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The Sacramento Police Department is pleased to submit this final
report on Managing Patrol Operations (Test Design). The grant set out
to challenge age-old assumptions relative to the fundamental role of
the police patrol function and to test the efficacy of alternative
approaches. Basically, we set out to replace random patrol with a
concept of "Directed Patrol" targeting on 1dent1f1ed and specific

_.pol1ce prob]ems

At first g]ance the conversion to a directed patrol model seems
‘an inoccous and simple matter. However, the process is a long and
complicated one. And, as we redefined the function of patrol, so too
did we have to modify the warking relationship with other cperations
- units such as Communications, Detectives, Crime Analysis, Community
~ Resources, etc.  Some of these changes did not come easy. But, the .
.end result was worth the effort.

Directed Patrol will become the patrol model of the future. It is
still, however, in"its infancy of deve1qrment What we hopefully accom-
p11shed in Sacramento was to contributeito furthering the state of the
art by experimenting with these concepts and documenting our gxperiences.
As a result of MPO, our patrol operations have been markeoly improved .
over the past two years. Yet, we are not totally satisfied and much

.~ stiTT needs to be done. ,Neverthe]ess, we are convinced that we are
on the right track and we intend to pursue MPQ's development.

Finally, the direction we chose to go under the broad guidelines
-of the MPQ Test Design should not be interpreted as expousing a mandate
.as ta -how other police departments should operate. Rather, it represents
how the Sacramentc Police Department, within the context of our organi-
zational structure, philosophy, leadership “and environment at a partic-
ular point in time, developed a program tailored to meet our needs.:
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In other words, what worked here may be totally inappropriate some-
where else. Still, we are convinced that MPO concepts should he
examined by all departments from the perspective that it contains
valuable ideas that can be adopted in whole, or in part, to measur-
ably improve the delivery of police services.

n P. Kearns
»Chief of Police
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CHAPTER 1
PROJECT INTRODUCTION

On September 15, 1978, the Sacramento Police Department

was awarded a. $175 OOO d1scret1onary grant from the National -

lnst1tute of Law Enforcement and Criminal Justice, the purpose'

of which was to act as’ an exper1menta1 site in which a proto-

type "Manag1ng Patro] Operat1on Test Design" could be tested

~in an operational setting.-

The design called for a basic shift from a random patrol
conceptbof mobile police units to a more directed patroT.which

targeted on specific crime, traffic, and community problems,

" The asSumptidn underpinning the directed patrol theory'being

of course that7random'patrol is not as effective, as.once
be]ieved and. that directed patrol may provide 2 greater
opportun1ty for police to- 1mprove their product1v1ty in terms

of both the1r effect1veness and service delivery.

AThe approach takenfin the MPO grant was to provide for
an initial six month pianning period during which the basic
research wou]d be performed and a detailed 1mp]ementat1on
plan drafted NILECJ would tnen take two months to review

the p1an and offer recommended ref1nements where necessary.

‘ Thereafter, the Police Department would beg1n a twelve

month t1me-phased implementation period in which the conver-

sion from random patrol to directed patro]ymust take place.
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The f011ow1ng document is the flnal report for the
Sacramento Po]1ce Department Inasmuch as the MPO prOJect

is an exper1menta1 "test", and the field results will be

‘used to further ref1ne the design at a later time, we have

deta11ed as much as poss1b1e of our change process and our

exper1ences

The outline we have followed in present1ng this report

r

carefu]]y follows the test design. That is, by definition,
the MPO Program is two separate though interactive processes.
They are: | ‘
0. A]focating Patrol Resources
.Thesedprocesses include not only matching resource
a]]ocations to workload conditions, but further
'entail‘managing the call for service work]oad itself.
° Undertaking Directed Activity
This process involves the analysis of both crime and
social problems and the subsequent development of
p]ans and strategies to address those problems.
In addition, we have emphasized the establishment of Patrol
Performancé~qéject%Ves.that are realistic and-which-provide
measurah1efguide1jnesto patrol managers.
[ o , w
" Chapter Two provides basic background information

and descr1pt1ons of the commun1ty and the Sacramento Police

Department pr1or to MPO
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Chapter Three of the plan deals with one of the maJor
obJect1ves of the Manag1ng Patro] Operat1ons SPUDS Grant
'wh1ch is “to enhance the capab111ty of police departments to
achieve Patro1 Performance Objectives." However, such an

objective is much.easfer stated than realized. ‘At the

broadest level, the Patr01 PerformanceAObjectives must have

a direct,finkage to a common and- accepted department—wide
‘definition~or understanding of what is the function of patrol.

In other'words,'if we can commonly agree‘as to what the job

and~prior1tdesdof patrol are, then we can begin to deveélop

performahce'objectives that‘are reasonably related back to

“the job.

Chapter Four'.of the report deals with resource a]]oCation
in terms, of opt1m1z1ng ex1st1ng resources to workload conditions.
The'sect1on details data access, data collection methodology
and a.mu]tﬁ-]eve} plan approach in dealing with the appli-

“cation of thecomputersoftware programs. Of particular import-
.ance 1s approach to accommodate a mandated contractua] ob11-
gat1onlto convert from_an 8-hour day, 5-day work week to a

‘f10-hours‘day,'4-day.mork-week, and that further entails shift-

ing from 70% two-man car operation to 70% one-man car operation.

Chapter Five'out1ines the poTice departments' approach -
to the “Management of the Calls for Service Workload." 1In

Sacramento call for service management has been a long estab-
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. 1ished practice.

So much so that minimal change was brought
about by MPO - However, th1s chapter w111 explain how it

operates and the resu]ts

Chapter S1x describes the development of the Police
Cr1me Ana]ys1s capab111ty Unquest1onab1y, this was one of
the d1ff1cu1t and controversial components of the entire
grant, and as it turns out, one of our best ach1evements
The prob]em that ex1sted was that the Police Department
already had a Cr1me Analysis Unit prior to MPO. However,

1ts.products were a11.but totally ignored, and the Unit

- was ]arge]y_discredited.

