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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 
organtzational analysis and review of,the Police Department 
involving a major commitment of time and ener.gy by both 
managers and staff. The Department felt that its own 
members could provide the experienc~ and expertise required 
for such an examination. This was preferred to the use of 
costly consultants who would of necessity be required to 
rely on Department managers and staff for their informat10n. 

The recommended organizational changes center on a 
realignment of basic units to increase control, 
accountabIlity, flexibility and communication, while 
decreasi:ng a dupl ication of effort. The basic changes are: 

o Combining field-units into an Operations Bureau .and 
strengthening the planning capability for increased 
efficiency in the use of field units. 

o Realignment of investigative units and an experiment in 
the use of detectives. 

o Consolidation of citizen participatory services to give 
emphasis and efficiency to such services. 

Both the reorganization study process and the resulting 
recommendation reflect the Mayor 1 s reorganization emphasis 
on accountability, the role of the Executive Staff, and the 
authority and responsibility for managers to plan and direct 
the servIces they provide. 

The new organization, based on modern police management 
principles, will provide'efficient delivery of services, and 
at the same time provide flexibility for change and 
expansion in key operational or support functions. The 
structure ~lill encourage police/commmmunity interface and 
emphasize the mutual responsibility of citizens and police 
to ensure peace in this city. 
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The proposed structure addre;ses three major:or~anizational 
issues. 

o The need for greater flexibtlity of" f.ield res0Durces. 

o Case 'assignmen~ in the investigative process. 

-0 Prioritization of citi£en participatory services. 

o The. Reorgani.zat::'ion Task Force, "after extensive examl'hation 
'- of· the organizational structure,. and issues. of' concern, 

concluded that five command-level. divisions (rtlith four of 
these at the Bureau level) were appropriate. The retention' 
of four Bureaus is consistent with the guiding principles " 
established by the Reorganization °Task Force. The proposed 
structu~e also satisfies the evaluation criteria established 
by Committee III, and meets" the internal management; 'demands 
of the Department. - ~ 

One of the primary concerns in the discussion of "three vs. 
four ll Bureaus was whether the duties performed by the four 

'. 'Assistant Bureau Chi:\\efs at the present' time could be 
redistributed and pt~rformed C'by three adm.ipistrators. To 
answer this critical ~uestion, historical ~nformation and an 
analysis of, the present administrative tasks were reviewed. 

This examination led to the conclusion that any consol:i­
dation of Bureaus would result in: 

o An administrative and command overJl!oad for at least on.e 
Assista!lt Chief 

o . . 

c' 

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 officers, thereby diffusing the authority, 
responsibility, and control of the Department's command 
staff . '.' j'e 

o Inadequate top-level consid~ration for such important 
functions ,as 'communications or c1(j.me preve'ntion. 

Another recent development: pointing to the need for four 
Bureau Chiefs is the state legislative directive to the," 
Public Emp~)oyees Relations Commission. (PERC) ~hat the city 
allow five of the the six eligible Major positions to be 
represented bY"".the Police Management Association. .The city") 
ha's ~ppealedthis decision. In the. meantime, only one a. ' 
POliCe Major and four Assistant Chiefs serve as top-level 
staff to th'e Chief of Police ina capacity free from 

"'D 

2 

"n 

;~. . 

influence by any labor organization. They are able to 
suppOrt the Office of the Chief in sensitive issues when 
,unencumbere~and undivided fidelity are essential to the 
best interests of city government, the ~ayor, and the Chief 

(? of Police. The PE~C "deciSion" has also been challenged by 
the ~hief~, who believesa~"l the r1ajors should be considered 
confldential staff. 

u , .• 

. In conjunction wilh the decision regarding the number of 
" Bureaus, reorganization efforts were' directed toward' 

establishing BureaUs structured to enhance the· ability of. 
the,pepartment to provide services and at the same time 
enst:Ce sound management. Using the principles discussed 
above, t1;16\ proposed organization began to t,dke shape. 

d (,l 'J .' -, 

The p::opos,ed organization will. take the following form: 

,- " Chief of 
Police .' 

-.=='='~\. .. -- .. . 
-r I \ ,c. t 

\~ 

,~, 

I 
Administrative Operations Field Support InVestigation Inspect' 1 
Services Bureau Bureau Bureau Bureau Services 

Asst. 
" Division 

Chief - -Asst. Chief - Asst. Chlef .- Asst. Chlef - :... 
i) 

P~easerefer to the expanded organization charts at the end 
ot this Executive Summary for: an expansion of the present 
and proposed organization. 

OFFICE OF THE. CHIEF OF POLICE . . 
u 

The reorganization of the Department will result in fewer 
personnel reporting. directly to the Ch,fef of Pol ice. This 
change. is desirable from a management perspective because of 
the existing heavy demands on the Chief's time. 

