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SEATTLE POLICE DEPARTMENT
REORGANIZATION STUDY

EXECUTIVE SUMMARY

The Seattle Police Department Reorganization Study,
conducted between September 1979 and August 1980, was an

organizational analysis and review of the Police Department
involving a major commitment of time and energy by both
managers and staff. The Department felt that its own
o SRR R TR OUR e SRR R S Sl : members could provide the experience and expertise required
B Sl J‘A’ T S e a_-‘>,.”-“ T o for such an examination. This was preferred to the use of
' ' B e TS ET NI o T B R o costly consultants who would of necessity be required to
v ' : ' \ ‘ qrs o " rely on Department managers and staff for their information.

v
\

e e e s L ey SR b The recommended organizational changes center on a
e T R S e L T e T e e = realignment of basic units to increase control,
: ‘ ‘ ' ‘ accountability, flexibility and communication, while

; G T I e T T e Lo decreasing a duplication of effort. The basic changes are:
B e g e f:.”fbi‘u R e o .. o Combining fiéld units into an Operations Bureau .and

. B S : N S s S s B 1 strengthening the planning capability £for increased S
e S e I e T e T T e T el T e g e n efficiency in the use of field units.

e 4 °>'H,  > T LA } ;k1'  9t‘g;"f A 'k,‘i,"f;_V | L . o Realignment of investigative units and an experiment in

' ' s ' ' L SR - the use of detectives.

ST s Consolidation of citizen part1c1patory services to glve
S 3 emphasis and efficiency to such services.

[oed
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Both the reorganization study process and the resulting

S A R T B e R T N e T e : recommendation reflect the Mayor's reorganization emphasis
e S : S o PR e I T L e e o on accountability, the role of the Executive Staff, and the
< R LT e e T L e e e S R e ; authority and responsibility for managers to plan and direct
' ’ T T ) o ' PRI ol the services they provide.
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= The new organization, based on modern police management
< National Institute of Justice ey !

i principles, will provide efficient delivery of services, and
; at the same time provide flexibility for change and
in this document are those of the authors and do not necessarily R A Sk i e . expansion in key operational or support. functions. The
Sep;esent the official position or policies of the National Institute of e e T e W structure will encourage pol lce/commmmunlty 1nterface and
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~ The proposed

“ “Q‘

~established by the Reorganization Task Force.

) 3 o o . . : :> w
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. i ) N . . . L . .
structure addresses three majoraorqanlzatlonal
issues. o o . RN

=

o .The need for'greater flexibflity of field'reseprces.
o Case -assignment in. the 1nvest1gatlve process.vi !

o) Prlorltlzatlon of c1then part1c1patory serv1ces.

Ed

The- Reorganlzatlon Task Force, ‘after exten51ve examination

-of the organlzatlonal structure,and issues of concern,

concluded that five command-level divisions {with four of '
these at the Bureau level) were appropriate. The retention
of four Bureaus is consistent with the guiding principles
The proposed
structure also satisfies the evaluation criteria established
by Committee III, and meets, the 1nternal management demands
of the Department. - , SN
One of the primary concerns in the discussion of "three vs.
four" Bureaus was whether the duties performed by the four

"--'Assistant Bureau Chuefs at the present time could be

redistributed and pérformed by three administrators. To
answer this critical gQuestion, historical information and an
fanaly51s of . the oresent admlnlstratlve tasks were reviewed.

This examlnatlon led to the conclu51on that any consoll-
dation of Bureaus would result 1n~ ‘

) An admlnlstratlve and command overload for at least ‘one

A551stant Chlef

G

¢

A loss of top—level command and control to the extent
that many functions and decisions now performed at the
Staff (appointive) level would have to be delegated to
- lower ranking offlcers, thereby diffusing the authority,
,krespons1b111ty, and control of the Department's command
staff : ,

ks

o Inadequate top-level con51derat10n for such lmportant i

functions as communlcatlons or cr}me preventlon.
‘Another recent development 001nt1ng to the heed for four
Bureau Chiefs is the state legislative ‘directive to the »
Public Employees Relatlons Commission (PERC) that the c1ty

~allow five of the the six eligible Major positions to be

-represented byﬂthe ‘Police Management Association.
" has" appealed this decision.

