40
minutes of patrol time for each accident.

In addition to using mail-in accident report forms,
Minneapolis has, for example, been giving victims of property theft
a form to fill out which describes property lost during a burglary
or larceny. This frees the officer from standing by while the victim
makes a survey of lost property, yet permits the officer to gather
information about stolen property. Rather than use mail-in report
forms, some departments have requested victims to come to the police
station to file reports on selected larceny and vandalism cases as
well as traffic accidents.

In order for a department to effectively make referrals and
to take reports by phone or at the station house, several conventions,
must be followed. First, although all complainis do not merit a
response by a mobile patrol unit, thie does not necessarily diminish
the importance of that eall in directing patrol operations.. ALl
telephone and station house reports must be automatically entered
in the depariment's records system so they can be used by patrol
managers to direct operations. In some instances, it may be
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worthwhile to immediately notify first line supervisors when a call

is handled by communications personnel. For example, the proper
procedure for handling a larceny call would include taking the report
over the phone, notifying the patrol sergeant, and entering the report
on the department's crime data base. By following this procedure

for all incidents, regardless of their priority, departments will have
the information needed to carry out meaningful crime analysis as a
basis for determining the appropriate tactical responses to be taken
by regular and/or specialized patrol units or by the detective
division.

To further insure the success of the call prioritization
system, departments will also need to carefully explain the new
procedure to callers. Although some departments have chosen to tell
citizens about the new program during community or civic meetings,
other departments merely explain the procedures when a citizen calls
to report an incident that can be handled by a telephone or station
house report. The need to explain any new response pattern to citi-
zens should not be underestimated. Although citizens have readily
accepted the use of ncn-mobile response techniques, like telephone
reports, it is necessary to carefully explain these procedures in
order to maintain citizen satisfaction. It should be noted, however,
that if complainants insist upon the presence of an officer, it is
usually best to comply with their request.

Option 2: Stacking Service Calls

A citizen call for service should be assigned to the patrol
division for a mobile response only after communications personnel
have thoroughly screened each service call and determined that it
cannot be handled via the telephone or by a walk-in response. Even
when a decision has been made to dispatch a mobile unit, however,
patrol managers still have considerable flexibility regarding how
the response is to be handled. To develop this flexibility, depart-
ments will need to carefully examine all service call types and
assign each a priority based upon the immediacy of the response
required. In-progress crimes and medical emergencies would certainly
demand an immediate emergency response, while requests to respond
to cold crimes could easily be stacked and held until enough units
are available to handle emergency calls and provide a minimum level
of directed patrol.

Analysis of calls in one California city revealed that in-
progress crime calls, disturbances, and medical emergencies
accounted for less than 15% of the service call workload.5 If a

5 Op. eit., Los Angeles Police Department, pp. 70-77.
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similar pattern exists in your department, it implies that patrol
managers have a considerable degree of latitude in scheduling calls
for service. Unless a call is an emergency situation and demands
an immediate response, the call should be stacked and answered only
when encugh units are in service to handle emergency calls and
officera have completed their directed patrol assigrments. ,

Increasing a department's ability to classify and stack
calls iz one of the most powerful administrative tools available
to the patrol manager. Although officers frequently have enough
patrol time available to implement directed patrol tactics, the way
this time is structured prohibits its effective utilization.
In order for patrol time to be effective, it must be available
in "blocks of time." Some patrol planners have maintained that
beat officers need approxzimately 30 minutes of uninterruptéd
time to take any comstructive preventive crime measures. They go
on to suggest that patrol time in less than 20 minute blocks severely
limits the officer's ability to engage in any meaningful proactive
patrol.® When patrol managers prioritize and stack service calls,
they are able to create blocks of patrol time long enough for offi-
cers to implement and complete directed assignments.

Prioritizing calls has several major effects upon a patrol
division's cperation. First, it permits patrol managers and officers
to develop specific patrol tactics that can be implemented and
carried out when and where they are most effective. It as =ncour-
aged individual patrol officers to analyze beat conditions, plan
selected patrol activities, and implement these activities. It has
been our observation that patrol officers will initiate a more
active patrol strategy when they have some control over time frames
within which they can respond to low priority calls.

Exhibit 20 lists the way service calls are being priori-
tized by the Kansas City Police Department to facilitate its directed
patrol program.7' All calls are carefully screened to see if they
meet the criteria for an immediate response. It is important for
communications personnel to classify the incident correctly because

6 City of Phoenix, Arizona, Police Program Analysis and Review
(Phoenix, Arizona: Budget and Research Department, Report #74~78,
February 1974), pp. II-19. '

7 This call prioritization is currently being used in the
East Patrol Division of Kansas City, Missouri.
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EXHIBIT 20

KANSAS CITY, MISSOURL, CALL PRIORITIZATION GUIDELINES

TYPE OF CALL

TYPE OF RESPONSE

TYPE OF CALL

TYPE OF RESPONSE

Homicide

Homicide
Suirzide/Attempt
Dead Body

Sex Offensges

Rape/Attempt
Molestatiop
Indecent Act

Robbery

Robbery/Attempt
Strongarm/Attempt

Assaules

Shooting
Cutting
Other Adsault

Burglary

Residence
Non~Residence

Larceny

Larceny/Attempt
Holding Pergon For
Purse Snutch/Attempt

Autg Thefe
Stolen/Attempt
Attempt to Locate
Recovered Stolen

Miscellancous Report

Animal Bite

Loss

Recoverrd Property

Destruction of
Property

Open Door or Window

Fraud

Suspleious

Person

Prowler

Car Prowler
Occupant, Parked Car
Ambulance

Investigate Need
Ambulance En Route

Fire Or Disaster

Fire
Explogion

Immediate
Immediate
Immediate

Immediate
Walk/Phone In
Walk/Phone In

Immediaste
Delay *

Immediate
Immediate
Walk/Phone In

Delay
Delay

Walk/Phone In
Immediate
Wallt/Phone In

Walk/Phone In
Walk/Phone In
Delay

Delay
Walk/Phone In
Delay
Walk/Phone In

Immediate
Walk/Phone In

Immediate
Immediate
Immediate
Immediate

Immediate
Immediate

Immediate
Immediate

Intoxicatred Person

Parson Down, Injured
Yatuxicated

Disturbance

Disturbance
Investigate Trouble
Mental

Noise (specify)

Traffic

Handle Traffic

Check Traffic Lights
and Barricade

Obstruction in Street

Illegally Parked

Traffic Accident
Accident, Property
Damage

Invegtigate, Injury
Fatality

Alarm

Holdup
Burglar

Self-Initiated Duties

Traffic Viclation
Assignments
Building Check
Car Check

Foot Patrol
Warrant/Subpeona
Car Chase

Listing
Pedestrian Check
Residence Check

Juveniles
Lost Juvenile
Disperse Group
Holding

Miscellaneous

Check Abandoned Car
Wirea Down
Explosive Device
Gambling Game
Target Shoaters
Animal

Lost/Senile

Asglst Motorist
Open Fire Hydraat
Fireworks

Immediate
Delay

Immediate

Immediate

Immediate

Delay or Refer to
City Prosecutor’'s
Office

Delay

Imnediate or Notify
Public Works

Immediate or Notify
Publie Works

Delay

Walk/Phone In or
Delay

Immediate
Immediate

Immediate
Immediate

Immediate
N/A
Delay

N/A

N/A
Delay
N/A

Delay
N/A
Delay

Immediate
Delay ’
Immediate

Delay
Immediate
Immediate
Delay
Immediate
Delay
Immediate
Delay
Dalay
Delay

*411 callo marked "DELAYED! will be answered immadiately Lf the tneident
10 in progress, ouspects are tn ‘he avea or are known, and there ie danger
to human life or of property deetruction.




certain types of incidents like homicide, robbery, disturbances,

and medical emergencies require an automatic and immediate response.
In addition, if the dispatcher is able to answer any of the following
questions affirmatively, a patrol unit must be dispatched immediately.

1. Is the incident in progress or did it just occur?
2. Are suspects pfesent in the area?

3. Are the whereabouts of suspects known? .

4., 1Is there danger to human life?

5. 1Is evidence in danger of being destroyed?

Calls that do not require an immediate response are handled
in several ways by the Kansas City, Missouri, East Patrol Division.
For some calls, reports are taken directly over the phone. This
is especially true for larceny and vandalism. Dispatchers also
have the option of requesting citizens to report to the station
house to file reports. Traffic accidents where no injury has
occurred is a good example of this type of call. Some calls,
like burglaries, are serious enough to require a mobile response,
although this response can be delayed.

Kansas City has adopted a maximum 40-minute delay period;
however, other departments have delayed calls for longer periods of
time. St. Louis, for example, stacks some calls for up to 90 minutes
while Wilmington has a 45 minute delay limit. It is unclear just
how long calls can be delayed. Certainly the type and seriousness
of the incident are key factors in determining delay guidelines.
Further, the way communications personnel describe the stacking
procedure to complainants is critical in maintaining confidence in
and satisfaction with the police response. Studies of citizen
satisfaction with response time in Kansas City indicate that citizens
are willing to accept lengthy scheduled delays as long as gatrol
units arrive at the time designated by dispatch personnel.

Stacking selected calls enables a depatrtment to answer
critical calls rapidly during busy periods and permits it to delay
answering less critical calls until the call workload is lower. .I%
is our vecommendation that all departments carefully evaluate each
call before it is dispatched and determine whether a mobile response
18 essential, and, if essential, the time frame within which the call
should be answered.

8 Pate, et al, op. eit., pp. iii, 38, 49,

-
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Option 3: Mobile Response Units

Even after dispatch personnel have determined that a
call should be handled by a mobile patrol unit, departments
still have a considerable amount of flexibility regarding the
nature of such a mobile response. The way in which a department
dispatches field units can dramatically affect both the effi-
ciency and effectiveness of patrol operations. In general,
patrol managers need to make two critical decisions after they
have determined that a service call merits a mobile respomnse.
The critical questions are:

e How many officers or units should respond to indivi-
dual calls for service?

e Can civilian personnel be dispatched to cover
selected service calls?

a. One-officer and two-officer units

Tae issue of staffing patrol units with one or two
officers has been an on-going controversy in many departments.
Until the Police Foundation study of one~ and two-officer patrol
units in San Diego was completed, much of the controversy was based
on subjective judgments rather than empirically tested facts.9
The major controversy has revolved around the issue of officer

safety. On the one hand, proponents of the two-officer car maintained

that because of its built-in cover, fewer officers were likely to
be assaulted. In addition proponents of the two officer car have
also argued they eliminate the need to dispatch cover units, and

increase officer observational potential.

Supporters of the one-officer unit, on the cother hand, have
been quick to point out that not all calls are serious enough to
require two-officer umnits and that most calls can be screened to
determine the appropriate type of coverage needed. Proponents of
the one-officer units have also argued that because officers who
work alone are more cautious, they are just as safe as officers who
work in pairs. Although issues of efficiency and cost have entered
the debate, they have usually taken a position secondary to that of
safety. On occasion the discussion of one~ v. two-officer cars
has become a highly political issue in both the police department
and the community.

The Police Foundation study in San Diego addresses
the question of safety, costs, officer productivity, and

9 The San Diego, One-Officer/Two-Officer Car Study, was
conducted by the Systems Development Corporation and will be
published by the Police Foundation in the near future.
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patrol effectiveness. The study was based upon a year-long experi-
ment with 22 one-officer and 22 two-officer patrol units. In
general, the study clearly. indicates that departments should not
adopt two-officer units acrose the board but should use them very
selectively. The seriousness and level of crime in a community and
the type of call being responded to appear to be key elements in
deciding whether to dispatch a one- or two-officer unit. Departments
will find that, in most cases, the assignment of both one- and two-
officer units to a community is the safest and most productive
approach. Although the study has addressed most of the key technical
issues involving the use of one and two officer cars it only tangen-
tially discusses the social and political resistance that many rank
and file officers have to the one-officer car. The study reached

the following conclusions:

e Officer Performamce: Although the two-officer
units were slightly more productive in making
arrests, issuing traffic citations, performing
field interrogations, and initiating contacts,
the differences were not always statistically
significant. In fact, the level of productivity
for two one-officer units was nearly double
that of one two-officer unit.

® Quality of Arrests: Similar results were found
when the number of arrests clearing the first
judicial screening were examined. Regardless
of the number of officers in the unit, the
proportion of arrests that cleared the first
judicial screening were virtually didentical.

e Efficiency: The San Diego experience strongly indi-
cates that one-officer units are nearly as
efficient as two—officer units. In spite of the
fact that two-officer units cleared calls faster,
had more time availible for patrol, and needed
less back-up than one~officer units, the one-
officer units did almost as much work as two-~
officer units.

e Safety: A review of 28 incidents when an officer
was injured because of an assault or because a
resisted arrest indicated that only seven pf these
incidents involved solo officers. The remainder
of the assaults involved two-officer units or one-
officer units that were accompanied by a back=-up
unit. However, the kind of situation was more
important in predicting an assault than was the
number of officers in a patrol unit.
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The principal inference to be drawn from the San Diego study is that.
two-officer units should not be used city-wide. Because of the higher
costs of two~officer units, it is imperative that departments very
carefully prescribe where two-officer units be used and to what kind
of calls they should be dispatched.

Although each department will need to examine its decision
to deploy one-and/or two-officer units, three questions should be
posed in order to design a deployment scheme which guarantees officer
safety while constituting an efficient and effective utilization of
patrol resources:

e How dangerous is the area in which the unit will
be assigned? Areas with high incidence of violent
crimes and officer assault would be targets for
two-officer units. However, even in these areas,
patrol managers will probably want to mix one-
and two-officer units in order to optimize officer
safety and patrol.

e How dangerous are different types of service calls?
The system of analyzing service calls must enable
dispatch personnel to identify situations that
require twb-officer units. By screening calls
departments can assign both one- and t-o-gfficer
units to high crime areas, while insuring ihat
only the most dangerous incidents are handled
by two officers.

e How dangerous is the wateh? Crime analysis can
indicate the times of- the day and week when violent
crimes are most prevalent and when assaults upon
officers have occurred.

An issue which is closely related to the use of one~ vs.
two—-officer units is the type of back-up that is assigned to one-
officer units. By assigning two one~officer units to selected
calls for service, patrol managers can maintain the higher efficiency
and effectiveneszs of one-officer units while achieving the slight
margin of safety that accompanies the use of two-officer units.

Whether departments employ only one-officer units or a
combination of one~ and two-officer units, the key to an efficient
utilization of these resources is a call classification system that
assigns the appropriate type of unit to each service call. The
matching of patrol units to service calls is similar to matching
deployment to fluctuations in the workload. 1In bhoth instances,

a poor match results in underutilized resources and needlessly expen-
sive patrol costs.
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h. Non-Sworn Personnel

The extent to which it is possible to differentiate
calls for service is evidenced by efforis of a number of departments
to use non-sworn persommnel to help with the patrol workload. Miami,
Florida; Scottsdale, Arizona; and Worcester, Massachusetts, have
all initiated programs to use non-sworn personnel in patrol assign-
ments. Unlike the limited use of civilians by cther departments,
these agencies have assigned a substantial number of calls for
service and patrol tasks to non-sworn personnel.lO

Each of these programs was designed to permit sworn officers
to devote more of their time to order maintenance and anti-crime
activities. In Worcester, for example, the use of civilian Police
Service Aides (PSA) has enabled sworn personnel to mount =z more
effective anti-burglary program; while in Miami, sworn officers have
been partially relieved of routine calls for service, Further, Miami
has used its "Threshold Program'" as a means to recruit and train
future police officers. Both departments have found that by using
non-gworn personnel, sworn officers can be relieved of many routine
patrol duties, patrol effectiveness hus swot diminished, and selected
patrol functions have in fact been enhanced.

One of the key elements in ithe success of the Police Service
Aides in Worcester and the Threshold Program in Miami has been the
type of personnel recruited and the kind of training received. In
both cities the characteristics of non-sworn recruits and regular
police recruits are very similar. This may be accou:.ed fus by the
fact that most of the aides aspire to eventually become regular
sworn officers. In Miami, this is also the intention of the depart~
ment, where the only difference between aides and regular officers
is that the former have not yet reached the minimum age for employ-
ment as sworn officers. In both departments, the non-sworn personnel
are given extensive training prior to employment - 400 hours in
Miami and 300 hours in Worcester. In addition, Threshold officers
are also enrolled in a program leading to an associate degree in
law enforcement. The success of these programs can be attested to
by the high degree of both officer and citizen acceptance of the
programs.,

10 An evaluation of the Worcester program is contained in James
M. Tien, An Evaluation of the Worcester Crime Impact Program
(Cambridge, Mass.: Public Systems Evaluation, Inc., September 1975).
For a review of police programs that use civilians in non-patrod
situations, see: Alfred I. Schwartz, et al., Employing Civilians
for Police Work (Washington, D.C.: 7U.S. Department of Justice, Law
Enforcement Assistance Administration, June 1975).
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In summary, the Miami and Worcester programs are significant
for s.-eral reasons: ‘

e They can provide an avenue to recruit and screen
future police officers;

o They enable depdrtments to provide high quality
and lost cost service for non-law enforcement
related police functions;

@ They free sworn officers to provide more intensive
prevention, deterrence, and apprehension activities
and,

o They clearly indicate that the patrol workload can
be differentiated and that calls can be assigned
individual priorities.

The last point - differentiation of the patrol workload
and prioritization of the service calls ~ deserwes special attentiom.
To illustrate the opportunity that exists for differentiation of
the patrol workload, Exhibit 21 reproduces the guidelines for
assigning service calls to police and/or Police Service Aides in
Worcester. Some sssignments are clearcut, All investigations,
in-progress crimes, and most disturbances are assigned to police
officers. 1In other activity categories, the PSA's have been assigned
responsibility for the less serious and more routine incidents. A
large portion of the PSA activity has involved reports concerning
gtolen vehicles, traffic accidents, malicious mischief, and larcenies.
In addition, they have engaged in a considerable portion of the
department's transportation assignments and have been dispatched to
assist citizens and perform traffic functions. The Police Service
Aides have been able to handle approximately one-third of the calls
for serviee received by the Worcester Police Department.ll

G, A Word About Dispatch
%

One of the ironies and organizational anacronisms of patrol
operations is that communication and dispatch functions are usually
classified as "auxillary" or "support" services and are organizationally
placed outside the patrol division. 8&tandard police texts have
traditionally insisted upon separating the patrol and dispatch
functions.l2 Although this may make some sense in terms of equipment

11 op. cit., Tien, Chapter 5.

12 gee, for example: George D, and Esther M. Eastman, Municipal
Police Administration (Washington, D.C.: International City
Management Association), Chapter 3.
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EXHIBIT 21

SERVICE CALL ASSIGNMENTS
FOR SWORN OFFICERS AND POLLCE SERVICE AIDES
IN WORCESTER, MASSACHUSETTS

PSA ONLY PO ONLY  AMBIGUQUS

ROUTE ASSIGNMENTS

Report to Headquarters, Precinct I, etc...... X
Standby (Precautionaries) . . « . . + .
Assist, Meet, Pick Up Officer
Pick Up Papers, Ete.. . « « .
Escort Duty . + « « & o + o &
Snow Complainis « « « « « « «
Guard/Transfer Prisoners. . .
Found/Recovered Property. . .
Notifications . . « + « + + &
Asgdist Citizen. . . . . . . .
Verification. . . . . . . . .

.
L T S Y
.
.

MoK MM

-
« e s e & » =
-

ALARMS

House Alatrm . « . « .«
ADT Alarm . . + « o . &
Car Alarms (Burglary) .
Fire Alarms ., + + + .+ .
Bonfire . . . « . + « &
Car Fires . v v v v 4 4 ¢« o o o &

.58 X

[l ]

DISTURBANCES

Vandalism . . . . .
Disorderly Person .
Disorderly Gang . .
Fight . . . . . . &
Drunk « « + 2 + & & 4 ¢ .
Suspicious Person (Prowler)
Sugpicious Car (Occupied) .
Children Disturbing . . . .
Discharging Firearms.
Noise Complaints. . .
Rubbish Complaints. ,
Animal Complaints ., .
Domestic Trouble. . .

e & < e
»
-
-
-

« & & s s =
. -
s e e s e = »
« e = s & e =
[ T T S S S
.

MR RRMNK

« &« * a =

* &« o e =
s s ® e e
¢ e & e =
-
v » % e e e
. . L
- » w = 0w
- -
P I T T S S I
e o s e e e =

.
.

NONCRIMINAL INVESTIGATIONS

Open Door/Window/Lights on in Building, . . . X
Defective Streets/Walks/Wires . + + « + « + X
Licenges/Permifs., « v v v o o 4 o« 4+ o o 0 v ' X

ALL POINTS BROADCAST

Stolen/Recovered CAT. « « v o » « & o + o o « X
Stolen/Received Car . . +» « 4 v 4 ¢ ¢ « o o X
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EXHIBIT 21 fcon't.)

PSA ONIY PO ONLY  AMBIGUOUS

ALL POINTS BROADCAST (cont.)

Wanted/Located Car . . . . .
Missing/Located Person . . .
Wanted P2:son/Suspect. . . .
Missing/Located Patient. . .
Escaped/Apprehended Prisoner
Lost/Stolen/Recoverxed i‘lates

b

e

« & 3 % e
.
.
.
.
.
- s & e

MEDLCAL CASES

Siek Person. .
Injured Person
lead Person. .
Dverdose . . .

« s e ®
« e 2 =
“ e e »
.
-
. o e
.
.
.
.
.
.
* * e e

¥

INVESTIGATIONS

Homicide . . . .
Rape . . &+ . . &
Assault. . . . .
Armed Robbery. .
Unarmed Robbery.
Larceny from Motor Vehilca
Attempted Larceny from.Mntor Vehicle .
Breaking and Entering Dwelling/Commercial
Bomb Threat, . . + « « « « & ¢ &« & o+ &
Bombing. « o « « ¢ ¢ v 4 o 0 e 0w e
Narcotics Offenses . + + + v « & « + &

« .

« v =

PR T SN

.
*
¢ e @
.

s .

« o « u
¢ o ¥ x e

+ s e s

« ¢ e
.
.
« » e w e @
* s« s o e @
“ a A& e e

PO PN M R MM

e o »
« o s ° =

TRAFFIC INCIDENTS

Auto Accident with Property Damage
Auto Accident with Personal Injury
Auto Accident with Hit and Run , .
Auto Obstructing . . . . . ..
Traffic/Parking Violations ..
Abandoned Car {(Empty). «

>

e o » e & e

.
.
.

CRIMES IN PROGRESS

Rape » + « « &« &+ o« v o &
Asgault. . . . . . . . .
Armed/Unarmed Robbery. .

LI T
e o o+
e o s .