Chapter Seven will define Sacramento's approach to

directed‘patrol. ‘Major components include: decentralization

of operational p]anning to the patro1 team level; "Beat

Profi]ing" as ‘a basis of establishing base line 1nformat1on
for d1rected patro] planning; replacing the traditional ro11
calls with. -team conferences; development of a Patrol Resource
Information Center;'and, the utilization of crime suppression

teams.

In add1t1on, we have prov1ded Chapters Eight and N1ne}

" on the MPO tra1n1ng courses for supervisor and po11ce officers.

of part1cu1ar 1mportance was the superv1sor S course because,

in many ways, 1t became the pivotal point for the entire grant.
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The superv1sors were a11owed to cr1t1que all aspects of the

proposed -program, and many of their suggest1ons for program.

,»1mprovement were included in the fina] design.
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CHAPTER 2
BACKGROUND~INFORMATION

City Description

‘o Sacramento;vthe‘capita] of California, is located at

the conffuence of the Sacramento and American Rivers 1n the-

heart of ‘the great Sacramento-San Joaquin Valley, which 11es
in. the northern half of the state between the Coast Range
and S}erra‘Nevada mountains. The terrain of the city is
practioally_fiat, and the mean elevation is 17 feet above

sea 1évé1. ~The city comprises an aréa of 97‘square miles

and qs d1v1ded into four geograph1ca1 areas\(North, Centratl,

South and East) by natural and man—made boundaries. The

North portionof the city is separated by the American River

and the Centra], South and _East sections are d1st1nct1ve1y
set apart by 1nterstate and intrastate.highways. There are
five major highways wh1ch intersect w1th1n the city proper

at various locations; they are Insterstate 80, Interstate 5,

Interstate 880, US}99 and US 50.

Popu1ation

" The City of sacramento has a population of 260,712 and
is the nucleus of a metropolitan area having a population of

700,000. The ethnicity. of the city is as follows:

a




SEETEELEE

T

Population

% 260,712

Caucasian . 168,256 64.6
Spanish Surname 20,653 7.9.
Asian- Amer1can 14,396 5.6 -
Black - 27,624 10.6
‘American Indian 1,353 0.5
"Filipino 1,582 - 0.5
“Other - 26,850 ~10.2
Male _ 127,195 49,0
Female , 132,392 - 51.0

: Po]ice‘Debartment Description

The Sacramento P011ce Department is organized into four
off1ces (1) 0ff1ce of the Chief, which includes Internal
Investvgations, Inspections and Standards, Planning and Fiscal
and Intelligence Sections; (2) Office of Invest1gat1ons,
wh1ch has respons1b111ty for prov1d1ng all departmental

1nvestlgat1ve serv1ces, (3) Office of Operations, wh1ch is

'respons1b1e for al] patrol and traffic operations;- (4) Office

iof Adm1n1nstrat1ve Services, which has responsibility for

community. serv1ce programs and 1nhouse technical serv1ce<

Personne?

The total personne] comp]ement for the Department for

F1sca] Year. 1977/78 is:

et N

TSR T e gy R sy~

Budget

% of
Dept. Total
Sworn- personnel 490 : 68.1?
.~ .Civilian, full time 169 23.6f
- Civilian, part time 59.9 8.3%
 ToTAL . 718.9 " 100%

With a«city.populafion of 260,713 the ratio of sworn

personne] per 1, OOO population is 1.88. The following is

~a list of sworn personnel by rank:

‘Chief of Police
Deputy Chief
Inspector
Captain

. Lieutenant

" Sergeant
Patrolman/Detective
Police Officer

TOTAL

~w
WO OO W

w
()]

£
Ve
(o]

Sworn personnel are assigned to the various offices as follows:

No. % of Total
“0ffice of Chief o 13 2.7%
Office of Investigations 108 | 22.0f
-~ Office of Administrative Services 34 6.9?
. 0ffice of Operations 335 68.4%

TOTAL 490

{(

The CUyrent P011ce Department budget for FY 1977/78 is
$20, 342,238, a]]otted as follows:

662,459 3.3%

Office of the Chief . : $
‘ 3,406,888 16.8%

Office of Investigations
Office of Adminstrations Serv1ces 4,090,349 16.0%
0ffice of Operations 12,182,542 59,99

TOTAL $20,342,238
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Reporteq'Crimes

Part I‘Offenses, 1977:

Murder & NN Mans]aughter 41

Rape . J 205
Robbery - ' - v 1,276
Felony Assau]t e 1,393
Burglary 8,348
- Larceny Theft o 13,078
“Motor Vehicle Theft _ 2,658
Negligent Manslaughter 18
.M1sdemeanor Assault ) 1 605
28,622
A]] Others ' 12,221
Sacramento Total : A 40,843

Calls for Service

The Sacramento Police Department received 120,929

v1ncom1ng te1e -communications for the months of February,

March and Apr11 1978 This is an average of 40,310 ca]]sv

per month Reference Chapter 5 Manaqement Ca]Ts For

Serv1ce, for further ca]]s for service volumes.
Office of Operations~Descript1on: Pre-MPO
The.foice of Operations is the largest office of the

_Department. It is divided into onhe selective enforcement

~section and two line divisions (trafflc and patroT).

Selective Enforcement Section consists of three special-’

. ized units:

a. FCrime Suppression Unit (CSU) consists of four crime
"SUppression'feams. A crime suppression unit is a
very flexible and adaptive unit having a main~oojective
~of suppressing criminal activities such as purse
snatoheé; armed robberies, strongarm robberies, rapes,
child molests, commercial burglaries, residential

burgTarTes and car burglaries.

The crime suppress1on teams rece1ve information for
funct1ona1 purposes from the Department's Crime
Ane1ys1s Section, police reports, and other criminal
- patterns detected by officers and patrol management.
Crime patterns are identified ‘and forwarded to the.

CSU teams for action.

Tnofcrime'suppression teams also perform secondary
‘~rojes as Special Emergency Reaction Teams (SERT).
. These SERT>teams consist of specially trained and
d1sc1p11ned police officers qualified to handle .
spec1a1 emergency situations such as barricaded

EubJects, sn1pers and hostage situations.