‘In the meantime, only one 4. .
Police Major and four Assistant Chlefs serve as top—level
staff to the Chlef of Pollce 1n a capac1ty free from,;w

The c1ty'ﬂ
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lnfluence by any labor organlzatlon. They are able to
support the Office of the Chief in sensitive issues when
-unencumbered and undivided fidelity are essential to the
best interests of city government, the Mayor, and the Chief
¢ of Police. The PERC vdecision” has also been challenged by
- the Chief, who belleves all the Majors should be considered
) confldentlal staff.

Sow In conjunctlon w1th the decision regardlng the number of .
e 7 Bureaus, reorganization efforts were directed toward
establishing Bureaus structured to enhance the ablllty of
the Department td provide services and at the same time
enstre sound management. Using the pr1nc1ples discussed
above, the proposed organlzatlon began to take shape.

-
\

o]

A

W4
The pwoposed organlzatlon will take the following form:

Police:

o | \_i"J. | h l b, o .:5 — I

. : , W
Administrative |lOperations |[|Field Support|| Investigation ||{Inspect'l
Services Bureau{| Bureau Bureau - Bureau Services
S o BRI N | I : : -} Division
Asst. Chief ——!~Asst. Chief'~Asst. Chief - Chief;——“Major -

Asst..

~ P]ease refer to the expanded organlzatlon charts at the end
ot this Executive Summary for an expanslon of the present
.'and proposed organlzatlon. : . ’

IS

y o

OFFICE OF THE CHIEF OF POLICE Ty

" The reorganlzatlon of the Department W1ll result in féwer
personnel reporting directly to the Chlef of Police. . This
change is desirable from a management perspective because of
‘the existing heavy demands on the Chlef's tlme. Ll
,AThe fewer routlne matters the Chlef has to review w1ll :
.‘expand the time the Bureau Chiefs devote to working dlrectly
~ with the top admlnlstrator.b Together they will be better

.- .able to-concentrate on ﬁey lssues and problem solv1ng in

crltlcal areas,, - - : S
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Of the six functional entities currently reporting to the

~ Chief, two (Fiscal and Property Management Divisiq&wand
Criminal Information Section) will be re—assigned to &

Bureaus. However, the Fiscal Director will remain a critical
advisor to the Chief on fiscal matters. The remaining four
(Inspectional Services Division, Internal Investigation .
Section, Legal Advisor and Public Information Unit) will

continue to report directly to the Chief.

- grants:

Another specific change'reflectihg the same philosophy is

"the transfer of the Senior Planner from the Office of the

Chief to the Inspectional Services Division, where the Major
commanding that Division can effectively manage the
position, coordinating its activities closely with the
research and planning functions.

Increased emphasis on department-wide planning (esbecial}y
for manpower allocation), greater concern for budgetary

~matters, inter-relationship between the budget, the Patrol

Car Allocation Model, and operations;:; and the present focus
from within and without the Department on the control

function, all lead directly to a broader role for the

Inspectional Services Division in Departmant management.
The Criminal Information Section will report to the same-
Bureau Chief as the Citizen Services Division, affording the
opportunity to take full advantage of two .current federal
Integrated Criminal Apprehension Program (ICAP) and
Seattle Neighborhood Crime Control. This will provide a
closer working relationship in generating crime data for
citizen crime prevention groups and the overall development
of a Crime Data System for management, tactical operations,
and investigations. It will place this Section in a Bureau
dedicated to field support activities and sponsor a closgr
working relationship with both Operations and Investigations

personnel. ; , : , »

'OPERATIONS BUREAU

Rl

One of the major changes recommended by the Reorganization
Study affects what is currently the Patrol Bureau. Under
the proposed structure, uniformed enforcement units will be
combined under the same Bureau Chief. Thus, the new
Operations Bureau will contain: a Patrol Division, a
Special Operations Division with Traffic and Metropolitan
Sections, and an Operations Section. o :

.~ By placing direct field services under one Bureau’Chief, thek

~coordination of operations can be achieved without

,

[

i
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concern,

diminishing the special enforcement service missions. The
integrity of the Traffic and special enforcement missions
will be closely monitored. However, when it becomes
necessary to integrate their activities with those of Patrol
for enforcement or call-for-service demands, it will be P
easier to accomplish this routinely through one Bureau. The
end result should be a quicker response to changing
enforcement demands or temporary special service needs, such
as summer problems, demonstrations and tactical deployment
on special crime problems. Operationally, the proposal will

_provide the flexibility necessary to use all resources in
the most efficient and effective manner.

