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ARTHUR YOUNG & COMPANY 

ColonelW. J. Hedrick 
Chief of Police, Henrico County 
3811 Nine Mile Road 
Richmond, Virginia 23510 

Dear Colonel Hedrick: 

1025 CONNECTICUT AVENUE, N; W. 

WASHINGTON, p. C, 20036 

(202) 7~S-M47 

March 19, 1975 

Arthur Young & Company is pleased to t,ransmit this final evalua'
tion report of the Henrico, County High Incidence Target (HIT) Project" 
As you know, this evaluation report i$ part of the overall evaluatiop 
of the Virginia HIT program heing conducted by Arthur Young & Company 'j • 

und.er the direction of the Virginia Division of Justice 'and Crime " 
Prevention (DJCP). Although our client.for this evaluationha~~een 
the DJCP, we have attempted to also interact with you q..ndmembers of 
the Henrico County Division of Police in a consultant/clientre- . 
lationship. For that reason, our objective in producing this report 
is not only to report on our evaluative findings, but also to, gffer 
spe:cific recommendations designed t.O improve the futureeffec1::ive-
ness of the Henrico County HIT project. . 

" 
We wish to thank you, Lt. Schesventer,and other members of the 

Henrico County Police Department for theexceJ.,lent assistance and 
cooperation 1"e have received during thisproj ect. 

If you have any questions concerning the cont.ent of this repoft, 
please do not hesitate to cont.act John Smock or myself, at CZPZ) 785:":4747. 

,\ 

Yours very trUly, 

ARTHUR YOUNG & COMPANY 

BY:·~<:'.~. J~r···. \'1 

Henrico County.HIT Proj aCt .Dire'ctot '. 
Co-Dir,ector, Criminal Justice 

and PubliCoSafetyS~r.vi.ces .0: 
,. '.' '..' . 

" John s. Smock .'. . ,,', > .'.' 

HIT. Program Evaluat.iO'il, Diract,Qr 
Oi rector ,'. Criinin~lbJusti,ceand 

'l?ublicSafe'ty'Servi,ces . 

\::\: 
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.1. INTRODUCTION 

" 

This report presents a compreh~nsive evaluation of the Henraco 
County High Incidence Target (HIT) project after its first seven 
months of operations. The, Henrico County project is part of the 
overall HIT Program ~eveloped by the Virgi~ia Division of Justice 
and Crime Prevention (DJCP) to concentrate law ,enforcement 
resources in order to brinlg about a significant reduction in 
specific target crimes over a short period of time. 

This Statewide program has been designed and implemented in 
two phases. HIT Phase I was developed for the three most'populoUs' 
metropolitan locations in the Commonwealth -- Fairfax County, ' 
No-rfolk City and Richmond City. The Uenr1,;co County project is 
pait of HIT Phase II, whi~h was developed'£or those Virginia 
cities and counties with a population of ~O,DOO ~o 2DO,OOU. The 
localities chosen for HIT Phase II, including Hen~rico County, and· 
the specific crimes they i;ntend to address are shown in the 
follm'ling table: 

City/County 

Alexandria City. 
Arlington County 
Hampton City ; 
Henrico County , 
Newport Nel'lS' Ci 1:y 
Portsmouth City 
Roanoke City 
Virginia]?each City 

Target/Crime(s) 
;::' . 

Burglary/Robbery 
Burglary 
BurgI aT)'l.? 
Burglary/Robbery 
Bur;glary 
Burglary 
Burglary 
Burglary 

," 

The evaluation ot"- the Henl'i~o COUlity HIT project is' a.n integral 
. . II 

part of the evaluation of the overall ,HIT Phas€1, II Program. Each 
of the other seven project1.~; will aI-so be evaluated, . a~!' will be the . 
impact a.nd results of the overall program,. Arthur Young :& Company 
is responsible for theelltire evaluation component. Theobj ectives 
of this overall evaluatid~ are as £ollows: 

,'-. 

',-

1.,.1 
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Determination of the relative Success and effectiveness 
'of each HIT Phase II project and the determination of 
the effectiveness of individual elements of each project. 

Determination of cost effectiveness of results obtained 
for each of the projects and the individual elements of 
each proj ect. 

Development of improved procedures in each ~olice depart~ 
ment in terms of data collection and presentation for 
further crime specific analysis. 

Effective comparison of the results of HIT Phase I and 
HIT Phase II. 

,.,::"--. 

Development o'i recommendations and guidelines for future 
crime specific planning and implementation by the DJCP. 

The remainder of this document is devoted to describing the 
results of evaluating the Henrico tounty HIT II project; the report 

is organizecl in the following manner: 

Management summary of overall project achievement and 
recommendations for future,operations. 

Description of the Henrico County HIT project. 

Methodology used to evaluate the project. 

Evaluation findings and recommendations regarding: 

Tactical elements/project equipment 

Public information elements 

Planning ~nd support elements. 

Survey results of Special Action Force Personnel 

1-2 
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II. MANAGEMENT SUMMARY 

This section of the report presents an overall assessment of 
project achievement of the Henrico County HIT II Project and 
sets forth majoT rec,ommendations regarding future proj e ct opera

tions. (The~basis for evaluative findings and recommendations 
aTe described in detail througheut the remainder of this report). 
In general the proj ect can be termed a "qualified success" and 
sh:euld be continued c'o'ntinge'n:t' upon 'certain PTOj e ct medifi cations 
and respense to present proj ect problems. 

1. ASSESSMENT OF OVERALL ACHIEVEMENT 

The degree to which the Henrico. County HIT II Project has 
(er has net) been a success was determined by analyzing preject 
Tesults in terms ef: (1) attainment ef stated objectives, (2) 
cempaTisen ef target area statistics to. county-wid~ statistics, 
and (3) yetBntial crime displacement. 

(1) Attainment ef Objectives 

The two majer ebjectives established fer the HIT 
Preject are as fellews: 

To. stabilizecemmercial rebbery within Henrico. 
County in a ene year peried; that is, to. held the 
tetal incidence ef cemmercial rebbery to. the level 
attained in the twelve menth period prier to. project 
incceptien 

To reduce the number ef nen-residential burglaries ,'Wi thin 
Henrico. Ceunty by 10% in one year. 

Altheugh the preject has net been eperatienal fer a 
,fu!'l yesr, statistics fer the first seven menths of eperatiens 
indicate the fellewing: 

Commercial rebbery has increased 74% countywide 

Commercial burglary has increased 54% ceuntywide 

11-1 ' 
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Based on the above statistics, proj-act abjectiv.as are 
not being achieved nor are they expected to be achieved by 

J ~ \), 

the end of the first year of project operations. Consequently, 
the proj ect ha,s not been successful in terms of it'S originally 
stated. objectives. 

I t should be noted, however that the obj ectives lV'·ere 
considered overly optimistic by project evaluators. Consequently, 

r • 
the evaluation plan developed in January 1974 (six months prior 
to project operations.) pointed out the following factor~ related 

o 

to project objectives: G 

Robbery Objective 

The HIT Project in H~nrico County is designed to apprehend 
commercial armed robbers through on-the-sceneconfrontation 
wi th Special Action Force Personnel. With the exception. of 
one month in target area C, the most number of ,commercial 
armed robberies committed in any month during 1973 and in 
any target area was three. Consequently, oIi-thc-scene con
frontation and apprehension may be difficult to engineer due 
to the few number of offenses committed each~month, and,the 
low probability ~f a confrontation at a giveti location at 
a given time. \ . .-

i 

Burglary Objective 

During 1973 the '.County experienced 679 nonresidentia'l burg-" 
1aries. Of this: number, 26% or 174 occurred in the target 
areas. Therefoie, in order to ac,hieve a 10% reduction 
countywide (68 offenses), the in.cidenceof nonresidential" 0 

burglary would have to be t·educed by ,approximately 40 96 

in the target areas (.40 x 174 = ;6'9.6)- - a's,suming no , 
increase in this offense in other county locations during 
proj ect operations. Thus, a 1'0%,;. reducti:on o:t;. nonresidential 
burglaries on a countywide basis" nfay bedifficul ttoachi.eve 
and the adjustment ·ofthis objective to a 10% reductioJl of 
nonresidential burglaries in only the target areaS might be 
considered. 

(2) Comp.arative Analysis 
~, 

The HIT Project was conce:l~ea and des3gned to operatei:rf 
four r'ela tive1y small target aTeas -within the 245 square mi,les q 

of Henrico County. CDnsequ1ntly , in order to d"etetminet~e 

11-2 jt 
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relative success or failure of pcroject oper~t:ions, a com
parative analysis was undertaken regarding the incidence 
of target offenses ;occurring in the designated areas ve,rsus 
those occurring in the remainder of the county. 

Exhibit I and II, o~ the following pages, present 
relevant incidence data of commercial robbery and commercial 
burglary over a 30 month period. Statistics are presented 
for the total county, target and control areas. Analysis 
of these stat~stics based on comparing 7 months of project 
operations (July 74-January 75) with corresponding months 
of the prior year reveals the following: 

Since project inception, commercial robbery in the 
target areas has increased 34% in comparison with 
133% in other ~ounty locations. 
) 

Conunercialburglary in the target areas has increased 
28% While that occurring in other county locations has 
increased 64%. 

Consequently, the HIT Project has been successful" on a 
relative basis; that is, the ~ctivities oithe Special Action 
Force have been successful in reducing the rate of increase 
of target offenses committed in the-designated areas in 
comparison W'ith the remainder of the .county. 

(3) Crime Displacement 

An issuetha t has .been discussed Cttl'ength in relation 
to the Virginia HIT Program has been t~at of crime displace
ment. The purpose of analyzing crime displacement is to 

determine whether or not HIT related activities actually're
ducf,!d crime in designated areas or merel~ d~splaced it to other 
surrounding areas or to other similar" crimes ofopportuni ty. 

Displaceme~t is extre~ely difficult to measure. In 
fact, only inference,s concerning its probable existence or 
lack thereof can be drawn from pr 9j e ct s tatist~ .. cs. The only 
accurate way to ~easure displacement is to interview 
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o£ferldersto determine their reasons forcommi tting a crime" 
ina [particular area. 

/'1 . 
g 

,;;,';:;:;:;/' 
Given tha't the overall incidence of target crimes have 

increased in both target, control and other county locations, 
f. : 

no conclusive statements can be made regarding displacement 
other than the following (see Exhibit I II): 

Since the nature of the Henricb Project centers on 
covert or clandestine surveillance activities aimed at 
criminal apprehension rather than 'using highly visible, 
uniformed patrol officers (which would have a deterrent 
effect), it is probable that the difference in crime 
rates betweeE' target areas and other county locations 
is not due to geo~raphic displacement. 

There is ~o evidence that target crimes were displaced 
to othe,r similar crimes of opportunity (see Exhibit IV): 

From July 1973 through January 1974, commercial 
robbery accounted for 63% of all robberies committed 
in Henrico County. From July 1974 through January 
1975, commercial robbery s ti 11 accOUI1!:ed for 63% 
of all robberies caromi tted in the county. 1:illerefore, " 
it is assumed that no displacement occurred from 
commercial robbery to "other robbery." 

From July 1973 through January1974, commercial 
bl,:lrglary accounted for 33% of ,all burglari:es com
mitted in the county. From July 1974 th;rough 
January 1975, commercial burglary dropped by one 
percentage point - ... from 33% to 32%. Therefore, 
it is assumed that no displacement occurred from 
commercial burglary to "other burglary." 

Exhibit V indicates the trend of all robberies and bur
glaries occurring in the county over a seven year 
period. The only interesting facts that these trends 
dep,~ct are the dramatic increase in robbery and burglary 
from 1973 to 1974. During that period robbery increa'sed 
35%. and burglary increased 50%. Since the city of 
Richmond has been participating in the HIT Phase I Program 
since 1973 and their target crime is burglary, ohe might 
infer that crime was displaced into Henrico County from 
the city. HO\vever, no data exists t,o support this in
fer~nce. IIi fact, the ci ty of Richmond h<1;,s had a city-

,wide increase of 35.9% in nonresidential burglaries, and 
26. 9%,in robberies ,during the first seven months of 
Henrico HIT operations. Thus, crime displacement from 
Richmond to Henrico County becomes even more·· di fficult 
t:o infer. 
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HENRICO COUNTY HIt PROJECT~h 
ANALYSIS OF CRIME DISPLACEMENT 

TARGET 
AREAS 

CENTRAL 
AREA 

CRIME DOWN CRIME UP 
CRIME DOWN CRIME UP 
CRIME DOWN NO CHANGE 
CRIME DOWN NO CHANGE 

. CRIME UP CRIME UP 

REMAINDER 
OF COUNTY 

NO CHANGE 
CRIME UP 
CRIME UP 
NO CHANGE 
CRIME UP 

INFERENCE REGARDING 
CRIME DISpLAC~MENT 

DISPLACEMENT , . ~~t::--t; 

PROBABLE DISPLACEMENT 
PROBABLY NO DISPLACEMENT 
NO DISPLACEMENT 
NO INFERENCE POSSIBLE 

.' .(". 
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TOTAL ROBBERY 

Inci- flear-
Mo/Yr dence ances 

JA~. 8 1 

FEll. S '-3 
MAR. 17 Z 

APR. 9 3. 
J.1.W 6 2 
JU:-:. 12 4 

jUl.·. 11 3 
AUG. 12 3 
SEP. 9 Z 

OCT. 12 1 
.. SO\'. 12 3 

DEC. 14 4 

JAN' 74 14 2 
.' 

FEB. 9 0 
MAR. l! 0 
APR. 8 2 
M.H 13 1 
;JUN. 8 1 
JUL.S/ 11 2 
AUG. Zl 4 

Sfp. 22 6 

OCT. 2:: 6 

!':ov. 1$ 5 

DEC. 21 3 

J.e.!':' 7S" 35 ; 4 

~/ Sourc.e: VCR. Return A 
P./$(OOO) 

S./ Project Inception 

-' -' ----,-------

$ !?I 
S·tolen 

1.S 
3.6 

2.5 
1.7 

16.1 

1.1 
14.5 

4.5 
124.7 

I..! 