TR
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b.r Canine Unit/EOQD Units respond to and conduct searches
6f busiﬁesses where burglaries have oécufred and'the
possfbi]ity>exists that the éUspect(s) are within tﬁe'

‘buildihg. .Theyihand1e burglary alarm cé]]s, prowler
95115 and conduct searches on bomb threat calls.

_Cﬁrrent]y.the canines are trained to detect explosives
by Spent and fhe handlers are‘being trained to handle

explosive ordnance disposal.

Traffic Division: Pre-MPO

_The Traffic Division is presently composed of 1 Captain,

2 Lieutenants, 7 Sergeants and 50 Police Officers. The

Division is organized into 6 teams as follows:

- Squads I and II Injury accident investigation
0800 - 1600 hours and general traffic enforcement
1600 - 2400 hurs duties '

Selected traffic enforcement
duties targeting on the primary
collision factors of high motor
vehicle accident locations and
districts i

Teams A, B,fané C
1000 - 1800 hours
1200 - 2000 hours

Selected enforcement directed
toward the drinking driver

" Driving Under the
Influence Team (DUI)
2000 - 0400 hours
-During éalendar year 1977 the Traffic Division accounted
for the following statistics: »
4,500 DUI arrests

2,942 Injury accidents
50,021 Citations

- 11 - bl

I s

’.
s
25 T

The Traffic Division also operates a 2-man "hit and run"
detail, a traffic court liaison section, and an office

management section.

"in anition,;the-Traffic Division operates .and manages
the Sacramento Police Auxiliary which is a force“of'
60fp§rt time paid employees who provide a wide»range'bf

ianci1iary po1icer§efvices from stationary traffic céntro]

o to crpwd‘contro1 and some parking enforcement.

As a reSth’of the June 6, 1978, California election
relative‘to the Timitation dn property taxes, one of'the
| consequenCes‘wi1lee an immediate reorganization of the
'TraffiC'Divfs{on. Tentative plans call for four teams of
6 men eachkahd a supervisor. Several service level
Feductjons are under consideration, including téking

only those accidépt ¥eborts;that are above the minimum
reporffné level, limiting DUI enforcement to Friday and
Sathrdsy‘ﬁights,‘and the possible elimination of the |

Police Auxiliary.
Patral Division: Pre-MPO

The Patrol Djvision has the responsibi]ity to méintain

socia]yorder within the community through;active patrol

4
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and appropriate response calls for service.

is'245 sworn personnel:

Captains 3
Lieutentants 11.
Sergeants - 22
Patro] . _209
TOTAL 245

the fo]]oning number

each Watch:

First Watch -

~Second Watch

Third ‘Watch

of sworn personnel assigned to

Police Officers
Sergeants
Lieutenants
Captain

TOTAL

Police Officers
Sergeants
Lieutenants
Captain

TOTAL

Police Officers

Sergeants

Lieutenants

- Captain

TOTAL

TOTAL ALLkWATCHES

- 13 -

‘Thekoresent authorized strength of the Patro1'Divisien

" The Patrol Di?ision is divided into three Watches with
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'v1sed by a team sergeant

Each Watch 1s“as§igned a specific time responsibility

seven days a week:

'lst Watch

_ 2400 - 0800
2nd Watch 0800 - 1600
3rd Watch 1600.- 2400

The foice of_bperations, Patrol Division, onerates under

a "teém’po]icing concept " Each Watch is comprised of

severa1 patro] teams made - up of police officers and super-

The number of police officers

ass1gned to a team and the number of teams on a part1cu1ar~

Watch vary. Members of a team, inciuding the team

sergeant, work_the same weekly schedule of five days -on,

~two days off.

Note: ‘There are two criteria which may cause a team

member's hours to vary from the rest of his team:
wa. A part1cu1ar team member may be assigned to work.
- ‘an earlj or Tate patrol unit w1th1n the team's
geograph1ca1 area of responsibility, These
S0~ ca]]ed overlaps are utilized to stagger man-
Power so as to provide continuous coverage of .
the city and to adjust manpower to the hourly
?1uctuat1on of calls for service. The First
‘Watch dep]oys the majority of 1ts personnel

comp]ement at 2400 - 0800, However, a small

_~14 -
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gﬁ . percentage report to duty at 2200-0600. Third Watch 10.33 1l-man units

20.73 2-man units

Setohd Watch deploys the majority of its
' ‘ 31.06 Daily Total UnitsJDep]oyed

gﬂ " officers at 0800 to 1600; however; a smatll

-complement of personne1‘wofk 0600-1400 and

™ ' , . A ) B 2 'ﬁ ' . Each team is assigned a specific time and geographical
. o 1000-1800. Third Watch deploys the majority i b : : . :
’ o R o " i area of patrol responsibility when deployed.

B . +of its officers at 1600-2400; however, a . ' € g 7 '

- small percentage of officers work 1400-2200 5 < , -

- ‘ ’ L ) ' . @k - * The area for which an entire team is responsible is

o . and 1800-2200. Lk . ‘ e

- ' ‘ : oo : : i Ji o ~called a sector. The area for which a team member(s)

is responsible is called a district, or beat. Several

b. Team members do not have the same vacation

. \ ‘districtS"make up a sector. The number of sectors and
e 4 4 schedule. Vacations are scheduled on a ‘ » {

: ) : : %i districts within a sector vary from Watch to Watch. The
o seniority basis. - | | i - |
. , . ‘ _ A 1 ' ' size of a sector or district, however, depends upon
N { g i1 . . ’ .
i ~ . .
= ; _ H several variable, such as natural and man-made obstacles,
When team members are deployed, they man patrol : : ; " -

E ' B ’ . ~ o { M - population densities, surface street accessibility,

. units assisgned to a specific district. The number of g § ' .
: oo ‘ ‘ freeway access, crime rate data, etc.

- officers working a patrol unit (1 or 2 men) depends on o H o e -

- the Watéh and type of unit. The f0110wing information : ' ﬁbi& o : .

r . . g ' i First Watch has 4 Sectors and 16 Districts.