Larceny. « o o+ o 0 6 . e @
Breaking and Entering Dwellin

el R ]

g

.
-
.
-
.
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and records systems, it makes little sense in terms of patrol manage-
ment and patrol operationms. -,

Workload analysis has indicated that from 25% to 40% of
the patrol workload is controlled directly by dispatch personnel and
that these calls have frequently been given priority over all other
patrol tasks. In addition, the fact that dispatch personnel can -
terminate preventive patrol activities at will and that calls for
service are frequently the driving force behind patrol operations
would seem to make it imperative that dispatch be located directly
under the control of patrol managers. Dispatch should be recognized
for the large role it plays in directing patrol operations and, as
such, should be an integral part of the patrol function and not
classified as a support function and lumped together with truly
auxilliary services like records, jail, garage, data processing, and
personnel.

Any attempt to re-direct patrol operations along the lines
outlined in this chapter will demand a considerable amount of
planning and operational support from communications and dispatch
personnel. A revicw of attempts by departments to prioritize service
calls and to free officers from service call clearance have indicated
resistance from dispatch personnel. As one ratrol lieutenant put it,
efforts to restructure patrol operations have frequently been hampered
by dispatchers who disregard workload and cali prioritization schedules.
For communications and dispatch personnel who have been indoctrinated
with the importance of citizen requests for service, rapid response
time, and their ability to dispatch patrol units at will, a call
prioritization system and stacking procedure may not be immediately
accepted.

To implement the deployment, call prioritization and di-
rected patrol programs descrived in this report, departments will
need to thoroughly review all dispatch procedures. An initial step
in this direction might include the reincorporation of the dispatch
function under the command of patrol administrators. Although it
may be desirable for the management or techmical services bureau
to be responsible for communication equipment and dispatch records,
this responsibility should be of a support nature only. ' ALL dige-
patch personnel, dispatch poliecy and prioritization schemes should
be dirvectly and solely under the cowtrol of patrol managers within
the field services bureau.

In addition to altering a department's organizational
structure to make dispatcl: more responsible to patrol needs, patrol
administrators will also want to consider some operational changes.
Because dispatch provides a major, if not the major direction for
patrol efforts, dispatch personnel should work very closely with
watch commanders, and be aware of patterns of criminal activity.
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Patrol managers will also find it useful to periodically
monitor how well dispatch personnel are following call prioritization
and assignment policies. Some departments have found it useful to
require a written explanation of any deviations in the policy guide-
lines. This procedure has symbolically underlined the importance of
dispatch policy and has kept deviations to a minimum. In Wilmington,
Delaware, for example, patrol commanders noticed that dispatchers
were frequently interrupting directed patrol asgignments for minor
service calls. To remedy this situation, they required dispatchers
to £ill out a report when directed patrol assignments were interrupted.
This procedure quickly eliminated most interruptions and led to a
careful following of the new dispatch policy that was vital to the
success of the department's directed patrol program.

D. Administrative Efficiency: Saving Valuable Patrol Time

Previous sections of this chapter outlined a system of
workload and service call prioritization that can substantially
increase a department’s efficiency and its ability to operationalize
a directed patrol program. Although efficient deployment and
prioritization schemes coffer the best opportunities for utilizing -
patrol time productively, departments have also developed a
number of administrative and operational guidelines to free
officers to perform more prevention, deterrence and apprehension
activities while on duty. We have briefly described some of these
more promising procedures below and recommend that patrol managers
carefully consider their adoption.

1. Reports

Patrol officers are plagued by a plethora of paper work
and reports. Several departments have attempted to cut into the
paper workload by eliminating souwe reports and streamlining the
reporting process.

e Some departments have streamlined accident reports
while others have eliminated accident reports
when there is no serious personal injury. Midneapolis,
Minnesota, for example, has the citizen simply
£111 out most accident reports and mail them to

the departments, Tl

e Cranston, Rhode Island, and St. Petersburg, Florida,
have saved wvaluable patrol time by eliminating
written reports. Instead, officers dictate their
reports on recording equipment. The dictated reports
are later transcribed by civilians. The system has
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2.

reduced officer report wriﬁing time coﬁsiderably.l3

Arrest and Court Procedures

Officers usually spend a poxtion of their time processing

' arrests, serving subpoenas, and appearing in court. Several depart-

ments have implemented programs to streamline these processes.

New Haven, Connecticut; New York, New York; and

‘Oakland, California, have eliminated the need for

officers to formally book all persons arrested
for misdemeanors. The procedure permits officers
to release arrestees on their own recognizance.
To qualify for release without formal booking,
the officer evaluates several questions: Will
immediate release enable the offender to continue
the offense? Is the offender dangerous to himself
and others? Does the offender understand that j
he/she has been arrested? And does the offender
have sufficient ties to the community (home, Job)

to insure his/her appearance in court?

I
Phoenix, Arizona, has been able to save valuableﬁ
patrol time by permitting civilians rather than,
sworn officers to serve subpoenas. As a resuLﬁ;
the cost to the city of serving subpoenas has-
been cut by over 40%.14

In Washington, D.C., the department has cut the
amount of time officers spend in court by screening
all arrests and dropping those that are not likely
to pass the arraignment stag@. This eliminates

the need for officers to spend time in court on
cases that have little chancé of survival.l5

New York City found that by better coordinating
court appearances with prosecutors and court per-

sormel, both the number of officers scheduled as

13 John A. Grimes, "The Police, the Union and the Productivity

Game,"

14 0p. e¢it., Phoenix, Arizona, Section IV,

in John L. Wolfe and John F. Heaphy, Readings on Productivity
in Policing (Washington, D.C.: Police Foundation, 1975) p. 83.

15 grimes; op. eit., p. 83.
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witnesses and the amount of time officers spent
walting to testify were cut substantially.

£. Summary Recommendations

Development of a workload and call prioritization scheme
is one of the most important pre-conditions of implementing a compre~
hensive patrol program. The suggestions for scheduling and controlling
the patrol workload in this chapter are designed to free officers
from routine and non-critical service calls and to schedule calls so
that patrol personnel will have the bilocks of time necessary for the
implementation of a directed patrol program. A principal goal of
every department should be to insure that every patrol unit is assigned
several directed patrol assignments during each tour of duty of from
30 to 60 minutes in duration. This can be accomplished by adopting
the following procedural recommendations.

1. Every department should evaluate all service
calls as well as other patrol activities and
determine a priority category for every patrol
task.

2. Every department should develop a system to
handle less critical sexrvice calls without
dispatching a patrol unit. In some cases,
this may involve solving the problem on the
phone, referring citizens to other publie
or private service agenciles, taking an
incident report via the phone, or reguesting
citizens to appear at a police station to
file a report.

3. Every department should prioritize zll calls to
which a mobile patrol unit will be dispatched.
By doing this, emergency calls can be handled
quickly and less critizal calls can be held so
that officers will hpve the 30 to 60 minute
blocks of patrol time neaded to initiate and
complete directed patrol activity.

4. Bscause of the lower productivity and higher
costg of two-officer units, every depzartment
should Le extremely selective in deploying
two-officer units and extrémely careful in
defining the conditions for multiple unit dispatch.

5. Departments should consider the use of non-sworn
personnel in patrol assignments. The use of
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non~sworn personnél cam cut patrol costs and free
more highly-trained and experienced personnel to
concentrate upon critical order maintenance and
anti-crime activities. ¢

Every department should recognize the large role
that dispatch plays in dirfecting patrol operations.
The dispatch function should be placed in the field
services division and dispatch personnel and
dispatch policy should be directly and solely

under the continl of patrol administrators.

Departments should consider adopting streamlined’
reporting systems and innovative arrest and couft
procedures that can help limit the amount of time
officers must commit to administrative tasks,
The adoptica of these systems can extend the
officers' ability to perform order maintenance
and anti-crime activities.

g - 7
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CHAPTER 4

DEVELOPING A DIRECTED PATROL PROGRAM

-s' PR

The goal of the previous chapters was tOJ;llustrate how
a department can schedule patrol officers and respond to service
calls in a way that conforms to the realities of the patrol workload.
To implement the directed approach to putrol described in this
chapter, departments will have to adopt the organisational and
managerial recommendations made in previous chapters. These
recommendations were developed in order to enmable gatrol managers
to create the "blocks of patrol time' needed to implement the
crime prevention, deterrence, and apprehension activities described
in this chapter. It would be foolhardy for a department to adopt
a vigorous directed patrol program without either adopting the
prescriptions aimed at improving patrol efficiency ot dramanlca]Lv
increasing the number .of patrol personnel and patrol costs. We "
think, however, that most depsartments can improve the efficiency
of their patrol force and implemeut these directed patrol activities
without assigning more officérs to patrol. e

The experience of: several departments dlearTy illustrates °
the amount of time that cam be devoted to directed paérol activities

'by adopting measures designed to increase the efficiency of patrol

operations. By match@ng deploument. to workload conditions and by -
prioritiazing sevvice ¢alls, most departments wi%l be able to devote
approximately 25% of all patrol time to diregted patrol operattons.

This amounts to approximately two hours of: directed pdtrnifact1v1tlﬁ“'

for each tour of duty. Departments can ‘urther -iniérease the amount
of time available for directed patrol #f <they: tely prlmapiiy upon
one~offiver units, selectively use twp~officer units onL]

for hazardous assignments; adopt a tape-recorder report format,
carefully schedule the court appearances of officers; and slmpllfy
the booking procedures for misdemeanors. The successes which ‘
Wilmingfon, Delaware:; Kansas City, Missouri; and the communities - i
of the South Central Connecticut SuperV1sory Board have had in /
implementing directed patrol programs attest to the opportunities

for most departments to 1mprovr patrol efficiency and effectlvenss.'

s By redgplﬂying according to workload/demanms and
by prioritizing calls, Wilmington, Delaware, has
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been able to assign approximately one~third
of its patrol officers exclusively to directed
patrol activities,

e Kansas City, Missouri, in an experimental dis-
trict,has been able to assign approximately
20% of the total patrol time to directed patrol
activities, Program managers expect this figure
will increase as the program is routinized
and. as sergeants become wore familiar with the
planning process. Estimates are that perhaps
407% of all patrol time can be devoted to directed
patrol. '

e Similar results have been achieved in New Haven
and the smaller suburban communities that make
up the South Central Connecticut Criminal Justice
Supervisory Area. Regilonal planners estimate
that approximately one~half of the time formally
devoted to random patrol can be used for directed
deterrent patrol.

The remainder of this chdpter describes the basic
elements of a directed patrol program. The fivrst section sets
forth the rationale for the careful planning and direction of
of patrol officer activities. This is followed by a discussion
of the role of crime and problem amalysis in developing directed
patrol strategies. Crime and problem analysis are perhaps
the most critical elements in developing dirvected patrol tactics:
emphasis must be placed upon the careful collection and syste-
matic analysis of erime velated information inm order to detect
patterns of crime and develop tactics designed tc combat these
problems.

The £inal section of this chapter describes a variety
of prevention, deterrence, and apprehension oriented patrol tac-
ties. Although this list is comprehensive and might be des-
cribed as a "state of the art" review, it is felt that the level
of sophistication and quality of directed patrol tactics are
still in the developmental stage. Patrol managers will need to
modify and expand these tactics to address the particular problems
they are facing. In addition, it is expected that as patrol
planners gain experience in directed patrol operations, they
will develop more effective measures to conirel criminal activity.

In presenting and describing tactical alternatives
in this chapter, it is not possible to say which is the most
appropriate in a given situation. Appropriateness depends
upon the specific characteristics of the jurisdiction as well
as the problem. The view taken here is that it is usually

90




possible to use several different tactics in addressing a specific
crime problem. In fact, given the limited information about

the effectiveness of various-tactics, patrol managers will
probably find it most effective to direct a variety of preveation,
deterrence, and apprehension tactics at each problem. The

final matching of tactic to problem must however be based

upon informed and considered judgements by planners and, managers
at all levels of the patrol heirarchy. These judgements must

be based upon crime analysis, street knowledge, and consideration
of a full range of crime prevention, deterrence, and apprehension
activities, -

A, The Demise of Random Patrol

Alternatives to random preventive patrol have evolved
in the wake of the Kansas City Preventive Patrol Experimert.
Self-doubts among police administrators regarding patrol effective-
ness have caused many to focus upon such questions as: "Is
patrol time being used to the best advantage? Can more cost
effective use be made of patrol resources? How can patrol
operations be redesigned to improve its effectiveness?' These
questions have provided important impetus for the development
of alternatives to random preventive patrol and for the imple-
mentation of directed patrol programs. Basically, police admin-
istrators have begun to abandon the generally—accepted reactive
approach to patrol in favor of a directed approach based upon
the identification of problems as they develop and the design
of problem-specific patrol tactics to address each identified
problem.

Several features of random patrol have seriously
impaired the ability of departments to address adequately the
crime and order maintenance problems of theix communities.
Perhaps the greatest shorteoming of reactive patrol has been
the almost universal failure by departments to analyze both
the patterns and characteristics of eriminal activity as a
basis for determining patrol tactiecg. In the absence of hard
data and careful analysis, routine patrol has lacked purposeful
direction and has most often been conducted in a haphazard
and aimless manner. Although officers may patrol an area
based upon their "street knowledge', few attempts are made
to guide where officers patrol on the basis of systematic and
regular crime analysis, In many departments, officers are
not provided with crime maps or reports that analyze and identify
crime patterns. And if these materials are made available,
watch commanders and first-line supervisors seldom make use
of them as primary tools for directing patrol activities,

Too frequently, officers are free to recam unguided throughout
their beats, even though some areas in the beat or elsewhere
in a community have greater crime or order maintenance problems,
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Closely related to the haphazard nature of traditional
patrol, and equally deleterious to patrol effectiveness, is,
the failure of patrol managers to design patrol tactics that
address specific problems. Even when a pattern of criminal
activity is recognized, officers are merely instructed to step
up the level of visible patrol in the target area. Only infre-
quently are they encouraged or directed by supervisors to im-
plement a series of specific crime prevention, deterrence,
or apprehension oriented activities, TFor example, although
patrol managers may know that an area has been plagued by a
high number of auto thefts, they may not require patrol officers
to initiate a series of crime prevention activities (e.g.,
alert citizens to the auto theft problem and encourage them
to lock their vehicles, check cars to see if keys have been
left in the ignition, etc.); deterrence activities (e.g.,
saturation patrol, vehicles stops of likely suspects); and
apprehension activities (e.g., area canvas for potential wit-
nesses, stake out of decoy cars) designed to control the number
of auto thefts in a community.

Part of the inability of departments to provide geo-
graphic focus and plan specific patrol activities has derived
from the failure of sergeants to assume tactical planning res-
ponsibilities. Too frequently, sergeants have functioned pri-
marily as arbiters of a department's internal policy regulations
rather than as managers who sift through information about
community problems and then design and implement tactics to
combat these problems, Perhaps as sergeants and watch commanders
are given more authority to control service calls and regulate
the patrol workload, they will have more opportunities to design
effective anti~crime tactics.

Rather than continue to focus upon the reactive nature
of the patrol workload, we suggest that departments attempt
a more positive and directed approach to patrol operations —--
that officers must be involved in fighting crime not only after
it occurs but before it occurs. The directed approach assumes
that patrol personnel can make a significant contribution to
the maintanence of community safety well before a criminal
act is committed, This is accomplished by developing crime
and problem analysis techniques which lead to the design of
specific prevention, deterrence, and apprehension activities
that can be performed by both uniformed and plain clothes patrol
officers.

B. The Key Element: Crime Analysis

The key element in the pre-planned directed patrol
orientation described in this chapter is crime analysis. Although
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we refer to it as crime analysis, a better name might be problem
identification, for it pertains to crime patterns as well as

to the order maintenance, community relations, and traffic
problems with which every police department must deal. Only
when an agency has begun to detect, classify, and describe

and analyze patterns of activity can patrol tactice be designed
to addvess these problems. When incidents are not analyzed

and classified, patrol managers are frequently left with the
impression that all events are isolated, and that there are

no temporal or geographic patterns of crime. The result is

that every area of a community receilves the same level of service
and is patrolled in the same way.

It is not the purpose of this report to present a de-
tailed description of crime analysis techniques. For thuse depart-
ments which have not established a system for collecting, analyz-
ing, and disseminating reported crime and victimization information,
the Police Crime Analysis Unit Handbook, prepared by George Buck for
the Law Enforcement Assistance Administration is ugeful.l We strongly
recommend that departments review this publication as well as the
materials on crime analysis in Chapter 5 of Volume II of this report
Specialized Patrol.

In reviewing crime analysis operations in a number
of departments, it has been our observation that most departments
routinely collect and analyze crime information. In addition,
however, we have observed a tendency for departments not to
use this information for the purposes of directing patrol opera-
tions. Although the data is collected and analyzed, sometimes
by computer, there is‘frequently a lack of communication between
crime analysts and officers in charge of field operations.
Even when crime patterns are identified and communicated to
patrol managers, the information is frequently disregarded
and not incorporated into the patrol planning process.

Several factors may account for the reluctance of
patrol managers to use crime information. Sometimes it is
the fault of the crime analysis unit for not providing specific
information. To be useful, the analysis must focus ypon patterns

1 The Police Crime Analysis Unit Handbook is available from
the Superintendent of Documents, U.S5. Government Printing Office,
Washington, D.C. 20402, Stock #2700-00232. Price: $2.45. Also
see: Leonard Oberlander (Ed.), Quantitative Tools for Criminal
Justice Planning (Washington, D.C.: Law Enforcement Assistance
Administration, U.S. Department of Justice, 1975).
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of activity and provide data about the characteristics of the
crime, including the places and times when specific crimes

are clustered. The more detalled the information, the greater
the probability that operations personnel can develop appropriate
preventive, deterrence, and apprehension oriented tactics.

Departments have found it extremely useful for crime
analysts to suggest tactics that patrol personnel might use
in confronting specific problems. Some departments have increased
the possibility that crime qnalysis will be used to direct
patrol operations by supplying patrol commanders and first-line
supervisors with detailed descriptions of erime problems, pin
maps, and transparencies for overhead projectors that can be
used during patrol planning sessions and daily roll calls.
Each of these techniques highlights the importance of using
crime analysis in planning patrol operations and encourages
both patrol managers and officers to focus upon specific problems
during their tours of duty.

Although crime analysis units can be faulted for
not supplying adequate, appropriate and timely information
to patrol managers, operations personnel have frequently been
reluctant to use this information. Part of this reluctance
night be explained by the operational realities of patrol in
many depavtments. Patrol supervisors have been geverely con-
strained from implementing any planned activity because of
the need to answer calls for service as quickly as possible.
The failure to handle some service calls over the phone or
to delay other non-critical calls has effectively stripped
patrol officers of opportunities to develop, initiate, and
complete crime-~specific patrol tactics. It should be noted
that unless departments are able to prioritize the patrol workload
and provide blocks of time when the directed activities can
be implemented, it will be impossible to implement an extensive
and effective directed patrol program.

However, even when departments have created blocks
of patrol time when directed tactics can be introduced, patrol
supervisors have sometimes been slow to seize the initiative.
Experience with directed patrol programs in Kansas City, New
Haven, and Wilmington suggest that patrol lieutenants and ser-
geants will not automatically be able to adopt the analytical
demands placed upon them by a directed patrol program. The
reluctance of patrol managers to use crime analysis in developing
an aggressive directed patrol program suggests that departments
will need to provide patrol managers with additional training
in analysis, planning, and management skills, prior to the
implementation of a directed patrol program.

It is our recommendation that every department develop
a crime analysis capability to support the patrol operations
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division; that the analysis of erime patterns be routinely

and periodically supplied to patrol managers; that the information
be uged to dezsign erime specific prevention, deterrence and
apprehengion tactice; that these tactics be implemented, reviewed,
and modified on a daily basig; and that a procedure be implemented
to insure tactical coordination across shifts. It should

be the responsibility of patrol commanders or team leaders

to insure that first-line supervisors are using crime information
in developing specific patrol tactics.

The purpose of our discussion of crime analysis in
the following paragraphs is designed to illustrate the direct
linkage between crime analysis and patrol operations. Basically,
three processes are involved: data collection, crime analysis,
and tactical development. Unless these three elements are
present, it will be impossible to develop a directed patrol
program, Exhibit 22 lists the elements in the crime analysis-—
directed patrol system, Departments will need to develop a

EXHIBIT 22

CRIME ANALYSIS: DIRECTED PATROL SYSTEM

Crime Analysis
Type of Crime: Rape, robbery, burglary, auto
theft.
Location: Address, census block.
Time: Day, hour.
Crime Characteristice: Method of operation.
Suspects: Characteristics (name, race, sex, vehicle).
Property Lost.

Directed Patrol Tactics
Prevention
Deterrvence .
Apprehension

profile of these elements for each crime type, Departments
have usually applied this type of analysis to rape, robbbery,
commerical and residential burglary, auto theft, and larceny.
Remember that crime analysis can be used for directing patrecl
operations only when a pattern of criminal activity has been
identified. This means that the crime must occur with some
frequency and be concentrated in terms of both location and
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time. In general, single~type incidents like homicide do not
lend themselves to crime analysis and directed patrol. Once
crimes have been analyzed and patterns identified, it is possible
to begin development of a series of preventive, deterrence,

and apprehension oriented patrol tactics to address each of

the patterns of criminal activity.

To illustrate how the crime analysis and directed
patrol system can be used to plan patrol activities, we have
analyzed a commercial burglary prohlem in Exhibit 23, Similar
types of analysis and tactical deployment can be developed
for other patterns and crimes; especially residential burglary,
robbery, larceny, auto theft, and thefts from autos like CB
units. The approach we have outlined in Exhibit 23 is compre-~
hensive in that it: includes a rather thorough analysis of
the circumstances surrounding commercial burglary; recommends
a variety of patrol tactics that can be used to address the
problem; and allows crime analysts and patrol managers to record
the various tactics that are being used to attack the problem,

In most cases, information about the time, location,
and characteristics of the crime and a profile of likely suspects
should enable departments to develop a geries of directed
patrol tactics that attack the problem. Crime analysis, in
addition to permitting the design of appropriate tactics, allows
patrol managers to focus their activity both temporally and
geographically. Instead of txying to patrol the whole city
randomly and equally, the analysis permits a department to con-
centrate on problems at specific locations at specific times.
Some departments may f£ind it necessary to do even more detailed
analysis in order to focus the activity of patrol personnel.

The analysis of commercial burglary in Exhibit 23
indicates that patrol managers can focus upon the problem for
an eight~hour.period each day (8 p.m.~4 a.m.) instead of 24
hours, and that the burglaries are confined primarily to three
clearly~defined commerclal areas. Information about the char-
acteristics of the crime indicates that patrol personnel can
concentrate their activities on small busindsses. Data about
nethod of cutry, property stolen, and suspects can be used
further to focus patrol observational patterns, i.e., to define
patterns of patrol travel.