2.2 
18.1 

6.7 
'14.6 

2.2 

13.1 
11. 3 

11.2 

13.0 

32.1 
26.4 

6.3 

39.3 
4.5 

10.1 

HENRICO COUNTY HIT pROJECT! 
ROBBERY/BURGLARY TREND STATISTICSw 

" 

AR.\IED cml~IERl.IAL CO~~!ERCIAL 
ROBBERY ROBBERY TOTAL BURGLARY BURGLARY 

Inci M Clear- Inci- $ Inci- $ Clear- lnci- S G 

dence ances deni':e Stolen dence Stolen ances dence Stolen 

6 I 5 1.3 152 26.9 10 79 13.6 
7 3 3 3.5 127 32.8 19 45 S.~ 

14 Z 12 2.4 150 22.5 12 79 10.7 
7 3 .. 1.6 119 22.8 9 .t5 11.0 , 

4 2 2 16.1 163 30.6 10 83 19.9 
10 2 8 0.7 130 35.0 15 69 23.1 

9 2 5 5.9 144 :5.9 12 62 15 • .3 
9 2 8 ·L3 •. 186 21.2 25 14 $.5 
5 Z 4 1:::4.4 146 ZS. ~ 12 50 .t.1 
8 1 6 0.9 160 33.3 IT ,-.. .) 1l.0 

10 .3 8 
(' 

2.2) 198 50.2 22 5.t 17.6 
13 4 11 l.g.1 180 50.6 19 42 9.:: 
12 i 11 6.3 194 45.6 16 74 lZ.6 
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In summary) crime displacement does not appear to be a 
factor relat'ed to the Henrico HIT II Project. 

2. SUMlvIARY OF RECOMMENDATIONS 

It is believed that the effectiveness of the Henrico HIT I~\ 

Project c:anbe significantly improved through the implementation 
of six major recommendations involving: 

Gathering and utilization of intelligence data .> 

. Expanding geographic coverage of operations 

Acquiring additional ground and air personnel 

, •• J 

Expanding aircraft operations and placing their direction 
under uniformed patrol 

Modifying electronic surveillance operations 

-Providing additional training to S.A. F. personnel. 
--::":'~'. . ~ \ 

Each of these recommendations are briefly described below. 

Fp.t'.~1~9}' discussion of each recommendation is pre'sented in other 
sections of this report. 

(1) Improve Intelligence Funition 

The biggest single problem affecting project operations 
centers on the lack of adequate intelligence data for making 
tactical decisions regarding the time and location of surveil
lance activities. It is recommended that a position be " 
created for an intelligence offiter to aetas a focal point 
for the collection and dissemination of information relevant 
to projegt operations. 

'(2) ,Exp,and Proj ect COUll ty-wide 

Prior to the beginning of the HIT ?roject,64% of all 
commercial robberies and 26% of all commercial burglaries 
occurred in the target areas. Over the past seven months the 
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incidence and location of target offenses have changedcon~ 

siderably~. eommercial~ robbery has inc.reased 74% 0nd;'~~otnmer~ , 

cial burglary has increased 54% on a county-wide basis. In 
addi tion, the target areas now account for only 4 7~ of th~ 

robberies and 23% of the burglaries. Consequently, ,i t is 

recommended that proje~t operations be expanded to encompass 

the entire county. 

(3) Acquire Additional S.A.F. Personnel 

The present number of S.A.F. personnel is insufficient 

to adequately provide effe cti ve surveillance bag;ed on two 

shifts of operations and county-wide coverage. Therefore ~ . 

it is recommended that the foJ)owing personnel be added to 

the S.A. F . unit: 2 sergeants; 3 pilots; and 8 ground officers. 

(4 ) Place Aircraft Under Direction'of Uniformed Patrol' , 

The aircraft has provided more support and is cons.equently , 
of more value .:tlO overall departmental operations than it has 

been to the S~,A. F. uni~. Thus, it 1's recommended that the 

aircraft be placed und~r the overall direction of the 

Uniformed Patrol Division with the S.A.F.Director remaining 

in a supervisory capaci ty, 

A recommended table of organization that reflects changes 

in' pro~ ect ~ers~nneff ~,asf-ifn~ents __ ~~d_command of . aircraft' 

opera t:ton515 g1 ve\ 1e~_e1}'f,1b1j; VI, on the ~\\OlIOWl.ng page,.~; 

(5) Modify TAe IIop~rations II 

~.1 

A number of recommendations have been made in regard to 

the future use of the TAG II alarm system. The.5e recoml1lenda'" 

" tions are further descy'ibed fn this report ,and, consequently,' 

will not be repeated here. 
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EXHIBIT VI 

HENRICO COUNTY HIT PROJECT: RECOMMENDED ORGANIZATION CHART 

CHIEF OF POLICE 

AIRCRAFT 
S .'Ao F. 0 I RECTOR OPERAr] ONS 

COMMANDER 
UNI;FORMED 

PATROL 

COMMUNI CATIONS f-
OFFICER 

1------\-------4 I NTELL IGENCE 
OFFICER 

" 

CLERK/TYP I ST t--
• 2 SAF OFF I'CERS 

(TAC' II ,SYSTEM) 

r 

SGT. 
GROUND 
UNIT 

7 OFFICERS 

. 
i SGT. 

GROUND: , 
UNIT • 

7 OFFICER'S 

SGT. 
GROUND 
UNIT 

,. 

6 OFFICERS 

ADD ITI ONALPROJECT PERSONNEL RECOMMEND,ED: 

• SERGEANTS 2 
• PILOTS 3 
• GROUND OFF leERS '8 

13 

TOTAL PROJECT PERSONNEL: 3q SWORN OFFI CERS 
, ,1 C I V I LI AN -

TOTAL 35 

SGL 
AIR 

OPERATIONS 

5 PI,LOTS 
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(6) Provide Addi tion'al' Trainin'gfor S .A. F . Personnel';' I', 

F 
It is recommended that S.A.F. personnel receive addi~, 

tiona! training in the following areas: (1) ,firearms, (~j 
intelligence gathering, (:3) field problems, (4) equipment 

usage, and (5) flight training. 
I 

The remainder of this report is devoted to describing 

the HIT II Project~ the~procedures used to evaluate it, and 

the detailed findings upon which the foregoing recommenda M 

tions were made. 

G ' 
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III. DESCRIPTION OF THE HENRICO COUNTY HIT PROJECT 

The Henrico County Division of Police is participating in the 

overall High Incidence Target (HIT) Program developed by the Virginia 

Division of Justice and Crime Prevention. The purpos~ of the 

program is to concentrate law enforcement resources iih a given 

area in order to bring about a significant reduction :~n specific 

target crimes over a relatively short period of time.' 

;;",' The purpose of this section is to review the Henrico County 

proj<~"-ti>;~in terms of its backgTound history and obj ectives IjY stra

tegy and 'tactics , organization and staffing, personnel changes , 

project equipment, personnel training and schedule of'operations. 

BACKGROUND AND OBJECTIVES 

As apart of project planning, various offense statistics 

werecompiied over a number of years and' analyzed to identify 

significant crimes that would be amenable to reduction tll,rough a 

concentrated law enforcement effort. Analysis of data reve.aled 

the following facts: 

From 1968 through 1972 commercial robbery rose from Cl 
total of 25 to 113 offenses which indicated an increase 
of 352% over a five year period. On the other hand, the 
national incidence of commercial robbery increased only 
60% during the same period of time. . 

c::> 

In 197 2 'Henrico County's llon-residential burglaries ac
counted for 43% of all reported burglaries. BBSed on 
the total number of residential and'commercial structures 
in'the county and the associated number of burgl,aries, 
the residential burglary rate was 2% whereas the com
mercial burglary rate was 17 % ,i. e.~l out of every S3' 
residences \vas. burglarized versus,.l:out ofeevery 6 com-

.mercial establishments was burglarized. 

Consequent'ly, commercl.al robbery and commercial burg'lary 

were sele,cted as the target offen~es to' be addressedby·theHe'hrico' 

County HIT Profect. The following primary (objectiveswerethell 

established for the project: 

f) , 
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To'stabilize sommercial iobbery within Henrico County 
in a one year period; that is, to hold the total in
cidence of commercial robbery to the level attained in 
th~ twelve month period prior to project inception, 
and 

To reduce the number of non-residential burglaries within 
Henrico County by 10% in one year . 

2. STRATEGY AND TACTICS 

The primary strategy that was employed by the Henrico County 
HIT Project to reduce target crimes centered on 'covertoperations 
using clandestine ground, air and electronic surveillance of com~ 
mercial·establishments. Traget offenses were to be combatted 
through an aggressive approach consisting of specially trained 
personnel whose sole responsibility would be directed at detecting, 
confronting and apprehending offenders during the commission of crinl'es. 

Four target areas were selected for the conduct of operations 

for the following reasons: 

'They encompassed a significant number of commercial 
establis'hmen ts, and 

Collectively, they accounted for 64% of all commercial 
robbe!:,ies and 26% of al.l non-residential burglaries that 
occured in the county d~ring 1973. 

The Henrico County HIT project was approved by the Virginia 
Council on Criminal Justice on January 3, 1974 and commenced 

operations in July of 1974. 

3. ORGANIZATION AND STAFFING 

Exhibit VII, on the following page, depicts the organization 
chart of the Henrico County HIT II Project. The Toles and respon-

. sibilities of each of the members of the Special Action Force* (SAF) 
are briefly described below: 

* The duties. and responsibilities of Support 'Personnel are 
described in the section of this report entitled "Evaluation 
of Planning and Support Elements". . 
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SAF 
SECRETARY 

G. HILDERBRAND 

I 
TACTICAL 

SUPERVISOR 

SGT. JUSTICE 

• J. EBERLY 
O. THOMAS 
J. GIOVANN'ETTA 
E. HOY 
W. ENGLAND 
R. TAYLOR 
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HENRICO COUNTY HIT PROJECT: 
CURRENT ORGANIZATION CHART 

CHIEF or ,PO,tI,CE 
!' 

COL .• HEDRICK . , , . 

SAF DIREeTOR ,;0 

LT. SC.HESVENTER 

I 
, 
f 

, 
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. 
, , 
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.) , 

TACTICAL~ 

SUPERVISOR 
,. 

SGT., GARNER, , 

0 R • GEORGE 
i> B. COOK 
. 0' R . SHER,Y .. V. SWANSON 

J • . ATKINSON 
o. W .. McCORMIGK ,;: 

. ' .A • ·TITMAN 

• V. W~KER'r 

EXHIBIT VIr 

... ',' 

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

\? 

" 

" 

COMMUNICATIONS 
OFFICER 

M. SHARP 
'0' 

SYSTEMS 
AN21..LYST 

T. ,McGONIGLE 
.. ... , 

I 
i. ' AI;R,CAAFT 

SUPERVISOR 
, 

·l 
.. 

SGT. LEWIS 

J. ,PHILLIPS 
.J. PIERCE 
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4. 

The unit is headed by a Lieutenant who reports directly 
to the Chief of Police. " In the capacity of S.A.F. 
Director, the Lieutenant is responsible for the overall 
administration and management of proj ect personnel and 
a'ctivi ties. 

The S.A.F. Director is assisted by. three Sergeants who 
act in the capacity of first line supervisors of S.A.F. 
officers. Two supervisors are responsible for the 
day-to-~ay direction and coordination of ground opera
tions whereas the third is responsible for aircraft 
operations, safety, maintenance and supervision of 
pilots. 

There are a total of 16 S. A. F. ·2ield officers ass igned 
to the unit. Of these officers, 12 are primarily 
responsible for conducting covert surveillance of com
mercial establishments, two are assigned to pilot the 
fixed wing aircraft, and the remaining two officers 
have 'dual responsibilities of conducting covert sur
veillance activities, and the placement, installation, 
testing and maintenance of electronic surveillance 
devices. 

PERSONNEL CHANGES" 

Since project inception (July 1, 1974), there have been 
relatively few changes in proj ect personnel. Of the three per
sonnel changes, two involved pilots and one involved a member of 
the ground force: 

During the month of August the ch;ief pilot requested 
that he be relieved of supervisory responsibilities. 
Another pilot was assigned his duties and was subse
quently promoted to Sergeant during tlle fifth month 
of project operations. -

Also during the month of August, one B.A.F. officer 
requested to be transferred to the Detective Section in 
which 'he was originally a member prior to joining the 
S.A.,F. unit. 

During the month of January 1975, another pilot re
quested a t.ransfer to uniformed patrol. 

All requests for transfer were based on personal reasons 
and were subsequently granted. Vacated positions have been 
filled.· 
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5. PROJECT EQUIPMENT 

In order to support S.A.F. activities, apptoximat,ely $135,000 
~\, !i . , 

of equipment/facilities were leased or P'l1/rchased. durin;g the first 
~ I 

year of project operations. Equipment and faciltties :are listed 
below (office equipment, furnishings and supplies are excluded)~ 

6. 

Fixed wing aircraft ~- 1 

Unmarked cars 16 

Unmarked vans 2 

Portable radios -- 19 

Tape recorders -- 11 

Computer terminal 1 

Ballistic vests ~- 17 

Pairs of binoculars -- 10 

Night vision scope -- 1 

TAC II alarm system 1 

Video-tape recorder 1 

Hand-held spot lights 17 

Vest barriers -- 2 

Bullet proof helmets 17 

Slide projector -- 1 

Separate S.A.F. facilities. 

PERSONNEL TRAINING , 

The majorit'ybf S.A .. F. personnel received 68 hours of' 
specialized training prior to project inception. The training 
program included instruction in: (1) firearms, (2)surveil1anc~ 
techni.ques, (3) field problemsa11dtactics, (4) tactical approaches 
to crimes in progress, 
operations, (6)F.B.L 

surveillance. 

o 

(5) legal aspects relating to S.A.F~ 
philosophy of shooting, and .(7) air" 
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In addition, pilots of the fixed wing aircraft received 
o .~: 

290 hours of specialized flight training prior to and/or follow-

ing project inception. 

7. SCHEDULE OF OPERATIONS 

At the present time, t~ere are four schedules of operations 

for S.A.F. personnel which are dependent upon individual respon

sibili ties and assignments. i Generally, the schedules are as 

follows: 

The S.A.F. Director, systems analyst and clerk/typist 
work five days/week from 8:00 a.m. to 4:30 p.m. 

The air support team operates on a two-shift basis: 

One pilot works five days/week from 9:00 a.m. to 
6 p.m. His primary responsibility is to assist 
the uniformed. patrol division. 

Two pilots work six nights/week from 8:00 p.m. to 
4 a.m. Duties are shared between piloting the air
craft and acting as observer. Their primary 
responsibility is to support S.A.F. ground units. 