The two Majors of Patrol and Special Operations will manage
their manpower, direct the Divisions in accomplishment of
their missions, request resources from the Bureau Chief as
needed, and._in conjunction with the Bureau Chief manage the
total resources of all field units. ) ‘

This arrangement willigive the Buréau Chief adthority to
control and allocate resources in a manner supportive of the

ﬂcommon‘gdal‘of providing direct police services to the city.

As resource needs are identified, the decisions regarding
priov¥itization will be based on a common operational

The Bureau Chief will cquntrol all basic field
services in a moré equitable mannel, than under the two
different Bureaus currently used. * g

~ As identified in the organizational issues, one of the

Department's primary concerns has been a difficulty in

~adjusting field resources to increasing tactical and

changing service demands. The need for police response

often arises without notice and with little or no

~intelligence information on what is required in terms of

‘resources. This weakness in operational planning will be

corrected by the addition of the Operations Section to this

Bureau.. : S S : o
-

© INVESTIGATIONS BUREAU

Under the current structure, the'Cniminal~Investigation
Division consists of three Sections; Crimes Against Persons,

"Crimes‘Against'Property'and the Special Assignments Section,

~, Persons Section now functions smoothly and no changes are

B

each commanded by a Captain. The division of work by person
and property crimes is appropriate and works well for
managing investigative resources. The Crimes Against

X

recommended.
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Also under the current structure, property crimes are
divided between the Crimes Against Property Section and the
Special Assignments Section. In addition, accident

%investigations,are assigned to the Traffic Division which is

part of an entirely different Bureau. This separation of
crime investigation assignment can dilute responsibility and
accountability, encourage duplication of effort, and block

efficient sharing of information. °

Under the proposed organization, the Crimes Against P;operty
Section, the Special Assignments Section, and thevAccldent1
Investigations Section are combined into one Crimes Against

. Property Section.

The internal structure of the Juvenile Division has not been
changed. However, the Captain under the proposed structure
would report directly to the: Major of the Criminal
Investigation Division. The Juvenile Division would be-
renamed ‘the Juvenile Section. This move will increase
coordination between juvenile detectives and property crimes
detectives, since coordination will-occur at the'Major's
.level, rather than the Assistant thef's level,

ﬁowever, the above solution alonekdoes not address the issue

of case assignment between adult and juvenile investigators.
Specifically, the lack of control and assignment of
responsibility, duplication of effort, and inefficient use
of information are not resolved. R :

As a comprehensive approach to this issue,‘the reorgani~ -
zation project recommends an experimental use of detectives.
It is proposed that the South Juvenile Sguad and the South

‘ Burglary/Theft Squad be physically located at the South

Precinct station for a period of one year. A case screening
and assignment system will be developed to cover present
Juvenile and Burglary work load. Following an on-going
evaluation of this pilot project, recommendations regarding
continuation and expansion to the other precincts will be
made. This experiment will seek to concentrate localé
investigative resources on' typically localized criminal -
aCtiVitégi‘qu) ' ’ ;

“FIELD SUBPORT BUREAU

The proposed Field Support Bureau consists of: the Citizen

. Services Division, the Communication Division and the

~Criminal, Information Section, The command structuquqf'this
Bureau facilitates. interaction between two major citizen-

oriented service units in both the planning and delivery of

&

TR e SR SEL G T o
NI S R TN T R ARSI TN FG R

-~ service units.

services; and emphasizes the
%gtgggcgé:n andrmutualrparticipation in crime prevention
st rec”gre, the elements which gather crime prevention
prevéntiOEIVng-l-l calls for service, and which deliver

N ana security services will speak with one voice

‘ . .