It ie emphasized that thie “ype of erime information
18 of no value unless patrol managers make operational decisions
and develop tactics based upon it. We suspect that many depart-
ments have prepared crime pattern information like this but
that only a limited number have used this to direct patrol
operations.
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EXHIBIT 23

SYSTEMATIC APPROACH TO ANALYZING
AND DEVELOPING TACTICS FOR COMMERCIAL BURGLARY

CRIME ANALYSIS

TIME: Day Hour

Monday - 19 0-4: 23
Tuegday -~ 19 5-8: 0
Wednesday - 11 9-12: 4
Thursday -~ 16 13-16: 0
Friday - 19 17-20: 4
Saturday - 19 21~-24: 3
Sunday - 2 0-8: 71
Unknown - 2 Unknown: 12

LOCATTON: TFrom Seamans Lane to Grove Ford on New Haven Avenue
From Buckingham to Liddy Street on River Road
From Park View Shopping Center and Commercial Strip

CHARACIERISTICS:

Target Entry Property Taken

Small business - 48 Bear door - 25 Money ~ 66
Restaurantg - 18 Side door ~ 27 Office equipment - 11
Office - 14 Rear window - 19 Appliances -~ 8
Schools -~ 14 Side window - 25 Radio, TV, stexreo - 7
Gas stations - 12 Tools -~ 7

SUSPECTS:

General Characteristics

12 W/M, Age 14-18 Don Overly, W/M 26
Blue 1968 Chevrolet, 666-555
6 W/M, age 19-23 Stephen Schack, B/M 16

Louise Hunter, W/F 26
Green 1972 Firebird, FKS-511

DIRECTED PATROL TACTICS

PREVENT.ION:

Citizen awarenegs: Explain commercial burglary problems to business owners and
employers.

Security surveys: Check doors and windows, especially on side and rear doors.
Check rear and side entrance lighting and suggest improvements. Recommend
improved hardware, especially dead bolt locks. Call back two weeks after
survey to reinforce previous visit, Discuss the purpose, nezd, and availa-
bility of loal alarms for doors and windows.
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EXHIBIT 23 (con't.)

DETERRENCE :

Saturation patyol: High visibility patrol in target areas. Patrol side streets
and alleys in target areas, especlally between midnight and daylight. Do
door checks.

Field interrogation: Stop and ‘question suspicious vehicles and persons in
area during high crime periods.

WATCH FOR KNOWN SUSPECTS
APPREHENSION:

Stake-out: Locate observation point that gives good view of the rear and side
entrances of establishments in the target area. Deplcy midnight to daylight.
Likely locations are the rooftops of the Arch Builidng and the Schell Build-
ing. Place portable alarms in selected establishments in the target area.
Alarm sensors should be placed on all rear and side doors and windows.
Officers responsible for the visible stake-out will also be responsible

for maintaining and monitoring these tactical alarms. One officer will be
dedicated to responding to these alarms between midnight and daylight.

Investigative follow-up: In addition to filing an initial report, patrol
officers will be responsible for canvassing residents and bugineass people
in the vicinity of each commercial burglary. Focus will be upon gathering
suspect information during the canvass. Officers will distribute crime
prevention information and make appointments for security surveys.

TACTICAL INTERACTION:

Saturation patrol and apprehension activity should not occur in the same
area. During the first two weeks of the operation, the New Haven Avenue
area will be the focus for high visiblity patrol which apprt'iension-oriented
tactics like stake~outs and tactical alarms will be deployed aleng the
commercial strip and in the Parkview Shopping Center. After two weeks, this
deployment will be appraised and modified. Crime preventiou techniques

will be introduced in all commercial areas where patterns of commercial
burglary have been observed.

STATUS OF DIRECTED PATROL ACTIVITIES

Tactics Implemented Location Time Date

1.

20

3‘

Comments:
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When infeormation about a specific crime has been
collected, amalyzed, and patterns detected, it is possible
to lay out a comprehensive set of tactics to address the problem,
The approach we have taken in Exhibit 23 is to describe as
many prevention, deterrence, and apprehension tactics as possible,
It is our feeling that program development should be compre-
hensive. As many alternative activities as possible should
be carefully considered during a planning stage.

After listing the various directed activities, patrol
managers can make decisions regarding the most effective tactic
given the specific problem. In some cases, a department may
want to implement as many tactics as possible, while in other
cases it may be desirable to focus upon one or two activities.
These decisions will depend upon the type and extent of a problem,
the patrol personnel available, and the extent to which patrol
officers can be relieved of service call assignments to work
covert operations., For example, in combating auto theft and
thefts from autos, patrol managers may find it more effective
to combine a crime prevention program that requires active
citizen cooperatilion with deterrence activities. 1In other in-
stances, it may be more effective to use apprehension directed
tactics like stake~outs and decoys.

" Tactics can also be used in combination with one
another, High visibility saturation patrol can be used in
one section of an area plagued by commercial burglaries, while
stake-outs and tactical alarms might be employed in an adjacent
area to apprehend criminals who have been displaced by the
saturation patrol. In addition, patrol managers should not
hesitate perilodically to alter their tactics., Saturation
patrols can easily be followed by other deterrence tactics
or by apprehension oriented programs. The important thing
to remember is that directed patrol activities are most effective
when they are guided by detailed crime analysis, focus upon
specific problems, and are planned and implemented on a regular
hasis.

C. Directed Patrol Tactics

Departments implementing directed patrol programs
have used a variety of tactics in attempting to control order
maintenance, crime and traffic problems. Most of these tactics
have been used at one time or another by many patrol managers
across the country. The merit of directed patrol comes not
8o much from the type of tactics used as from the tenacity
with which patrol officers, relieved temporarily from their
call for service responsibilities, implement and carry through
their assignments. In some cases, the planning has been
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done by civilian analysts working with patrol administrators,
while at other times sergeants and patrol officers have played
the leading role in deciding when and where specific tactics
will be used. The important element in directed patrol is
that once appropriate tactics are developed, patrol officers
are provided with the time to carry out these tactics in a
systematic way. '

Finally, in choosing specific patrol tactics, depart—
ments will also have to make decisions about the form of trans-
portation used by patrol officers. The array of alternative modes
of transportation can be viewed along a mobility continuum from
foot patrol, which provides intensive localized protection and
engenders close police/community cooperation, to helicopters,
which provide quick, wide~ranging but totally impersonal res-
ponse. For most of the tacties suggested in this section, auto-
mobile patrol combined with walking assignments offer the greatest
flexibility. As long as officers are expected to respond to
service calls, the patrel car would appear to be the most appro-
priate mode of transportation. However, as officers are relieved
of service call clearance responsibilities, other modes of trans~
portation become more viable. Crime preventiod, for example, '
lends itself to foot patrol, while motor bikes have enhanced
patrol mobility in heavily congested urban areas. Perhaps the
best policy to follow in selecting a form of transportation is
to use palrol cars unless a specific tactic demands an alter-
native form of transportation.?2

The tactics described in this section have been divided
into three groups, according to their goal with regard to crime
control. These approaches are crime prevention, .crime deter-
rence, and criminal apprehension. " Each tactic will be discussed
in terms of its purpose, the crimes it targets, and the steps
necessary to plan and implement the tactic., Although each
tactic 18 described as an independent activity, patrol planners
need to integrate a variety of tactics in order to develop
a successful anti-cevime program.

Departments have used the tactics described here in
a variety of ways. In some departments, patrol managers have
used a variety of prevention, deterrence, and apprehension
activities. Some departments have confined their directed
patrol to saturation patrols while other have mixed saturation
and covert patrols to achieve their objectives. In other cases,
patrol managers have merely stepped up apprehension activites.

2 Theodore H. Schell, et al., Traditional Preventive Patrol:
An Analytical Framework and Judgemental Assessment (Washington,
D.C.: National Institute of Law Enforcement and Criminal Justice,
Law Enforcement Assistance Administration, forthcoming). -
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Each patrol manager must make decisions about the number and
kind of tactics to be used based upon patterns of criminal
activity and the contribution each tactic can be assumed to
make toward solving the problem. Above all, however, patrol
managexs should clearly describe the problems they are facing
and direct as many resources as possible at these specific
problems.

1., Crime Prevention

In recent years, police administrators have realized
that the goal of safe streets and homes cannot be met without
help from citizens, The number of criminals and the even greater
number of targets for criminal activity are simply too over—
whelming for police departments to do a thorough job. Even
if communities were able to devote tremendous sums to law en-
forcement, it is doubtful that the police would be able to
totally control crime. Although the police can maintain a
level of community safety, it is also clear that when citizens
becouie involved in the law enfgrcement process, they are a
valuable adjunct to the police.

The crime prevention tactics described in this section
are designed to bying the resources of both the police and
the public to bear in..coping with crime problems. The prograims
focus upon increasing citizen awareness about crime problems
and facilitating citizen actions to increase a community's
safety. Although department personnel can be held totally
responsible for implementing crime.prevention activities, the
most advanragenus approach invoives the enlistment of the
support of existiifig- -community organizations and citizen groups,
Departments have found that by working with community organi-
zations, carefully training volunteers, and closely supervising
their work, a large number of crime prevention activities can
be undertaken.

The goal of crime prevention programs is to make
criminal activities more difficult to accomplish. This can

be achieved in a variety of ways. Some departments have actlvated 7

their crime prevention programs by educating citizens about

the crime problems of their neighborhoods. In their efforts,
departments have published articles about crime in local news- :
papers, spoken to citizen groups, and distributéd literature i
about crime problems. In addition, departments have frequently
taken a more active role in fostering crime prevention by con~ |
ducting security surveys, recommendlng improved door and window
locks, marking property, and pro"id¢nb “information about security
actions. Finally, some depagpﬂents have influenced local govern-
ing bodies to adopt bui;ﬁing”codes to upgrade the door and

‘v
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window locks on new construction projects.3

. . It should be recognized that crime prevention octivities

" ean be directed by and implemented by uniformed patrol officers
during periods of time formerly committed to random patyol. , .
Although it will be necessary to select someone to develop '
materials for such crime prevention efforts and to train officers
to implement various programs, the primary vehicle for imple-
menting the program in the community can be regular patrol
officers. :

2

4., Community Education¢Programs

The prinwipal aim of 3 community education program
is to reduce citizen apathy toward order maintenance and crime
problems, to enlist citizer interest in and support for nclice
programs, and to educate citizens regarding actions they can”
take individually or collectively to reduce the likelihood
that they will be victimized. In introducing citizens to law
enforcement problems, departments have foumd it helpful to
carefully explain the nature of the police function and to
describe the particular problems. citizens are now facing in
their community. Departments have used several mechanisms .
to get their message to the public. These have inéluded lectures
to Pommunltv organizations, articles in local newspapers, radio
2nd television interviews and spot announcements, as well as
crime prevention dlsplays. ' . ‘ g

A convenient mechanism to initiate contact between

patrol officers and citizens has been the Neighbownood Watch

- ‘Program, sponsored by the Law Enforcement Assistance Adminis-
tration.4 The goal of Neighborhood Watch hag been to increase
citizen awareness of burgiaryy to-involve citizens in property
marking and target hardening activities, and to encourage citizens
to watch and safeguard each other's property. The program
supplies lozal law enforcement agenciés with pamphlets describing
crime prevention techniques, secure door and window lock systems,
the Importance of residential 1lght1ng, and other things Litizens

3 For a more detailed discussion of burglary prevéﬁtion
programs, see: Thomas W. White, et al., Police Burglary Preven-
tion Programs (Washington, D.C.: U.S. Government Printing Office,
September 1975). : ' n

4 Sample Neighborhood Watch materlals are aVallable from
Neighborhood Watch Program, National Sheriffs' Association, :
1250 Connecticut Avenue, N.W., Washingtem, D.C. 20036. v ' "




.can do to limit opportunities for burglarlés and 1arcen1esa'

Perhaps one of the advantages of the. Nelghoorhood
Watch Program is that it can be used by the police to enlist
the support of citizen groups for a much larger crime prevention
program. Departments have used college students, reserve.offi-
cers, and community service groups like the Junioz “Chamber
of Commerce and Kiwanis to help distribute the materials.
A particularly active group has been the members of the American
Association of Retired Persons and the National Retired Teachers
Association. Many lecal chapters have adopted crime prevention,
particularly among the elderly, as » priority program.-

The community education program, however, is merely
a prelude to the implementation of an active crime prevention
program that might include property marking, block watches,
and security surveys. Although each of these activities is
an appropriate direcfed patrol tactic, police managers will
have to evaluate the likely impact of these activities upon
the unique law enforcement problems of their community.

b. Security Surveys and Target Hardening

Community education programs, especially Nelghborhood
Watch, lend themselves to the implementation of both residential
and busxness security surveys. The importance of household
security cannot be overestimated. Studies of burglaries and
attempted burglaries have indicated that in many cases, burglary
is frequently a crime of opportunity and that many would-be
burglars are foiled by effective household locks. A review
¢f victimization surveys revealed, for example, that abecut
one~third of all household burglaries weré: committed without
the use of forece, indidating that many homes were not locked.
In addition, burglars iried but failed to gain entry in about
one~fourth of the known attempts. This information about. burglary

" ¢haracteristics suggests that target hardening is an effectlve PR

measure.,

Patrol managers will have to make a numbex of key
decisions before undertaking a security survey program. Perhaps
the first decision concerns who wi’.' comduct the survey. Depart-
ments have used a variety of approaches. Although departmental

5 Informatlon abeut thiu ‘program as well as a crime preven—
tion booklet is available from the Crime Prevention Program,
AARP/NRTA, 1909 K Street, N.W., Washington, D.C. 20006.

6 White, op, oit., p. 3.
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nersonnel might appropriately be in charge of all such security
inspections, civilian personnel as well as volunteers can com~
petently do the inspections. If the department sponsors the
program, an effort should be made to screen all participating
volunteer groups and their members, Departments have hired

and trained civilians to do the surveys, and have used reserve
officers, cadets, college students, as well as trainees to
augment the efforts of uniformed patrol personnel.

Most departments have found that trying to survey
an entire community is impossible, even when citizen volunteers
are used extensively. GZlven the number of households to survey
and the limited number of officers, civilians or volunteers
to do the surveys, it is usually best to focus this activity
in areas experiencing high residential and commercial burglary
rates. Analysis of crime patterns will provide the direction
for identifying likely target areas,

One way to focus security surveys in problems areas
is to require that patrol officers perform them while doing
area canvasses as part of an initial burglary report. The
area canvass provides departments with a spontaneous and con-
venient vehicle not only to gather information about a crime,
but also to educate citizens about crime in their neighborhood,
conduct a security survey, recommend specific target hardening
practices, and perhaps enlist citizen support for other crime
prevention programs., It also emphasizes the amount of concern
the police have for the community.

Experience with security surveys indicates that it
is helpful to follow-up surveys with a postcard reminder or
phone call. Rather than check to see 1f the recommendations
have been carried out, it may be better to inquire if any problems
have been encountered in installing the hardware and to offer
- further assistant. Exhibit 24 contains a list of questions that
can be used to conduct a residential security survey.

¢. Property Marking

Property marking programs, commonly referred to as
Operation Identification, are currently being used in a large
number of communities. The programs are designed to deter
burglars by encouraging citizens to engrave their valuable
property with a unique traceable number or name that can be
used to identiiy the property and establish its ownership if
it is stolen., In addition to its deterrent potential, the
program can also enable enforcement officers to quickly return
marked stolen property to its owners. The program requires
citizens to engrave the property with a unique number (driver'd
license, social security) and to register the number with the
police, ’
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EXHIBIT 24
BURGLARY PREVENTION CHECKLIST FOR HOMES

Hupvey your home with thie cheok {dpa.  Every "mo' oheek mark showa a weak point that may help o burglar.
4o gou climinate tie o' ohecke, you improve your pratectior.

Go through thio liet carefully and syotematically. You rag want 1o 103k over this eituation in dayiime,
when most house burglave work, aa well as in the night.

figmember, thia chack Lot ondy pointg out your weak pointo. You ave not protegted until these ave corseched.
Complying with thove suggeotions wiil not, of courde, make your property burglav proof, but it will certainly
impreve your pratection,

DOORS YES NO GARAGE. YES  NO
1, Are the locks on your most used outside 16. Do you lock your garage door at night? [ [}
doors of the cylinder type? [
17. Do you lock your garage when you are
2. Are they of elther the deadlocking ) . away from home? E:] [:]
or {immy-proof type? C3
18, Do you have good, secure locks on the
3. Can any of your door locks be opened - garage doors and windows? 3 I:___]
by breaking out glass or a panel of 33
light wood? 19, Do you lock your car and take the keys
out even when it is parked in your (|
4, Do you use chain locks or other ] garage?
auxiliary locks on moat used doors? [
WHEN_YOU GO ON A TRIP YES NO
5. Do the doors without cylinder locks —
have a heavy bolt or some similar o 20, Do you stop all deldveries or arrange
device that can be operated only for neighbors to pick up papers, milk, [_] []
from the inside? packages?
6. Can all of your doors (basement, 21. Do you notify a neighbor? CJ D
porch, french, balcony) be securely R
locked? 22, Do you notify your sheriff? They
provide extra protection for vacant 33
7. Do your basement doors have locks homes.
that allow you to isolate that part |-
of your house? 23, Do you leave some shades up so the
house doesn't look deserted? M3
8,  Arc your locks all fn good repair? .
(O O 24, Do you arvange to keep your lawn and
garden in shape? (I R I
9. Do you know everyone who has a key -
to your house? (Or are there nome 3 SAFE.PRACTICES YES NO
gtill in posoession of previous o
owners and thelr servants or friends?) 25. Do ydu plan so that you do not need to
“hide!| a key under the door mat? [ |
WINDOWS YES  NO “h-
26. Do you keep as much cash as possible
10. Are your window locks properly and and other valusbles in a bank? e
securely mounted? 7
27. Do you keep a list of all valuable
1l. Do you keep your windows locked . property? (I
when they are shut? [ I
28. Do you have a list of the serial num~
12, Do you use locks that alinw you to N bers of your watches, camerns, type- |1 [ ]
lock a window that ia partly open? 1 7 writers and similar items?
13. 1o high hazard locations, do you use 29, Do you have a description of other
bars or araameatal geille? 307 vnlunble property that does not have [ ) [7]
a number?
14, Are you as caveful of basement and N
wecond floor windows as you ate ot [] [l 30. Do you avoid unnecessary display or
those on the f{irst floor? publieity of your valuables? [:j [::]
15, Have you made it more difficult for N 31, Have you told your family what to do if
the burglar by locking up your ladder, [;] LJ they discover a burglar breaking in or [:j [:]
avoiding trellises that can be used as already in the houge?

a ladder or gimilor aids to ¢limbing?

32, Have you told your family to leave tha .
house undisturbed and call the sheriff (] []
or police if they discover a burglary
hap been committed?

This eheokliot wa deatgned to Belp you go through your home and make a check to poe that you are not inviting a
burglary by having an "open houge. " The ahecklist covors the common aveas of weakness in reoidential security.
If you would 1ike preofessional adoiee and avoistance in o thovough home sceurity inspestion, eall your local law
enforecment, agoney. To keep your quard, take a oritical leok at your home seeuvity cvery three to four montha,
Don't beoome Lax == opime propention ©o 2 continuous proccss,

7 National Neighborhood Wateh, "MHow to Protect Your Home!
(National Sheriffa' Assocfation, 1250 Connacticut Avenue, Washington,
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Although Operation Identification is commonly run
out of crime prevention offices, it appears as though patrol
personnel could participate in these progams as part of thedir
directed patrol assignments. The procedures involved in imple-
menting a property marking program are identical to those of
security surveys. A particularly opportune time for officers
to introduce citizens to Operation Identification would be
during area canvasses conducted in conjunction with preliminary
burglary reports. Although the officer might not do the property
marking during the canvass, the IDENT programs could be explained
and arrangements made for either civilian employees, reserves,
cadets, or community volunteers to follow~up and do the actual
property marking.

An assessment of an alarming number of property marking
programs has indicated that participants have significantly
lower burglary rates than non-participants. However, the eval-
uators go on to polnt out that departments have experienced
difficulty in enrolling participants. The xreport concludes
that, while a media campaign will enlist only a small number
of households, the use of community organizations and volun-
teers in a door-to-door canvass of the target areas may appre-
ciably increase participation. .

2. Crime Deterrence

Deterrence is what routine patrol has traditionally
been all about, It involves activities which are intended
to influence the perceptions of potential criminals rs to the
likelihood of being apprehended. Police "omnipresence,"
"high visibility," '"random movement," and "field interrogations"
are some of the terms that come to mind when one describes
the deterrent aspects of patrol. All of these activities are
designed to increase the probability of apprehension, thereby
intensifying the preceived risks of the crime and reducing
its incidence. Departments have used a variety of methods
to increase police visiblity and omnipresence. These include:
one-officer cars, foot and scooter patrols, and deployment
based upon crime analysis,

Although it is difficult, if not impossible, to medsure
the benefits of increased visibility upon deterrence, several
departments have reported that lowered crime rates have accom-
panied increased deterrent patrol. In efforts to increase

8 Nelson Heller, et al., National Evaluation Program Opera-
tion Identification Projects: Assessment of Effectiveness,
Summary (Washington, D.C.: U.S. Department of Justice, Law
Enforcement Assistance Administration, August 1975).
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the amount of police visibility:

o Cleveland Heights, Ohio, has put detectives
in uniform and assigned them patrol responsi-
bilities. The program has been associated
with a decrease in criminal activity without
damaging the inveatigative process.

e New Haven, Connecticut, by carefully analyzing
crime patterns, has been able to concentrate
the patrol patterns of officers in the higher
crime areas of their beats. The program has
been credited with reducing the targeted crimes.,

An attempt to study the effects of police visibility
and d. terrence indicates that the level of crime can be reduced
by visibly saturating an area with uniform patrol personnel.
Saturation of an entire precinct in New York City -- i.e.,
doubling the number of officers im uniform -- led to dramatic
reductions in both street crimes and burglaries.9 The study
suggests that saturation can have arn important deterrent
effect. By carefully using crime analysis to focus both the time
and location of patrols, departments can improve the deterrent
value of patrol, We think this can be achieved without increas-
ing the number of patrol personnel as was done in the New York
experiment.

Although the Kansas City Preventive Patrol Program
has cast legitimate doubt upon the wvalue of random preventive
patrol, experiences in Cleveland Heights, New Haven, New York,
and Wilmington suggest that when patrol is focused upon specific
problems to enhance police omnipresence, communities will ex-
perience a reduction in targeted crimes.

a. Saturation Patrol

The methods used during directed saturation patrol
are no different than the methods used by officers while per-
forming random preventive patrol, Directed patrol is visible,
combines both highly mobile vehicular movement with some foot
patrol, emphasizes observation of street activity, and encourages
officers to initiate citizen contacts as well as pedestrian
and vehicular stops. However, unlike traditional patrol, these
methods are not performed in a random haphazard fashion but
are focused upon the specific crime and order maintenance problems
that exist in a community,

9 James Press, Some Effects of an Increase in Police
Manpower in the 20th Precinct of New York City (New York: The
New York Rand Institute, October 1971).
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Two operational mechanisms have been combined to
greatly enhance the value of visible patrol. First, crime
analysis has been used to carefully specify the time and locations
of directed saturaticn patrol so that police visibility is
concentrated in areas of high criminal activity. In most cases,
patrols have focused upon areas where the suppressible crimes
of robbery, burglary, auto theft, larceny, as well as traffic
accidents, wvandalism and order maintenance constitute significant
problems.