The communications officer works six nights/week from 
9:00 p.m. to 5:00a.m. 

I 

Tactical ground units work as two-man teams in each of 
the four target areas. Six-day coverage is provided 
from 8:00 p.m. to' 4:00 a.m. 

Over the duration of the project, the operating hours of 

tactical ground units and areas under surveillance have been 
frequently modified to conform to changing patterns of target 
crimes. 
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IV. EVALUATION METHODOLOGY 

The purpose of this section is to describe the methodology 
used in e~aluating the Henrico County HIT II project. The 
methodology served as a guide in preparing the s1-x monthly evalu
ation reports and this final report follm'ling seven full months 
of prgject operations. 

1. STANDARDIZED MODEL, 
, 

Arthur Young & Company has been tasked by the Virginia 
Division of Justice and Crime Prevention (DJCP) with evaluating 
the entire HIT Program which is composed of eleven separate 
projects operating in various jurisdictions throughout the State. 
It is expected that the results of the various evaluations per
formed in connection with this program will yield valuable 
insights as to the feasibility and effectiveness of various 
approaches to crime preve:ation and control. 

In order to facilitate evaluation, a standardized model 

was developed for assessing the eleven HIT proj~cts on an indi
vidual and comparative basis. The model provides a frame''Iork 
for evaluating overall project effectiveness, and individual 

,project components and activities. Major characteristics of the 
standardized evaluation model include: 

Categorization of project activities, personnel, 
equipment, etc., into three standardizeJ components: 

Tactical elements 

Public information elements 

Planning and support elements. 

Delineation of objectives and priorities for the overall 
project and each of its major elements 

Specification of measures to assess overall project 
effectiveness. and individual project elements 

IV-l 
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Definition of dat.arequir,ed for evaluation criteria 

Identification of data sources 

Specification, of analytical techniques for ascertaiIi:Lng 
project effectiveness and efficiency through the appli~ 
cation of performance measures and assessment critetia. 

J" . 
",-' 

(1) Categorization of Project Elements 

For purposes of individual and comparative evaluations) 
the various activities, personnel and equipment used within 
the Henrico County HIT II project were classified into one 
of the three major categories as follows: 

Tactical Project Elements 

Those project elements that are directly related to 
the tactical or strategic activities directed at' 
crime prevention and criminal apprehension. 

Public Information Elements 

Those project elements which involve planned interaction 
with the community-at-large in terms of increased overall 
security or improved police/community cooperation. 

'planning and Support El.emen ts 

Those project elements that provide support or planning 
assistancei~~'pr the successful implementation of the \:, 
above tactical and public information elements . 

(2) Delineation of Project Objectives 

In addition to. specifying overall project objectives, 
subsidiary obj ectives which contributed to the attainmen't 
of primary objectives ~ere identified based on an analysi~' 

}?"t pr~'j ec~ elements, their p~annedinteracti~n and ~f1rn 
'f~latl.ve l.mportance as percel ved by the Henrl.co COUil-r.&r 

,_ , ___ ' • ",\ .. \ ':': '0~ '1~f , 
personnel directly concerned with the HIT project. Conse-

quently, suhobj ecti ves were established f~) ~ach 'proj ect 
element and' assigned priorities b~sed on, 'the following 
classification: 
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High priority (H) project element objectives represented 
those elements that had an important relationship to 
and effect on the attainment of the primary project goal 
and overall project success. 

Medium priority eM) 
those elements that 
not as important pI 
priority elements~ 

project element objectives represented 
were necessaJ;Y to the project but 
directly relc!\te,d to results as high 

." 

Low priority (L) project element objectives represented 
those elements th'at contributed to proj ect success, 
but with far less direct effect than the other two 
priority categories. 

(3) Specification of Measures 

Evaluation measures were developed for all project 

objectives and classified into one of the following four 
categories: 

Measures of effectiveness to assess ,overall proj ect 
results 

Measures of efficiency to assess tactical and public 
information elements 

Subjective criteria to assess planning and support 
elements 

Cost/effectiveness measures to assess OVerall and 
selected proj,ect ~le1l]-:''1.ts. 

.. 

Measures ofeffec~iveness indicate'the impact of overall 
project .activities upon the target problem. They are end
oriented rather than means-oriented and relate to what is 
ultimately desired. The measures of effectiveness of the 
Henrico County HIT project center on the incidence of 
commercial robbery and nonresidential burglary. 

Measures of efficiency are means-oriented and indicate 
how adequately project activities are carried out. These 

- c, ' 

measures were use,d to assess the performance of proj ect 
activities fallidg within the categorie$ of tactical project 
elements and public information elements. Measures in this 
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category in.clude number of arrests, property value recovered,. 
average response time and sq~, forth. 

Subj ective criteria were used to assess planning and!.[ 
support elements thOat do £lOt lend themselves to qu.anti ta t.;i. ve 
measurement. For example, criteria such as value ofcurricu~ 
lum and instruction were used to assess project training 
activities. 

Cost effectiveness measures were used to assess selected 
project results as a function of expenditures. 

(4) Identification of Data Sources 

In order to effectively measure project performance, 

utilizing the previously outlined evaluation measures, data 
concerning project act1ivity and results were gathered., tabu
lated and analyzed. Evaluation data came fr9m the following 

sources: 

Commercial robbery and burglary offense reports 

U.C.R. monthly tally sheets 

S.A.F. activity r~ports 

Flight logs 

Personal observation of field activities 

Interviews with: 

S.A.F. management 

S. A.F. officers" 

S.A~F. civi1ian~ersonnel 

Headquarters Staff 
II Ii" , - : "~, ,. 

'Recorg.,s/personnel . 
• ~, J.:': ' , 

.. ; Special· Police Unit Questionnai:rc. 
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In order to ensure that the statistical results of the 

HIT p::.:oj ect were reliable~ limited data audits were conducted 
\';;.-

over the project duration. The,se audits traced, on a sampling 
basis, specific target offense statistics to their original 
SOUTce documents to determine, if proper classification and 
'compilation procedures were used. In addition, other HIT 
reports were audited on a limited sampling basis. 

(5) Specification of Analytical Techniques 

Analytical techniques involved the manipulation of data 
to arrive at specified evaluation measures and the applica
tion of those measures to project results to determine objec
tive attainment. These methods included standard arithmetical 
operations, statistical calculations, subjective assessment 
of training, value of project equipment, etc. 

Certain analytical techniques, however, were standardized 
and used on a monthly basis. These techniques'primarily 
involved comparison of data on a before and after basis 
within and among target, control and peripheral areas. 

Data were collected on a monthly and year-to-date basis 
and compared to the corresponding 'time frame in the prior 
year. The percent increase or decrease in thes~\\measures 
were calculated for the target areas, control area, remainder 
of the County and the total County. 

The types of analyses centered on: 

Attainment of Major Objectives 

This type of analysis involved ascertaining the degree 
to ,which the HIT Project achieved its major objectives. 
The level of success was determined through the appli
cation of effectiveness evaluation measures. 
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Efficiency of Project Activities 

The method for determining the contribution of various 
project elements to overall project success inv.olved an 
analysis of each of the elements within the HIT project: , 
This determination depended on how well each of the 
proj ect elements~chieved its obj ectives and the effe'ct 
of this achievement on overall proj ect resQ_Its. 

Cause-Effect Relationships 

The entire project, its related activities and the 
environment in which <1 t operated were analyzed to 
determine the major reasons for the degree of success 
achieved. Such diverse factors as crime displacement , _ 
atti tudes and morale ,'of proj eet personnel, and ~xogenous' 
forces were importan1i, in determining cause-effect 
relationships. 

Crime Displacement 

Three types of crime displacement were t,aken into account' 
in the conduct of the ~valuatio~. They are: 

Displacenlent ;of commercial robbery and nonresidential 
burglary from the target areas to thecdntrol at~a 
or other cou~ty locations. 

, 

Displacement :of crime from the target offenses to 
other similar, crimes of opportunity_" In this in
stance, "other" robbery and 'iother" burglary may 
attract the offender as alternate methods of obtain
ing illegal economic gains. 

Displacement of crime from locations surr,bunding 
Henrico County to locations within the County • ' 
This type of displacement may be attributable to 
special anticrime activities being conducted in, 
neighboring jurisdictions • 
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v. EVALUATION OF TACTICAL ELEMENTS 

This section of the report addtesses the evaluation of the 
project's tactical elements which are related to the strategic 
activities directea at crime prevention and criminal apprehension. 
That is, this section is devoted to assessing project manage- c· 

,; 

ment, SAF personnel, surveillance activities, and operating • 

results. (Project equipment such as the fixed wing aircraft and···· 
tactical operations is separately ,evaluated in Section VI of this 

" report. ) 

1. PROJECT MANAGEMENT .!/ . . 

Proj ect management is composed of one Lieutenant and three' 
Sergeants two of which are assigned to ground operations whereas 
the third acts as first line supervisor of air operations. 

Respondents to the special questionnaire contained in 
Appendix A of this report replied to pro] ect management-related 
questions as follows: 

/ 

How would you typify the supervision ot the HIT Squad? 

Excellent, responsive and effective 56' 

No better than other police supervision in 
other units 44%. 

Not very, effective, poor ot 

What improvements would you recommend in HIT Squad 
management? 

No.· change 27% 

Better coordination between management and·men 18% 

Eliminate influence on SAFoperatioI)!i from 
other department commanders 27%-

Better fieldsupeTvision 9% 

More deligation'Df authority 18% 
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How has the day-to-day cooperation and coordination been 
with the: 

Excellent Adeguate Poor 

Detective Division 14% 50% 36% 

Uniform Patrol 29% 71% 0% 

Traffic 17% 83% 0% 

Overall Police .i:iivision 7% 93% 0% 

Based on the results of the SAF questionnaire and interviews 

,with project personnel, the following observations are set forth 

regarding projec t management. 

It was felt that overall project management was good; 
however, areas existed in which imprOVements could be 
made. 

Coordination could be improved between the Special 
Action Force and other departmental units, especia1ly 
the Detective Division. 

The most commonly cited problems centered on tactical 
decisions based on poor intelligence data. 

SAF personnel felt that decisions regarding time and 
location of surveillance activities, and subsequent 
assignment of men and equipment, could be improved 
through better coordination and communication between 
the Director, Sergeants, field personnel and the 
Detective Division . 

The SAF Director was characterized as: (1) being 
innovative, (2) adept at project planning and 
administration, (3) having an open door policy, 
(4) willing to take suggestions under consideration, 
and (5) in general, the best individual qualified to 
direct the project. 

On the other hand, it was felt that the Director: 
(1) by-passed his Sergeants in the chain,of command, 
(2) did not delegate adequate authority, and (3) should 
leave theday-to-day tactical decisions to first line 
supervisors. 

V-2 

l:; 



I 
I 
I 
I 
I 
I 
I 
I 
I 

I 
I 
I 
I 
I 
I 

2. SAF PERSONNEL 

There are a total of 23 individuals assigned to the Special 
,J 

Action Force of' which 21 are sworn officers and two aTe civilians. 
Fourteen sworn officers responded to the special questionnaire 
contained in Appendix A from which the following data were 

i 
extracted: 

Members of the for,ce' possessed an average of 7.5 years 
of experience. 

Patrolmen averaged 5.8 years of experience. 

One s·ergeant and one patrolman collectively possessed 
5.5 years of detective experience. 

One Lieutenant and one Sergeant collectively possessed 
12 years of supervisory exper ience. 

79% of respondents had received some college training. 

71% had voluntarily submitted a written request to join 
the project. 

The two major reas~ns cited for joining the project were: 

Desire to participate in an innovative project 
, 

Pr~fer covert; operations rather than uniformed 
patrol. 

, 

With the exception: of the Director, sworn personnel are, 
being paid more as· a HIT Squad member than they were in 
their last assignm~nt. 

At the time questionnaire results were received, the 
~verage tici~as a HIT Squad member was 6.2 "months. 

" Characterization of morale was.,as follows: 

Extremely high 
Better than with previous units 
Lower than average ' 
Extremely poor 

36% 
,,57% 

7% 
0% 

Based on the above responses and personal interviews, the 
following observations are made regarding SAF personnel~ 
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Collectively SAF officers possess a relatively high 
level of experience and education, 

They are positively motivated as evidenced by the 
number of volunteers, reasons cited for joining the 
project and current level of morale .. 

3. SURVEILLANCE ACTIVITIES 

The primary strategy used by.,the Henrico County HIT project to 

reduce ta'rget crimes centers on covert operations using clandestine 
ground, air and electronic surveillance of commercial establish
ments. Nineteen of twenty-three SAF personnel are directly 
invol ved '<in day- to- day surveillance acti vi ti.es with the maj or 
portion of proj ect time being expended on stationary surveillance 
approximately 9,000 man-hours since projectoinception. The 
majority of stake-out activity has been conducted in the designated 
target areas using unmarked cars and vans, and other surveillance 
equipment such as binoculars and TAC II alarm devices. 

At times, surveillance activities have been conducted outside 
of the target areas based on intelligence data and requests for 
assistance. ..Toint operations have been undertaken with the FBI, . 
Richmond Police Department, Henrico County Detective and Vice units, 
and the Hanover County Sheriffs' Department. 

Over the duration of the project there has been very little 
consistency in the character or nature of ground surveillance 
activities. For example, 

Hours of operation have involved 1 shift, 2 shifts and 
split shifts 

Methods of operation have included either 1 man units or 
2 man units 

Stake~outs centered on target areas or, on the other 
hand, by type of establishment, e.g., banks and ABC 
stores . 

Periods of surveillance have shifted between day, night 
or a combination of both. 
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In gen\eral, tactical operatiolls appear to have been reactive 

(based on recently reported i'nciden:8es"pf crime) rather than 
"C, ',', , .... , 

preventive. Consequently, the opera-ttonalres~,;tts of tactical 

surveillance activities have not been as effe¢tive as originally 
/. 
/ planned. J 

/ 
" 

4. OPERATING RESULTS 

The operating results* of the SAF unilt on a project-to-date 
basis are presented below: q 

/1 

Arrests 

~ . 

The SAF unit was instrumental in a total of 69 felony 
arrests. The majority of arr(i'lsts (54 vs. 15) were made 
i:n the target areas. Fi ve ar7cests were for commercial 
robbery, 31 for commercial bl1&-glary and 33 for "other 
felonies." An average of 3.6; felony arrests were made 
per SAF officer over a seven mon th period. 