1 ~shows the actual units deployed, per daily average, for S ' . Lo _

. _ ‘ : @ Second Watch has 4 Sectors and 16 Districts.
each Watch during 1977: i E : v
i ; : _ : ' : Lopo Third Watch has 6 Sectors and 23 Districts.
. N . .+ First Watch 1.96 1-man units g F ‘ :
_ ' . S - 14.95 2-man units | { .
'g’ ‘ _ . ‘ : - 16.91 Daily TOté] Units Deployed ,f 5@ ' Direct]y'above the team Sergeants in the chain of command
" ' ' Secoﬁd Watch 23.51 1-man units vg | is the area'Lieutgnant who has the responsibility for a
o o .93 -ma it I . L
é; : ~1.33 2-man units : :i g ~large portion of the city often composed of several

25.08 Daily Total Units Deployed . o . o
‘ ‘ sectors. The area Lieutenant's immediate supervisor is

the Watch Commander (Captain) who has total ciﬁy‘poTicing

‘responsibility for his Watch.

e e L R it s o
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Téam membérs are.period{ca11y assigned duties other

than normal patrol functidn: |

1. Hdme:Alért. 'Thé Hbme»A1ert program is désigned to
increase the cooperation between fhe police and the
cdmmuhity in-a structured program directed toWara'
théfpréventioh~of crime, particularly burglary and
sﬁspicious persons. The program organizes citﬁzens
into sma]] neighborhood groups and familiarizes them
w1th basic matters necessary to discourage crime.
Officers from the Patrol Division attend, partici-
pate and conduct Home Alert meetings. ‘M

2. 'TeambMeétings: An ongoing, informa1 planning and
trainingvgession for field officers conducted by
'théﬁr first 1ine supervisor. These meetings allow
for tactical planning, mutual problem solution,
éxchange of information, and the review of current

policies and procedures.

‘3. School Contact Program. This program provides an

edqcationa] experience, in cooperation with local
Ikéchooj'systems,‘by an informal police contact as
ﬁant:of the kindergarten scholastic program,
4. .Team“Training Team Training fis designed to increase
the prof1c1ency and effect1veness of police officers
wh11e perform1ng the1r assigned tasks by sharing

1nformat1on,A1mprov1ng understand1ng of department

,_v 17 -

B i i e,

R b B

' procedures and improving specific related sk111s
Team Tra1n1ng is .given at the Watch level’ to 1mprove

team unity and coheswveness
4. Supplements to the Patrol Force

The Patrol Division is responsible for handling calls

for service in .the city. However, due to the enormous

'vo1ume of caTTs‘Traffic, Crime Suppression Units, and K-9

Units are frequent]y assigned to cover a patrol unit or to
hand]e a particular call. Another supplemental entity is

the group of Community Service Officers (CSO).

There are approx1mate1y 21 Commun1ty Service 0ff1cers
working for the Sacramento Police Department. Twenty (20)
CSO0's work for,Patro1 and Traffic Divison--one (1) cso
ass1gned to Traff1c, four (4) €SO's assigned to First Watch
nine (9) CSO s ass1gned to Second Watch, and six (6) CSO's
éssigﬁed to Third Watch. These individuals go through the
basjc,ﬁo]icé acddémy, but are not sworn officers. The

rqmaiping‘CSOVS work for the Community Reéources Sectiaon.
CS0's are college students between the ages of 18 and 25.

They are part-time employees (20 hours per week during the

schoo] year) and they supplement the patrol force in the

- 18 -
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fo]iowing way: Their activities include taking reports of
burg]ariés,';tolén-cars, stolen car recoveries, thefts,
vahda]iém;Atraffjc accidents, etc. ‘They administer first
aid and assist in fraffic control. €SO0's also perform many

other c]er1ca1 and support1ve functions.

5. Patrb] District Realignment

In 1977, the patro] districts and sectors were redes1gned.

Data from the Beat Survey was manually ca]cu]ated and patrol
districts des1gned The Process was tedious and time consum-
ing, It was later determined that the new districts and
sectars ‘were 1naccurate Since then, the districts have

been adJusted to more adequately meet service demands
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CHAPTER 3
PATROL PERFORMANCE OBJECTIVES

One of the maJor obgect1ves of the Manag1ng Patro1
Operat1ons is "to_enhance the capability of police depart-
ments to achieve Patrol Performance Objectives." However,
such an objective is much easier stated than realized. At
the broades£'1eve1,'the Patrol Performance Objectives must -
have a direct linkage to a common and accepted department-
wide definition or understanding of what is the funptioh:of
patrol. In other words, if we can commonly agree as to what
the job and priorities of patrol are, then we can begin to
deVe]dp perf§rmance objectives that are reasonably related

back to the Job.

‘We have categorized all patrol functions into ohe‘of
the following four general areas:
e Crime Prevention
¢ Crime Control
e Public Service

¢ Administrative

Tak1ng these functions one step further, we have defined
them in the 1anguage of a basic Patrol Performance ObJect1ve
1. Crime Prevention Patrol- Performance Objective (basic):

“To minimize the occurrence of crime."

- 20 -
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‘CRIME PREVENTION PATROL PERFORMANCE OBJECTIVES

2. Crime Control Patrol Performance Objective (basic):

" "To maximize the successful closure of reported

RN R R RS
]
Eommionl -

crimes by the police; present all relevant facts to,
BASIC OBJECTIVE

and participate as required in, the judicia]vprocessi'

i e i g

<

and to recover and return stolen property.” e
, | To minimize the occurrence of crime.

3. Public Service Patrol Performance Objectives (basic): ; ?

‘"To maximize the level and quality of police service

authorized or required by federal, state, and city

4 govérnment to the public." : . »~,. MEASURABLE OBJECTIVES:
: L ' ‘ o MAJOR, PERSONAL CRIME

f*w?

4. Administration Patrol Performance Objectives (basic): | | 3

ek PR G oo oot

Eoasd

To minimize the number of those major, violent crimes

'"Tbufati]itate the achievement of the Patrol Perform-
. against persons

"ance Objectives of crime prevention, crime control , ) )
, ~ e ‘forcible rape

° robbery

[

and public service."

that are preventable under the following circumstances:

Eresd

e 1in public,

Next, under each of the above categories, we have .
® in commercial or industrial establishments

o TRy

deve1oped a series of specifﬁc measurable objectives, and .
: , ‘as determined from crimes reported to the police.
the accompanying suggested effectiveness and productiyity

measures.