A second, but no less significant factor in directed
patrol has been the high priority given to directed saturation
assignments. Directed assignments take precedence over all
other patrol activities except emergency calls, which represent
10~15% of the entire patrol call workload in most departments.
The high priority assigned to directed patrol assignments has
ensured that officers will have an opportunity to plan and
complete these patrols. Perhaps the principal achievement
of directed patrol is that it has enabled departments to achieve
a level of saturation patrol without increasing the number
of personnel assigned to patrol operations.

The development of a saturation patrol program involves
several things. First, an analysis of order maintenance, crime,
and traffic problems must be undertaken to identify patterns of
activity. This analysis provides the basis fo. determining °~
the time (day, hour) and location (street, block) for deploying
directed patrol assignments, as well as M.0. and suspect infor-
mation when it is available. Exhibit 23 (page97 ) contains
the basic crime analysis information needed to analyze a
commercial burglary problem,

Second, directed patrol tactice that ean be used
to address crime and order maintenance probleme must be deve-
loped and documented., 1In most cases, directed deterrent tactics
seek to capitalize upon high visibility by using a combination
of vehicle and foot patrol, as well as traffic and pedestrian
stops. These activities should be carefully focused upon crime
targets and possible suspects. Exhibit 23 1lists some of the
deterrent tactics that might be used to attack commercial bur-
glary.

Third, written instructions for patrol officers to
follow in implementing the directed patrol assignment must .
be prepaved and distributed. Officer assignment sheets should
contain a brief description of the problem, including the level
of crime, m.o. descriptions, and information about known suspects
and vehicle descriptions. In addition, the assignment should
contain the objective of the directed patrol assignment, time
needed to complete assignment, and detailed instructions about
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what the officer should do and how it should be done. Exhibits
25 and 26 contain examples of directed patrol assignments for

a commercial burglary run and a traffic problem, Similar kinds
of instructions should be developed for residential burglary,
street robbery, auto theft, and, in fact, any problem encountered
by the police.

Fourth, gtrict guidelines for the implementation
and eancellation of diveected saturation patrol assignments
must be prepared and enforced. Whether directed patrol assign-
ments are made by dispatch personnel, or patrol supervisors,
departments will have to establish strict control over the
initiation and completion of directed assignments. Patral
administrators have found, for example, that unless strict
guidelines are followed, dispatch personnel, first-line super-
visors, and officers can effectively block implementation of
saturation patrols and other directed activities, In general,
saturation patrol and other directed activities should be subject
to cancellation only if:

(1) Officers observe a condition while conducting
deterrent patrol that demands immediate atten~
tion. If the run is cancelled, the dispatcher
must be notified and a record made of the cancel-
lation, Some departments have officers file
a short explanation when a run is cancelled,
so that patrol managers can review the reasons
and determine whether or not cancellation wag
justified.

(2) An emergency call is received by dispatchers
and no other units are available to service the
c¢all. Departments will need to carefully specify
which calls are truly emergency situations.
When dispatch personnel cancel a directed deterrent
patrol, a short report justifying cancellation
should be filed with patrol administrators.

Fifth, it is necessary to develop and implement feedback
procedures so that officers who are not involved in the preparation
of directed asgignments can dimpact the planning process,

Although first-line supervisors may not always be involved

in the analytical and design steps that lead to directed satu-
ration patrol, they should be given input to the planning

process and responsibility for modifying these patrols to

better meet street conditions, In addition, a feedback mechanism
can be a useful tool in famillarizing officers with systematic
patrol planning.
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EXHIBIT 25

DIRECTED BURGLARY ASSIGNMENT:
PARKVIEW SHOPPING CENTER AND RIVER ROAD COMMERCIAL STRIP

PROBLEM

During the past month, 23 commercial burglaries have occurred in the
Parkview-River Road commercial area. Most have occurred between

10 p.m., and 4 a.m. Primary targets are small businesses, restaurants,
and gas stations. Most entries have occurred at rear or side entrances.
Known suspects: Ted Schell, W/M 26; Stephen Schack, B/M 16; and

Don Overly, W/M 18.

OBJECTIVE

This high visiblity deterrence effort is designed to augment the crime
prevention and target hardening program being carried out by officers

on the day watch., Saturation of the area between 10 p.m. and 4 a.m.
should reduce the number of burglaries. These patrols may displace some
perpetrators to the Bellview commercial strip, where visible patrol

has been reduced and replaced by covert activities and the use of
tactical alarme.

GENERAL INSTRUCTIONS

Watch commanders will select specific times. This assignment takes
approximately 50 minutes and should be activated three to four times
each day between 10 p.m. and 4 a.m. Changes in burglary will be
monitored to adjust the hours and frequency of this patrol. Watch
for known suspects and suspicious autos. Use vehicle and pedestrian
atops when justified.

LOCATION

1300-1400 block of River Road Park ear on River Road. Turn on light
bar to increase visibility, Foot patrol
the back alleys on both sides of the
street. Check rear entrances. 15 minutes.

1300-1400 block of River Reoad Cruise glowly around the block and
atop and suspicious vehicles in the
alleys on both sides of River Road.
15 minutes.

1300-1400 block of River Road Cirale the block by car, observing
alleys and suspicious vehicles. Make
vehicle and pedestrian 8tops when
necessary. 5 minutes.

Parkview Shopping Center Cruige slowly through the shopping
center, Check rear and side entrances
of buildings. 15 minutes.

1300~-1400 block of River Road Return to River Road area and orutse
8lowly through back and side alleys.
Use epotlight on buildings. Stop
suspieioys vehieles. 10 minutes.
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EXHIBIT 26

DIRECTED TRAFFIC ASSIGNMENT: BLAIR AVENUE

PROBLEM

Blair Avenue between Arbor and Madison has experienced 18 accidents during
May, mest occuring during evening rush hours. The intersection of Blair
and Madison is a major problem. Traffic congestion is particularly heavy
between 7-11 p.m. In addition, citizens have complained about numerous
standing and moving violations.

OBJECTIVES

Reduce the number of traffic accidents on Blair Avenue by pin~pointing traf-
fic problems and directing traffic, especially during rush hour. Officer
will also strictly enforce parking codes and be observant for moving vio-
lations.

GENERAL INSTRUCTIONS

Sergeants will have discretion in activating this assignment. Activity
should be implemented primarily during the evening rush hours Monday
through Friday and during Friday and Saturday evenings. Sergeants are
requested to note changes in traffic patterns which might necessitate
modification of this directed traffic assignment. This directed assign-
ment takes approximately one hour,

LOCATION ACTIVITY
Arch Street & Blair Avenue Fark in North driveway of Hal's

Service Station for 15 min. If
necessary, leave car and assist
traffic entering Blair Avenue from
Arch St. and McDonald's.

Franklin Street & Blair Avenue Purk in exist driveway of Thrifty's
for 1/2 hour. Leave car to check
for parking violations. Walk to
Franklin Street to assist with
traffic. If necessary, clear traffic
at Post Office driveway.

George Street & Blair Avenue Park near the driveway of Citco
station on the north side of George
Street for 15 min. Monitor traffic
problems caused by the shopping
center at the corner of George and
Blair. Direct traffic and issue cita-
tiong, 1f necessary.
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Exhibit 27 contains a feedback form that is used by
the New Haven Police Department. These general comments/recommen—
dations of the patrol officer can be reviewed by sergeants
and other patrol administratorxs to modify the location, time,
and frequency of high visibility deterrent patrols. The feedback
form also provides space for officers to note any crime related
information. This can be relayed to crime analysts and dis-
tributed to other patrol officers working in the same area.
A form like this can also be used by patrol officers to feedback
information about directed crime prevention and criminal appre-
hension tactics.

b, Tield Interrogation

Unlike saturation patrol, which is primarily a location-
based tactic, field interrogations are directed at likely suspects.
Field interrogations, sometimes called vehicle or pedestrian
stops, are freqently used as one compunent of directed satuation
patrols. They are an aggressive proactive approach to combatting
crime and can be used against both street crime and property
crime. They increase police visibility and let potential criminals
know that the area is being carefully watched.l0

The field interrogation technique is quite simple,
It involves an officer stopping, questioning, and sometimes
searching a citizen because he has a reasnnable suspicion that
the subject has committed or is about to commit a crime.
Although field interrogations seldom lead to arrests, they can
have a substantial impact upon persons whe might be considering
committing a crime, Persons questioned, especially potential
offenders, are put on notice that the police are aware of their
presence, identity, and activity in a community.

When a field interrogation i1s carried out, officers
usually handle it in one of three ways. If clrcumstances warrant,
an arrest can be made, However, it is more usual for officers
to release the person questioned without taking any action,

In other cases, although evidence may not warrant an arrest,

but the officer remains suspicious, a field interrogation report
describing the subject's identity and the circumstances surrounding
the incident may be filed. This report can be uged by either
patrel officers or investigators when investigating criminal
activity in the area,.

10 For a thorough discussion of the field interrogation pro-
cess, its effectiveness and impact on community relations, see:
John E. Boydstun, San Diego Field Interrogation: Final Report
(Washington, D.C.: Police Foundation, 1975).
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EXHIBIT .27

NEW HAVEN DIRECTED PATROL ACTIVITY FEEDBACK FORM

D-RUN FINDINGS/COMMENTS

D-RUN NUMBER: TIME OF DAY

FINDINGS (M.0., Suspects, Vehicles, Victims, Tools, Etc.):

[CINo Significant Findings

GENERAL CHARACTERISTICS/RECOMMENDATIONS (Tactics, Times, Locations):

NAME DATE / /

(Use Back if Required)
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The implementation of field interrogation programs
has usually been accompanied by some controversy. Advocates
have extolled the virtues of this aggressive patrol tactic as -
an effective anti-crime tactic, while opponents have cautioned
that its anti-crime benefits might be far outweighed by its
negative impact upon police/community relations. A recent
study of field interrogation in San Diego endorses the program
as a sound patrol tactic: although interrogations were seldom
found to lead to arrests, the fact that they were being carried
out did seem to have a deterrent effect upon suppressible crimes.
Just as important, the interrogation did not lead to a hostile
public reaction or result in complaints to the department.ll

A variation upon the field interrogation tactic has
been the implementation of suspect-oriented patrol tactics by
some departments., Rather than focusing upon random and :suspicious
persons in crime target areas, some agencies have alerted patrol
personnel to be on the watch for specific individuals or classes
of suspects., When patrol officers are supplied with pictures
and background information about known suspects, they can be
more watchful of their activity. Field interrogations have
been a useful technique for exercising some control over these
known suspects. For example, truancy'patrols, a type of sus~
pect-oriented patrol, ‘have been successfully used to suppress
day~time burglaries. In cooperation with school authorities,
departments have regularly watched for and taken action against
truants, some of whom have been involved in day-time burglaries.
Chula Vista, Glendale, and San Bernadino, California, were able
to achieve substantial reductions in day-time residential bur-
glaries by rounding up truants and returning them to school.
_ tn evaluation of anti-crime tactics in eight Virginia cities
concluded that the "Truant Hassle" program led to a reduction
in crime,l2

3. Criminal Apprehension

Criminal apprehension usually involves two basic types
of strategies. The first concerns covert decoy and stake-out
activities designed to apprehend criminals while they are commiting
a crime, or shortly after a crime has occurred. Decoy and stake~
out operatinns require detailed crime analysis to identify a set

11 1hid., pp. 27, 40, 54-55.

12 Yhite, op. eit., pp. 31-32, 73-77; and Arthur Young and
Company, HIT Program Evaluation, Volume II, Evaluation Findings
(Richmond, Virginia: Commonwealth of Virginia, Division of.
Justice and Crime Prevention, 1975), pp. v-22.
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of targets that have a high probability for wome type of criminai
action. Whether a decoy or stake-out is used, the tactics are
similar and require that patrol personnel work in plain clothe.
and be relieved of all call for service responsibility.

The second type of apprehension activity that patrol
personnel can engage in occurs after a crime has been committed
and involves a more active role for patrol officers in the
investigative process. For some time the tendency has been
for Jdepartments to pursue a high degree of functional special-
ization that has effectively stripped patrol personnel of any
apprehension-investigative responsibility. Patrol officers
frequently take only a preliminary report and turn this over
to detectives for further action.

The limited role of the patrol officer in investigative
activity has several sources. First and foremost, as long as
departments operate. on the principle that all service calls,
regardless of their urgency, have to be answered as rapidly
as possible, dispatchers and patrol managers tried to keep as
many cars in service by minimizing the time officers spent at
hearing case information. Patrol personnel have further been
discouraged from developing good investigative techniques because
detectives "stole" or took "credit® for all arrests and, as
a result, officer initiative in this important area frequently
went unrewarded.

Inferences drawn from may experiences with directed
patrol and the report on the crim: .1l investigative process by
the Rand Corporationl3 suggests thut rvegular patrol officers
can play a more important role in the apprehension-investiga-
tive procese. In addition, the findings of a response time
study -~ that citizens frequently report crimes well after the
crime has occurred —- make a strong case for stacking late-
reported incidents. If calls are stacked, patrol officers can
remain out of service longer and conduct more thorough crime
scene investigations.

While the response time gtudy suggests that uniform
patrol officers have the time to do more thorough investigations,
the Rand study indicates the direction these investigations
might take. The Rand study found that the single most helpful

13 Petrer Greenwood and Joan Petersilia, The Criminal Investi-
gation Process, Volume I, Summary and Policy Implications (Santa
Monica, California: The Rand Corporation, 1975).

14 Tony Pate, et al., Police Response Time: Its Determi~
nants and Effects (Washington, D.C.: Police Foundation, 1976).
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plece of information ' in making an apprehension was information

about the suspect's identify (name, address, license number,

etc.). The report goes on to recommend that departments initiate

programs to emhance police-victim/witness cooperation, especially

in identifying likely suspects. .Uniform patrol officers can

lead the way in this initiative,l5 i} &

a. Decoys and Stake-Quts

Decoys involve the use of both police officers who
pose as petential "victims'" and the "'set up" of physical property- ‘
(cars, CB units, and bicycles) in areas experiencing a high ’
incidence of street crime. When the decoy has been set up,
officers covertly monitor it and wait for a criminal attack.

Stake-~out operations differ only slightly ficom decoy.
The tactics are largely the same except that officers observe
actual and legitimate targets of crime rather than surr@g’tes
set up by the police department., In addition, stake-outs have . o
been used against commercial robbery and butrglaries rather than
street crimes, The feasibility of stake-outs has been enhanced
by the use of electronic surveillance devices. Departments ..~
have successfully used tactical alarme-and pre-set cameras that
can be tripped by either employees or electronic sensors. The
~ caiteras have provided high quality photos of robberies that
virtually guarantee successful prosecutien, while the ealectronic
tactical alarms have enabled the police to rapidly respond to
robberies and burglaries as they are occurring rather than after
they have occurred and the suspects have fled.

4

In deploying decoy and stake-out operations, patrcl
administrators will have to decide whether to use regular patrol
officexrs or establish a specialized patrol unit. Whichever
approach is used, officers will have to be relieved of serwice SR
call responsibilities for a period of time. Departments have s
adaressed this problem in a variety of ways. Some have, preﬁéfféd
not to set up a specialized unit but instead have. ESLgned
officers to covert patrol on an as-needed: and day-to-day basis.
However, as departments use covezt- operations on a routine
and on-going ba31s, the meéed for a stable specialized unit will
increase. .-

hert

" 1f departments adopt the deployment;. procedures described .
in Chapters 2 and 3 of this volume, they idy find it possible ’ 'f;
establish a specialized covert patrcl unit during high crime o
periods without hiring additional personnel, Patrol administrators

i1

15 Greenwood and Petersilia, op. cit., pp: vii, xii. w7
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in Wilmington, Delaware, for example, found that by matching
deployment to hourly fluctuations in the daily workload and
by priocritizing service calls, they were able to assign approx-
imately one-third of their uniform patrol force to convert oper-
ations. The second volume of this report, Speeialidéd Patrol,
discusses in detail the operational requiremernts, characteris—
tics, and effectiveness of varicus convert patrol tactics. We
suggest that all program planners consult the volume of Speciali-
zed Patrol before dec1d1ng how best to organize decoy and stake— - e
out operations. , .

b. Suspect Identification

Several departments have attempted to enhance the.
apprehension—-oriented activities of their patrdl force by assigning
officers additional responsibilities. for gathering suspect infor-
mation., This can be accomplished in. geveral ways. Kansas City
is currently distributing suspeet identity and height charts
to commercial establishments. Exhibit 28 contains a copy of
the suspect identity chart. The height chart is simply a strip
of colored paper that can be glued fo a door jam so that wictims ,
or witnesses can observe the height of allegedlﬁffenders as ' : .
they pass through a doorway. Both devices: ‘liave been used to ' '
gather more detailed and accurate subpect information,

As part of a crime.prevention program, officers can
review the charts with business proprietors, their employees
and customers and ask them to carefully record as many identifying
characteristigs,asfpbésible when a crime occurs. The charts
can also. be tsed by officers investigating street or residential
.crimes to gather information. Showing victims and witnesses
the chart frequently jogs their memory and permits them to glve
a more thorough suspect description.

‘The area canvass is another device that officers have
used to locate additional witnesses and gather useful information .
about a crime, In some cases, witnesses found during the canvass - T 5
have supplied valuable information about suspects and vehicles g o
that has facilitated an apprehension. Patrol managers will
have to set guidelines for the implementation of area witmess
canvasses. In some cases, officers may contact only the immediate
neighbors of the victim. Depending upon the seriousness of
the crime and the level of criminal activity in the community,
patrol managers may, however, prescribe a more extensive area
canvass. ' , . : T :

s P

In addition to locating wiénesses, the area <canvass
can also be used as a vehicle to heighten citizen awareness
of local crime conditions, disseminate crime prevention infor-
mation, and arrange for security inspections. Although witness
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EXHIBIT 28
SUSPECT IDENTITY CHART

Physical Description

Hair (Color-Cut)

Height

Eyes~Eyeglasses

Complexion

Beard, Moustache,
Sideburns

METHOD OF ESCAFPE
Direction

VEHICLE DESCRIPTION
Auto License

Make/Year

Color

ADDITIONAL REMARKS:

Speech Characteristics
(Accent, Lisp, etc.)

Shirt

Visible Scars,
Marks, Tattoos

Coat or Jacket

Nationality if
known

Age Weight Shoes

Weapon Left or
Right Handed

Trousers




canvasses are usually conducted by officexrs in person, it is

also possible to initiate this process via the telephone. Using
phone directories arranged by street addresses, departments

can quickly screen a large number of potential witnessss. When

a witness is located, an officer or investigater can be dispatched
to collect additional information about the crime.

c. Suspect Search

In most cases when officers respond to a crime call,
all theilr attention is focused upon the immediate vicinity
of the crime scene rather than the surrounding area. It is
not uncommon to have the primary unit arrive at the crime scene
along with several other units. Some departments have attempted
to limit the amount of roll-in by unassigned units and to direct
the attention of these free units toward areas gurrounding the
crime scene. The result has been that the primary unit handles
the crime scene while roll-in or support units can begin a
saturation search for suspects within a one~ to three-block
radius of the incident. Departments have referred to this
tactic as an area or quadrant search.

Atlanta, Cleveland Heights, New Haven, and St. Louis
departments have used this area search procedure as an appreheasion
technique, although it also appears to have deterrent value.

In Cleveland Heights, Ohio, for example, when a hot or recently
completed crime is reported, one unit is dispatched to the

crime while three to four other units are directed to surround
the area, watch for suspicious persons, and generally engage in
saturation patrol. The Chief has commented that although the
tactic has resulted in only a small number of apprehensions,

it has had a very strong deterrent effect by letting the criminal
know the police are on patrol.

New Hawen has used a slight variation of the quadrant
gearch. Crime analysis revealed that immediately following
school dismissal, the surrounding areas usually suffered a
considerable larceny and vandalism problem. To combat this
problem, patrol units are assigned to patrol in ever larger
concentric circles surrounding the schools. The approach has
been found to be effective in reducing the vandalism problem,

D. Forming Specialized Patrol Units

A principle problem that must be addressed by every
department considering a directed patrol program centers around
the question of what directed assignments should be made to
routine rather than speclalized patrol units. Although most of
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the tactics described in this chapter can be implemented by regular
patrol officers, it is also possible that each of these activities
could be performed by specialized units.

In deciding whether to assign directed patrol activities
to regular or specialized units, departments will need to consider
several factors. First, patrol managers need to evaluate the
amount of time needed to carry out directed patrol tactics. In
general, if a tactic requirves that officers be relieved from reg-
ponding to service calls for only a short period of time, the tactic
can be adequately handled by regular patrol units. Likely tac-
tics are field interrogations, vehicle checks, security surveys,
and saturation patrols which require only a short time (less than
one hour) to initiate and complete. These tactics can usually
be assigned to regular patrol officers without seriously disrupting
the officer's ability to answer calls for service. However, it

. will be necessary, even for these relatively short assignments,

to relieve officers from responding to calls for service for
periods of time ranging from 30 minutes to as much as two hours.
To accomodate this "out-of-gervice time," departments will have
to adopt call prioritization and stacking procedures, as dis-
cussed earlier.

As the amount of time needed to complete an assigned
tactic inereases, depaviments will need to consider the develop-
ment of a specialized patrol capability. This would certainly
be the case for directed assignments that require an officer's
full time commitment, particularly when the assignment involves
covert activities. Examples of this would be decoy, stake-out,
and surveillance operations which require an officer to work in
plain clothes and to be relieved of all responsibility for ans-
wering calls for service. Some departments have handled these
tactics by relieving patrol officers of their service call
responsibility for a tour of duty while other departments have
established specialized units. The eritical factor in deter-
mining whether a specialized unit i8 warranted would be the
magnitude and duration of the crime problem. If, for example,
a community hae identified a persistant pattern of eriminal
acetivity, 1t may be best to organize, train, and deploy a spe-
etalized patrol unit that can foeus upon that erime for an
extended period of time.

Exhibit 29 presents a gulde by whicl: departments can
judge whether or not the regular patrel force or a specilalized
unit is more appropriate for attacking an identified pattern
of criminal activity. In general, as the amount of time needed
to implement the tactic increases, patrol managers will f£ind
it more compelling to initiate a specialized unit. By "amount
of time" we mean the time during which an officer must be re-
lieved of all service call responsibilities in order to carry
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EXHIBIT 29

CRITERIA FOR FORMING A SPECIALIZED UNIT

NUMBER OF | HOURS /SHIFT NUMBER OF
DAYS 11234l 5|6 718 OFFICERS
2 REGULAR 2
! PATROL 4
OFFICER
6 6
8 8
10 10
12 SPECTALIZED 12
PATROL UNIT =
14 ‘\! 14

out a directed tactic. If a patrol manager must relieve officers
of thelr service call responsibilities for an entire shift, If
this must be done for more than a week, if more than six or
seven officers are involved, and if guch is a recurrent need,
then it may be advantageous to establish a specialized patrol
unit,

In the event that a department chooses to form a gpe~
cialized patrol unit, speclal attention will have to be paild to
insuring cooperation and coordination between that unit and uni-
formed patrol officers. Although the ability of specilalized
patrol units to engage in varied and extended covert op ratlons
can be a valuable asset, specialized units have gsometimes fostered
divisiveness within the patrol force. This frequently occurs
because specialized units are relleved of service call work,
engage in more "crime fighting" assignments, and are sometimes
regarded as an elite group.