Cases Cleared by Arrest 

A total of 69 cases within the county or other juris
dictions were cleared** through arrest or exceptional 
means: 

37 cases were cleared by arrest in the county (31 
in target areas versus 6 in non~target areas) 

Of the 37 cases cleared, 22 were for target offenses 

Due to arrests, 10 other outsianding cases were 
cl.eared in the county 

Inaddi tion, 22 outstanding felony cases lvere 
cleared in other jurisdictions due to arrests -- the 
majority of these cases being armed. robbery 

Categorization of all cases cleared is as follows: 

* Results of aircraft and TAC II operations (lredocumented respect
ti vely in Sections VI -2 and VI- 3 of this report. 

**Cases clearedwcrebased on partial information obtained through 
the Detective Division and other j ur:i,sdictions.. Consequently, 
total clearances should exceed those reported above . 
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Commercial robberies -- 19 

Commercial burglaries -- 24 

Other felonies -- 26 

Value of Property Recovered 

I 
T~~ total value of property recovered was $39,130: 

$13,000 from 'commercial robberies 

$5,805 from commercial burglaries 

$20,325 from other felonies. 

(Exhibit VIII, on the following page, summarizes the above 
statistics) . 

The clearance rate* for commercial robbery and commercial 
burglary in the target areas was 5% and 11% respectively. This 
relatively 1mV' clearance rate can be attributed to the following 
factors~' (1) reactive approach to target crimes, (2) inconsistent 
tactical operations, (3) lack of sufficient personnel, (4) inade
quate·, intelligence gathering; capabilities, and (5) a portion of the 

target offenses occurring du;ring hours in which the SAF unit was 
, 

not operational. 

5. RECOMMENDATIONS 

Two major recommendations are suggested for improving the 
tact:}.cal operations of ground surveillance units. These recommenda
tions involve the gathering and utilization of intelligence data and 
the acquisi tien of addi tional ground personnel. 

* 

Intelligence Function 

It is recommended that a position of Hlntelligence 
Officer" pc created. The individual given this 
responsibility should be an experienced, sworn officer 
having Detective experience. His primary responsibility 
WOuld be to act ~s a focal point for the collection and 
dissemination of intelligence data relevant to project 
operations. Specifically, his duties would include: 

Clearance rate is based on lion-scene apprehension." 
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ARRESTS, CLEARANCES AND RECOVERED PROPERTY 

SAF Performance Statistics Comm. Comm. 
July 1974 thrbugh January +975 Robb. Burg. 

.. Arrests: 

- Target Areas 3 27 
- Nontarget Areas 2 4 
- Total Arrests 5 31 

· 'Cases Cleared by Arrest 
- Target Areas 2 16 
- Nontarget Areas 1 3 
- Total Cases'Cleared by Arrest 3' 19 

• Other Cases Cleared in County 
Due to Art;est .. 1 3 

• Cases Cleared in Other Jurisdictions 
Due to Arre~t 15 2 

,., III Total Case5 Cleared '. 
19 2.4-

......... "' 

• Value of Property Recovered . $13,000 $5,805 
I( 

Other Total Felony 

24 54 
9 15 

33 69 

13 31 
2 6 

15 37 

6 10 

5 22 

26 69 

$20,325 $39,130 

I 
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Coordination and liaison between the Special Action 
Force and the Detective Division. 

Obtaining and analyzing::::current intelligence from 
informants and the Detoctive Division. 

Analysis of commercial robbery and burglary incident 
reports/supplements on a daily basis .. 

Establishing an M.O. file for target crimes. 

Daily briefing of SAF personnel regarding current 
intelligence and emerging patterns of target crimes. 

Maintenance and analysis of overall project 
statistics; 

Advising proj ect management on long and short-range 
tactics regarding time and location of surveillance 
operations. 

Additional Personnel 

It is recommended that an additional eight officers be 
added to the SAFunit. The present number.of personnel 
is insufficient to adequately provide effective 
surveillance on ,;1, two-shift basis. 
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VI. EVALUATION OF p1f6'JECT EQUIPMENT ! 

During the first year of operations, the Henrico County HIT II 
project will have purchased or leased equipment and facilities at an 
approximate cost of $135, 000. The purpose of this section:) there-

I 

fore, is to assess the val ueland utili ~y of this equipment within 
the overall operations 0 f th'e HIT. II pr'a j ect. 

The methodology used in evaluating project equipment included: 
. (1) st:atistical and cost analyses, (2) private interviews with 
project personnel to determine their subjective opinions, 
(3). analysis of written responses to the questionnaire contained 
in Appendix A of this report and (4) personal observations. 

The overall findings regarding project equipment are pxesented 
in the remainder of this section. Special consideration wag. given 
to evaluating the impact of the aircraft and the TAe II system on 
project operations. Consequ,ently, in-depth analyses of these two 
pieces of equipment are pres:ented in separate subsections. 

1. OVERALL FINDINGS 

The exhibit IV, on the ~ollowing page, presents a rating of all 
project equipment based on a' scale of I to 9. Relative ranking of 
equipment was developed in the following manner: 

The four members of project management were asked to 
rate each piece of equipment according to its frequency 
of usage on a scale of high, moderate or low which 
tran'Slatedto a numeric value of 3, 2, or I. 

They were then asked to rate. each piece of equipment 
using the same scale, according to its value or utility 
to overall project operations. 

A weighted score \vas then calcula'ted by multiplying the 
values assigned to each variable, e.g., if one 
individual rated the value of ballistic vests as high 
and frequency of usage as moderate, vests would have 
received a weighted score of 6. 

The final step inyolved averaging all weighted scores for 
each piece 6£ equipment in order to derive a composite 
s'core. 
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Project Equipment 
and Facilities* 

Cessna 172 

Unmarked Cars 
(9 purchased, 7 leased) 

Unmarked Vans 

Portable Radios and 
Related Equipment 

S.A.F. Headquarters 

Tape Recorders and 
Related Equipment 

Computer Terminal 

Ballistic Vests 
Binoculars 

Night Vision Scope 

TAC II Alarm System 

Video-tape Recorde! 
Hand-Held Spotlights 
Vest Barriers 
Bullet Proof Helmets 
Slide Projector 

RATING OF PROJECT EQUIPMENT 

No. of 
Units 

1 

16 

2 

19 

1 

11 

1 

17 

10 

1 

1 

1 

17 

2 

17 

1 

Composite Assessment 
by S.A.F. Personnel 

9.0 (Excellent) 

9.0 (Excellent) 

9.0 (Excellent) 

9.0 (Excellent) 

9.0 (Excellent) 

9.0 (Excellent) 

8.3 (Excellent) 

7.0 (Excellent) 

6.5 (Good) 

6.0 (Good) 

6.0 (Good) 
4.3 (Fair) 
4.0 (Fair) 
3.0 (Fair) 
2.0 (Poor) 

1. 0 (Poor) 

TOTAL 

Approx. Equip. 
Cost or Rental 

$21,000 

31,000 

8,000 

33,000 

3,700 

1,200 

2,000 

600 

400 

4,600 

25,200 

1,900 

200 

300 

1,900 

100 

$135,100 

Recurring 
Cost 

Yes 

Partial 

No 

No 

Yes 

No 

Yes 

No 

No 

No 
No 
No 
No 
No 
No 

No 

*Does not include o.£fice furnishings, equipment or supplies which approximate $5,600. 
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As can be seen in Exhibit IX, most equipment was considered 
valuable or useful by project management. The assessment of the 
value of>- electronic surveillance equipment (night scope, TAC II 
and video tape recorder) was moderate. Responses to the 

questionnaire (see appendix A) by non-management personnel support 
this finding: 

Question: "How much assistance has the sophisticated 
eauipment (electronic surveillance equip
ment, etc.) given you in accomplishing your 
duties?" 

Responses: A great deal 
Moderate 
Of little use 

14% 
64% 
22% 

A detailed assessment of each piece of equipment based on 
results of personal observations, analysis and interviews with 
project personnel is presented below: 

The purchase/lease cost of unmarked cars and vans 
during the first year of project operations approximates 
$39,000. The vehicles have received very high ratings 
from S.A.F. personnel due to their high usage and 
unobtrusive appearance. During the first seven months 
of operations, 163,371 miles were driven in unmarked 
cars and 20,192 miles ih unmarked vans. Car sur
veillance resulted in 24 felony arrests and van 
surveillance resulted in 10 felony arrests within the 
target areas. 

Since project vehicles do not contain mobile radios, 
portable radios are the only means of communication 
between S.A.F. units and headquarters. Consequently, 
they were rated very high by S .A. F. personnel. Thus 
far" a total of $33,000 has been expended on radio 
equipment. Positive aspects of the equipment include: 
{I) the ability to leave a vehicle and maintain com
munications, and (2) a separate channel for communica
tions among S.A.F. units. Negative features, on the 
other hand, are: (1) the inability to monitor head
quarters' communications when using the S.A.F. 
frequency, and (2) lowered quality of communications 
which is a function of electronic interference., 
transmission range and features of terrain. 
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An annual expenditure of $3,700 is required to lease 
se:earate fas:ili ties for hou~ing the Specia1- Act~on F'orce. 
ThlS expendl ture appears qUl te cost effectlve since:" 
(1) facilities are located at the Holladay Aero Building 
at Bird Field which provides an excellent location from 
which to base aircraft operations, (2) facilities are 
self-contained, that is, they include a communications 
center (S.A.F. dispatching, coordination with head
quarters, monitoj-ingcenter for ~j\C'II alarllls, and . 
operation of the:VCIN/NCIC/DMV cdmputerterminal), and 
(3) given the nature and hours of operation of S.A.F. 
personnel, separate quarters facilitates administration 
and management of the project. 

Tape recorders are used by all personnel to transcribe 
their major activities while on duty. This includes 
locations of stationary surveillance, time expended, 
circumstances surroundinK . ...,arrests, suspecious persons, 
vehicles, situations, mi],_~ driven, etc. Each day the 
S.A.F. secretary prepares typed reports of the 
activities of field units fvr the previous evening. 
The expenditure of $1,200 for tape recording equipment 
appears to be a worthwhile investment. In addition, 
all S.A.F. radio communications are documented via a 
voice activated tape recorder. Consequently, the S.A.F. 
Director can review all communications among project 
personnel in approximately 45 minutes for any given' 
day. 

A computer terminal has been installed at S.A.F. 
facilities for the purpose of querying the VCIN, NCIC 
and DMVcomputer < .systems. S.A.F. personnel feel that by 
having a terminai dedicated to their operations (versus 
using the one located at headquarters) they receive mote 
prompt and better service. Consequently, they haverat~d 
the value of the' terminal as high. Approximately 30 
inquiries are·, made per day which translates to a unit 
cost of 18 cents'per inquiry. A comparative analysis 
was not made between the S.A.F. terminal and head
quarters' terminal, to determine variance in elapsed 
time to answer inqlliries. Consequently, an analysis of 
this nature should be conducted in order to justify 
an expenditure of $2,000/year. 

/,--~~} 

Given the purpose and nature of the Henrico proj ect~/
that is, on scene confrontation and apprehension of 
armed suspects, the $600 expended for ballistic vests 
appears to be a necessary and worthwhile expenditure. 

The binoculars used by S .A.F.personnelin sta,tionary 
surveillance operations were rated as ~xcellent. Rating 
by aircraft personnel was lysS since bd.noculars in 
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general are difficult to use in a moving vehicle and 
specifically very difficult to use in turbulant air 
conditions. 

The cost of the ni5htvision scope was approximately 
$4,600. It is use primarily by air observers rather 
than ground personnel. Its overall rating by S.A.F. 
units was good; however~ binoculars appear to be a much 
more cost-effective investment in comparison with a 
night vision scope. Binoculars are smaller, cheaper 
($40) and have a magnification capability whereas a 
night scope is bulky, costly ($4,600), sensitive to 

o light interference, and cannot be used to differentiate 
colors. 

The purpose of the video tape recorder is to carry out 
surveillance of an establishment and to record sus
picious vehicles, persons, or crimes in progress from 
within an unmarked van. Covert surveillance is carried 
out by viewing a closed circuit monitor from within 
the van. Thus far, the equipment has ~'eceived little 
use by the Special Action Force and it:s overall rating 
is fair. 

Seventeen hand-held spotlights, two vest barriers, 
seventeen bullet proof helmets and one slide projector 
were rated fair to poor. ,The most expensive purchase 
was the bullet proof helmets at a cost of $1,900. Both 
the vest barriers and helmets have never been used by 
project personnel and their utility to the HIT project 
is questionable. 

2. FIXED WING AIRCRAFT 

One of the most unique and expensive pieces of equipment 
that has been used in any of the eleven HIT jurisdictions through
out the State is the Cessna 172 fixed wing aircraft that is 
currently being used by the Henrico County Police Department in 
its HIT II project. 

Sinc'e there are relatively few fixed wing aircraft used by 
police departments throughout the entire country, an in-depth 
ev,aluation of the aircraft seems warranted. Consequently, the 

"remainder of this section is devoted to : (1) describing aircraft 
operations, (2) analyzing initial investment and annual operating 
costs, (3) reviewing statistical data related to aircraft 
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efficiency and effectiveness, and (4) setting forth findings and i 

recommendations. 

(1) Description of Operations 

During the first month of S.A.F. operations (July 1974), 
all pilots were assigned to fly during the houtiof 8:00 
p.m. to 4:00 a.m. resulting in seven day coverage and support 
of S.A.F. ground tactical units. Two pilots were in the 
plane at all times and rotated duties between piloting the 
aircraft and acting as ground observer. 

During the second month of project operations, a day 
sh:t:ft was added to the flight schedule for the purposes of 
assisting uniform patrol and allowing for continued Jraining 
of pilots. The new schedule resulted in one pilot fiying 
five days/week, tl';O pilots flying five nights/week, and one 
pilot flying the remaining two nights/week. A total of 
three pilots have manned the aircraft since project incepti0p." 

The most frequent uses of the aircraft have centered on 
initiating calls regarding suspicious vehicles, responding 
to robbery and burglary alarms, and conducting roof. top and 
area searches at the scene of reported incidents. 

Some examples regarding more unique uses of ,the aircraft 

are cited below: 

The aircraft discovered and reported a forest fire in 
Hanover County. Since there were no access roads to 
the area where the fireexis ted, S .A. F .. pilots directed· 
fire fighters- to the scene from the aircraft. 