:gg :nziigégag;gn Bureaus by developing criminal information
and Sensi%izigg ZS;:aEYStem, ;haring crime>preVention data,

: lng lons and investigations t i

It will also expedite th s to community
i : s . . e Department's misgi
ipvolving citizens in community projects designggsigon oy

.-;gieDggsr§§:;§e§iz:esngn;Eitizens pParticipating and doing
; T | a eir city. It will i .
Neighborhood Securit ion i on Sectine
Ort Se Yy Section, Crime P 1 i '
e Tho . Se r Cr revention Sectio:
Ne?m;gltg Serv1ges Section, Special Activities Sectionn'and
ghborhood Crime antrol Section (SeaNCC. Grant). ’

~The Communication Division will remain in a Bureau that

emphasizes its i?goiﬁange‘to and identification with field

: S. I 1€ Special Operations B i '
gérzzvergL d}verse dlvision‘.\ In the new Fg;fgusé;pgsi‘one
opéraz{o;:f égggggzgge as the key to citizen contact ang
~Ope al eff: is em i naking i )

Primary Divisions in {he Bufgnglzed °¥ Daking *E one of the

~ ADMINISTRATIVE SERVICES BUREAU
Ege pgoposedvAdministrative Servicés Bureau closely
chzigelsflihihsrisenthconfiguration. The most significant
Change olve the Fiscal and Propérty Mana nt
; . _ | 1 ‘and Proj emen
gégigéonéuzhéiglP;gsently reports directly tofthg Chigf of
: ’ > willl w.report dire sist i
commansing il Bureau.p dlrectlyvto_thevAss1stant Chief

, c . [ . B A : ' . . : g i E :
. Linking Personnelﬁghd Fiscal in one Bureau and givinga

éggigsﬁgsngfigapustto gata Processing should allow for>
nti eéLtLlclent and effective operation of >s '
services, while providing “impetus for prosrancse
innovation. providing the: impetus for program

kg?chisistant Chiefjwill cocrdinaté,the q¢tivities of ¥
1scal, Personnel and Training in developing new programs

o
b
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for Department personnel, and enhan01ng other programs such
as Equal Employment Opportunlty and ‘affirmative action.

Data Proce551ng will report directly to’ the Bureau Chief,
This w1ﬁl require the Bureau Chief to be more involved with
reviewing the problems, priorities and innovations involved
in the Data Processing Secticn than under the current
organization. It also establishes responsibility at the
Bureau level for routinely providing management ¢ ‘information
and emphasizes the department-wide mission of thls Sectlon.
The Fiscal and Property Management Division will be included
in the Administrative Services Bureau, reporting to the
Asgistant Chief. The Fiscal Director will continue a

‘special relationship with the Chief of Police for overall

Department fiscal matters and policy. The budget document
is a collaborative .effort between Fiscal, Inspectional
Services and the Chief. The proximity of Fiscal to
Personnel and Data Processing will also allow the Fiscal
Director to be involved in the development  of an improved
management information capacity. As these relationshlps
continue to evolve, it may be necessary to reexamine the
reporting status of the Fiscal Division.

IN PASSING.

1Sy,
Yol

It is also important in pas51ng‘to note some observations
which were made during this process, but are not overtly

reflected in the study recommendations:

o) Surveys:have indicated that the citizens of Seattle have
the same goals, priorities and expectations for police
service as the top managment of the Department. y

AN

o) The necessary service delivery elements for good service.

already exist within the Department.

o] The Department isknot "top;heavy“ in terms of either
managers or support staff. In ascomparative. sense, the
Department is very "lean" in these areas.

o The Department managers recognize that in the 1980's
they will be facing an increase in work load with a.
concurrent demand for fiscal respon51b111ty by the
citizens of Seattle. This will require that the
Department continue to increase eff1c1ency to maintain a
high level of gffectiveness. ; o :

3 L .
o : . - =

i

e i e e L e el g R i

e The 1980'¢ will bring Changes which will reqéﬁre

flexibility from the Department.

The Reorganization Study was a comprehensive analysis .

"involving scores of managers, staff members, and hundreds of

manhours. The study process required Department managers to
sit dowir’ together and spend hundreds of hours discussing the

~philosophy of police service and reviewing the needs of the

citizens of Seattle, This purposeful collaboration of
professional police administrators has made it possible for
Chief Fitzsimons to formulate with his staff and mdnagers a
unified approach to effective management of the organl—
zation. It is considered a first step in a contlnulng
Process of -.organizational development. °

September 15, 1980 . B
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_Seattle Police Department in 1981 y Chief of | .
Proposed Organization Chart Police
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