Wilmington, Delaware, has attempted to lessen the
rivalry and hostility between regular and specialized units by
periodically and routinely rotating all patrol officers through
both their basic and structured patrol units. This approach hag
several advantages. It familiarizes all offilcers with a variety
of speclalized tactics, keeps structured or speclalized officers
in touch with service call and community problems, enhances
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information communication between the two groups, and erases the
image of elitism that frequently surrounds specialized patrol
operations,

Although the Wilmington approach can foster better
cooperation between routine and specialized operations, additional
techniques should be adopted to coordinate operations between
the two groups. Departmental commanders need to emphasize the
support thit routine and speclalized units must provide to omne
another. Specialized officers can foster cooperaticn by
attending regular squad roll calls with beat officers, involving
beat officers in their activities, and giving them a share of
the credit for successful operations. Uniformed patrol officers
should be encouraged to share general information about beat
conditions and suspects with speclalized officers. The less
traditional dally squad conference that has replaced roll calls
in some departments is a good forum for exchanging intelligence
and developing plans to coordinate tactical operations.

E. Summary Recommendations

The goal of this chapter has been to indicate how depart~
ments can use crime analysis to develop and deploy patrol tactics
that address a community's crime problems. The suggestions con-
cerning the linkage between problem or crime analysis and spec-
cific patrol activities are designed to enable patrol managers to
more carefully identify problems and then develop tactics for
officers to use while patrolling. Every patrol manager should
strive to identify several critical problems for officers to focus
their patrol activities upon. This can be accomplished by adopting
the following recommendations outlined in this chapter:

1. Every department should strive to have patrol
officers spend approximately 25% of their time
conducting crime specific directed patrol
activities.

2. Patrol managers should develop a range of
prevention, deterrence, and apprehension
activities that can be used against each
suppressible crime. By using crime analysis
and street knowledge, they should then select
the combination of theses activitices as directed
patrol assignments.

3. Every department should develop a problem analysis
capability that permits patrol managers to clearly
identify crime and traffic problems. Crime ana-
lysis units should supply patrol managers with
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3.

timely and operationally useful information about
time and day of occurrence, method of operation,
likely suspects, and crime maps.

Every department should encourage crime analysts
to provide patrol managers with help in develop-
ing specific prevention, deterrence, and appre~
hension tactics for each identified problem.

Every department should consider the development

of a specialized patrol unit when a persistent
problem has been identified which requires the full
time attention of several officers for an extended
period of time. In this light, Volume II of this
report, Speectalized Patrol, should be reviewed as an
aid in determining the most appropriate mix of spec-
ialized and planned patrol activities for any given
department.
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CHAPTER 5

VARIATIONS IN DIRECTED PATROL PROGRAMS

Previous chapters of this report have described the more
critical steps# a department will need to take in order to imple-~
ment a directed patrol program. In general, directed patrol will
require patrol managers to match deployment to workload, priori-
tize the patrel workload and service calls, routinely use crime
analysis to direct patrol operations, develop crime specific
directed patrol activities to replace random preventive patrol.
The purpose of the case studies presented in this chapter is
to illustyrate the wide ranging approaches departments have used
in developing directed patrol programs. Although the programs
differ in both content and style, they all have sought to replace
random and sometimes haphazard preventive patrol with specific,
planned activities which address a community's major crime and
order maintenance problems. These program descriptions suggests
how a department's organizational structure and management style
can affect the way directed patrol programs develop. They 'should
enable patrol administrators and planners to develop a better

feel for how a directed patrol might impact their police depart-
ment.

The intent of this chapter is to present a summary
of the more important contributions each program has made to
the directed patrol concept. As a consequence, only the more
significant program elements of each directed patrol experiment
are described. 1In addition, a second objective has been to
describe some of the major problems each department has had
in implementing its programs. Our intention i1s not to critique
these programs but to offer insights into the implementation
process that may enable other departmengs to avoid the pitfalls
frequently encountered when a program goes from the planning
to the operational stage.

The directed patrol programs described here represent
considerable variation. Some are using only a limited number of
{he prescriptions outlined in this manual while others have im-
plemented a wide range of organizational and operational changes.
San Diego, for example, has emphasized the responsibility each
beat officer has for planning and implementing beat-specific
patrol activities. Wilmington, Delaware, where a sergeant diyects
a very flexible unit of fourteen patrol officers, has emphasized
daily problems and crime analysis. In spite of the differences
among the programsg, all illustrate the most eritical elemegt
of directed patrol -~ the eareful identification of community
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problem coupled with an attempt to develop tactice to solve
these problems. In addition, all of the programs use crime
analysis as one of the more important tools in directing
patrol operations.

A second feature of these directed patrol programs
that degserves emphasis is the size of the departments
involved. It is not a program that only large departments
can implement. It 18 an approach to patrol that both medium
and emall agencies have used to upgrade the quality of their
* enforcement efforts. Although large citles like Kansas City
and San Diego with over 1,000 sworn officers have adopted directed
patrol procedures, medium-sized cities like New Haven and Wil-
mington, as well as much smaller communities like Branford,
Connecticut (with less than 40 officers) and Fort Madisen,
Iowa (with only 25 officers) have succegsfully adopted far~reaching
directed patrol programs, Exhibit 30 lists the cities, their
populations, and the number of police personnel in each of
the directed patrol programs that was reviewed in preparing
this document,

A. Community-Oriented Policing: San Diego

The community-oriented policing program (COP) in
San Diego was a direct out-growth of deteriorating police/
community relations in the late 1960's and early 1970's.
Department administrators, in attempting to solve this problem,
developed an approach to patrel that was applicable not only
to police~community relations problems but also to the crime
control, oxrder maintenance, and social service issues faced
by patrol personnel. The fundamental goal of the project
was ''to develop ways by which patrol officers become closely
attuned and accountable to the people and problems of their
beats, thereby improving the quality of police sexvices in
the community."l

In working toward its goals, the department has
implemented a number of organizational and procedural changes

1 gan Diego Police Department, Community~Oriented Policing:
An Integrated Approach to Police Patrol (San Diego, Cal.: San
Diego Police Department, 1976), provides an overview of the
COP program. For an extensive evaluation of the program, sece:
John E. Boydstun and Michael E. Sherry, San Diego Community
Profiles, Final Report (Washiungton, D.C.: Police Foundation, 1975).
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EXHIBIT 30

CHARACTERISTICS OF CITIES WITH

DIRECTED PATROL PROGRAMS

City Population Total Personnel Sworn Officers
San Diego, California 757,000 1,389 1,016
Ransas City, Missouri 488,000 1,707 1,231
New Haven, Connecticut 137,000 447 416
Wilmington, Delaware 80,386 329 251
Cleveland Heights, Ohio 60,000 116 99
Milford, Connecticut 55,000 110 98
West Haven, Comnecticut 53,000 115 101
Hamden, Connecticut * 45,000 108 95
East Haven, Ccnnecticut 25,000 54 45
Noxrth Haven, Connecticut 23,000 47 42
Branford, Connecticut 25,000 35 32
Fort_Hadisqn, Iowa 14,000 29 25




desigrned to increase the officers' familiarity with gpecific beat
conditions. These procedures include long=-term assignments

to a beat, responsibility for clearing most service calls and
performing directed patrol assignments on that beat. These
procedures coupled with a formalized system that enables officers
to analyze beat conditions and plan patrol activities have

been the principle mechanism used to replace random patrol

with reasoned and gpecific patrol activities, Although COP

has not formally been referred to as a directed patrol program,
its reliance upon problem and crime analysis in structuring
patrol operations distinguishes it as one.

1. Program Features

Community Oriented Policing (COP) is based upon an
extensive effort to decentralize many patrol decisions from
command levels to individual police officers. The program is
based upon the assumption that each patrol beat or community
within a city has unique social and law enforcement problems
that can only be adequately addressed when patrol officers have
a elear understanding of these problemg. The program places
considerable responsibility upon beat officers to analyze and
develop patrol tactics that address specific beat conditions
and problems,

The heart of the COP program has been the Beat Profile,
which each officer must develop for his/her beat. The beat
profile is based upon a thorough analysis of the community's
structure (socio-economic conditions, cultural diversity, in-
stitutions, organizations, and leaders) as well as understanding
of police problems created by the community. The latter analysis
is focused upon crime and traffic patterns as well as the order
maintenance and non-criminal demands placed upon the police
by the community. In reviewing these materials and preparing
a written report about the beat, which is updated quarterly,
officers generate the information needed to develop problem~
focused patrol tactics,

The effect of the San Diego program has enabled
officers to replace random "seat of the parts" patrol with
a set of reasoned and directed patrol activities that focus
upon the specific problems faced by a community. Whatever
the problems are -~ residential or commercial burglary,
auto theft, robbery, traffic accldents, juvenile disturbances,
police/community conflict -~ officers are encouraged to: analyze
these problems and develop appropriate tactics. In addition,
officers are supported in their taske by patrol supervisors
and a general policy in the patrol division that actively
encourages officer discretion and the development of
problem-solving patrol tactics.
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Although the department has not attempted to prioritize
the service call workload and free officers from service call
responsibility to perform directed activities, other procedures
have been adopted to support officer-initiated aztivities.
Officers have been provided with handi-~talkies which enable
them to leave their cars to attend community meetings and to
interact with citizens more freely on the street. This equipment
has also permitted mobile patrol officers to walk portions
of their beats.

The department has established a Resource Center
where officers can review current crime and traffic information,
census data, city planning reports, and community newsletters.
In addition, the crime analysis unit is able to rapidly provide
crime reports for each of the city's patrol beats., Officers
are also provided with a Community Resource Manual listing
community social service agencies and organizations that the
officer can rely upon for support in solving community problems
and referring citizens.

Since the implementation of the program, officers
have engaged in a number of crime prevention, deterrence, and
apprehension activities designed to improve ‘patrol effectiveness.
Because of the information generated by beat profiling, officers
have made squad roll-calls a focus for discussing area problems.
The discussions have led to better coordination of area-wide
patrol activities. In addition, officers have taken a greater
initiative in police/community relations, referred citizens
to social service agencies for assistance, followed up on indi-
vidual cases, identified traffic hazards, submitted improvement
requests to the city's traffic departments, and encouraged
community groups to become involved in law enforcement problems.

2. Program Implementation

At the outset of the COP program, planners clearly
recognized the far-reaching implications of the changes they
were proposing. Although on the surface the program appeared
to require only that patrol officers plan their activities
more carefully, COP required officers to engage in patrol planning
efforts that had formerly been a preogative of patrol supervisors
and commanders. At the very least, the program was perceived
by some patrol command personnel as a challenge to the traditional
rank structure. At the same time that officer responsibilities
were changing, patrol supervisors were also expected to alter
their style of leadership from one concerned primarily with
internal departmental policy and discipline to one that required
collaboration with officers in analyzing problems and planning
speclfic patrol activities,
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To facilitate implementation of COP and emphasize
the significance of the program, the department developed a
comprehensive training program. Like the program being imple-
mented, the content, style, and participants were quite different
from the traditional courses offered at the police academy.
The training program was taught in community classroom facilities
away from the department, and were designed and conducted by
both departmental personnel and civilian police experts.Z

The training program gave officers the basic analytical
and planning skills needed to develop a directed patrol program
on their beats. The program also included workshops on goal
setting, discretionary decision-making, squad conferences,
and officer performance evaluation. In addition, it cleared .
up rumors about the program, generated enthusiasm and support
among officers and supervisors, and conveyed the substantial
commitment patrol administrators were making to the program.
Program planners deemed the training important enough to pull
patrol squads (supervisors and officers) off the street for
a one~week period. To control training and implementation
costs, neighboring patrol units handled service calls and per-
formed patrol for the squads being trained. The entire patrol
force was trained over the seven-month implementation period.

The San Diego training program was perhaps the most
important element in assuring a successful implementation of
the program. Evaluation of the training indicated that offi-
cers not only understood the profiling concept but were able
to use it in day-to~-day operatiomal planning. Program evaluators
did, however, note that additional training for sergeants in
the areas of planning and group problem sclving would have
further supported program implementation.

Two additional aspects of the San Diego implementation
process also appear to have been critical to operatiovnalizing
the COP plan. First, a high level patrvl official was assigned
full~time as a program monitor and trouble shooter. As imple-
mentation problems developed, the inspector who had the complete
support of the Chief had the authority to make critical imple~
mentation decisions as well as insure the total cooperation
of mid-level managers.

Finally, program implementation at the officer level
was supported by the development of a performance evaluation
system that was keyed to the new operational procedures of
COP, Program planners recognized that COP demanded substantial

2 This COP training is being incorporated into the tradi-
tional academy training program.
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changes not only in what officers did while on patrol but

also how they did it. . To support these changes, the depart-
ment scrapped the old officeiesvaluation system that focused
upon standard measures of officer prodsmtivity (traffic cita-
tions, field interrogations, arrests) without-iegaxrd to actual
beat conditions. The new evaluation system has encouraged
officers to develop analytical and planning skills and to
adapt their patrol activitiy to beat conditioms. It also
reguires patrol supervisors to carefully review the problems
of each beat and to evaluate officer performance in relation
to these beat conditions.

B. Directed Patrol: Kansas City, Missouri

The Kansas City directed patrQl program is in large
part a direct response to the question of how patrol time
can be most effectively used. Based upon an analysis of the
patrol workload, patrol planners estimated that as much as
one~third of all patrol man-hours could be used for directed
purposes. Lt was hypothesized that the implementation of -
preplanned directed activities would have a greater impact
upon crime than the traditional random patrol operations of
the department. )

The Kansas City directed patrol program also represents
an experiment in decentralized decision-making. However,
rather than focusing upon individual officer initiative and
responsiblity, as in San Diego, the department has chosen
to make patrcl sergeants the focus for planning and implementing
directed patrol activities. The program has emphasizsd the
responsibility of sergeants to implement specific and well-
defined tactics that were developed by a task force of planners,
patrol supervisors, and officers,

Finally, it should be noted that, whereas COP in
San Diego has emphasized the importance of the patrol beat,
directed patrol in Kansas City has de-emphasized the beat
and has made the sector or the area patrclled by a sergeant
and several cofficers the focus for planning activities. Under
the directed patrol program, beat boundaries ave regarded
only as administrative districts and sergeants are free to
redeploy officers within sectors according to short-term service
demands and crime trends. The key to the system is flexibility
to ensure that emergency calls are answered quickly yet time
is provided for a directed patrol program. For example, a
sector sergeant night assign three units responsiblity for
calls for service while two units would be assigned to directed
patrol duties. These assignments can be changed on a day-to-
day basis to match service call demands and address specifically
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identified sector problems.3

1. Program Elements

The heart of the Kansas City program has been the
development of a management information system that enables
sergeants to predict the call for service workload and identify

patterns of criminal activity.

By using these management

tools, sergeants can estimate the amount of time available
for directed patrol and can initiate directed patrol acti-
vities that specifically address the problems identified by
crime analysis. Exhibit 31 lists the various directed patrol

activities cutrently being used in Kansas City.

The activities

-focus upon the crimes of burglary and robbery and ~all for-

EXHIBIT 31

KANSAS CLTY DIRECTED PATROL TACTZCS

Community Education/
Organization

Tactical Deployment

Case Processing

Crime Information/
Prevention Displays

Attend Community
Meetings

Security Surveys
Block Watchers

Operation Identi-
fication

Sector Flexibility*
Decoys
Tactical Alarms

Monitor Garage
Sales

Case Solvability
Factors

Concealed Cameras
Identi~Kit

Suspect Descrip-
tion Pads

*Sector flexibility:

Sergeants have authority to reussign

officers outside their normal beats to patrol in areas ex-

periencing crime and order maintenance problems.

3 Kansas City Police Department, Directed Patrol:

A Concept .

in Community-Specific, Crime-Specific, Service-Specific Policing

(Kansas City, Missouri:

1975).

Kansas City Police Department, April

131




the implementation of crime prevention, deterrence, and appre-
hension tactics. When these tactics are matched to the problems
identified through crime analysis, they yield a very powerful
tool for addressing a community's crime and order maintenance
problems.

Initial results of this program indicated that patrol
sergeants have been able to assign approximately 20% of each
officer's time to directed activities. This has been accom-
plished in two ways. While assigned to both short term (part of
a shift) and long term (entire shift) directed activities,
officers are relieved of all call for service responsibilities.

To support the initiation and completion of directed
patrol assignments, the department has developed an imaginative
approach to prioritizing directed tacties and service calls.
Communications personnel have the option of classifying each
service call as either immediate response, delayed response,
or phone-in/walk-in calls. Calls such as armed robberies,
aggravated assaults, disturbances, and alarms always receive
an immedlate response. In general, if an incident is in pro-
gress, the perpetrators are still in the area, or if there
is a danger to human life or the destruction of property or
evidence, a unit is dispatched immediately. By answering
all other calls on a delayed basis and using phone-in or walk-
in reports for & small number of other calls, the department
has created the blocks of time needed to initiate and complete
directed patrol activities,

2. Program Implemention

An important element in the program implementation
process has been attempts to keep personnel informed of any
planned changes in the patrol program. Kansas City has adopted
an approach to planning change that seeks the active support
and input of patrol officers. In many of its patrol experiments,
including directed patrol, the department has used a ftask
force of patrol administrators, plannmers, supervisors, and
officers to amalyze patrol problems, develop potential solu~
tions, describe program elements, and prepare an implementation
plan. By combining planning experts with operations personnel,
the department has been able to analyze patrol problems and
develop comprehensive patrol programs that are tempered by
the realities of day-to-day police work.

The Kansas City task force produced a very compre-
hensive document detailing the way the patrol workload could
be modified to create blocks of patrol time. In addition,
the program plan describes the purpose of each directed patrol
tactic, the crime problem for which each is appropriate,
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and the various responsibilities of watch commanders, sector
sergeants and patrol officers for implementing each tactic.4

An important feature of the Kansas City directed
patrol program has been a commitment to decentralized and
participatory management. This has been achieved in two ways.
First, as we have mentioned, all levels of the patrol force
participated in the design of the program. More importantly,
however, has been the effort to decentralize the day-to-day
implementation of the program to patrol sergeants. Directed
patrol has enabled sergeants to play a much more responsible
role in planning and directing patrol activities. Rather
than merely acting as an arbiter of internal departmental
policies and street supervisor, directed patrol sergeants
make daily decisions about where officers will be deployed
and what specific activities they will engage in.

Sergeants have been provided with two management
information tools to facilitate their decision-making capa~
bilities. The Manpower Utilization Forecast projects both
the number of service calls and time needed to service these
calls. By using this, sergeants are able to project the amount
of time that can be allocated to directed patrol tactics.

A second information tool provides sergeants with information
about the geographie concentration of ineidents. This compu~
terized map permits sergeants to concen "te theilr officers
in problem areas for both service calls uad directed patrol
activitlies., In addition, detailed crime analysis 1s also
available so that sergeants can fine~tune basic deployment
strategies.

An important feature of the Kansas City program
has been the careful monitoring of the extent to which the
directed patrol activities are actually being implemented
on the street. During early phases of the project, program
monitors, by reviewing the amount of time devoted to directed
patrol, and the way sergeants use directed tactics, discovered
that the program was not being implemented as completly as
had been planned. They discovered, for example, that sergeants
sometimes had difficulty using the workload forecasting tools,
were hesitant to alter beat boundaries, and occasionally
chose inappropriate directed patrol tactics.

4 Kansas City Police Department, Directed Patrol: Imple-
mentation Plan -~ Community-Specific, Crime~Specific, Service-
Specific Policing (Kansas Cilty, Missouri: Kansas City Police
Department, September 1975).
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Careful monitoring of the implementation process
has enabled program managers to pinpoint impediments to
change and to develop remedies for these problems. As a result,
program managexs have discussed these implementation programs
with patrol sergeants, reviewed the tactical planning process,
and are developing training materials to better acquaint ser-
geants with the analysis and planning demands of directed
patro. It should be noted that Kansas City is not the only
department to have experienced difficulty in decentralizing
decision-making and requiring sergeants to act as program
managers and problem analysts. However, by carefully moni-
toring program implementation, Kansas City has short~circulted
several potential problems and has begun to make changes that
will insure the full implementation and success of directed
patrol.

C. Directed Deterrent Patrol: South Central Connecticut

The directed patrol programs supported by the South
Central Connecticut Criminal Justice Supervisory Board have
sought to replace random preventive patrol with tacties based
upon erime analysis. The program was initially developed
by the Supervisory Board and the New Haven Police Department.
Since 1its inception and successful trial in New Haven, regional
planriers have adapted the program to meet the law enforcement
needs of several suburban communities in the New Haven area.d

The directed patrol program in New Haven was a result
of police administrators' feelings that random preventive
patrol was largely ineffective in detering criminal activities,
Department and regional planners were seeking a system that
would inerease the effectivenese of patrol yet operate within
the existing patrol budget and manpower constraints of the
department. The final solution to the problem was the decision
to use detailed crime analysis as the principle means to direct
patrol activities., In effect, New Haven dropped most of its
random preventive patrol activities and replaced them with
crime~speclfic directed patrol tactics,

In many respects, the working concepts of the Kansas
City and South Central Connecticut programs are similar,
Both resulted from digsatisfaction with the ineffectiveness of
preventive patrol, and both use crime analysils to deploy officers

5 Banford, East Haven, Hamden, Milford, North Haven, and
West Haven.
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and direct activities. Three important distinctions, however, can
be made. First, Kansas City has developed a catalogue of

¢rime prevention, detertrence, snd apprehension oriented patrol
tactics as part of its directed patrol program, whereas South
Central Connecticut has focused primarily upon deterrence

and saturation patrol tactics.

Second, although both programs have attempted to
create blocks of uninterrupted patrol time, theilr approaches
have been different. Kansas City has developed a rather ela-
borate system for prioritizing service calls which includes
stacking as well as telephone, station house, and mail-in
reports. South Central Connecticut has achieved similar results
by giving directed patrol agsignments the highest priority,
Directed patrol can be interrupted only for a limited number
of emergency calls and for gerious on-scene incidents.