The aircraft provided surveillance of a suspected drug 
dealer for five continuous hours ,.;hi1e direc.ting and 
cQordinatingground units. This 'activity resulted in 
the suspect being apprehended and charged with the 
sale and distribution of illegal drugs. 

The aircraft assisted the Richmond.TBurecau of Police 
in apprehending a suspect who was lying unconscious in 
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the bottom of an empty pool. Since the search was 
conducted at night, the aircraft's spotlight was 
instrumental in locating the suspect. 

The aircraft spotted a stolen road grader, valued at 
$13,OOOj that was abandoned in a creek in a remote 
wooded area, and subsequently directed uniformed 
patrol to the scene. , 

The aircraft was ~sed in the apprehension of two 
larceny suspectslvho had fled from uniformed patrol and 
were hiding in a Mooded area. Using the public address 
system while circling the area, pilots encouraged the 
suspects to surrender themselves to ground units. 

(2) Analysis of Aircraft Characteristics and Auxiliary 
Equipment 

The Cessna 172 has excellent slow flight. low noise and 

long range characteristics; it can stay airborne for a 
maximum of six hours. These characteristics enable it to be 
used effectively in conducting surveillance activities from a 
high altitude during the hours of daylight or darkness. In 

addition, due to its quick response capabilities, approxi-
, 

mately 90% of the time' it is the first unit at the scene of a 

reported incident to ~hich it responds. Thus far, SAP and 
other departmental units (uniformed patrol, vice, detective, 
and traffic) believe the aircraft is an asset to overall 

departmental operatioqs. 

Auxiliary equipment used by the aircraft. during t.he 

conduct of its operations include: a spotlight, binoculars 
and mount, public address system, penetrator siren, plexiglass 
windows and a night vision scope. A brief assessment of this 

equipment is provided below. 

The spotlight provides a night light for the aircraft 
observer and ground units. It can be used effectively 
at l,OOO~feet above ground and is primarily employed for 
area and roof checks at reported B&E locations. It is 
somewhat difficult to use since it requires that pilots 
fly inA tight circling pattern to effectively 
illuminate the search area. The pilots, however, feel 
that the spotlight is definitely a worthwhile piece 0:£ 
equipment. 
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Plexaglass windows have been installed on both sides of 
the bottom of the aircraft which provide an excellent 
means for observing ground activi ties. . 

The public address system is operated through two 
speakers mounted on each side of the aircraft. Certain 
problems have been experienced with the use of this 
equipment. For example, the pilot must reduce RPHs 
of the aircraft in order to use the P.A. system at its 
full power. In addition, since the speakers are mounted 
on both sides of the plane, when the aircraft circles 
over the area, only half the power of the P.A. system 
reaches the ground. Consequently, it is recommended 
that both speakers be mounted on the same side of the 
aircraft. The public address system appears to be most 
useful in maintaining communications with ground units 
that have left their vehicles and are not equipped 
with portable radios. Thus far, the system has been 
used approximately a dozen times since project inception 
and the overall assessment of its value could be 
categorized as fair. 

The penetrator siren is tied into the public address 
system. Its purpose is to quell civil disturbances 
and/or riots. It has received little or no usage thus 
far and its utility is questionable. 

Binoculars are used for both day and night surveillance. 
The binoculars can be used effectively during daylight 
hours given good visability and nonturbulant air 
conditions. The value of binoculars ~uring night 
surveillance is marginal to poor. Since the observer 
operates both the spotlight and mounted binoculars, 
it is quite difficult to coordinate both pieces of 
equipment simultaneously. 

The night vision scope is primarily used by air observers 
in the surveillance of vehicles operating without lights 
and observing dark areas such as back lots of shopping 
centers. The overall utility of the night scope to air 
observers is considered good; however~ certain problems 
have been encountered since the night scope ha~ no 
magnification capabilities and colors cannot be differ
entiated which limits the observer's ability to identify 
suspicious vehicles. 

(3) Initial Investment and Operating Costs 

Exhibit X, on the following page, presents a price list 
composing the total cost of the Cessna 172 l'lhich includes 
addi tional equipm.ent and modifications to make the plane oper

ational as a police patrol aircraft! 
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EXHIBIT X 

May 1, 1973 

LIST PRICE OF\STAl~DARD EQUIPi.oJIENT ON SKY SENTINEL* 

Searchlight (Locator) 
Searchlight Mount 
Corr~unication Console including installation 

and public address system 
Muffler 
Observer's Desk 
Binoculars and Mounts 
Observer's Seat 
24-Volt System 
Rudder Trim 

, Hobbs Meter s 
Headsets 
Instrument Lighting 
Relief Bottles and installation 
Navcoms 
Vors 
Marker Beacon 
Glide Slope 
Transponder 
Installation of Avionics 
Windows and installation 
Rate of Climb 
Artificial Horizon 
Directional Gyro 
Observer's Airspeed and Altimeter 
Clocks 
Labor Costs for modification 

Cost of Sales (including Overhead & G&A) 

Basic Cessna 172 

.$3,180.00 
125.00 

2,580.00 
410.00 
200.00 
293.00 

'950.00 
400.00 
325.00 

50.00 
348.00 
198.00 

20.00 
2,800.00 

465.00 
173.00 
787.00 
595.00 
820.00 

2,000.00 
130.00 
338.00 
338.00 
200.00 
75.00 

8,000.00 
25,,800.00 
7,000.00 

32,800.00 
1~,500.00 

$47,300.00 

* The total cost for the modification and the additional 
equipment to make the Sky Sentinel opera'tional as a police 
patrol aircraft is $25,800.00. Because of increasing costs, 
the total purchase price of the next Sky Sentinels manu
factured will. increase by $2,000.00. The present total 
purchase price of the aircraft is $52,000.00, which thus 
represents a figure of cost plus less than 10% fee. 
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Henrico County is presently under contract to the 
Holladay Aero Corporation under a lease/purchase option plan 
and is leasing the aircraft at $1,750/month. 

Exhibit XI presents an analysis of the initial invest

ment and annu~l operating costs of the aircraft. Since the 
plane is currently being leased and all equipment, facilities 
and flight expenses are included in the lease and maintenance 
agreements, investment costs were defined as flight instruc
tion fees and the pro-rated salaries of pilots during their 
instruction period. Consequently, investment. costs approxi
mate $1.3,800. It should be noted, however, that one officer 
had previously held a private and commercial license prior to 
joining the program and, therefore, investment costs were 
subsequently reduced. 

Recurring operating costs were based on: (1) leasing 
expense, (2) aircraft maintenance and operating expense, 
(3) insurance premiums, and (4) annual base salaries for 
three pilots. Consequently, annual operating costs approxi
mate $86,OOO/year which can be calculated on a .unit cost 
basis of 58 cents per statur:,e mile flown. If Henrico County 

., .,1:\ 
purchases ~he aircraft and the salaries of pilots are hO~ 
considere4 in calculating recurring expenses, the annual 
operating costs of the aircraft would approximate $27 )'000/ 
year (based on the current maintenance contract, miles flown. 
and insurance premium). Consequently, the average cost per 
sta tute mLle flown would approximate 1.8 cents. 

(4) Analysis of Operational· Statistics 

..E~h,i,hit*'I I"o.Tht.he·fo,J:lowingpage" depicts v'a:Ti0U5'3:iT,~,,>,:':,jit'tC,;".j9' 
craft flight statistics in graphic form .. Examination of this 

exhibit reveals the following: 

Puri;ng the first six ,months of opel'at'ion~ . the aircraft 
has flown .a total of 1,056 hour.s. Nightoperations 
accounted for 79% ,0£ all hours flown. 
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Initial Investment and Annual Operating Costs ofAirc~aft 
i 

, .': 

Investmen~ Costs 

Flignt training '-'for 3 pilots: 

• Sgt. Lewi~- - private and 
commercial licenses 

*. Officer Phillips - instruct
ors and instrument license 

• Officer Cary - private 
license 

Total 

Training Costs and. Pilot 
Salaries 

- Total Investment Costs 

Flight Elapsed 
Training Calander 

Hours Time: 

" 
200 hrs. 4 months 

40 hrs.' 6 weeks 

50 hrs. 3 months 

290 hrs. 8.5 rr.onths 

$4,687 $9,067 

$13,754 
=,. -. 

.. 
,. ~ 

Annual Operating Costs 

.. 
• Pt.lrchase/lease agX:Plement with 

Holladay Aero for i",'essna 172 
($1,750/mo. x 12) 

• Maintenance contract. including 
gas, oil; hanger and mechanical/ 
electricCl,:L, main,tenance ($12/flight 
hr. x 2,,~-1,~')1 annual hrs.) 

, --.~ 

• Annual InsUrance Premium 

• Annual Base Sala.ries for three pilots 

Total Annual Operating Costs 

Average cost per statute mile flown 
$86,008/(2,124 hrs. x 70 MPH av'g. 
ground speed) 

Annual 
Operating 

COS.ts 

$21,000 

- 25,488 

1,597 

37,923 

$86,008 

$.58 

-' 

'~' ____________________________________________________ ~ ______ JL __ ,~ ____________________________ ~ ____________ ------------~! 

.. ('-'i 
* ,Officer Phillips had pr,eviously held a priVate and conunercial license prior t'o joining the HIT Project', 

' .. 

'-'----------

(i 
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HENRICO COUNTY HIT PROJECT: 

AIRCRAFT FL1GHi STATISTICS 

TOTAL FLIGHT HOURS LOGGED 
ON AIRCRAFT-ALL SHIFTS 

JUL. AUG. SEPT .OCT. NOV. DEC. 

DOWNTIME FOR WEATHER 
CONFLICTING WITH NIGHT 
OPERATI ONS 

n 

SCHEDULED VS. ACTUAL 
NIGHT FLI GHT HOURS 
( ~ DENOTES SCHEDULED) 

DOWNTIME MAINTENANCE 
(UNSCHEDULED) CONFLICTING 
WITH NIGHT OPERATIONS 

;; lzy--t--HMHl 
a:; 
~ 

~ 

* CALCULATION-TOTAL NIGHT FLIGHT HOURS/SCHEDULED FLIGHT NIGHTS' 
*. STATI5TICS NOT GATHERED DURING FIRST 2 MONTHS OF OPERATIONS 

DAYTIME FLIGHT HOURS 
(WH I CH ARE NON-SCHEDULED) 

~O~+--~~~'~~.i~~-+--~ 
~ 
o 
:r q!;l-i--~".~-ti; ,!-+fJli'i":I-'f---+--l 

VI 

AVERAGE RESPONSE TIME 
DAY AND NIGHT 
ALL INCIDENTS 

~ 2. U'-l __ -+--I--+--i-~I-I 
~ 
Z 

~ 1.5H~~~~~~4T~~~~~~ 

- - - -
AVERAGE HOURS FLOWN 
PER NIGHT* 

6;--i-~---+·~ r+--+--~ 

VI _4. a:: 
::::I o· 
:Z:;3' 

2 

ARRESTS MADE WITH MAJOR 
ASSIST FROM AIRCRAFT 
DAY AND NIGHT 
ALL INCIDENTS** 

·11 
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Aircraft utilization, based on actual versus scheduled 
hours of night flight, was 66%. 

Of the 34% differential, 18% can be attributed to d01VIl
time due to weather with an additional 4% attributed 
to unscheduled maintenance. Consequently, 12% of 
scheduled flight time was not achieved due to other 
reasons. 

The average time flown/night was 4.S hours. 

The average response time to all incidents both day and 
night was approximately 90 seconds. 

A total of Sl arrests were made through assistance pro
vided by the aircraft. (Arrest statistics were not 
available for the first two months of operations.) 

In addition to the above, Exhibit XIII provides data on 
aircraft activities regarding calls for service, type and 
frequency, and ground units supported. 

(5) Summary of Findings 

A number of findings are given below regarding the 
overall effectiveness and operations of the aircraft employed 
by the Henrico County HIT II project. 

The acquisition and operational results of the airnraft 
are an asset to the overall law enforcement function 
in Henrico County. (Both S.A.F. and other departmental 
personnel are of this opinion.) Thus far the aircraft 
has been used in a number of unique and diverse situa
tions, and has been instrumental in the apprehension of 
various offenders. Its most valuable capabilities 
include the ability to: (1) conduct roof and area checks 
during hours of daylight or darkness, (2) reach the 
scene of an incident in a short period of time, (3) 
stay airborne for extended periods, and (4) provide long 
range vehicle surveillance due to its slow flight 
and low noise characteristics. 

The utilization of the aircraft has been quite high 
given the number of available pilots, training require
ments and weather conditions; unscheduled maintenance 
has been relatively low. 

The current S.A.F. facility located in the Holladay Aero 
Building at Bird Field is an ideal location from which 
to base airctaft operations. 
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EXHIBIT XII! 

Aircraft Service Statistics 

Y-T-D Description of Aircraft Activities (6 Months) 
Monthly 
Average 

· Number of calls initiated by aircraft 

• Number of times aircraft dispatched 

• Number of voluntary responses to provide 
backup services 

· Type and frequency of units supported: 

- SAF 

- Non SAP 

· Major types and frequency of calls 
responded to: 

- Armed robbery 

- Burglary 

- Traffic 

~ Fire 

- Assaults 

- Disturbance 

~ Prowler 

- Suspicious vehicle 

. Primary Activities of Aircraft 
(Over 7-rnonth Period) 

- Roof and area check,::> 

- Vehicle pursuits 

203 

154 

394 

109 

409 

55 

232 

15 

13 

2 

17 

7 

73 

297 

15 

33.S 

25.7 

65.7 

lS.2 

68.2 

9.2 

38.7 

2.5 

2.2 

.3 

2.8 

l.2 

12.2 

49.5 

2.5 
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(6) 

Certain auxiliary equipment used by the aircraft 
appears to be of marginal value, that is, the public 
address system, penetrator siren and night vision scope. 

Currently, three pilots cover two shifts of flight 
operations. Existing schedules and extended periods 
of flight cause pilot fatigue. At times pilots are 
assigned to fly a shift without having a back-up or 
co-pilot in the aircraft. Since the beginning of the 
project, major changes in S.A.F. personnel (or turnover) 
have involved pilots. 