EFFECTIVENESS AND PRODUCTIVITY
MEASURES

Rate of those major, violent crimes against persons
referenced in the objective that are preventable under
the specified circumstances, per 1,000 population, as
compared to a 3 year crime index norm establlshed by

. the. base years of 1977 79.

- 21 -
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. MEASURABLE OBJECTIVES:

: MEASURABLE OBJECTIVES: SELECTED, LESSER CRlMES

.MAJOR, PROPERTY CRIME

To minimize. the number of each of the lesser crimes

- To minimiie the number of those major crimes against against persons and property, including:

operty: :
pr p‘ Y e petty theft
"o burglary .e assault or battery
» grand theft ¥ : oo 5 e arson A , o
P 3ehicle theft . » , { S ‘®. stoée?.property; buying, receiving, possessing
: S ' _ 4 . e vandalism ‘
as determined from crimes reported to the police. | ! :£ e sex offenses (except forcible rape, prostitution,
. - ' . ' a ‘ and commercialized vice) :
? | e disorderly conduct ‘

[ ]

ﬁ ‘ ‘all other offenses
. EFFECTIVENESS AND PRODUCTIVITY R as determined from crimes reported to the police.
. T MEASURES . ki Lo -
) ' - s i i Jrop »ferenced %
: Rate of those major crimes against property re 3
ij in the objective, per 1,000 population, as compared to | ;
o a 3 year crime index norm established by the base years - EFFECTIVENESS AND PRODUCTIVITY
E’ of 1977-79. _ j; MEASURES
| 3 : . é : : _
1 ig Rate of each of the lesser crimes against persons or
{JeE ~ property referenced in the objectiver, per 1,000 popu-

' lation, as compared to a 3 year crime index norm estab-
lished by the base years of 1977-79.

s

- 23 = —.24 -
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CRIME CONTROL PATROL PERFORMANCE OBJECTIVES

BASIC OBJECTIVE

To maximize the successful closure of
reported crimes by the police; present| .
all relevant facts to, and partici-
pate as required in, the judicial

‘Process; and to receive and return
stolen property.
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o justifiable homicide ‘ :
° gleared by exceptional means not already listed.

All of the following questions must be answered
"Yes" .for a clearance by exceptional means:
1. Has the investigation definitely established
the identity of the offender? :
2. 1Is there enough information to support an
arrest, charge, and turning over to the
court for prosecution? .
3. Do you know the exact location Of.thg
- ‘'offender so that you could take him into
custody now? ‘
4. 'Is theze some reason outside.the pg;lce
'~ control that stops you from arresting,
charging, and prosecuting the offender?

MEASURABLE OBJECTIVES:
MAJOR PERSONAL CRIME CASE CLOSURE

| o

E vt o

EFFECTIVENESS AND PRODUCTIVITY
MEASURES

o .

T

o

o IR

2

»

’ .
. . .

To maximize the number of reported, major crimes
against persons:

that are'closed’successfully_by the police in any of the

homicide

forcible rape
robbery

aggravated assault .

- following manners:

arrest

victim refused to cooperate on and in the
investigation--offender not identified,
cleared other: "no arrest--offender identity
definitely established, under any of the
following conditions:

victim refused to prosecute
prosecuted by another agency
DA refused to prosecute or file
- offender charged in a different SPD case
and will not be charged in this case.

- 25 -
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Proportion of reported, major crimes agains
refgrenced in the objective that are closed successfully

poli ified

he police through at least one of the speci

gztzons as compared to a 3 year case closure index norm
established by the base years of 1977-79.

- 26 -
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MEASURABLE OBJECTIVES:
MAJOR, PROPERTY CRIME CASE CLOSURE

i
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‘To maximize the number of reported major crimes against
property:

e burglary
e grand theft
e vehicle theft

that are closed successfully by the police in any of the
following manners:

® arrest:

e victim refused to cooperate on and in the
investigation--offender not identified,

e cleared other: ' no arrest--offender identity

". definitely established, under any of the
"following conditions:

victim refused to prosecute
- prosecuted by another agency
DA refused to prosecute or file
offender charged in a different SPD
case and will not be charged in this case.
juvenile offender counseled and field
released
restitution made
justifiable homicide
cleared by exceptional means not already listed.

All of the following questions must be answered

"Yes" for a clearance by exceptional means:

- 1. Has the investigation definitely established
. ~ the identity of the offender?’

2.” Is there enough information to support an
arrest, charge, and turning over to the

. court for prosecution?

3. Do you know the exact location of the
offender so that you could take him into
custody now?

4. Is there some reason outside the police
control that stops you from arresting,
charging, and prosecuting the offender?

- 27 -
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EFFECTIVENESS AND PRODUCTIVITY
MEASURES
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Proportion of reported, major crimes against’ property
referenced in the objective that are closed successfully
by the police through at least one of the specified
actions as compared to a 3 year case closure index norm
established by the base years of 1977-79.
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MEASURABLE OBJECTIVES:
SELECTED, LESSER CRIME CASE CLOSURE

To maximize the number of each of the reported lesser

. personal and property crimes:

-assaults’
‘arson
forgery
fraud
petty theft -
stolen property: buying, receiving, possessing
vandalism
weapons: carrying, possessing, etc.
prostitution and commercialized vice
' sex offenses (except forcible rape, prosti-
tution, and commercialized vice)
- narcotic drug laws
gambling
offenses agalnst the family and children
driving under the influence-
liquor  laws
drunkenness
"~ disorderly conduct.
all other offenses
curfew (juveniles)

that are closed successfully by the police in any of the
-following manners:

° formal diversion,

e arrest,

® victim refused to cooperate on and in the
"investigation--offender not identified,

® cleared other: no arrest-offender identity
definitely established, under any of the
following conditions:

- victim refused to prosecute
juveriile offender counseled and field released
‘restitution made
" prosecuted by another agency
DA refused to prosecute or file
offender charged in a different SPD case and
will not be charged in this case
justifiable homicide

. .

e

vgmoy

e eieered by exceptional means not already listed.