Finally, Kansas City has emphasized decentralized
planning and has made the sergeant the focus for managing
the directed patrol program, Although program planners in
New Haven intend to decentralize gsome of the directed patrol
decisions to sergeants, the program was implemented and has
operated with a very limited amount of participation by officers,
sergeants and watch commanders. However, the directed patrol
programs in Branford, East Haven, Hamden, Milford, North Haven,
and West Haven, unlike New Haven, were planned and have operated
with a consilderable amount of participation by sergeants and
officers.6

1. Program Elements

Although New Haven and each of the suburban commun-—
ities have adopted the same principles in developing their
programs, each department has adapted the system to meet the
needs of their community. At the heart of the directed deterrent
program is the regionally-supported computer and crime infor-
mation gyetem. All of the departments in the reglon regularly
enter and retrieve workload, crime, and suspect information
from New Haven's police computer system. The computer system
ig capable of providing neighborhood-specific crime maps,
detailed crime analysis reports by location, time of day,
and day of week, and patrol unit activity reports. The latter

6 For a description of the New Haven program, see:
Directed Deterrent Patrol, available from the Police Depart-
ment. Innovative Patrol Operatlions describes the program in
the smaller suburban communities and ig avallable from the
South Central Connecticut Supervisory BRoard in New Haven.
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has been particularly useful in determining the amount of
committed and non~committed patrol time and in planning the
amount of time that can be used for directed deterrent patrol.

Exhibit 32 illustrates the process used by the New
Haven department to plan directed deterrent patrols. Highlights
of the system are the selection of target crimes and appropriate
tactics, preparation of written, step-by-step instructions
for uniform patrol to follow, and collection of officer feedback
about the directed patrol run. The planning and implementation
cycle usually takes 28 days; however, once a deterrent run
has been prepared and added to the department's tactical library,
it can be reactivated in a much shorter time period.

EXHIBIT 32

DIRECTED DETERRENT PATROL PLANNING CYCLE

1 2 3 4
COLLECT PREPARE ANALYZE SET
ENTER REPORTS - DATA STRATEGIES
DATA B
WLERS 1=0 WEEK 1 WEEK 2 WEEK 2
PRIOI PLRIOD 5
WRITE UP
11 D=RUNS
MONLTOR AND WEEK 3
EVALUATE 6
D=RUNS
TEST D-RUNS
WEEES 1=4
NERT PERIOD
WEEK 3
10 9 8 7
PREPARE AND DISTRIBULE
DISPATCH DISTRIBUTE D-RUNS 10O APPROVE
D-RUNS “ CRIME DATA | PATROL D-RUNS
0 PATROL OFFLCERS
OFFICERS
WEEKS 1~4 WEEK 3 OR 4 WEEK 4 WEEK 3

NEXT PERIOD
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Although each of the departments has adopted a planning
eycle similar to that illustrated in Exhibit 32 and each has
instituted a planning team of patrol administrators, managers
and officers, the departments have adopted a wide range of
operational responses, In New Haven, the directed deterrent
mme (D-rung) have focused upon suppressible gtreet and property
crimes., The principal method for attacking these crimes has
been highly visible saturation patrol by uniformed patrol
officers. To do this, offlcers are relieved of their service
call responsibility while on a D-run and are dispatched on
a D-run by communications personnel, Patrol sergeants and
watch commanders have played only a small role in planning
and implementing the D-run activity.

The directed patrol program in each of the suburban
communities illustrates variations on the theme of analyzing
problems and developing appropriate tactics. Although street
crime and burglary have been the principal problem targeted,
these communities have also targeted and successfully addressed
vandalism and traffic problems, In addition, the departments
have used the workload analysis to develop more flexible ap=
proaches to deploying officers. Hamden and East Haven, for example,
have abandoned equal shift staffing in favor of a deployment
pattern that matches the number of officers on each shift
to the patrol workload. Other departments in the area are
using temporal workload analysis to support their attempts
to drop inefficient equal shift staffing clauses from their
union contracts.,

Some of the departments have radically altered
beat boundaries to conform to workload patterns., East Haven
has abandoned its beats completely and uses dally crime and
workload analysis to direct all patrol activities, In addition,
East Haven has adopted a split patrol force by using some
units, to handle service calls while the remainder are assigned
exclusively to directed patrol activities., This has enabled
patrol officers to engage in covert apprehension oriented
activities that sometimes require large blocks of uninterrupted
time. 1In sum, the programs supported by the South Central
Connecticut Criminal Justice Supervisory Bdard have demonstrated
the diverse options departments have when developing a program
based upon carxeful problem analysis.

2. Program Implementation

One of the more interesting features of the directed
deterrent program in the New Haven area has been the Znvolvement
of the Regional Supervisory Board. The Board supported dev~
elopment df the directed deterrent program in New Haven and
has played a very active role in assisting the smaller suburban
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communities to adopt and adapt the program to their individual
needs, Some of this assistance has been in the form of LEAA
grants. But perhaps more important has been tae day-to-day
planning support provided to the smaller departments by the
regional planners, This planning support ranges from assistance
in using the regional criminal justice computer system and
interpreting workload and crime data provided by the system

to helping departments set up planning teams to develop directed
patrol activities. The supervisory board has enabled seven
communities in the region to implement directed patrol programs
and plans to initiate similar projects in other communities

in the region.

The organization of planning teame by the suburban
departments has been a key ingredient in developing directed
patrols. Because the planning team includes command personnel
as well as the patrol officers, most affected by the directed
patrol, it has enhanced program commitment and acceptance.
Continued use of the planning teams and the periodic rotation
of personnel onto the team is building each department's ability
to engage in continuous operational planninz, In addition,
the planning team has enabled the smaller departments, which
do not have fulltime planning groups, to systematically and
regularly analyze and plan patrol operatioms.

The planning team approach and the directed patrol
program in the South Central Connecticut area has reached
the point where the program is stable and can be easily imple-
mented by other departments. Reglional planners will support
implemention of the program in the remaining communities
in the region during the next year. In addition, the easy
transferability of the directed patrol program can be attested
to by the experience of Fort Madison, Iowa.

Several personnel from the Fort Madison Police Depart-
ment and planners from the South Central Iowa Crime Commission
in Fairfield, Iowa, visited the South Central Connecticut
reglon and have successfully implemented a directed patrol
program in Fort Madison. This experience represents one of
the few successful examples of technology transfer that we
observed while visiting numerous departments in preparing
-this document on patrol., It suggests that tha South Central
Connecticut directed patrol model can be effectively implemented
in a new setting without major program development efforts.

D. Patrol Emphasis Program: Cleveland Heights, Ohio

The Cleveland Heights PEP program is one of the most com-
prehensive directed patrol efforts undertaken. It has involved the
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reorganization of both the patrol and detective divisions, the ex-
tensive redeployment of officers, the establighment of a new career
structure, and an underlying concern for the activities of all mo-
bile units. An essential element of the program is an ongoing and
detailed analysis of service call and crime workload patterns. This
analysis has been used to r-tch officers' schedules tv temporal

and geographic fluctuations in the patrol workload, In addition,
the Patrol Emphasis Program (PEF) has sought to upgrade the
importance of high visibility saturation patrol as a police

tactic.

3

1. Program Elements

The principal element for the reorganization of the
Cleveland Heights department has been the 168-hour workload
graph. By recording the month, day, and time of all service
calls, the department has been able to carefully describe
fluctuations in the patrol workload. The graph has enabled
the department to abandon an inefficient equal shift staffing
system in favor of a deployment scheme that matches available
personnel to realities of the patrol workload. Although the
department has not adopted a formalized call prioritization
system, it has used the 168~hour graph to deploy police personnel
during peak periods. Patrol officers as well as investigators
and communications specialists are also scheduled according
to the graph.

The redeployment in Cleveland Heights has been accom-
panied by a much more aggressive patrol program. Crime analysis
has been used to identify the times and places that would
benefit most from increased police visiblity and deterrence.
Highly visible saturation patrol, field interrogations, and
traffic stops have been used extensively to emphasize police
omnipresence and to discourage the potential criminal. By
matching deployment to workload and selectively assigning
one and two-officer units, the department has tripled the number
of units assigned to patrol during peak service and crime periods.
The result has been optimum utilization of police personnel and
a very effective crime fighting program.

To increase the level of deterrent patrol and to empha-
size the value of high visibility, the department has reassigned
a number of detectilves to uniform patrol. The now small centralized
detective division is primarily responsible for long-term investi-
gations, case processing, and court preparations. The remainder
of the detectives are deployed in uniform as a tactical unit
that handles the most serilous service calls and provides immediate
investigative service to all crime calls. The uniformed investi- ‘
gations in the tactical unit are assigned during peak crime hours }
(usually 2 p.m, to 12 a.m.). In addition, they are deployed on
tite basie of crime analysis to provide saturatlion level patrole
in high crime areas.
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Clevelsnd Heights, in addition to restructuring the role
of their detectives, has also redefined the mission of its traffic
bureau. The department has used an aggressive traffic enforce-
ment prograwm as a means to increase police visibility and onmipre-
sence. In many departments, the traffic bureau works primarily
between 7 a.m. and 6 p.m. iv facilitate traffic flow. In Cleveland
Heights, however, traffic cars, especially radar units, are deployed
primarily betwen 4 p.m. and 2 a.m., -~ the period of peak criminal
activity. The mission of the traffic bureau has been expanded
to include a crime deterrence and apprehension mission. The
department has found, for example, that deploying a radar unit to
a high crime area can be effective in reducing criminal activity.
In addition, the bureau's high number of traffic stops for moving
violations has resulted in the apprehension of suspects wanted
for traffic violations and other criminal activity.

2. Program Implementation

The Cleveland Heights experience demonstrates the
utility of carefully matching deployment to workload. Departments
may find, however, that what appears to be a realistic and straight-—
forward approach to deployment may not be so easy to implement
and sell to patrol officers. Scheduling tends to be one of the
most sensitive issues faced by patrol commanders. Most officers
would prefer to work the day shift and deployment systems that
require more officers to work odd hours =-- particularly the evening
watches -~ are not likely to be popular.

To overcome the resistance to a new schedule and the
increased deployment between 12 p.m. and 2 a.m., Cleveland Heights
has provided incentives for officers who would staff this overlay
shift. The overlay shift is staffed by senior patrol officers
and detectives who have been grouped into a tactical unit, Offi-
cers in the tactical unit, unlike other patrol officers, do not
rotate through the three shifts but are permanently assigned
to the overlay watch. To encourage officers to work the overlay
shift, the department has created the appointed position of patrol
investigator, which carries a $50 per month increment to their base
pay. In addition, since the cars used by the tactical unit are
not needed during other periode of the day, the department has
permitted tactical officers who reside in the city to take these
patrol cars home. The take-home patrol car has been regarded by
both the department and officers as a fringe benefit.

In developing efficient deployment systems, departments
should consider the adoption of similar incentives to attract
officers to permanently staff the extra positions needed between
12 a.m, and 2 a.m. Analysis may indicate that it is cheaper for
a department to pay offilcers extra for working the busy evening
period than it is to maintain an equal shift staffing plan that
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artificially inflates the number of personnel needed on the night
and day watches.

E. Split Patrol: Wilmington, Delaware

The basic goal of the Wilmington split patrol program
has been to inerease police productivity by providing concentrated
patrol coverage in areas of the community experiencing high crime
rates. Like the South Central Connecticut program, Wilmington
administrators also wanted to improve patrol effectiveness without
increasing the number of patrol personnel or patrol costs.’/

To achieve its goal, Wilmington launched a two-part program

that involved (1) major changes in the way officers are deployed,
and (2) the implementation of new patrol tactics. The result
has been an increase in patrol productivity and a decline in
criminal activity in the city.

l. Pyrogram Elements

Like several directed patrol programs, the Wilmington
experience was affected by the Kansas City preventive patrol
experiment and the feeling among patrol administrators that random
patrol was’ not a very effective patrol technique. In addition,
departmental planners also felt that patrol operations should
be organized to reflect the dual nature of patrol work, As a
result, Wilmington split the patrol force into two groups:

e a basic patrol force of 27 _units that responds
to calls for service, does random patrol, and
performs limited amounts of directed activity.
This force is deployed temporally and geographically
according to the total patrol workload;

e a structured patrol fbrce of 16 units which engages
almost exclusively in directed ¢rime prevention,
deterrence, and apprehension activity. Structured
units are deployed and assigned specific acti-
vities according to the results of detailed
crime analysis. In addition, these officers
respond to serious in~progress criminal complaints
and perform both uniformed and covert patrols.

7 Nicholas M. Valiente and James T. Nolan, Wilmington Split
Patrol Experiment, Planning Report (Wilmington, Delaware:
Wilmington Police Department, 1975).
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Qne of the most important factors in establishing
the split patrol program in Wilmington was the detailed workload
analysie that preceded the program's implementation. Wilmington
had been deploying an equal number of officers to each shift,
Using the Patrol Car Allocation Model (PCAM), 8 departmental
administrators were able to develop a deployment scheme that
effectively matched officers' schedules to workload demands.
Basically, by eliminating the extreme overstaffing on the night
watch (i2 p.m.-8 a.m.), and the number of officers deployed
between 8 and 12 a.m., the department has created a structured
patrol force that works during peak hours and™ “concentrates
upon crime problems. To support the sp1it patrol and better .
ensble basic units to handle service calls effectively, a call
prioritization system was also established. Analysis of the
patrol workload revealed that only 7% of all calls received
were emergency calls that required an immediate response.?
As a result, patrol administrators decided that a large number
of service calls did not have to be answered immediately and
could be stacked for up to 45 minutes until a basdic patrol
unit became available.

An additional refinement to dispatch procedures has
further increased the efficiency with which service calls are
handled. Prior to the directed patrol program, dispatchers
attempted to hold calls until the beat car was available.

This multi-queue approach to dispatch increased the number

of units the department needed in order to insure that emergency
calls were answered quickly. By adopting a singie queue or~
single stacking line for all calls and dispatching officers
across beat boundaries, it has been possible to decrease the
amount of out~of-gervice time that must be scheduled in order

to insure an adequate response time. As a result, basic units
spend more time in-service and less time walting for the next
citizen call for service.

Upgrading the capability of the department's erime
analysie bureau has also played a major role in supporting
the Wilmington Program. This unit designs tactics on a daily
basis for sixteen structured patrol units. The crime analysis
or special operations bureau has become the clearinghouse for
all crime prevention activities. In addition, it has been
given the principle responsibility for coordinating efforts
by the patrol and detective divisions to develop and implement
deterrence and apprehension oriented tactics.

Commanders of the special operations bureau, patrol
division, and detective division meet daily to map out and coor-

8 A description of the PCAM model is found in Chapter 2, p. 56.

9 Valiente and Nolan, op. cit., Chapter 2, p. 27
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dinate attacks upon specific crime problems. Each morning

these commanders review the previous day's tactical assignments,
decide whether to continue, modify, or drop specific tactics.
The special operations bureau is responsible for updating l4-day
pin maps for burglaries and robberies, preparing special crime
profiles as well as reports on suspicious persons and potential
suspects. The importance of the crime analysis unit to the
Wilmington program cannot be overestimated. Rather than operating
merely as a support function, crime analysis i8 at the heart

of patrol operaticns in Wilmington. For example, officers
responsible for crime analysis are also actively involved in
making deployment decisions and selecting appropriate strategies
and tactics. In gum, crime analysis runs the street operations
of the structured patrol units,

The tactics used by the Wilmington program focus
primarily upon deterrence and apprehension. Basie patrol units,
when not answering complaints or requests for sexvice, are
assigned fixed post duties that require only short blocks of
time and can be interrupted to take service calls. These fixed
post duties are determined by crime analysis and include:

(1) monitoring schools at opening and closing times; (2) observing
disorderly and nuisance locations; (3) operating radar; (4)
checking parking violations in problem areas; and (5) doing
property checks. When basic patrol units are assigned to fixed
posts, they are given a description of the problem and suggestions
on how to carry out the assignment.lO

The tactics implemented by structured patrol units
are based upon detailed crime analysis. Unlike the basic fixed
post patrol tactiecs, these tactics require longer periods of
time to complete and involve some plain clothes, covert acti-~
vities, High visibility saturation patrols are the primary
deterrence tactics used by the structured units. Covert patrols
have been used against commercial and residential burglary
as well as robbery. Officers use civilian clothes, unmarked
vehicles, and occasionally taxi cabs, delivery trucks, and
other service vehicles. In addition, the department has used
decoys in areas experiencing high incidents of street crime.
A particularly successful decoy operation has been the placement
of "civilian type" cars with CB unilts in areas experiencing
high auto and CB theft. These decoy stake-outs have resulted
in a number of arrests. A similar tactic has been used with
bicycles, Finally, the structured units have also been assigned
suspect and location-oriented surveillance missions.

10 valiente and Wolan, op. eit., Chapter 2, p. 34.
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2. Program Implementation

The implementation of the Wilmington program has
not been without its problems., Several critical decisions
by program administrators have played a very important role
in assuring the success of this major reorganization of patrol
operations. When the program was first implemented, structured
patrol officers worked under the command of regular watch com-
manders and shift sergeants. In effect, sergeants were res-
ponsible for managing both basic and structured patrol units,
The result was that most sergeants managed structured units
the same way as basic units and, as a consequence, many of
the structured patrol tactics were not being implemented.ll

Two factors may have accounted for the failure of
regular patrol sergeants and watch commanders to implement
the structured patrol activities, First, although the Wilmington
program required patrol supervisors to substantially change
their management style and become heavily involved in analyzing
crime data, pinpointing problems, developing tactics, and as-
signing officers specific directed patrol duties, they were
not extensively retrained to be able to handle their new res-
ponsibilities. Secondly, it may be very difficult for supervisors
to manage two different patrol approaches, one that is focused
upon service call clearance and uniformed patrgl, and another
which uses a wide range of covert activities,t :

Administrators and evaluators of the Wilmington program
recognized very early in the project that many of the directed
patrol tactics were not being utilized. They found that although
the time was available to initiate a substantial directed patrol
program, much of the time was being used for random preventive
patrol. To remedy this stagnating situation, the sixteen structured
patrol units were placed under the command of a single patrol
sergeant who was familiar with the split patrol concept and
demonstrated an ability to use crime analysis imaginatively
in deploying structured patrol tactics. The result was an
almost immediate increase in the amount of structured patrol.

This increase has been accompanied by marked improvements in
patrol effectiveness.,

Some would argue that Wilmington, in splitting its
patrol force, has created a specialized patrol unit. This
view, however, needs to be tempered by at least one consideration.

11 Xansas City seems to be experiencing similar problems.

12 1pidq,
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From the inception of the program, the patrol managers were sensitive
to the problem of elitism that has sometimes accompanied the *
creation of specialized tactical forces in other department,

To overcome this problem, the department regularly and routinely
rotates all patrol personnel through the structured patrol

wunit. Aside from eliminating the elitism problem, rotation

has the advantage of familiarizing patrol officers with crime
analysis and a wide range of tactics and operational procedures
that regular patrol officers seldom encounter, In addition,

by giving every patrol officer an opportunity to work in the
structured unit and engage in more "crime-fighting" activity,
patrol administrators believe they have raised the morale of.
the patrol division and decreased the desire of many officers

to get out of patrol and into investigation.
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CHAPTER 6

IMPLEMENTING A DIRECTED PATROL PROGRAM

e In some departments, watch commanders and first
line supervisors have been reluctant and sometimes
unable to carry out the crime analysis and planning
respongibilities thrust upon them by directed
patrol. The result has been that programs have
floundered until administrators and planners were
able to devise other strategies to f£i1ll the leader-
ship void.

e In several departments, the investigative and
traffic bureaus have opposed directed patrol
programs because patrol officers were encouraged
to take a more active role in investigations
and in developing problem solving approaches
to traffic problems.

» The use of covert operational tactics, especlally
stake~outs and decoys, by patrol officers has
antagonized investigative commanders. The conflict
has been intensified by the success these patrols
have had in suppressing crime and apprehending
offenders.

e Efforts by patrol administrators to gain more
control over dispatch policy and the incor-
poration of dispatch into the patrol division
or field operations bureau, in spite of its
merits, is likely to be resisted by commanders
in charge of communications.

e In one department, efforts to decentralize
decision-making and encourage patrol officers
to take more initiative has tended to alienate
other divisional commanders who rely upon the
traditional para-military model of organization
and supervision. !

The approach of this report has been to analyze some
organizational and procedural aspects of police work and to in-
dicate how adjustments in operational procedures can affect both
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the efficiency and effective of patrol. The approach has been
largely an empirical one: data has bezen collected, analyzed, and
used to illustrate the benefits of various deployment, problem
analysis, and operational techniques. As a consequence of this
analysis, a number of specific recommendations to improve patrol
have been offered. 1In addition, several case studies were included
in Chapter 5 to illustrate how departments have used the various
organizational and operational recommendations to implement di-
rected patrol programs., Although this report is about 'how to
conduct patrol operations", equally important is the concern of
how to implement change. How a department implements change pro-
foundly affects the degree of success it will have in getting a
program from the planning stage to the street.

Before undertaking the organizational and operational
recommendations suggested in this document on patrol, admin~
istrators will need to carefully assess the probable impact
of any changes upon their department, Although this volume
is focused upon what departments can do ko improve patrol pro-~
ductivity, our review of a number of directed patrol programs
strongly suggests that program changes, even small and seemingly
common sense changes, are much easier to plan than to implement
successfully.

The goal of this chapter i1s to describe briefly the
complexity of the patrol system and to highlight some of the
many organizational and human problems that patrol administrators
have faced in implementing directed patrol programs. In addition,
a number of specific suggestions are made that can greatly faci-
litate the implementation of an innovative patrol program.

This chapter has been divided into two sectiong.
The first section provides an overview of the patrol system
and illustrates the kinds of decisions patrol administrators
must make in designing a directed patrol program. This discugsion
will enable administrators and planners t¢ begin to ask basic
questions about how a directed patrol program might affect their
department. The second section addresses critical problems
of organizational change and recommends a number of things patrol
administrators can do to facllitate the implementation of a
successful directed patrol program.

A. The Patrol System and Organizational Change

*

Exhibit 33 displays the various elements of the patrol
system that planners and administrators must deal with when con-
templating the implementation of a new patrol program. The exhibit
identifies the various goals and tactical objectives of patrol.
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These are the gulding principles that administrators have used to
organize patrol operations. Although the overall goals apply to

all divisions of a department, the tactical objectives refer pri-
marily to patrol operations. It is through the manipulation of
patrol resources, organizational supports, and operational acti-
vities that a department seeks to realize its tactical objectives,
e.g., desired level of patrol visiblity, patrocl movement, response
time, and service. By rvealizing its tactilcal objectives, the
patrol division thereby contributes to the attainment of the overall
goals of the department.l

Because police patrol is such a complex amalgam of
regourceg and activities, implementing a new program is not
an easy task., Whether a department decides merely to alter
its deployment patterns or to adopt all of the recommendations
contained in Volume I of thils document, administrators will
encounter a number of organizational and human impediments to
change. Every change that a department undertakes will undoubtedly
alter the way in which officers, supervisors and patrol admin-~
istrators work and relate to one another.