Aircraft operations are presently under the command of 
the B.A.F. director. Consequently, flight schedules 
are primarily developed to coincide with S.A.F. opera
tions. Although this appears reasonable, given that 
the aircraf't was acquired as an integral part of the 
HIT II project, the following factors should be taken 
into consideration: 

The aircraft has provided more support and is 
consequently of more value to overall departmental 
operations. When assessing the value of the air
craft to HIT II operations, S.A.F. personnel ranked 
it as moderate. However, when rating the aircraft 
on a departmentwide basis, personnel assessed its 
value as high. Operating statistics indicate that 
the aircraft supports and provides mOTe services 
to other departmental units than it does to S.A.F. 
units. 

Recommendations 

Three major recommendations regarding the acquisition, 
direction and operations of the fixed-wing aircraft are set 

forth below: 

At the end of the first year of the project (June 1975), 
approximately $100,000 will have been expended on pilot 
training and operational costs of the aircraf,t. Given 
the favorable performance of the aircraft and funds 
invested thus far, it is recommended that the Cessna 
172 be purchased by Henrico County and made a permanent 
part of the departmental operations. 

The aircraft should be placed under the overall direction 
of the uniformed patrol division. The current S.A.F. 
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facilities should be used as the base of operations 
with the S.A.F. Director acting as supervispr of all 
pilot personnel. 

In order to provide expanded services for all depart
mental operations, two full shifts should be implemented. 
Each shift should be staffed by two pilots, each possess
ing private and instrument licenses. Shift duties should 
be rotated between piloting the aircraft and observing. 
Thus, one pilot would fly no more than four houTs/day 
and a co-pilot would be present in the aircraft at all 
times. Implementation of this schedule would require 
an additional three pilots. Exhibit XIV, on the follow
ing page, presents a sample flight schedule and staffing 
requirements for two shifts of aircraft operations. 

3. TAG II ALARM SYSTEM 

Henrico County purchased a TAG II alarm system to support 
project operations. The approximate cost of the equipment was 
$25,200 and included: 

135 sensor devices (money clips, foot pedals, tape 
and magnetic switches, and photo cells), 

Two 20-channel receivers allowing 40 devices to be 
placed on-line at anyone time, and 

Other related equipment. 

The decision to purchase the system was based on limited 
information as to its adequate performance in the HIT II project 
setting: 

Henrico County appeared to be the first police depart
ment to use the equipment in a relatively large geo
graphi-c, suburban setting. Prior equipment usage 
occurre,d in relatively high densi ty, small geographic 
areas in an urban environment. 

The system could have also been installed using a 
repeater station at an additional cost of $4,000 which 
would have extended its range by a factor of three. 
However, the repeater station was not used and the 
system's range is 7 to .10 miles which requires that a 
uni t b~ placed in a mobile v·ehicle so as to cover 
target areasC and D. 
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- - - - ~- - - -HENRICO COUNTY HIT PROJECT: 
SAMPLE FLI GHT SCHEDULE AND STAFF ING REQU I REMENTS 

VEEK S 

I NONE 
2 X 

3 X 

4 X 

7AM TO 4PM SHIFT BY 
WEEK AND DAY OF WEEK 

M T W 

X X X 

NONE X X 

X NONE X 

X X NONE 

T 
X 

X 

X 

X 

5 X X X· X NONE 

wEEK 5 

I X 

2 X 

3 X 

4PM TO lAM SHIFT BY 
WEEK AND DAY OF WEEK 

M T ,W 

NONE X X 

X NONE X 

X X NONE 

T 

X 

X 

X 

4 X X X X NONE 

5 X X X X 

SH I FTCOIJERAGE 
BY WEEK AND DAY OF WEEK 

\.lEEK S 
1 N 
2 C 

3 C 

4 C 

5 C 

N(NIGHT) 
N(NIGHT)=4PM-1AM 
O(DAY) -7AM-4PM 
C(COMBINEO)=7AM-1AM 

M T W 

D C C 

N 0 C 

C N 0 

C C N 

C C C 

X 

T 
C 

C 

C 

0 

N 

F 
X 

X 

X 

X 

X 

F 
X 

X 

X 

X 

X 

F 
C 

C 

C 

C 
C 

5 

X 

X 

X 

X 

X 

S 

X 

X 

X 

X 

X 

5 

C 

C 
C 

C 
C 

DAY OF PILOT 
WEEK 1 

SUN. 4PM-1PM 

HON. OFF 
TUE. OFF . 
\lEO. 4PH:-l AM 
THU. " 
FRI. " 
SAT. " 

SAMPLE PILOT SCHEDULE FOR 
FIRST WEEK OF OPERATIONS 

PILOT PILOT 
2 3 

OFF OFF 

OFF 7AH-4PM 

4PH-IAM 1\ 

" " 
" 

II 

" " 
" OFF 

PILOT PILOT 
. 4 5 

OFF 4PM-1AM 

7AM-4PM OFF 

" 4PM-1AM 

•• OFF 

" OFF 

OFF 7AH-4PH 

7AH-4p"I 7AM-4PH 
< 

Each pilot would fly 5 days per week on a 5 week rotating schedule 
that would provide aircraft cQverage 7 days per week 

Generally, pilots rlOuld ~ave 2 consecutive days off during each week 
and once every 5 weeJ.:s these days would fall on Saturoay and Sunday 

Maximun aircraft coverage would be provided on Friday and Saturday 

• Two pil ots would be ass; gned to the ai rcraft duri:1g f1 ~ ght hours that , 
would result in the following benefits: 

- Out i es would be shared between pi lot i ng the at. rcraf~and .observi ng. 
Consequently, pilot fatigue would be reduced since 'each pilot would 
fly only four hours/day. 

- At all times two pilots would man the aircraft thus providing neceS
sary pilot backup if required. 
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(1) Maintenance and Utilization 

Approximately two to three months into the project, 
two S.A.F. officers were specifically assigned the respon
sibilities of placement and maintenance of electronic sensor 
devices. Since they possessed the required knowledge and 
expertise, the specialization of this function appeared 
appropriate. 

Their responsibilities and duties include the following: 

Installation, testing and maintenance of TAe II equipment 
including sensors, transmitters, aerials and receivers 

Installation of receivers in cars for mobile operations 

General maintenance of all communications equipment. 

The utilization of the system over the course of the 
project, however, has been low due to the following reasons: 

Stray radio frequencies have been picked up by the 
system which have caused equipment malfunctions and 
have accounted for a significant number of false alarms. 

In an attempt to improve the functioning of the equip
ment, an aerial was installed on top of the rescue 
squad's antenna based on the advice received from a 
telephone company engineer. The installation was 
completed at the end of September at a cost of $50. 
The fUnctioning of the equipment had not improved. 

During the last two weeks of September, 20 of a possible 
40 on-line devices were out of service. 

The entire system was out of service during the first 
2 weeks -of October. 

As a final attempt to correct the malfunctioning equip
ment, it Was returned to the manufacturer at the end 
of October to install electronic filteri in an attempt 
to screen out erroneous frequencies. 
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Sinc.e that time, the availability and utilization of 
the system has improved. During the month of January 
1975 the false alarm rate dropped to 66% from a year
to-date figure Of 93%. 

(2) Operating Results 

Since project inception, 43 commercial robberies have 
occurred in the target areas. Of these 43 robberies, 9 

(or 21%) occurred in establishments where serisor equipment 
was installt~d. Consequently, the strategy for p1acemcmt of 
sensor equ:i,pment has improved considerablY since the begin
ning of the project. A disturbing fact, however~ is that no 
arrests have resulted through the use of this equipment. The 
major reasons for lack of arrests appear tobe a combination 
of.: (1) delayed activation of sensor equipment by indivHluals 
\vho have been victimized, and (2) slow response time ofS.A.F. 
units. It should be noted that a false alarm rate of 93% 
probably contributes to the slow response tim~. 

Over the past seven months, 140 commercial burglaries 
have occurred in the target areas; however, sensors are not 
used to detect commercial burglaries even though 55. devices 
(type switches, magnetic switch'es and photo c",'lls) are 
available for installation. The lack of utilization of 
burglary intrusion devices is Cluestionable when one considers 
the fOllowing: 

A major objective o£ the HIT project is to -reduce 
commercial burglaries within Henrico County by 10% 
in one year 

140 commercial bUrg,laries have occurred I'n the target 
areas in comparison to 43 robberies o~er the past ~eVen 
months 

, . ' , \){~':""i'> ! ' 

The value of property :stolen in. commeTG'i-a:li;~hurglaries 
has exceeded that s'tolen in commercial roboer;~_e.sbii-). 
$57,300. 
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(3) Recommendations 

The following recommendations are set forth regarding 
the future useQ£ the TAe II alarm system: 

Two relatively small geographic areas should be 
selected periodically for electronic surveillance 
based on currerlt'target crime patterns and intelligence 
data. . 

A mix of 20 robbery and burglary sensors should be 
installed in each area selected. 

Both of the two $ 20 channel,'TAC II receivers should be 
installed in unmarked cars or"vans and these mobile 
units should be located in each electronic surveillance 
area. 

The mobile receiver should be strategically located no 
more than one mile away from any of the twenty sensors 
in a given area. 

Each rec~iver should be monitored 16 hours per day. 

Additional technical assistance should be sought from 
the manufacturer'or sales representative regarding 
efficient operatlon of equipment. 

Employees of com¢ercial establishments should receive 
specific instruction on the purpose, operation, and 
activation of sensor equipment. 

It is hoped that, the above recommendations will result 
in the following benefits: 

Sensor equipment would be used for both commercial 
robbery and burglary 

False alarms would be reduced due to technical assis
tance received from the equipment manufacturer and 
better instruction of employees of commercial 
establishments. 

The probability of on-scene apprehensions would be 
increased due to the following reasons: 

Response time to TAC II alarms should be signifi
e;antly itnproved 

Sensors wduld be monitored 16 hours per day by 
mobile field units that would be no more than one 
mile away from pote.ntial target locations. 
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VII. EVALUATION OF PUBLIC INFORHATION ELEMENTS 
~.-

This section describes the public information activities 
carried out by the S~A.F. unit in order to improve police/ 
community cooperation in conjunction with HIT II project 
activities. Public information activities included: 

personal visits by S.A.F. personnel to the majority 
of business establishments in the target areas, 

informing owners, managers and employees of the 
general purpose and nature of the HIT project, 

distributing literature that described what to 
do in the case of armed robbery, 

pointing out serious deficiencies in the physical 
security of buildings, 

documenting certain critical information regarding 
business security, hours of operation, etc~, that 
would be helpful to S.A.F. personnel in carrying out 
their activities, and 

distributing instructions, wh~re appropriate, 
regarding operational procedures of TAC II alarm 
equipment .. 

Prior to implementing the HIT project six S.A.F. officers 
contacted approximately 550 business establishments in the 
target areas oV'er a three l'leek period. Owners and employers 
were briefed on the nature and purpose of the HIT project and 
deficiencies in the physical security of buildings were brought 
to the attention of propriators. 

Each establishment received a leaflet describing what to do 

in the case of armed robbery. Exhibits XV and XVI, on the fol
lowing pages, present the written directions given to business 
~ersonnel regarding the system. 
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EXHIBIT XV 

. HENRICO COUNTY HIT PROJECT: 

HOLDUP , , f1 • 

DON'T ~ES;TATE ~ oAu222 -1837 
1. CALL POLICE 

2. FlU. IN ALL BLOCKS OF MEMOR...tH'~j)UM 

tADlQ KOLOUP MEMORANDUM Henrico Police Depomntnt 

WEAPON I 0 R05aERY I ANY INJURED. \ TIME ! TYPE Of 6LlSIN ESS o ATTEMPT 0 YES 0 NO I 
-:-::LOCA=TI=ON:-:------!.-=---...!-:::..- I CX)MMITTED BY 

DESCI. I COLOR 
NO. , 
HAT (Color and Type) 

! AGE 

IF AUTO, OESCRI8E llneludeLl ...... No.) 

I h'EIGHT I WEIGHT I HAIR 

'I JACKET (eclor and Type) 

DIRecTION TAXEN 

Hand this information to Police 

ICMli 

The first police officer responding will broadcast your informa
tion over Police Radio. Every police car .in l1enxieo will 
he seeking suspects. 

POllCE NEED YOUR HELP 

TO APPREHEND CRIl\llNALS 

SAF·2 7/1/74 
i-.! 
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EXHIBIT XVI 

HENRICO COUNTY HIT PROJECT: 

HERE IS HOW YOU CAN HELP YOUR POLICE 

1. Don't panic. Remain calm if a holdup takes place. 

DO NOT RESIST. 

2. Ohserve. Be ;ndentification conscious. Look for unusual 

features. 

3. Call police first- 222-1837-and soundalann as soon as 

possible. 

4. Proted the Cflme scene. Stop others from disturbing 

articles of evidence. 

5. Don'~ trust your memory. Jot down all information 

immediately. 

6. Do not discuss holdup with anyone until police question. 

ing is completed. 

'7. Supply all facts. Be willing to make positive identification. 

8. Prosecute arrested criminals. 

DIVISION OF POLICE 

It. A. I!IECK 
CO\lIfTY )IIAHAGD COLONEL WILMER J HEDRICK 

Ch,.f of Poke 
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During each visit, certain critical information regarding 
the business was documented on a "Business Index Card" which was 
later filed at S.A.F. headquarters. Information recorded on 
each Index Card included: 

Name and address of business 

Type of business and target area location 

Business and emergency telephone numbers 

Normal hours of operation 

Type~ brand and location of safe 

Type and nature of alarm system 

Other security measures including watchmen, 
dogs and weapons 

Special notes. 

Once the project became operational, those establishm~nts 
that were selected to receive a TAC II alarm sensor, were given 
verbal and written inst'>}ctions regarding operational procedures 
to be followed in the use of the equipment. Exhibit XVII, on 
the follo~ing page, presents the written directfons given to 
business personnel regarding the system. 

The public information and educational activities initiated 
by the S.A.F. unit appear to have been positive measures 
resulting in improved police/community relations. The level of 
effort expended by S.A.F. personnel was significant and adequate 
to disseminate sufficient information to county businesses. 
The business sector has interpreted the efforts of S.A.F. 
personnel as a sincere action to reduce crime within the 
County and, in general, have coope;:-ated quite well 'with 

S.A.F. units. 
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EXHlBIT XVII 

DIRECTIONS REGARDING FURNISHED ALARM SYSTEM 

In an effort to reduce robberies through a criminal apprehension 
program, the Virginia Division of Justice and Crime Prevention and 
the County .of Henrice have furnished to the Division .of Police of 
Henrico County, alarm equipment that will be installed in selected 
businesses and areas of the County on a temporary need basis. 