All of the following questions must be answered

"Yes" for a clearance by exceptional means:

1. Has the investigation definitely established
the identity of the offender?

2. 1Is there enough information to support an
arrest, charge, and turning ‘over to the

" court for prosecution?

'3. Do you know the exact location of the
offender so that you could take him into

. custody now?

4. Is there some reason outside the pollce
control that stops you from arresting,
charging, and prosecuting the offender?

EFFECTIVENESS AND PRODUCTIVITY
MEASURES

Proportion of each of the reportedlesser personal and
property crimes referenced in the objective that are
closed successfully by the police through at least one
of the specified actions as compared to a 3 year case
closure index established by the base years of 1377-79.




MEASURABLE OBJECTIVES:
CASE PREPARATION AND TESTIMONY

‘To‘maximiée the quality of crime case preparation.

To maximize the quality of testimony given in legal -
proceedings..

EF?ECTIVENESS AND PRODUCTIVITY
MEASURES

Pfoportion of cases in which the quality of the case
preparation is rated satisfactory by both the police
and prosecutor as determined by a survey.

Proportion of instances in which the quality of police
testimony is.rated satisfactory or better by the
prosecutor as determined by a survey.

MEASURABLE OBJECTIVES:
STOLEN PROPERTY RETURN

To maximize the total value of stolen property that is
recovered.

EFFECTIVENESS AND PRODUCTIVITY
MEASURES

Proportion of total value of stolen

property that is recovered compared to the total

value of property loss reported as estimated from crlmes
reported to the police.

- 31 -
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PUBLIC SERVICE PATROL PERFORMANCE OBJECTIVES

BASIC OBJECTIVE

‘To maximize the level and quality
of police services authorized or
required by federal, state, and
city governments to the community.

MEASURABLE OBJECTIVES:
PATROL DEPLOYMENT

To optimize the allocation of patrol resources according
to workload conditions.

EFFECTIVENESS AND PRODUCTIVITY
MEASURES

Establish an accurate workload condition data base which
reports: -

e radio dispatch activity (CFS)
® reported crimes

type of crime/incident

- geographic reporting area
day of week

time of day

LR N R J

Develop a patrol district and sector design plan uSLng
Hypercube that best:

® equallzes workload conditions

- 32 -
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‘minimizes average response time for the entire
. sector - '

equalizes response time among different parts
of a sector
minimizes cross~beat dispatching

Develop a batrol car allocation plan using PCAM that best:

averages the workload for patrol units ,
averages travel time to incidents by priority

~averages the percentage of calls that will have

to wait in queue until a patrol unit is avail-
able to dispatch to the CFS

RS R v S

-
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MEASURABLE OBJECTIVES:
COMMUNICATIONS

To maximize the calls for serwice efficiency. ‘ i

Develop and implement a dispatch prioritization plan that
distinguishes between:

e true emergency needs requiring immediate police
presence

e request for police service, but not amounting to
an immediate emergency

e request for police service that can be
alternately handled by:

e paraprofessionals
¢ non mobile response

EFFECTIVENESS AND PRODUCTIVITY
MEASURES

e Dispatch delay for priority one calls as compared
to the base year of 1978.

e Dispatch delay for priority two calls as compared
to the base year of 1978. :

e Number of requests for police service alternately
_ handled by paraprofessionals and non mobile response
as compared to the base year of 1978.

e Total dumber‘of Code 12's (no unit available each call)
compared to the base year of 1978 by hour of day.

&
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MEASURABLE OBJECTIVES:
TRAFFIC SERVICES

To minimize the number of motor vehicle accidents,  the
number and severity of related injuries, and the amount
of proper;y.damage. :

EFFECTIVENESS AND PRODUCTIVITY
MEASURES

b i R R et ) s

Rate of reported injury accidents, per 1,000 population.

The rate of hazardous moving violation enforcemen; as
compared to a three-year arrest index norm established
by the base years of 1976-78.

The rate of driving under the influence (DUI) arrests as
compared to the three-year DUI enforcement established
by the base years of 1976-78.

The rate of infjury accidents by patrol sector, by wétcp
shift, according to the primary collision factor according
to submitted traffic accident reports.

The ratekof citation enforcement by patrol gecgor, by
watch. shift, acconrding to violation categorilies.

- 35--
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ADMINISTRATION PATROL PERFORMANCE OBJECTIVES

BASIC OBJECTIVE

To facilitate the achievement of the
Patrol Performance Objectives of
crime prevention, crime control, and
-public service.

MEASURABLE OBJECTIVES:
DIRECTED PATROL

To commit only those resources that can be recovered from
Patrol without sacrificing the defined service levels of
response time, travel time, patrol interval, patrol satur-
ation, cross beat dispatching, etc. as estimated from the
radio dispatch/beat survey and officer activity data base,
to the planning, training, and implementation of directed
patrol activities which are in furtherance of:

e Crime Prevention Patrol Performance Objectives
‘@ Crime Control Performance Objectives
e Public Service Patrol Performance Objectives

Directed patrol activities will be prioritized at the
patrol team level in order to reflect the varying crime,
traffic, and social problems by time of day and day of
week, and they are subject to review and approval by
police management. ;

EFFECTIVENESS AND PRODUCTIVITY
~ MEASURES

The ratio of directed patrol time, by type, actually
performed as compared to total recoverable patrol resource
as reported by the radio dispatch/beat survey and officer

“activity data base. . :

- 36 -
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‘  MEASURABLE 0BJ CTIVES:
: DIRECTED_PATROL»' BEAT/DISTRICT PLANS

following:
° Demégréphic characteristics
e Geogréphic characteristics
;‘ffnteliigehce information
»o.«Cfimes'reported to the police
'@ Community problems
® Resource aséessment
® Traffic problems
® Strategy recommendations
e Knhown offenders

° Known community leaders

~ EFFECTIVENESS AND PRODUCTIVITY
] N MEASURES

PRI SRR T T S

The number of beat/district analvtj 2po:
completed. ytical reports gctuélly

The ratio 6f’beat/district analyti ’ 11 ‘

_ Ytical reports which are
acceptable by Patrol.management considering the thbrough-
ness of the p;oblem 1dentification, the logical relation-
ship to proposed_strategies, and a reasonable assessment

0of resource needs.