In order to illustrate both the complexity of the patrol
system and the importance of carefully assessing the implications
of a change in patrol practices, we have chosen to examine what might
happen if a patrol manager altered a tactical objective, like
patrol movement., If a patrol administrator were to attempf to
gain greater control over the way officers patrolled by substituting
gome pre~planned patrol activities for random preventive patrol,
this would require a number of changes in operational activities
and organizational supports. It might involve upgrading crime
analysis, proposing new dispatch procedures, and providing addi-
tional training for supervisors and officers to enable them to
engage in crime analysis and patrol planning. In terms of oper-
ational activities, a planned or directed patrol program will
require departments to design specific tasks and declde when and
under what conditions these prevention, deterrence, and apprehension
activities will be substituted for random patrol.

Describing the changes recommended in this volume merely
ag operational does not suggest the fundamental, far-reaching
nature of these changes. Although they are operational, it is
important to emphasize that they will dramatically affect what
officers do, the way they do their work, and how they relate to

. A more complete description of the patrol system and a
thorough discussion of the interrelationships between patrol
resources, activitles, support systems, tactics, objectives,
and-goald, is contained in: Theodore H. Schell, Traditional
Preventive Patrol: An Analytical Framework and Judgemental
Assesgement, (Washington, D.C.: University City Science Center,
1976); available in microfiche or on loan in hard copy from
the National ‘Criminal Justice Reference Serviece, P.0. Box
24306, Washington, D.C. 20024,
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one another. As a consequence, when making adjustments in the
various elements of the patrol system, administrators will also
need to consider the context within which the patrol system operates.

Our review of directed patrol programs has indicated
that two features of the patrol context are critically important
to the success of the program. The first concerns the relationship
between the patrol division and other divisions of the department.

The rather aggressive role that we have proposed for
patrol in this report may require officers to engage in activi-
ties that were formerly the exclusive responsibility of communi-
cations/dispatch, traffic, investigative, or crime prevention
units., If this 1s the case, changes in patrol will generate keen
concern and, perhaps, open hostility from other divisions of the
department. At the very least, program planners must be aware of
these problems during the planning stages of the program. If con-
flict develops, administrators must be prepared to justify changes
in patrol responsibilities to other divisional commanders as well
as to the Chief.

The second and no less signlificant problem is the effect
program changes will have upon patrol personnel, especially
first~line supervisors and officers. Directed patrol will require
officers to make substantial modifications in the way they do
their job. Although most of the directed patrol activities we
have suggested are familiar to officers, the way they are assigned
and carried out adds a new routine to the patrol process. Finally,
1f program planning and task assignments are decentralized, ser-
geants, and then officers, will find more of their time consumed
in crime analysis, squad planning, tactical development, and
evaluation of the effect of various patrol activities.

Patrol administrators and planners will .ieed to consider
the new demands being placed upon their patrol personnel and
develop training and advisory supports to insure complete program
implementation. Members of the department will need to adapt
themselves to the various elements of a directed patrol pro-
gram, This adaption will require:

e Acceptance by firet-line supervisors of new
analysis and management responsibilities.
Supervisors will need to analyze area
crime and traffic problems, and then
develop geographic and time~specific
directed patrol activities. An increased
responsibility must also be borne by super-
visors for assessing the impact of directed
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activities and evaluating officers on
how well they adapt to directed patrol
agssignments.

» Acceptance by patrol officers of directed
patrol activitles and new schedules and
shift assignments that match actual workload
demands. The loss of free or random
patrol time and the acceptance of new
performance evaluation standards that comple-
ment the directed patrol program are pri-~
mary considerations.

o Acceptance by communications/du:patceh
personnel of increased control by the
patrol division over dispatch policy,
workload prioritization schemes, and the
development of alternative call response
patterns.

» Acceptance by investigative personnel
of aggressive efforts by patrol officers
to complete more detailed preliminary
investigations, engage in area witness
canvasses, and perform some non-uniformed
covert patrol activities,

e Acceptance by troffie, erime prevention,
and conmunity relations personnel of the
more aggressive role patrol officers will
play in performing these activities as
part of theilr directed patrol assignments,

Program administrators need to be aware of how increased
responsibilities will affect the patrol division as well as other
departmental units. Howevern, these impacts should not be used as an
"excuse" for rejecting a directed patrol program. Program develop-
ment and program implementation are difficult tasks, but the benefits
a department can expect from a directed patrol program outweigh the
problems encountered during a program's implementation., In some
departments, although directed patrol has rvadically altered patrol
officers' schedules, assignments, and responsibilities, it has con~-
tributed substantially to an increased sense of mission, and morale
among patrol personnel. This has been especially true in Cleveland
Heights and Wilmington, where police effectiveness has been improved
and officers have come to enthusiastically support the program.
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B. Tacilitating Program Implementation

We have summarized some of the more important steps admin-~
istrators can take to insure a smooth and orderly development of
a directed patrol program.

1. Participatory Planning

It is helpful to let patrol personnel who will be affected
be the change participate in the process of planning and development.
This provides them with a sense of involvement and commitment
to the project's success, It gives the officers an opportunity
to voice their concerns and reservations from the outset, and it
allows the planning process to benefit from the ideas and advice
of experienced patrol officers and supervisors. Kansas City and
the communities of South Central Connecticut have made extensive
use of planning teams comprised of patrol administrators, planners,
managers, and officers to plan their programs and develop day-to~
day directed patrol assignments. .

2. Officer Training

It is important that all officers be re—~trained to carry
out the directed patrol program. Training should be designed to
relieve uncertainties about the project and to provide all personnel
with reasons for particular changes and how the changes will affect
their jobs. In addition, the training must provide officers with
the basic skills needed to implement directed patrol assignments.
San Diego, for example, undertook an extensive training program
prior to implementing Community Oriented Policing.

3. Supervisor Training

Special technical and motivational training should be given
to first-line supervisors. Their cooperation can be a critical
factor in successful project implementation. Several departments
have encountered serious implementation problems because insufficient
attention was paid'to defining sergeants' responsibilities and in-
structing them in their new duties. Any program that attempts to
decentralize decision-making and expects first-line supervisors to
adopt new analysis, management, and planning styles will require
sergeants to undergo extensive re-training. This training must
emphasize the new management and planning responsibilities to be
borne by the first-line supervisors.

4. Program Responsibility

Individual responsibility for the entire project and its
various componenis should be clearly established from the beginning.
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This will enhance individual accountability for the performance

of particular tasks. Command and supervisory personnel should be
strict in their demands for cooperation in the project and compliance
with its operational guidelines. Positive incentives can be offered
by giving special recognition to officers who perform with particular
distinction. '

5. Performance Monitoring

A system for monitoring project performance should be es- .
tablished and be fully operational prior to implementation. Care-
ful project monitoring provides a means of quickly identifying existent
and emerging problems. A department should be willing and able
to make necessary adjustments as problems develop. It is unwise
to become locked into all the particulars of a project., Difficulties
inevitably arise during implementation, and the overall effectiveness
of a project should not be jeopardized by an unbending commitment
to particular project components. The monitoring systems in Kansas
City and New Haven have enabled program managers to identify problems
early and take timely remedial action.

6. Outside Assistance

Contacting departments which have developed similar projects
can be helpful in anticipating and overcoming implementation problems.
Their experiences can be an invaluable source of guidance and direc-
tion. 1In addition, departhents can avoid the heavy developmental
costs of new programs by reviewing, adapting, and borrowing patrol
techniques that other departments are using successfully. Fort
Madison, Iowa, in a short time and with only minimal start-up costs,
was able to institute a directed patrol program after reviewing
the programs in South Central Connecticut.

7. "Political" Considerations

It should be recognized that the procéss of developing
and implementing changes and innovations in patrol can be and often
is highly political. In an ideal world, all the members of a de-
partment would willingly cooperate in efforts to improve patrol
productivity, with conflict arising only when there are honest
differences of opinion. In reality, however, projects are often
viewed as benefiting some groups or individuals more than others,
and the relative sense of gain or loss can have significant conse-'
quences for implementation. In implementing a new project, it
is important to consider how it will be affected by the internal
political realities of a department as well as opinions of individual
officers, Patrol administrators may consider the use of monetary
and achievement incentives to stimulate the acceptance of new pro-
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grams. Wilmington, for example, has gained acceptance for its re~
deployment and directed patrol program and increased officer morale

by permitting officers to participate in specialized patrol operations.
The selective use of pay incentives and take-home cars by Cleveland
Heights has created enthusiasm for the redeployment of a select

number of officers to staff the tactical patrol units during the
evening and early morning hours. Most of the officers now deployed

as uniformed patrol investigators were formerly a part of the
detective division.

8. Public Education

Some changes in patrol practices, such as prioritization
of calls for service and deferred response practices, may require
re-education of the public prior to implementation. Call prioriti-
zation, phone reports, and walk-in reports have been used successfully
by a number of departments. However, it would be useful to explain
the policies and changes to the community and inform citizens of
the ways in which call prioritization will enhance the effective-
ness of their police department. Kansas City preceded its call
prioritization program with a public education program. In addition,
dispatchers have been careful to acquire ‘the citizen's acceptance
of stacking procedures before delaying a response.

9, Performance Evaluation

Departments should develop an officer performance
evaluation system that takes into account the major elements of
the directed patrol program. Since directed patrol requires officers
to match their activities to community problems and frequently
to implement new tactics, the rewards system of the department
should be changed to reinforce the new program. This is particularly
true for sergeants and watch commanders who will be required to
design deployment strategies and tactics based upon workload and
crime information. Instead of rating officers only on how well
they handle street incidents, patrol administrators will need to
carefully monitor their analysis, planning, and management con-
tributions. Developers of the San Diego program recognized that
community oriented policing made new demands upon both supervisors
and officers, and, as a result, developed a performance evaluation
system to complement these changes.
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CHAPTER 7

PROGRAM EVALUATION

Evaluation should be an integral part of any effort to
improve patrol productivity. It provides the only valid and relia-
ble means of identifying the results of changes in patrol operations
and assessing the effects of different project components. Evaluation
should be viewed not only as a research tool designed to maximize
the extent to which a project is achieving its stated goals and
objectives, but also as a vitally important management tool which
#llows patrol administratore to determine the extent to which a
project i8 actually being implemented on the street. By using
evaluation in the latter way, it facilitates the early identification
of implementation problems and suggests ways of coping with these
problems,

Experimental or quasi-experimental evaluations which
are designed to analyze cause and effect relationships can be tremen-
dously complex and expensive. However, this is not the place for
a detailed discussion of highly sophisticated research techniques.l
Here we present only some relatively simple, straightforward, and
inexpensive evaluation procedures. In most cases, these procedures
rely on data which are either routinely collected or which could
be easily collected. In addition, these techniques can be used
by departmental personnel who have had little special training
or experience in evaluation research. In fact, the evaluation
designs suggested in this chapter can be routinely used by watch
commanders.

1a good overview of evaluation is contained in: Carol H. Weiss,
Evaluation Research: Methods for Assessing Program Effectiveness
(Englewood Cliffs, N.J.: Prentice-Hall, Inc., 1972). Evaluation
designs specific to law enforcement include: E. Albright, et al.,
Evaluation in Criminal Justice Programs: Guidelines and Examples
(Washington, D.C.: U.S. Government Printing Office, 1973); and
M.D. Maltz, Evaluation of Crime Control Programs (Washington, D.C.:
U.S. Government Printing Office, 1972). In addition, evaluative
assessments of various police programs are contained in the National
Evaluation Program reports:  Theodore H. Schell, et al., Traditional
Preventive Patrol ~ Phase I Summary Report (Washington, D.C.: U.S.
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The development of evaluation procedures should take
place during the planning stage of a patrol project. This will
facilitate the smooth collection of data, the timely preparation
of evaluation reports, and the generation of background data against
which to judge a project's impact. It will also enable administrators
to closely monitor a project's progress from the very outset.
The most important part of the evaluation of patrol operations
is the development of an effective data collection, storage, and
retrieval system. An evaluation can only be as good as the information
on which it is based. Records should be kept on all measurable
aspects of a patrol project. It is especilally important that separate
records be maintained for different types of directed patrol acti-
vities. This will allow evaluators to compare their relative effec~-
tiveness and efficiency,

Two basic types of measures are generally employed in
an evaluation: process and outcome measures. Process measures
are used to gauge the extent to which a planned program is actually
being implemented. In most cases, process measures are merely tallies
of activities carried out and the time spent conducting these acti-~
vities. Although they tell program managers what is being done,
they do not indicate how effective the operations are. Examples
of some process measures would be a simple count of the number
of hours devoted to directed patrol activities, the number of security
checks, the number of hours of saturation patrol, the number of
area investilgative canvasses, and the amount of time devoted to
crime prevention activities.

Too frequently, program administrators have ignored process
measures when designing program evaluations. This is a serious
omission that can radically affect the implementation of new programs.
Process measures, by providing feedback on the extent to which
a program is being implemented, provide valuable guidance to program
managers. These measures have enabled patrol administrators to
identify directed patrol program elements that were not being fully
implemented. Events in New Haven and Wilmington illustrate the
value of collecting information about program implementation.

e Shortly after New Haven implemented its directed
deterrent patrol program, administrators ascer-
tained, by a simple activity count, that dispatchers

Department of Justice, Law Enforcement Assistance Administation,
National Institute of Law Enforcement and Criminal Justice, 1976);
and William G. Gay, et al., Neighborhood Team Policing ~ Phase I
Summary Report (Washington, D.C.: U.S. Department of Justice,

Law Enforcement Assistance Administration, National Institute of
Law Enforcement and Criminal Justice, 1977).
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were cancelling a large nunber of directed
assignments., As a result, program planners
developed new dispatch rules that insured in-
itiation and completion of nearly all directed
patrol assignments.

e By carefully monitoring the extent to which
first-line supervisors were using crime analysis
to develop and deploy structured patrol units, |
Wilmington administrators discovered that few
directed patrol assignments were being made.
Structured patrol officers were answering service
calls and doing random patrol as if the split
patrol program had not been implemented. As
a result, to insure implementation of the split
patrol program, all structured officers were
placed under the supervision of one sergeant.

The result has been a marked increase in directed
patrol.

Qutcome measures are used to determine the impact of
a program and to indicate how well a program is achieving its
goals and objectives. These are the measures that have generally
been used by police to gauge their department's effectiveness.
Although departments have tended to focus upon outcome measures,
like apprehensions, clearances, traffic vieclations, and reported
crimes, these are only a few of the outcome measurses that can
be used. In judging a directed patrol program, administrators
might also consider cost or productivity indicators as well as
the impact of the program upon community satisfaction and officer
morale.

The principal concern in this chapter is to describe
some basic outcome measures that can be used to assess the crime
fighting potential of directed patrol programs, Examples of
some of these measures would be changes in the level of suppres-
sible crimes, the number of apprehensions, the number of traffic
accidents in areas where traffic problems have been a directed
patrol target, and the cost effectiveness of various directed
tactics. Although we will not suggest that departments undertake
extensive officer or community attitude surveys to gauge the
reaction of these populations to the program, administrators
should be aware of officer and community attitudes toward the
program and be prepared to take corrective action. Finally,
although the following sections of this report discuss process
and outcome measures separately, they are frequently used in
conjunction with one another. In fact, it is nearly impossible
to determine the effectiveness of a program or its specific elements

a
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unless information about program i@plementation as defined by
process measures is also analyzed.

A, Evaluating Workload Management Procedures

The deployment and workload management mechanisms
described in this document are primarily administrative
procedures designed to report the implementation of directed
patrol tactics and are evaluated pfimarily by process measures.
The objectives of these procedures have been to insure peak
officer availability during busy periods, create '"blocks of patrol
time'" long enough to permit directed patrol activities, and equalize
the workload among watches and officers.

The information needed to evaluate the efficiency of
a department's deployment system is contained in Chapter 2.
Basically, patrol managers should strive to schedule patrol offi-
cers so that as the service call workload increases, the amount
of time available for preventive patrol increases proportionally.
This will insure that sufficient time is available during busy
periods to handle service calls and to perform directed patrol
activities, If, for example, the number of service calls handled
during a shift is 447 of the daily total, than approximately
447 of the directed patrol time should also be available during
that shift.

Although some departments have used response time
to adjust deployment patterns, we think the time available for
directed patrol activities is more adequate for two reasons.
First, response time as a mesure of patrol effectiveness is
appropriate to only a small percentage of the service call workload
(10-20%) which requires an immediate, emergency response. Most
calls can be answered on a delayed basis, and for these calls
response time is an inappropriate measure, Second, concentrating
upon minimizing response time has led many patrol commanders
to neglect the development and initiation of directed patrol
tactics,

Assuming that a department has deployed officers effi~
ciently, further manipulation of the patrol workload can be
achieved by prioritizing service calls and directing patrol assign-
ments. Simple counts of the number of emergency responses and

2 Por a discussion of the important role process measures
play in program evaluation, see: William G. Gay, et al., op. cit.,
ppt 38"‘40-
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delayed service calls provide an indication of how completely

call prioritization policy is being followed. If problems develop,
analysts can review call priority assignments to identify dis-
crepancles between a call's classification and the way dispatchers
actually assigned the call. The general goal of prioritization

is to gain control over when calls will be responded to so that
"blocks of patrol time" can be created. These blocks of time

are absolutely essential for the implementation of directed

patrol activities. In prioritizing workload management, patrol
managers will need to know the number and duration of the blocks
of time available for directed patrol tactics. In general,

a department should strive tc create several 30 to 45 minute
"blocks of time" during each shift when an officer can engage

in directed patrol activities.

In addition to analyzing the availability of blocks
of patrol time, departments would be wise to evaluate the impact
of call prioritization and phone and walk—-in report systems upon
citizens attitudes toward the police. Unlike the process measure
above, these attitudinal measures are outcome messures. The
effects of changes in deployment and response policies on a
conmunity's satisfaction with its patrol services can be at
least partially gauged by counting the number of citizen complaints
and comparing them with the number of complaints received during
a similar time period prior to the change in policy. If a large

.number of complaints are received, a survey of citizens whose

calls were not responded to immediately or were handled entirely
over the telephone could be made. This would allow patrol com-
manders to gauge the magnitude of the complaints, identify specific
dispatch problems, and develop additional dispatch procedures

to ensure citizen confidence.

o]
B. Evaluating Directed Patrol Activities”

The process measures that apply to directed patrol
activities are designed mainly to measure the extent to which
specific activities are actually being implemented. In general,
they will tell patrol administrators the time a tactic was imple~-
mented, the number of activities implemented, and the amount
of time used by the officers to carry out each activity., Exhibit 34
presents a format by which process information about directed
patrol activities can be collected, as well as the time spent
in call-for-service, administrative, and personal assignments.

3Evaluation of the effects of directed patrol activities
will rely primarily upon measures of deterrents, apprehension,
service delivery, community satisfaction and recovery .of stolen
goods. Tor a more detailed discussion of the reliability and
validity of available measures see: Theodore H. Schell, op.
eit., Chapter 1. R

'
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EXHIBIT 34

DIRECTED PATROL ACTIVITY LOG

Officer Location Date
Directed Activity Number Number Sime Time
Calls for Sexvice Assigned | Completed | Initiated | Used

Crime Preventdion:
Community education
Security survey
Property marking
Nedighborhood

watch

Subtotal

Crime Deterrence:
Directed patrol
Saturatlon patrol
Field interroga~-

tion

Subtotal

Criminal Apprehension:
Decoys & gtake-outs
Suspect identifica-

tion
Suspect search

Subtotal

Residual Actdivities:
Random patrol
Administrative
Personal

Subtotal

TOTAL:
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This form is designed for use by individual patrol officers.
However, it could also be used by sergeants and watch commanders
to monitor directed activity for an entire watch.

Although the process data yields no information about
the effectiveness of the process elements, when this information
is compared to crime rate and other outcome data, it can become
a tool for analyzing the impact of particular patrol tactics.

In addition, requiring patrol officers to record their directed
activities requires them to be more aware of what they. are doing
and indicates the high level of concern that patrol managers
have for the program.

The goals of directed patrol are to prevent and deter
crime and to apprehend offenders. In order Lo judge a program's
effectiveness, administrators will need to collect outcome measures
that analyze how crime patterus have changed because of directed
patrol activities. It should be cautioned that none of the measures
listed below are infallable, Crime rates, for example, are affected
by law enforcement activities as well as changing social and
economic conditions, and the willingness of citizens to report
crime. In spite of these limitations, attempts to compare crime
trends both before and after a program is established and between
program and similar non-program comparison areas can provide
administrators with valuable feedback about progiam effectiveness.

l. Crime Prevention and Deterrence

The effectiveness of prevention and deterrence activities
is difficult to measure, since there is no way to judge the number
of crimes that did not take place as a result of police activities,
In spite of this insurmountable problem, departments have tradi-
tionally used changes in the reported crime rate as a surrogate
measure to evaiuate program effectiveness. As a result, evaluators
have counted the number of suppressible crimes that have occurred
to measure prevention and deterrence rather the number of crimes
that have been deterred, The one exception to this procedure
has been the attempt to evaluate the impact of target hardening
crime prevention measures. By counting the number of attempted
burglaries that have been foiled by improved door and lock systems,
it is possible to estimate the prevention value of security~focused
crime prevention programs.

Two commonly-used ways to measure crime trends have
been to compare crime data before and after program implementation
and between a directed patrol area and a comparison area policed
in the traditional way. When these methods are used, analysts
expect that crime rates in directed patrol areas will change
more favorably than rates in the comparison areas.

Exhibit 35 illustrates the temporal and spatlal evalua-
tion design described above. Examination of this hypothetical
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NUMBER OF COMMERCIAL BURGLARIES

EXHIRIT 35

CRIME TREND ANALYSIS
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data indicates that commercial burglary in the directed patrol
atea declined after the program began, and that there were fewer
burglarics in the directed area than the comparison area. This
data would sezm to indicate the program was effective in suppres-
sing commerical burglaries. If the reported crime rate in the
directed and comparison areas remained stable over the two-year
period, administrators could probably conclude the program had
little effect. Similar kinds of comparative analysis can be
performed to assess the effect of directed patrol upon other
suppresgible crime and traffic conditions. Small agencies
that implemented directed patrol programs throughout their entire
community can compare the reported crime rates in similar sur-
rounding communities which use traditional patrol methods to
judge the comparative impact of their directed patrol programs.

At the very least, departments should adopt comparative
evaluation procedures similar to those in Exhibit 35 (page 162) to
chart crime trends. Once established, the procedure can be done
in a short time, is easily interpreted, and is a valuable guide
for deploying directed patrol activities. Finally, trend analysis

can graphically demonstrate to patrol officers the merit of planned

and directed assignments based upon crime pattern analysis.