• t ll. 

. The fewer routine matters the Chief has to review will . 
expand"the time the Bureau Chiefs devote to. working directly 
with the top administrator.' Together they will be better 
able to concentrate on key issues and problem solving in 
.critical areas~ . 
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" Of the six functional entities currently reporting to the 
o Chief, two (Fiscal and Property Management PivisiQ.l), and 

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, Ihternal Investigation ' 
Section, Legal Advisor and Public Information Unit) will 
continue to report directly to the Chief. 

&nother specific change reflecting 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 (especial~y . 
for manpower allocation), greater concern for budgetary" 
matters, inter-relationship between the budget, the Paj:rol: 
Car Allocation Model, and operations, and the present focus 
from within and without the Department on the.control 
function, all lead directl~ ~o a broader role for the 
I.nspec·tional Services Divis ion in· Departm·ent 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 
grants: Integrated Criminal Apprehension Program (ICAP) and 
Seattle Neighborhood Crime control. This will provide a 
closer working relationship in generaiingcrime data for 
ci tizen cr ime 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 closer 
working relationship with both Operations and Investigations 
personnel. 

OPERATIONS BUREAU 

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

By placing direct field services under one Bureau Chief, the 
coordination of operations can be achieved without. 
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~imini~hing the special enforcement service missions. The 
lntegrlty 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 j 

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 summ7r proi?lems, demonstrations and tactical deployment 
on s~eclal crlme,p~o~lems. Operationally, the proposal will 
provlde the flexlblilty necessar~ to use all resources in 
the most efficient and effective manner. 

The two Majors of Patrol and Special Operations will manage 
their manpowert direct the Divisions in accomplishment of . 
their missions, request resources from the Bureau Chief as 
needed, ande;::::.'.in conj unction with the Bureau Chief manage the 
total resources of all field units. C 

" 

This arrangement will give the Bur~au Chief a6thority to 
'\\ control and allocate resou.rces in a manner supportiv.e pf the 

common 'goal of provic;'iing direct police services to the city. 
As ,r~~'0';lrce, need~ are identified, the decisions regarding 
prlor.Yltlzatlon wlil be based on a common operational 
concern. The Bureau Chief will c9t;1trol all basic field 
services in a more. equitable manne\\ than under the two 
different Bureaus currently used. ~ 

As fdentified in the organizational issues, one· of the 
De1?art~ent'~ primary concerns,has been a difficulty in 
ad]Ustlng fleld resources to lncreasing 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. =, 

j 
INVESTIGATIONS BUREAU 

Under the current structure, theCr"iminal Investigation 
Division consists of three Sections; Crimes Against Persons, 
Crimes Against Property and the Special Assignments Section, 
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 
Persons Section now functions smoothly ~nd no changes are 
recommended. ~ 
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Also under the current structure, property crimes are 
divided between the Crimes Against Property Section and the 

eSpecial AS'signments Sectidh. In addition, accident 
binvestigations 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 Cr.imes Against Property 
Section, the Special Assignments Section, and the· Accident.. 
InvestigCitions Section are combined into one Crimes· Against 
Property Section. 

The internal structure of the Juvenile Division has not been 
changed. However, th& Captain under the proposed structure 
would report directly to the'Maj~r of the Criminal 
Investigation Division. The Juvenile Division would be 
renamed 'the Juvenile Section. This move will increase 
coord ination be'tween j uVEm11e detect'ives and property crimes 
detect.~ves, since coord ination wq.l- occur .at .the· Maj or's 
c~evel, rather than the Assistant Chief's level. 

~owever, the above ~olution alone does 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 ?re not resolved. 

As' a comprehensive' approach to this issue, the reorgani­
zation pr,oject recommends an experimental use of detectives. 
It is proposed that the South Juvenile Squad and the South 
Burglary/Theft Squad b~e 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 10calF.;,> 

investigative resources on' typically localized cr,iminal . 
activi t,!:r.,n 

'J 

"I , ,'::: 

"'FIELD SUPPORT BUREAU 

Wbe proposed Field Support Bureau consists of: the Citizen 
Services Division, the Communication Division and the 
Criminal, Information Section. The command structure of this 
Bureau facilitates, interaction betweeh two major citizen­
orie~ted service units in both the planning and delivery of 
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serVices; and emphasizes the ' 
interaction and mutual partictmp~~tan?e of. police/citizen 
In the future, the elements WhT?a lon In crl~e prevention. 
data, receive 9-1-1 calls fo lch ~ather crlme prevention 
~revention and security serv~c::rv~~~, and wh~Ch d~live~ 
ln reco~mending policies and pro w~ spefak wlth o~e vOl,?e; 
preventlon.. ce ures or effectlve crlllle 