.37 -
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- MEASURABLE OBJECTIVES:
DIRECTED PATROL = SECTOR PLAN

"Each-sector sergeant will prepare by Marchk 15, 1980, an
analytical report of their sector describing with particu-

larity the following:

é‘lDemog:&phic characteristics
'@ Geographic characteristics

° :Intelligence information

° Crimes reported to the police
ko ATraffic problems

e Community problems |

° kesource assessment

which will be uéed as base line data for the establishment
of long range operational plan for the sector detailing

the following: :
° 'SectorkobjeCtives; by priority
10;'Re§¢urCe utilization
.3 -Intendéd'strategies

& Evaluation
e Training needs

 EFFECTIVENESS AND PRODUCTIVITY
MEASURES ‘

The nuﬁbér of long_range operationél plans for the sector

 actually completed.

The ratio of long range operational plans for sectors
which are acceptable by Patrol management :
considering the thoroughness of the problem A
~identification, the logical relationship to proposed
strategies, and a reasonable assessment of resource/
training needs.
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'The number of planned strategies actuallylimplemented.

' The proportion of sector sergeants who rate the analytical
report of their sector as useful in enhancing sector
awareness,. and ds an effective tool in the planning of
directed pa

trol strategies, as determined by a survey.
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. MEASURABLE OBJECTIVES:
- DIRECTED PATROL - AREA PLAN

Eachshiftliéuﬁenant will prepare by April 1, 1980, an‘
analytical report of their area describing with particu-
la:ity the folloWing; .

° Demographié characteristics

.‘ 1Geog?aphic.characterisﬁics

° Intelligencetinformaﬁidn

L Crimes réported to the police

. Trgffic:pfoblems

° Community problems

. ® Resource assessment

which will be used as base line data for the establishment

of the long range operational plan for the area detailing
the following:

® Area objectives by priority
®  Resource utilization

° Intended‘stratégies

. Evéluati¢n

® Training needs

EFFECTIVENESS AND PRODUCTIVITY
MEASURES

The number of‘lonq range operational plans for areas
actually completed. ‘

The ratio. of lohg range operational plans for areas that
are acceptable by Patrol management. '

-
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Considering éhe thoroﬁéhness bf : i ifi i

{ . 2 . I problem identification
the logical relationship to proposed strategies, and a'
reasonable assessment of resource/training needs. |

The proportion ofshiftlieufenants wh i

» L sh. O rate the analyti-~
cal report of their ‘area as useful in enhancing areay
awareness, and as an effective tool in the planning of

@irected'patrol strategies, as determined by a survey.

i
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| L MEASURABLE OBJECTIVES:
DIRECTED PATROL - OPERATIONAL PLANNING-SHORT RANGE

Each sector team will maximize its directed patrol
activities by preparing and implementing short range

. operational plans, on an as-need basis, in response to:

° .Identified crime patterns of:

Burglary
" Robbery

Indecent exposure
Rape

Vehicle theft

e Other idéhtified crime and social problems:

- Traffic -
Prostitution
Disorderly conduct
Public intoxication
Liquor law violations
Gambling
Juvenile problems
Other social problems

that can be impacted by any of the foilowing directed
patrol strategies:

"Field contact cards

Stakeouts o

Saturation patrol

D=-runs - o

Split force

Specialized enforcement _
Other strategies as developed by the
sector teams ’
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EFFECTIVENESS AND PRODUCTIVITY

MEASURES

The number. of short range operational plans submitted in
response to identified police problems. ' _

The'totalAﬂdmber of man hours,engaged.in directed patrol . -
strategieS'ip response to short range opéerational “plans.

The number and type of directed patrol strategies

engaged in by sector,

plans.
Impact evaluation as

as it relates to

teams in response to short range

aeterminedtw'the sector sergeants

. @ . Problem dispersion

e Arrests

@ Case clearances
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MEASURABLE OBJECTIVES!
PATROL TRAINING

To develop a 56-~hour training course for Sergeants and
Lieutenants that prepares them for directed patrol
functions.

To train 98 Sergeants and Lieutenants in directed patrol
functions.

To dévelop a 36-hour training course for police officers
that prepares them for directed patrol functions.

To train 378 police officers in directed pétrol functions.

To increase the capability of sector teams to perform
patrol functions by committing 4 hours of specialized class-
room training per man/per month.

Such as:

Stakeouts

Lineups ‘

Saturation patrol

Felony stops

Weaponless defense

D-runs .

Recognition of narcotic violations

ABC violation enforcement

Traffic enforcement

DUI recognition and enforcement
- Report writing

Sector analysis updates

Crime analysis updates

Role definitions

Evaluations

Other subjects as needed

.0...‘,.0........

EFFECTIVENESS AND PRODUCTIVITY
MEASURES

Completion of the 56-hour traiﬁing course by
September 1, 1979.

Completion of the 30-hour training course by
November 1, 1979.
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Yi Student evaluation reports on the quality and content ‘ E
\ g of the training programs. MEASURABLE OBJECTIVES:
Number of Lieutenants and Sergeants actually trained. e 1 :l CRIME ANALYSIS/TARGET CRIMES
;i .~ The tota;'number of sector team training hours completed. ? ' L To makimize the number of identified crime patterns:
. The types of sector team training completed. } éw :E . ® Rape |
gl T - e Robbery
: , A T R e Burglary -
408 B e Indecent exposure
iz ; S _ I ® Vehicle theft
. ’ ‘ [ ‘ . ' ; Lo T
Lo O - A ! N that can be impacted by the following directed patrol
R ' 1 § strategies:.
: . I -
: 3: i - @& community education
B i - ® property marking
g° Ei '® saturation patrol
&, H : f@ e field .interrogation
/ ié A . ® decoys and stakeouts
» _ %f £ '® - suspect identification
aj ' . : | . 4 (I I e other-strategies as they are developed by the
CoLT _ ' o é ; ﬁ? , ' .sector teams
L : ; {dd .
# éif( as determined from crimes reported to the police.
- EFFECTIVENESS AND PRODUCTIVITY
_ gi MEASURES
o . Number of identified crime pattern reports: referenced ih
. .Q:' the objective.
, L Evaluation of crime péttern reports.by patrol user groups.
, @i Number of directed patrol strategies resulting from
. identified crime patterns referenced in the objective.
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MEASURABLE OBJECTIVES:
CRIME ANALYSIS/LESSER CRIMES

To meximize the number of identified crime and social
problems that are subject to police patrol service:

gambling - !