Electronic radio transmitters and activators have been installed in 
yeur place of business for use in an armed robbery incident. These 
alarms are to be used in an armed rebbery incident .only and sheuld not 
be used for any other reasen. Any other use or repea:ted accidental 
setting off of the alarm will result in the removal of this equipment. 
In the case of an accidental setting off .of the alarm equipment, please 
call 737-4118 or 737-4119 immediately. These phone numbers will connect 
you with a Special Actien Ferce command post (SAF). Advise the answertng 
party what business place and address you are calling from and that the 
alarm just transmitted was accidentally actuated. 
\ 

Those business places equipped with pedal switches should cautien em
ployees not te incur any risks in trying to activate the pedal switch. 
If it is theught that the perpetrators .of the rebbery weuld see yeu 
activating the alarm, we suggest that you not do so and use cautien in 
deing anything which might aggravate the situatien or cause you to be 
harmed by the .offenders. In the event you choose not to actuate the 
alarr:t ':while the offender is present, we suggest yeu activate the alarm 
at the first oPPol'tuni ty which commen sense dictates. 

These business places equipped with money clips in the cash registers 
should inform their empleyees te pull the meney in the clip prior to 
ether meney in the register during an actual rebbery. 

If police .officers de not arrive en the scene befere the rebbers have 
fled, immediately call 222-1837 and a description sheuld be furnished 
the pelice dispatcher se an immediate search may be instituted fer the 
p.erpetraters of the crime. 

Your individual ceoperat.ien in this endeavor will be of benefit to the 
law enforcement officers who are attempting te serve you, and this 
effort will assist yeu in redUCing the ecenomic less to your business 
establislunent. 

WJH/crs/fl 

.,1 -) \.) J /". • 
// /".//>:.V~/~ . . "//(:.. 
{q • \ .F. Hedr~ck 
Chief of Pelice 
County .of Henrico 
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VIII. EVALUATION OF PLANNING AND SUPPORT ELEMENTS 

This section of the report presents findings and recommcn
datio~s regarding the evaluation of planning and support elements 
of the Henrico County HIT II Project. Evaluative findings and 
recommendations include: (1) Crime Spe~ific Planning preceeding 
project operations, (2) overall training received by S.A.F. 
personnel, and (3) activities of support personnel. 

1. CRIME SPECIFIC PLANNING 

In order to develop a viable plan for the Henrico County 
HIT proj ect, it 'was necessary to conduct a thorough study centering 
on various analyses of offenses, victims, offenders and high 
incident locations. Based on a preliminary analysis of data, two 
offenses and four areas were identified as targets for the Henrico 
County HIT project. 

(1) Target Offenses 

Over the past years Henrico County had experienced a sig
nificant increase in the incidence of robbery. A compilation 
of robbery statistics for a five-year period indicated this 
increase: 

YEAR 

·1972 
1971 
1970 
1969 
1968 

NUMBER OF ROBBERIES 

113 
95 
67 
47 
25 

A comparison of the robbery offenses in Henrico County 
as opposed to the national trend indicated that the incidence 
of robbery had increased 352% over 1968 levels within the 
County whereas the nationwide increase during the same period 
of time was approximately 60%. 

VIII-I 
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A further analysis of robberies committed durinJ~ 1972 
revealed the following breakout between commercial:r-ubbcry 
and other robberies: 

TYPE 
------"1 

Commercial Robberies I 

Service Stations 
Restaurants 
Rental Offices 
Drive-In Theatres 
Drug Stores 
Motels ' 
Grocery Stores 
Quick Food Stores 

Other Robberies: 

TOTAL 

NUMBER OF OFFENSES 

58 

12 
2 
1 
1 
2 
4 

15 
21 

55 

113 

As evidenced by the above table, commercial robberies 
accounted for more than 50% of the total. 

In addition to b€dng a serious offense, commercial 
robberies resulted in, the death of three victims dur~ing a 

I 

six month period from September of 1972 through February of 
1973. Consequent1y~ Henrico County had selected commercial" 
armed robbery as the ~rimary target offense to be reduced by 
its HIT projecto 

County records also revealed the following reported 
burglaries from 1968 through 1972: 

YEAR NUMBER OF BURGLARIES 

1972 
1971 
1970 
1969 
1968 

1,846 
1,825 
1,840 
1,934 
1,673 

This table shows a 10% increase in burglary incidentS' during 
the five-year reporting period. While this. percenta,ge . 

, II 
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increase was not large, consideration was given to the 
seriousness of the offense in terms of both public concern 
and monetary loss. In addition, the national burglary rate 
for 1972 decreased by 2% over 1971; in Henrico County there 
was a slight increase. 

In 1972, Henrico County's nonresidential burglaries 
accounted for 43% of the total reported burglaries. A review 
of the total residential units (54,779) and nonresidential 
units (5,100) in the county showed a rate of one residence 
out of every 53 and one nonresidence out of every 6 was 
burglarized in 1972. When considering the greater 
number of residences as opposed to commercial establishments, 
there was an inordinate amount of nonresidential burglaries 
occurring in the county. Consequently, Henrico County had 
selected nonresidential burglary as a secondary target offense 
to be reduced by its HIT Project. 

(2) Targe't Areas 

There are five geographic areas within Henrico County 
in which a significant number of commercia:l establishments 
are clustered. The remaining number of businesses are 
relatively scattered throughout the county. Four ,of the five 
areas were designated as targets for the HIT Project. The 
fifth area, which coincides with patrol Beat 14, was to be 
used as a control area for evaluative purposes. 

The breakdown of offenses by target area is given below 
for 1973: 

TARGET AREA 

A 
B 
C 
D 

ROBBERY 

11 
18 
15 

2 

VIII-3 

BURGLARY 

71 
30 
40 
29 
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These target areas accounted for 64% o~ all commercial 
armed robberies and 26% of all nonresidential burglarie~ 
occurring in the county during 1973. 

',', ' 

Of the four areas, Target Area A experienced the most 
frequent number of robberies. It comprises parts of Beats· 
3 and 4 £rom Seven Pines along Nine Mile Road west to 
Masonic Lane and on Route 60 from Brittles Lane to Seven Pines. 
Consequently, it is a linear target that included the com
mercial establishments located along two major county roads. 
Area A is the largest of the four targets. 

Target Area B is similar to A in that it also is a linear 
targe·t that includes the commercial establishments along two 
major roads. It is comprised of parts of Beats 5 and 6, Cool .. 
Lane, Route 360 from Richmond City limits to Laburnum Ave!nue 
and Laburnum Avenue west to Richmond City limits. It experi
ences the most frequent number of burglarieso 

Target Area C is comprised of parts of Beats 6 and 7, 
Route 1 from the city limits north to Mountain Road, and 
Lakeside Avenue from Route 1 to the Richmond City limits. 
Area C experiences the second most frequent number 'of rob

beries and burglaries in the four target areas. It also is 
a linear target that includes the commercial establishments 
along two primary roads. 

Area D is unique from the other three target areas in 
~that it is a geQgraphic area which encompasses an industrial 

park. This area e~periences the lowest number of robberies 
and b;urglaries. It overlaps with parts of Beat 9 and is 
bounded in the following way: from Westwood Avenue at the 
City limits westwar~ to Broad Street, from Broad Street and 
Westwood west to U.S. Route 33, north on Route 33 to Bethlehem 

Road, east on Bethlehem Road to Jacque Street, then southeast 
to Westwood Avenue. 

'l,: 
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The locations of the four target areas and the control 

area are shown in Exhibit XVIII$ on the following page. 

(3) Additional Baseline Data 

To facilitate detailed tactical planning, additional 
baseline datn were ga~hered. These data included: 

The trend of commercial armed robberies and non
residential burg~aries from 1970 through 1973 

Commercial armed robberies by time and day for 1973 

Value of property stolen by target offense by month 
for 1973 

Trend of selected index offenses from 1970 through 
1973: 

Other Robberies 

Other burglaries 

Auto theft., 

Profile of suspects arrested for commission of target 
crimes in design~ted areas for 1973 

Commercial armed robbery by weapon used for 1973 

Nonresidential burglaries by place of entry for 1973 

Commercial armed robberies and nonresidential 
burglaries by structure for 1973. 

Data were analyzed within the offense, offender, and 
setting categories for the identification and definition of 
specific problems and to facilitate additional tactical and 
evaluation planning. The results of the analysis are given 
below: 

'J -

Over the past four years there has been a definite trend 
upward in commercial armed robberies on a countywide 
basis whereas the nonresidential burglary trend has 
been erratic; this offense, however, increased 17% 
from 1972 to 1973. Sixty-four percent of all commer
cial armed robberies occurred within the target areas 
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whereas only 26% of the nonresidential burglaries were 
committed there. The peak months for robbery are March, 
November, and December;. those for burglary are January, 
March and May. 

Commercial armed robberies occurred most frequently 
throughout the county on Friday between the hours of 
6 pm and 12 am. l However, the frequency of offenses, 
time and day of pccurrence varried by target area. 

The target areas accounted for 53% of the value of all 
property stolen in the county during 1973. The amount 
in each of the a~eas ranged from $19,000 to $37,000. 
The total value lost in the target areas through robbery 
and burglary was $49, 000 and $69, 000 respectively. The 
corresponding countywide totals were $65,000 and 
$159,000. (The above figures were adjusted to eliminate 
one robbery offense which accounted for the loss of 
$124,0000) 

The typical profile of the nonresidential burglar was 
a white male 14 to 17 years of age who resided in Henrico 
County. The typical profile of the commercial armed 
robber was a black male 14 to 20 years of age who resided 
in the City of Richmond. 

The most frequently used weapon in commercial armed 
robbery was the :b.andgun. It accounted for 83% of the 
weapons used -- specifically in Target Area B. The 
remaining weapon· types, shotguns and knives were used in 
a small number of offenses. 

The most frequent places of entry during nonresidential 
burglaries were doors and windows. Roofs and walls 
accounted for onlj 4% of the alternate methods of entry. 

CountYlvide commercial armed robbery was most frequently 
committed in convenien.cestores, service stations, 
quick-food stores, and supermarkets. Robberies of these 
four types of establishments accounted for 69% of the 
total number of offenses. The three most victimized 
~ypes of establishments by target area were: 

Area A: 

Area B: 

Area C: 

Are.a D: 

Supermarkets, drug stores, service 
stations 

Service stations, cleaning shops, 
supermarkets 

Convenience, quick food, ABC stores 

Experienced only two robberies com
mitted in "other" types of structures. 

, VIII-6' 



I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I" 

I 
I 
I 
I 
I 

countywide nonresidential burglaries we:re most 
frequently committed in schools, churches, service 
stations, and drug stores. Burglaries of these 
four types of structures accounted for 34% of the 
total offenses. The three most victimized types of 
establishments by target area were: 

Area A: 

Area B: 

Area C: 

. Area D: 

Supermarkets, drug stores, 
service stations 

Service station, cleanin~ shops, 
supermarkets 

Service stations, restaurants, 
drug stores 

Most occurred in "other" types of 
structures (an industrial park 
resides in Area D). 

(4) Assessment of Planning 

Assessment of the Henrico County Planning process was 
based upon the follmving criteria: 

Adequacy of baseline data and crime specific 
analysis 

Identification of problems 

Dev'elopment of realistic proj ect obj ectives 

Design of intervention tactics tailored to identified 
problems. 

The collection and analYSis -of baseline data appeared to 
be adequat~,. In fact.!' the gathering of baseline data in 
Renrico County appears to have been one oftha most compTe
hensive efforts undertaken by a HIT Project jUTisdict:i()n:~ 

Planning activities included the collection of data by 
- " -

year, month, target areas, control area, and other locations. 
These dat-a provided t~e basis for anlayzing offenses, .1 
offenders, crime settings, and tactical strategies. 
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Baseline and offense data included: 

Trend of target offenses 

Value of property stolen 

Trend of other crimes of opportunity. 

Offender data included: 

Sex 

Race 

Age 

Residence 

Recidivism record 

Weapon used 

Place of entry. 

Setting data included: 

Structures victimized. 

Tactical data included: 

Offenses by time, day, and location 

Based upon an analysis of the above data~ problems were 
sufficiently identified to permit the dev.elopment of proj ect 
objectives and tactical strategies. The major objective of 
the HIT Project appeared to be realistic while the ,corollary 
objective of reducing residential burglary by 10% was some-

~.' '" ~ .. 
what ambitious based upon a lower incidence of this o..:.<~nse 

in the target areas. 

The design of intervention tactics tailored to identified 

problems or the establishment of the problem/solution link was 
also evaluated. The' assessment was based upon \"hether or not 
the planning process made provisions for addressing the 
following questions • 
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What action ii required to reduce the problem? 

What resources are needed to carry out these activitiest 

What organizat.ion should have the responsibility of 
managing and controlling these activities'and 
resources? 

What other alternatives exist for attaining objectives? 
I 

Wha t is their Ey'obable imp,act on the problem? 
f 

What was the strategy selected? 

The pla.nning activity as set forth in the Henrico County 
HIT II grant application clearly delineated the intervention 
activities or actions required to reduce identified problems; 
the resources necessary to. conduct these activities were 
carefully detailed and an organization was designated to 
manage and control the projecto Alternative methods of 
reducing problems and their probable impact IlTere explored and 
evaluated. Based on the results, a particular project 

strategy was selected; for implementation. In summary, it 
appeared that the major steps in the planning process 1vere 

covered in the Benric~ County HIT planning process in a logis:al 
and systematic manner. 

(5) Recommendations' 

. 
The initial crime specific planning carried out by mem-

bers of the Henrico C~unty Police Department was thorough and 
comprehensive in nature. However, when compa:-ing the past 
seven months of project operations with the baseline period, 
one finds that the incidence and location of target offenses, 

have chan,ged considerably. For example, the numb~r of com
merical rqbberies committed in the ~ounty during the single 
month of January 1975 equals"thenumber committed during the 
entire year of 1969. Previously, 64% of all commercial roh
beries occurred in .the target areas; since project inception, 
47 % of the robberies occur in target areas • Burglary is arso' 
on the decline in target areas (26% historically versus 23%' 

cur.TentlyJ. 
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Consequently, it is recommended that baseline data 
be updated and analyzed. All offense reports and supplements 
of commercial robberies and commercial burglaries comm.itted 
in the entire County from January 1974 through the present 
should be analyzed to determine patterns of incidence in 

terms of: (1) time of day, (2) day of week~ (3) type of 
I 

establishment victimized, and (4) location of establishment. 