This Bureau will complement th ' " 
and Investigation Bureaus by d:vm~ss~on of"t~e OP7rations 
and a crime analysis s stem e,oplng,crlmlnal l~formation 
and sensitizing operatIons ~n~h~rlng ?rlm7 preventlon data, 
needs. It will also expedit t~nvestlgatlons to community 
~nvolving citizens in communit e D7partment:s mission by 
lncrease awareness of sec " Y proJects deSlgned to 
against crime. ~rlty measures and harden targets 

The Citizen Services Division will " , 
.. the Department· places on 'cit' emp~a?lZe, the lmportance 

more fo~ themselves and th "lze~s partlcl~atlng and doing 
Neighborhood Secu" ~nr Clty. It wlil consist of:- a 
Community serVice~l~~c~~~~lO~, C:l~e Pr7v7ntion Section, 
Neighborhood' Crime C~ntrol 'secPet<?la (Asctlvlties Section., and 

u . lon eaNCC Gran~). 

The Communication Divisi "II '" 
emphasizes its im .on Wl r 7maln,lr;a Bureau that 
serviceuni ts. I~o~~:n~e e,tr:: and lden~'lf lcation with field 
of several. diverse divislo~~al ~pe~~t1ons B';1reau it was one 
Bureau , its importance as th·' n e ~e~ F1eld Support 
operational efficienc i e ke¥ to cLt1ze~ co~tact and 
primary Divisions in ~hesB~~~~~~lzed by makLng It one ?f the 

ADMINISTRATIVE SERVICES BUREAU 
o 

The proposed Administrative servic~sBur 
resembles th~ present confi ' eau closely 
change will involve the Fis~:~atl~n; T~e most significant 
Division h' h . . an rqperty Management 
Police ~utW L?llPresently reports directly to the Chief of 

, . WL . now report directly t th ." 
commanding this Bureau. . 0 e Ass1stant Ghief 

" ,\~ 

Q Linking personner(~nd Fiscal in " , 

;~~~l~~~~~ ~ f ~ {~r~~ tt~n~a!~ f pr~,?e~~~n:u ~~~~l~n~li~: l~~ ~.~ 
i~~~!~~~~n~hile providing't~~ ~~~e~~:r~;:o~r~gr~~ese 

T~e Assistant Chief will d" ~ 
Flscal, Personnel and <?o~r 1r;ate the activities of ~) 

Tralnlng 1n developing new programs 

.7 o 
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for Department personnel, and enhancing other programs such 
as Equal Employment opportunity and'affirmati've action. 

" Data P~ecessing will report directly to" the Bbreau Chief. 
This w~l require the Bureau Chief to be more involved with 
reviewing the problems, priorities and innovations involved 
in the Data Processing Section than under the current 
organization. It also establishes responsibility at the 
BUreau level fot:: routinely providing management'information 
and emphasizes the department-wide· mission of this Section. 

The Fiscal and Property Management Division will be included 
in the Administrative Services Bureau, J:'eporting to the , 
Assistant 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 
Person'nel and Data Processing will also allow the Fiscal 
Director to be in.volved in the development-of an improved 
l!lanagemen·t oinformation cc;lpacity-. As these relationships 
continue to evolve, it may be nece;:;sary to reexa,mine the 
reporting status of the Fiscal Division. 

IN PASSING., 

It is also important in passing to note some observations 
which were made during this process, but are not overtly 
reflected in the study recommendations: 

~ 

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. 

o The necessary service delivery elements for good service 
already exist within the Department. 

o 

o 

Th~ Departmen,t is not "top heavy" in terms of either 
managers or support staff. In ar.?comparative, sense, the 
De pa,rtment. is very "lean!l in these areas. 

The Department managers recognize thi:it in "the 1980' s 
they will be facing an increase in work load with a. 
concurrent demand for fiscal responsibility by the 
citizens of Seattle. This will require that the 
Department continue to increase efficiency to maintain ~ 
high level of ~ffectiveness. ~ 

o )) ,I' 

8 

\-::~;c.~~~--'" r .. ...-"" ... __ ~~_ .. ~.~---.-....,~)._,.,. .•• _-'"''*"''-"., 

-
,,:?.' 

",' j 

J 
~l 

,', , 

: 1 
.! 
1 

fJ ; I 
. :1 
I 
I 

' . 

"I 

I 
I 
I 
J 
I 

;' 

o The 1980" will bring changes which will reqJire 
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 down! 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 :l5ormulate with his staff and managers a 
unified approach to effective management of the organi­
zation. It is considered a first step in a cort'tinuing' 
process of organizational development.' 

~ ...... 

'c::: 

Septembe~ 15, 1980 
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