The orime trend analysis prescribed in Exhibit 35 is
the starting place for more detailed and specific evaluation
techniques. To pinpoint more carefully the impact of a program,
evaluators may want to assess program elements in more detail.
For example, in most cases directed tactics are used only in
selected areas or during specific times, If this is the case,
evaluators should confine their analysis to the target times
and target areas, rather than the entire community. In other
cases, evaluators might want to assess the impact of a particular
tactic, If this occurs, it would be necessary to use that tactic
by itself in one area and then compare changes in reported crime
with other areas of the community where the tactic is not being
used,

Finally, evaluators may want to consider the impact of
directed patrol tactics upon displacement. It has frequently been
argued that prevention and deterrence oriented tactics merely
displace crime rather than reduce it. Displacement can take
place in three ways: criminals may change the geographic area
in which they operate; the times of day when they work; or the
type of criminal activity they engage za. To analyze crime
displacement, evaluators should monitor crime rateg in areas
adjacent to areas where directed patrols are operating. Crime
rates should also be monitored for the hours when directed patrol
tactics are not being used and for changes in the incidence of
non~-target crimes.
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Baslcally, evaluation requires administrators to keep
accurate information about the number of suppressible crimes,
the time of occurrence, and the place of occurrence, as well
as process data about the use of various tactics. When this
outcome and process data is recorded, it is possible to prepare
a large number of crime analysis and evalution reports that examine
the impacts of specific directed patrol activities upon the
prevention and deterrence of suppressible crime,

In summary, the following evaluation strategies can
be used to assess the deterrent effects of directed patrol tactics:

e Comparison of the level of reported suppressible
crimes immediately before, during and after
the use of directed patrol in a particular
area;

e Comparison of reported crime rates in one
area where deterrence-oriented directed patrol
tactics are being used with rates in a similar
comparison area which is patrolled randomly;

e Comparison of officer hours devoted to deter-
rence~oriented directed patrol activities
with changes in the level of reported crime.
This can be used to estimate the number of
officer hours per potentially deterred crime,
This can be compared with similar data from
an area patrolled randomly.

2. Criminal Apprehension

The impact of specific directed patrol activities
upon apprehensions are much easier to evaluate than are
attempts to measure prevention and deterrence aspects of patrol,
Apprehensions are real events that can be counted and evaluated
both by their number and their quality. Basically, evaluators
need only to collect information about the number of arrests,
the number of arrests that pass the first judicial screening,
and the number of crimes cleared. When this arrest data is
compared to data about directed patrol tactics and informdtion
about the circumstances of arrest, it can become a very powerful
tool to evaluate the effectiveness of various patrol activities.
The effectiveness of various tactics can be evaluated by using
the following outcome measures:

a. The number of arrests. A format similar to that
used in Exhibit 35 to evaluate the level of reported
crime can be used to evaluate arrest data,

Program managers should compare the number
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of arrests made in an area before, during,

and after a directed patrol program is esta-
blished. 1In addition, it would be helpful

to chart similar data for a comparison area
where directed patrol tactics have not been
implemented. Increases in the number of arrests
in the directed patrol area would be an indicator
of program success. However, it should be
noted that a directed program can suppress

and displace crime from the target areas and
yield fewer opportunities for arrest,

Tactical productivity. Evaluators and program ad-

ministrators should also be concerned with the com-
parative productivity of different tactics. By col-
lecting specific information about the circumstances
leading to an arrest, it 1s possible to evaluate
individual tectics. The most basic breakdown
might be a comparison of the number of arrests
made during random patrol vs, those made as
a result of directed activities.

Evaluators should also consider evaluation
of specific directed patrol tactics. For
example, which patrcl activities contributed
to an arrest: area witness canvass, field
interrogation, suspect area search, decoy,
stake~out, tactical alarm, hidden camera, etc.?
By analyzing this information, patrol managers
will be able to judge the comparative effec-
tiveness of different tactics. Exhibit 36
presents a format to collect and comparatively
evaluate the impact of various apprehension
tactics., By combining process information
about the level or number of hours spent doing
different patrol tactics with the circumstances
surrounding an arrest, it is possible to develop
comprehensive information about the relative
merits of different tactics.

The quality of arrests for target crimes,

The most widely accepted measure of arrest

quality is the percentage of arrests which

pass first screening by the prosecutor. Arrest
quality can be assessed by looking at the percentage
of arrests which lead to convictions; however,

there are many factors over which the police

do not have control which can intervene between

an arrest and its final disposition by the.

courts, In examining arrest quality, records
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EXHIBIT 36

EVALUATION OF APPREHENSION-ORIENTED PATROL TACTICS

PATROL TACTIC

HOURS
SPENT

ARRESTS

#f OF CRIMES
CLEARED

PRODUCTLVITY RATIOS

HOURS + ARRESTS

HOURS # CLEARED

UNIFORM PATROL

Area Witness
Canvass

Area
Search

Field Interro-
+ gation

Suspect Sur-
veillance

Random Patrol

Subtotal

COVERT ACTIVITY

Stake-Outs

Decoy

Tactical Alarm

Hidden Camara

Subtnral

TOTAL

i
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should be kept on the proportion of cases in
which the offender(s) were released without
charge, the propoxrtion in which the charge
was reduced, and the proportion in which the
initial police charge was accepted. The
reasong for the prosecutor's decision should
also be recorded and analyzed, since this can
be of considerable help in improving arrest
quality.

d. The number of crimes cleared, Clearance rates
are the percentage of crimes reported to the
police that are considered solved. Crimes
can be cleared by arrest, by suspect confessions,
or by M.0. comparisons and witness identifi-
cations. One arrest may clear & number of
crimes. Use of clearance rates as a measure
of effectiveness has justly been criticized
because of the inconsistent gtandards which
are applied in making clearances. However,
the number of crimes cleared by an arrest does
provide an indicator of the value of that arrest,
since the apprehension of multiple offenders
is generally felt to be of more importance
than the apprehension of novice criminals,

C. Summary Racommendations

Rather than view the evaluation process as an esoteric
problem that should be left to social sciantists, there is a real
need for patrol administrators to integrate evaluation into the
patrol management and planning process. The approach to evaluation
presented liere has sought to describe siwmple evaluation techniques
that can be used by patrol managers, including first-line super-
visors, to better develop and plan a directed patrol program.

The process measures will enable managers to judge the extent to
which dirvected activities ave being performed, while the impact
measures enable an assessment of the effectiveness of various
prevention, deterrvence, and apprehengion oriented tactics.

1. Patrol administrators should integrate the crime
analysis and evaluation processes as a means
to develop, modify, and improve directed patrol
operations.

2. Every department should monitor the extent to

which the patrol force is deployed according
to workload demands. Periodic deployment
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adjustments should be made when the workload and
deployment patterns are out of phase.

Patrol administrators should periodically review
the way in which calls are serviced and adjust
service response patterns to provide "blocks

of patrol time" for directed activities.

Patrol officers should be regqired to keep a

log of all directed patrol assignments. This

data should be reviewed and compiled by sergeants
and watch commanders and used as a patrol planning
tool.

Every department should analyze reported crime
data to measure the prevention and deterrence
effectiveness of various patrol tactics. Where
possible, data from directed patrol areas should
be compared with periods before the program began
and with areas patrolled randomly.

Every department should analyze data concerning
the circumstances that led to an arrest. Where~-
ever possible, the number of arrests that can be
attributed to a directed patrol tactic or other
patrol actions should be evaluated. This can be
used to rate the effectiveness of specific patrol
tactics and can serve as an invaluable guide

in planning directed patrol assignments.
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APPENDIX A

AN ANNOTATED BIBLIOGRAPHY

ON ROUTINE PREVENTIVE PATROL

The purpose of this annotated bibliography is to provide
guidance to police administrators as they search available litera-
ture for insights to improve the effectiveness and productivity of
routine preventive patrol operations.

In this bibliography, we have been extremely selective,
choosing only those books and articles which we believe to be suf-
ficiently important to merit first order attention by the reader.
The selection was based upon application of the following criteria:
(1) the work has had a significant influence upon the conduct of
patrol throughout the country; (2) it presents an analytical dis-
cussion which we believe provocative and interesting; (3) it high-
lights a matter of significant controversy and extreme importance
to the conduct of patrol; or (4) it presents valid, empirically-
based findings which provide answers to important patrol-related
questions. As a result, this bibliography suggests only a start-
ing place; the reader is encouraged to pursue subjects of interest
by following up on bibliographic and department-specific references
found within the readings and to contact the project staff for more
specific guidance.

Before turning to the presentation of the bibliography
itself, several additional points might be raised. 1In general,
the literature on all aspects of the patrol functions has, until
recently, been largely descriptive with recommendations for change
based primarily upon the personal experiences and observations of
the authors. This, however, began to change dramatically in the
late 1960's with the publication of the Task Force Report: The
Police by the President's Commission on Law Enforcement and Admin-
istration of Justice. Since that time, an increasing emphasis has
been placed upon the conduct of empirically based analyses aimed
at clarifying and testing the assumptions and hypotheses which for
may years constituted the "conventional wisdom" espoused by the
police commuity. Descriptive works began to incorporate a more
analytical element as concepts and constructs drawn from the manage-
ment, administrative and social sciences were adapted in efforts to
organize and integrate existing knowledge and information about
patrol. This work has, in turn, been buttressed by an increased
emphasis upon empirical research, work in which systematically
collected data was carefully analyzed in order to illuminate the
relationships between various aspects of patrol and the effective-~
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ness of the patrol function. Most significant is the very recent
emphasis which has been placed upon program evaluation and care-
fully controlled experiments, both of which has sought to determine
cause and effect relationships, i.e., the specific impacts of patrol
activity upon the effectiveness of patrol in Jeterring crime, appre-
hending offenders, providing non-crime related services, and provid-
ing a sense of citizen satisfaction with the police and security
within the community.

The program reports and evaluations and the reports of ex-
perimental findings, while providing the richest potential source
of information, are still fraught with problems as the experience
of departments and researchers in cotfiducting such inquiries is still
limited. To a degree, the discipline is handicapped because research
and the preparation of careful reports are expensive and time-
consuming endeavors: they require the collection of baseline {(or pre-
program) data, the careful documentation of all program activities,
the collectiou of on-going data, and a careful statistical and con-
textual analysis to determine the impact of the program. Unfortunate-
ly, such reporting is rarely found, as the conduct of a formal eval-
uvation is often beyond the means of local departments, and the col-
lection of baseline data prior to project implementation may require
delaying a program which the department believes to be essential to
the improvement of the patrol function.

Given the characteristics and the limitations of available
literature, the materials presented in this bibliography provide only
partial solutions to significant problems and only general guidance
rather than specific, step-by-step procedures. In addition, they
reflect the experiences of only a limited numhk»r of jlurisdictions,
each of which had to confront its own operati-j realities and con-
straints in carrying out the patrol function. As a result, in re-
viewing each of the materials listed and described below, the par-
ticular circumstances of the practitioner's department must be kept
in mind, and careful consideration must be given to the following
questions: How can the results of research in one jurisdiction be
made applicable to anothexr? How can the general concepts be adapted
and applied to the needs of individual departments? We believe that
the materials presented in this bibliography will provide assistance
in thinking systematically about patrol and in considering available
options for imwroving the quality of patrol within jurisdictions
throughout the country. In that way, it will assist departments
in addressing the significant, general, and jurisdiction-specific
problems for which solutions must be rapidly found.



Albright, Ellen, et.al. Evaluation in Criminal
Justice Programs: Guidance and Examples.
Washington, D.C.: U.S. Department of Justice.
Law Enforcement Assistance Administration,
National Institute of Law Enforcement and
Criminal Justice, 1973. (Available from GPO-
2700-00210)

Initially intended as a manual for local evaluations of
projects funded under L.E.A.A.'s High Impact Program, this volume
provides an excellent introduction to the evaluation of crime con-
trol programs. It focuses on the measurement of program effective-
ness and the organization of evaluation activities. %Page 1 to 65
present material which is particularly relevant to the evaluation
of patrol operations.

Boydstun, John E. San Diego Field Interrogation
Final Report. Washington, D. C.: Police Foundation,
1975.

This volume reports the results of a year-long experiment
on effects of field interrogations. The experiment examined their
impact on arrest rates, level of suppressible crime, and police-
community relations. It found the use of field interrogations con-
tributed to the deterrence of suppressible crimes, provided some as-
sigtance in making arrests and did not have a negative impact on
police~community relations. While the authors properly stress that
generalizations from their findings should be made with extreme care,
this is, nevertheless, the best available study of field interroga-
tions and it should be of interest to departments throughout the
country.

Boydston, John, et al. Patrol Staffing in San
Diego: One~or~Two-Officer Units. Washington, D.C.:
Police Foundatiom, 1977.

This comparative study of 22 one-officer and 22 two-officer
units in San Diego sought to evaluate whether or not the substantial
extra cost of two-officer units was justified, The study examined
the difference in one and two-officer units in terms of performance,
efficiency, safety, and officer attitudes. Although the two-officer
units cost $112,045 on 837 more to field than one-officer units, the
study reports that one-officer units performed as well as two-officer
units; and that one-officer units were substantially more effective.
In addition, the study reports that one~officer units had a safety
advantage, and that officers expressed a shift preference for two-
officer units. ‘
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Buck, George, et al. Police Crime Analysis Unit
Handbook, Washington, D.C.: U,S. Department of
Justice, Law Enforcement Assistance Administration,
National Institute of lLaw Enforcement of Law Enforce~
ment and Criminal Justice, 1973. (Available from
GP0-2700~00-232) .

This handbook provides a model that can be used as a starting
point in creating a new or improving an existing crime analysis program.
Although the report is not an operational manual, it does address the
major aspects of crime analysis and focuses especially the organization
of a crime analysis capability.

Chaiken, Jan M. Patrol Allocation Methodolcgy for
Police Departments. Santa Monica, California: Rand
Corporation, 1975,

This report reviews several mathematical modeling methods
that police can use to allocate patrol resources, It provides an
introduction to some of the major questions planners need to address
in deploying patrol officers, The book' recommends that departments
use performance measures, primarily response time, to allocate and
schedule officers, Several computerized allocation formulas are
described.

Gay, William, et al, National Evaluation Program
Phase I Summary Report: Neighborhood Team Policing.
Washington, D,C,: National Institute of Law Enforce-~
ment and Criminal Justice, Law Enforcement Assistance
Administration, U,S, Department of Justice, 1977.

This National Evaluation Program Report summarizes a
nationwide assessment of team policing programs, In addition to
assessing the effectiveness of various team policing activities,
the report also discusses evaluation procedures that can be applied
to other patrol programs. The report cautions program administrators
to carefully monitor the extent to which planned innovations are actually
being implemented by patrol personnel. In many team policing programs
there was a failure to implement the most basic components of the system.

Kansaa City, Missouri Police Department, Kansas
City, Misgocuri, Marvin Van Kirk, Chief of Police.
Responge Time Analvsis Study. To be published

by National Institute of Law Enforcement and
Criminal Justice of the Law Einforcement Assistance
Administration.,




This study of police response time should be read by all law
enforcement planners, administrators, and managers. The study, limited
to Part I crimes, examines response time in terms of (1) the time citizens
take to call the police, and (2) the time it takes the police to respond
to service calls. The findings of the report have major implications
for patrol operations and service call clearance. The study indicates
that the amount of time it takes citizens to call the police frequently
exceeds the amount of time it takes the police to respond. In many
instances, the citizen delay in calling the police minimizes the value
of a rapid emergency response.

Kelling, George L., et al. The Kansas City Preventive
Patrol Experiment: A Summary Report, Washington, U,C,:
Police Foundation, 1974, ‘

The report calls into question two widely accepted hypothesis
about patrol: first, that visible police presence prevents crime by
deterring potential offenders; second, that the public's fear of crime
is diminished by such police presence. The report has been heavily
criticized on methodological grounds and readers are urged to be careful
in interpreting the results, In spite of the report's limitations,
the patrol workload analysis and discussion of how officers use their
patrol time can be extremely helpful in improving natrol afficiency
and effectiveness, '

Kuykendall, Jack L, and Peter C, Unsigner,
Community Police Administration, Chicago, Tllinois:
Nelson~Hall, 1975

This book on police patrol focuses primarily upon how departments
can better plan and manage thelr operations. The book discusses various
organizational and leadership styles and recommends a tonsiderable amount
of participant planning and decision making. A good discussion of
management by objectives 1s followed by a discussion of how police
administrators can manage operations by adopting modern management
techniques. The sections on program budgeting and evaluation provide
valuable management information.

Larson, Richard C. Urban Police Patrol Analysis.
Cambridge, Massachusetts: The MIT Press, 1972,
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This book provides an excellent introduction to how operations
research and quantitative analysis can be applied to police patrol
operations. The author examines a number of critical patrol procedures
including emergency response demands, hazard and workload formulas,
dispatch policies, and call prioritization schemes, The book discusses
computer simulations of several operational innovations that can improve
patrol productivity.

Maltz, Michael D, Evaluztion of Crime Control
Programs, Washington, D.C.,: U,S, Department of
Justice, Law Enforcement Assistance Administration,
National Institute of Law Enforcement and Criminal
Justice, 1975. (Available from GP0-2700-~00163)

This publication represents an excellent starting point for
law enforcement personnel interested in exploring the process of program
evaluation, It recomménds procedures for planulng programs, selecting
areas for program implementation, choosing measures of effectiveness,
and conducting an evaluation. The material is presented in a straighte
forward, readable fashion and the report inclitdes a useful get of
references for those interested in pursuing the subject at greater length,

Oberlander, Leonard, ed. Quantitative Tools for
Criminal Justice Planning, Washington, D.C,: Law
Enforcement Assistance Admindistrationr, U,S. Department
of Justdice, 1975,

The basic premise of this selection of essays is that data
about the criminal justice system can be a valuable aid in planning
and directing effective programs. The report describes a variety of
techniques that can be used to organize and analyze criminal justice
data, The various articles discuss the use of victimization surveys,
uniform crime reports, criminal justice models and populative data.

National Commission on Productivity.
Opportunities for Improving Productivity in
Police Services, Washington, D,C,: U,S,
Government Printing Office, 1973.

This publication presents an introduction to the measurement
of police performance. In presenting the various measures, the report
presents data from police and sheriff departments to illustrate how
the measures can be used.




Reiner, G. Hobart, et al. National Evaluation
Program Phase I Summary Report: Crime Analysis

in Support of Patrol. Washington, D.C.: National
Institute of Law Enforcement and Criminal Justice,
Law Enforcement Assistance Administration, U.S.
Department of Justice, forthcoming.

This National Evaluation Program Report presents the findings
of a national evaluation of current knowledge about crime analysis., It
contains a useful review and assessment of the "state-of-the-art' in
crime analysis and some observations which should assist patrol
administrators in using crime amalysis tc greater advantages,

Schell, Theodore, et al. National Evaluation Program
Phase I Summary Report: Traditional Preventive Patrol.
Washington, D,C.: National Institute of Law Enforcement
and Criminal Justice, Law Enforcement Assistance Admini-
stration, U.S. Department of Justice, 1976.

This National Evaluation Program Report assesses a wide variety
of both traditional and innovative patrol programs, Included are dis-
cussions of deployments, supervision, patrol tasks, and modes of patrol.
This volume is a convenient starting place for police administrators
considering innovations in the area of patrol operations. In addition
to a discussion of various patrol procedures, the volume also discusses
ways to momnitor and evaluate patrol operations.

White, Thomas W., et al. Police Burglary

Prevention Programs, Washington, D.C,: National
Institute of Law Enforcement and Criminal Justice,

Law Enforcement Assistance Administration, U,S,
Department of Justice, 1975, (Available from National
Criminal Justice Reference Service),

The report presents practical guidelines on the opera-
tlon of burglary prevention programs which are based on the exper-
iences of numerous departments. It includes helpful discussions of:
the analysis of burglary problems; the evaluation of burglary
reduction efforts; and patrol activities which can be used to combat
burglaries.

Volfe, Joan L. and John F, Heaphy (eds.).
Headings on Productivity in Policing.
Jashington, D.C,: Police Foundation, 1975,

This collection of articles provides a general introduction
to the rzocess and problems of measuring and improving police productivity.
The e¢ssays suggest a number of programs designed to improve productivity,
indicate ways to measure productivity, and describes how to develop a
productivity measurement program,
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PRESCRIPTIVE PACKAGE: "Improving Patrol Productivity
Volume I Routine Patrol"

To help LEAA better evaluate the usefulness of Prescriptive Packages, the
reader is requested to answer and return the following questions.

1. What is your general reaction to this Prescriptive Package?
[ ] Excellent [ ] Above Average [ ] Average [ ] Poor [ ] Useless

2. Does this package represent best available knowledge and experience?
% No better single document avaiiable
Excellent, but some changes required (please comment)
1 Satisfactory, but changes required (piease comment)
{ ] Does not represent best knowledge or experience (please comment)

3. To what extent do you see the package as being useful in terms of:
(check one box on each line)
Highly  Of Some Not

Useful Use Useful
Modifying existing projects ] L] []
Training personnel ] [] E ]
Adminstaring on-going projects ] [ % ]
Providing new or important information [1] [ [1]
Developing or implementing new projects [ ] [1] [1]

4. To what specific use, if any, have you put or do you plan to put this
particular package?

[ } Modifying existing projects E % Training personnei
[ ] Administering on-going projects Developing or implementing
[ 1 Others: new projects

5. In what ways, if any, could the package be improved: (please specify),
e.g. structure/organization; content/coverage; objectivity; writing
style; other)

6. Do you feel that further training or technical assistance is needed
and desired on this topic? If so, please spacify needs.

7. In what other specific areas of the criminal justice system do you
think a Prescriptive Package is most needed?

8. How did this package come to your attention? (check one or more)
E ] LEAA mailing of package t Your organization's library
J Contact with LEAA staff [ ] Mational Criminal Justice Reference
E } LEAA Newsletter Service
Other (please specify)
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Commercial/Industrial Firm
Citizen Group

I

A
»
&
-
=

L Com T ey o "ot s s T !
[SEETHN | N S W)
o T L T P e §

10. Your Name
Your Position
Organization or Agency
Address

Telephone Number Area Code: Number:

" e e e i e an Gm e G W Ap b e iy St TN gt e i A vwwe i ot aie e Mt M e ek e i e i e et m— e o St G e e m—

U.5. DEPARTMENT OF JUSTICE
5 POSTAGE AND FEES PAID
LAW ENFORCEMENT ASSISTANCE ADMINISTRATION 6.5, DERARTMENT OF SUSTICE
WASHINGTON, D.C, 20834 JUS-436

OFFICIAL BUSINESS
PEHALTY FOR PRIVATE USE, $300 THIRD CL.ASS

Director

0ffice of Technology Transfer

National Institute of Law Enforcement
and Criminal Justice

U.S. Department of Justice

Washington, D.C. 20531

D A e e oot wmay it At ) e M G et et M b Mt i e Sl e Gke Mt e e e G e Mn e et e e Rt R M S M G Smat v et mam Mo

11. 1f you are not currently registered with NCJRS and would Tike to be
placed on their mailing 1ist, check here. [ ]

—— e o e e e e -

(3NIT SIHL 9NOTY 1MD)