I Analysis of offenses should be conducted on a continuing 
basis in order to support stratigies regarding location of 
stakeouts, hours of surveillance and placement of sensor 
equipment. 

2. OVERALL S.A.F. TRAINING 

Prior to commencing HIT Project operations, members of the 
8~pecial Action Force received seven' courses of instruction which 
amounted to 68 hours of training. The purpose of this section, 
therefore, is to assess the value of this training to the overall 

I 

operations of the HIT PToj~cto 

(1) Findings 

Exhibit XIX, on the following page, presents a com-
posite rating of project training received by S.A.F. personnel. 

, 
Relative ranking of project instruction was developed in the 
following manner: 

A sample of five S.A.Fo officers were asked to rate 
each cOUrse of instruction according to its value to 
them on a scale of high, moderate or low which 
translated to a numeric score of 3, 2 of 1 (S.A.F. 
management was not asked to assess training since 
they were primarily responsible for course development 
and/or instruction). 

As can be seen in Exhibit XIX, the majority of train

ing centered on firearms, surveillance techniques~ field 
. problems and tactics, and tactical approaches to crimes in 
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Instruction or Training 

Firearms 

Surveillance Technique 

Field Problems & Tactics 

· Tactical Approaches to Crimes 
in Progress 

· . Legal Aspects Relating to 
S.A.F. operations 

-. FBI Philosophy of Shoo~ting 

· Air Surveillance , 

Total 

- - - -
Rating of Project Training 

Hours 

32 

14 

8 

8 

2 

2 

2 . 
.-'.-

68 Hours 

instructor 

J. Eberly 

Sgt. Garner 
Sgt. Powell 
Capt. Sutor* 

Lt. Schesventer 
Sgt. Garner 
Sgt. Justice 
Sgt. Powell 

Lt. Schesventer 
Sgt. Justice 

COlJlIIlonwealth's 
~ttorney:* 

Spec:i,al.Agent* 

State Trooper 

* Non"Henrico County Police Personnel. 

.''1 

- .. _-- -

Composite Assessment 
by S.A.F~ Personnel 

Excellent 

Excellent 

Excellent 

Excellent to Good ., 

Fairt.o Poor 

Fair to, ,Poor 

Poor 

u 

(! 

-';' 

- ; 

/! 

tyj. 
>< ::r:: 
H 
tx:f. 
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progress. These courses accounted for 62 hours or 91% of 
all instruction and were rated as either "excellent" OT 

"excellent to good." 

The wOTst elements of training centered on: (1) legal 
aspects related to S.A.F. opera~ions which was taught by the 
Commonwealth's Attorney, (2) the F.B.X. philosophy of 
shooting which was taught by a Special Agent, and (3) air 
surveillance which was taught by an officer of the State 
Police. 

An analysiS of the results of the special questionnaire 
contained in Appendix A reveals the following: 

(2) 

93% of S.A.F. personnel felt that the specialized 
training they received was either excellent or 
c{)vered most of the necessary information required 
for operations, 

Most respondents felt that additional tr~ining was 
required in thef>ollowing areas: 

Firearms 

Intelligence gathering 

Field Problems 

Equipment usage 

Flight Training 

Recommendations 

Members of the Special Action Force should receive 
additional traini~g in the five areas cited above for the 
following reasons: 

'. 
, 

Due to the nature of the HIT Project in"Henrico County 
(on-scene confrontation and apprehension of armed 
suspects) continued in-service, fir~arms tra~ning is 
reconunended. . 
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One of the weakest aspects of the project, thus far, 
appears to be a lack of coordinated gathering, dis
semination and utilization of intelligence data 
regarding criminal activit yo (The only unit that was 
rated as poor by project personnel in the day-to-day 
cooperation and coordination with SoA.F. operations 
was the Detective Division -- the focal point for 
intelligence gathering.) Consequently, oth~r 
portions of thi$ rep ott are devoted to setting forth 
detailed recommendations for improving the gathering 
and effective utilization of inte;Lligence data by the 
Special Action Force. 

Since ,only 8 hours of instruction was received in 
"field problems ll, mostS.A. F •. personnel received 
informal on .. the- job training in covert surveillance 
activities. It is recommended that additional formal 
instruction be given to all prDject personnel. 

Many members of the S.A.F.unit have not' received 
complete instruction regarding the special equipment 
used within the Project. Consequently, they should 
be instructed in the operatio~6f all special equip~ 
ment such as the video tape recorder and monitor. 

It is recommended that all pilots receive training 
that will qualify them to obtain, as a minimum; 
private and instrument licenses. 

3. SUPPORT PERSONNEL 

The support personnel' assigned to the HIT Proj ect include 
, , 

a communic,ations officer ,systems analyst and clerk/typist. A , 

description of their duties and responsibilities is presented 
below. 

(1) Description Df Responsibilities 

One S"A.F .. member serves as communications of.fieer 
having the following resp6nsibilities: 

M.onitoring the main radiofreq~ency' (Chan~el 1) used 
by headquarters and relaying relevant communications. 
to S $A. F .. personnel over Channel ,3 Which is theS .A. F. 
portable radio channel. 

Oper.ating the VCIN/NCIC!DMV computer terminal to 
respond to inquiries received from field units. 
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Monitoring one of two 20 channel TAe II alarm systems 
and dispatching S.A.F. units accordingly. 

Maintaining communications with headquarters via a 
direct telephone "hot line." 

Recording all S.A.F. communications by means of a voice 
activated tape recorder. 

Maintaining the physical security of separate S.A.F. 
facilities. 

The two civilians assigned t.O the proj ect include a 
systems analyst and a clerk/typist: 

The systems analyst is responsible for: 

specification of systems and procedures for 
data collection 

compilation of proj ect statistics from, U. C,. R. 
tally sheets. offense reports, S.AoFo activity 
reports and aircraft logs 

preparation of special studies for the S.A.F. 
Director ~nd Headquarters Staff 

accounting of grant expenditures 

substitute communications responsibilities. 

The clerk/typist is responsible for general secretarial 
duties including typing, shorthand an4 filing. Her 
major responsibility centers on transcription of daily 
activity reports which have been tape recorded the 
previous evening by S.A.F. units. 

(2) Rec:ommenda tions 

" 
Since the S.A.F. unit is quartered in separate facilities 

which require the operation of a communications center, no 
changes are recommended re5~arding the position or duties of 
the communications officer 0' In addition, sufficient work of 
a clerical nature is generated by project personnel to warrant 
the full time position of a clerk/typist. 
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The systems analyst, however, is expected to be 
transferred to police headquarters at the end of the first 
year of project operations. It is recommended that this 
position be filled with a sworn officer, preferrably from 
the Detective Division, to act in the capacity of 
"Intelligence Officer." 
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Virginia HIT Progr'am 

Special Police Unit Questionnaire 

As a part of the final evaluation of Henrico County's 
I 

HIT II project, a questionnaire was prepared by Arthur young 

& Company and distributed to all project personnel. The 

purpose of the questionnaire was; 

to document rt:devant information regarding the 

background of SAFteam members, 

to obtain subjective opinions of individuals 

concerning project management, operations and 
1'..; 

effectiveness, 

to solicit suggest~ons for improving future 
I 

operations, and , , 

to utilize the results of the Henrico County 
, 

Questionnaire in a' comparative analysis with 

those obtained from other HIT jurisdictions 

throughout the State of Virginia. 

The questionnaire was completed by 14 of 22 SAF members; 

consequently '. the response rate was 64%. In order to enharce 

the objectivity of questionnaire results, respondents were 

asked to complete the survey instrument in an anonymous fashion 

and mail it directly to the evaluator .. " 
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The questionnaire results have been used in thebod~ of 

this report as supportive data for evaluative observations. 

':, This appendix contains a copy of the survey instrument used, 

and documents the composite results of the respondents. 
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ARTHUR YOUNG & COMPANY 

to25 CONNEctIcUt I\VrNI.H •• N. W 

WASHINGTON, n. C. ?{)O:.1€.i 

12()~l 7nb -11/117 

VIRGINIA HIT PROGRAM 
SPECIAL POLICE UNIT QUESTIONNAIRE 

The purpose of this quc.stionn~\1iye is to gather general infor~ 
\\ 

mation concerning the operations, maJwgemcnt, training and impact 
of the HIT proj ect. I t is being filled out by all IIIT Squad1!l'cmbcrs. 
These questionnaires will be used in the specific evaluation analysts 

of this HIT project and in the comparative analysis of all eleven 
HIT projects. 

This questionnaire is anonymous, you need not,write your name. 
Please fill it out as carefully as possible. 

1. GENERAL INFORMATION 

(1) Please state your rank 

___ Major 

Captain 
1 Lieutenant 
1 Sergeant 

12 Patrolman 
Civilian 

(2) Number of years'police experience: 

(3) Yca,a's of experience as a:o 

7.5 

5.8 Patrolman (Ave~age of,12 patrolmen) 
, . .. ~ \ " 

5.5 Detective (1 Sgt, and -.~ patrolman) . 
12 Superyisor(l Lt. and lSgt.~ 

.;. .' 
. \1 

yeal's (ave+7age) 

" 
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(4) What is the highest level of education you have attained? 

Less than high school 

2 High school graduate 

11 Some college 
A.A. Degree 

1 B.A . . Degree 

(5) Method of selection -for the HIT Squad 

10 Volunteer, written request subm~tted 

_L Volunteer, verbal request submitted 
1 Requested to join by Squad Supervisor(s) ---
I Chosen for Squad, did not volunteer --=--

(6) Why did you join, or what were your reasons for joining, 
the HIT Squad? 

(7) 

(8) 

Desire to participate in innovative project (8) i Prefer 

covert operations rather than uniformed patrol (4) 

Are you being paid any more as a HIT Squad member than 
you would have been in your last assignment? 13 Yes, 1 No 

How long have you been on the HIT Squad? Avg. of 6.2 months 

HIT SQUAD OPERATION3 

(1) How successful have the tactics used by the HIT Squad been? 

(2) 

2 Very successful, a very high clearance and arrest 
rate 

12 Moderately successful 

Little effect on the target crime 

How have you spent the major portion of your time? 

2 Patrolling I! 

11 Stakcou ts 

Investigation 

1 Administration/management 

if 

11 
:1 
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(3) How much assistance has the sophisticatod. equipment 
(electronic surveillance equipment, etc.) given you 1n 
accol1lpl:i.shlng your duties? 

_-.;;2::---- A great deal (have used it successfully often) 

__ 9~ Moderate (have used it. successfully a few times) 

._-=3=..- Of Ii t tIc use (have ei ther not used the equipment 
at all o~ w~th little positive results) ~ 

[ 
(4) Have you been as successful as you originally thought you 

would be? 

_-..:;l=-.-. Much more than originally thought 
10 About what was originally thought 

_-.:3::..-.. Much less than originally thought 

(5) What hive been your most successful tactics J strategies J 

or operations? 

Stake out of high incident locations (10) 

Team surveillance (2) 

(6) What have been you~ least sticcessful tactics~ strategies) 
or operations? 

One man stake out uxuts (4); mobile snrveil1ance (4); llse_ 

of TAC II alarm system (2); large target areas (2); sharing 

of intelligence between detective division and SAF te.a.m (1); 

operations using disguises (1) 

(7) What have been the reasons for your success or lack of 
success? 

Lack of. Success Aue to limited number of men operating in 
r~' ':J ,.-;J'" 

large ta~get areas (4). Success can be attribu~~d to: ' 

motivation and enth"usiasm pf men (6); proper sel~ction 

of stake out locations. (2) 

. . ~ . 
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(8) 110\'/ has the day-to-day cooperation :1.nU
o
'cooTtlination heen 

with the: 

Excellent Ade~ate Poor 

Detective Bureau' 2 -'-~-- 5 

Uniform Patrol 4 lQ 
Traffic 2 10 

Overall Police 1 13 
Division 

MANAGEMENT 
! " 

(1) How would you typify the supervision of the HIT Squad? 

(2) 

(3) 

5 

9 

Excellent, responsive and effective 

No better than other police supeT'vi'sion in other units 

Not very effective, poor 

How is your morale? 

.--2_ Extremely high 
-1L_ Better than 'vi th previous _uni ts 

Average 
1 Lower than average 

Extremely poor 

What improvements would you recommend in HIT Squad 
management? 

No cbange (3); eliminate influence on SAF operations from 

other department commanders (3); better coordination 

between management and men (2); more delegation of authority 

(2); better field supervision (1); extended. hours 'of coverage(l) 

TRAINING 

(1) Did you receivespeciulized HIT training? yes 13 no 1 

1./ 
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(2) How would you typify the" speciali z(ld f;rnining' you 
received for lilT operations? 

5 

7 

1 

Excellent, very comprehensive 

Adequate, covered most necessary information 
,,] 

Incomplete, covered some but not all of the 
information needed 
Inadequate 

(3) What was the best element of your traj,ning? 

Firearms (1) i incident simUlation (3) i survi11ance 

tactics (2) ;\flight training (1); on-the...;job training (1). 

(4) What was the worst? 

FBI theory of when to shoot (2); field problems (1) 

(5), What fUTtheT tTaining could you use for HIT operations 1 

Firearms (4); i'ntelligence gathering (4); field problems 

(4) i equipment usage (3); flight training (1) .. _' __ -'--..,--

5. IMPACT 

(1) Has the targ·)t crime been reduced? yes JL no 

Stabilized? ye52. no Increased? yes 3 no 

(2) Has the overall fIIT proj ect been successful? yes li... no 
Explain. 

Lbwerrate of robber~'increases'in target areas vis-a"'"vis 

remainder of county (1) iOn scene apprehensions (2 ); 

coordinated information exchange with ,otherdel?'attmental " 

units (I). 
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(3) What clHlnges woultl you make in the overall po] lce 
dcp"Jrtmcnt based on the rosul ts of tho III Tprojoct? 

More emphasis placed on non scene" apprehensions' (3); 

imp-roved. :j..nt.elligence gathering (3); uniformed patrol 

should be eguimied with shotguns and portable radios (3); 

make SAP unit a pekmanent part of the department (2); 

conduct more covert operations (2); two men assigned to , 
each car (2) i expahd uniforn'led patrol (2) i improve 

firearms training (1); detective coverage should span 
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