© public intoxication

* disorderly conduct '

driving under the influence

stolen property: buying, receiving, possessing
vandalism '

commercial vice

narcotic violations

liquor law violations

other lesser offenses

that are preventable under the follow1ng circumstances:

- @ in publlc
@ in commercial or industrial establlshments

as;determlned from crimes and information reported to the

police.

EFFECTIVENESS AND PRODUCTIVITY
MEASURES

Number of identified crime and/or social problems refer-
enced in the objectlveh

Evaluation of crime and/or social problem reports by

" patrol user groups.

Number.of dlrected patrol strategies resulting from crime
and social problems referenced in the objective.
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' CHAPTER 4

COMPUTER ASSISTED RESOURCE ALLOCATION
I. OVERVIEW

The following chapter will detail Sacramento's approach

to the a]]ocat1on of resources, and the use of several computer

‘software mode]s * The intent is set out in a very straight

forward‘manner‘—- how we approached the problem, the obstacles
thatkwere<encduﬁtéred, the studies that were performed, and
the‘deciSiqhemaking process that fo11owed..

‘UnqueStiona51y, the computer models were'of value in
Sacramento. A-greét deal was learned, and changes were made
in the Patrol dép]byment structure. However, there were a
number of major factors in the organizational environment
which.limited‘théir use.

As the following pages will show, the models cannot operate

in a vacuum; and, in fact, much of their use may be limited

by management values, labor contracts, or even the geographical
makeup 6f.the>City; Certainly, this was true in Sacramento.
For thdse.thét are considering the future use of such

models, it is essential to have a clear understanding of the

~assumptiontbdi1t into them, as well as the~0rganizationa1

constraints with which they may come ‘into conflict. Hopefu]]y,‘
we have documented our experiences in an . objective manner.

It is certain1y not our ‘intent to bias prospective users as

" to whether they should, or should not try the models themselves.

As for the future, Sacramento plans to continue using the

software on a periodic basis to monitor patfo1 activity, and to




romsy

beyond the model' s control,

‘make adjustments as necessary.
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Their more frequent usage s

'11m1ted ma1n1y by organ1zat10na1 factor which clearly are

FPpRE

MPO RESOURCE ALLOCATION OBJECTIVES

The MPO Test Design def1nes resource allocation as

- two separate though 1nteract1ng processes:

l}f Matching resource al]ocation to workload
-;cond1t1on° according to a workload analysis. |

2. “Manag1ng of the call for service workload ‘based

o on a system of pr1or1that1on 1

In Sacramento, these two Processes have been given a

great deal of attention. As mentioned in the Management of

~the Calt for Service Workload Section, call prioritization

in Sacramento ‘currently dinvolves a call screening procedure
that d1verts all but 35% of Complaint Section emergency line
calls w1thout the d1spatch1ng of a unit; and for those ca11s
that are d1spatched a three-level dispatched sequence

wh1ch effectively segregates immediate dispatch, regular

‘~d1spatch, and no off1cer needed dispatch (other police

personne],vpart1cu1ar1y non-sworn Community Service Officers)
calls, .for service.
In terms-of matching resource allocation to workload

conditionsbased on workload analysis, Sacramento's achieve-

-ments are equally noteworthy.

Workload analysis is accomp1ished Primarily by data

”;prdvided from: Rad1o Dispatch/Beat Survey System (a computer-l

ized. ta11y1ng of the radio d1spatch cards) which sorts calls

1 Managing Patrol Operations Test Design

-
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for service in the City by type, area and time; the Sacramento

~Traffic and Accidenf Reporting System (STARS) which, among

other outputé,féupp]ies accidents and enforcement information

- by areéz day of week, and primary collision factor; and the

>Sacramentq Crime and Arresf Reporting System (SCARS) which
provides é va?iab]e extract cdpabi]ity for all arfest,’crime
and fie]dkcontact reports:

’Pﬁicﬁ to MPO, all these systems provided'the data which

was used in the allocation of resource decision making process.

‘ whiTe'Ehe data analysis supporting such decision making was

manual in naturé, it had been successful to the extent that

MPO $tudies utilizing PATROL PLAN revealed that the Watches

‘were staffed exactly proportional to workload.

| The Resource Allocation compohent of the MP0O project
represented an .attempt at systematically dealing with. the
-résouree al]océtfqﬁ proéess in Sacramento. The steps‘in this.
process include: | | ,
1. Defining the objectives of resource a1locat{on.
2. Ideﬁtifying chramento's real world constraints
that will have impact in this area.
.3; Idgntifying the policy issues which the process
Wi raise. -
4., Defiping thg mechanisms for~;ontro111ng the process.
5. Deciding what equipmnét (both hardware and'softwarej

to use.

- 51 -
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.Consfruction of the dafa base (including sources,
~problems and assumptions).

- Prepé}ation for, and operation of, software programs
'.(including set-up, debugging and the se]eétion of

. targets for analysis).

. A pdst‘MPO project evaluation of computer assisted

patrq] resource allocation and beat~boundafy efforts

‘an¢ the feasibility of their continued use.
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S IIT.. RESOURCE_ALLOCATION: PATROL PERFORMANCE OBJECTIVES

Purpose of the Managing Patrol Operations Field Test

"By systematically matching deployment to work-
-1oad conditions and by managing demand for police
service, departments will be able to free a '
greater portion of patrol resources which can

then be devoted to directed activities, defined

in response to a local crime and problem analysis."

’This‘asﬁumption can be translated into two operational
-objectives:
"to increase the efficiency of the calls for
service response and thereby increase the portion
. of patrol resources devoted to what has been
traditionally called random patrol;" and

“to replace random patrol with field service
activities directed toward specific crime and
service-oriented problems."

Taking this concept of directed field service activities
one step further, the test design states:

;“...the efficiency of the patrol allocation
strategies selected for implementation is largely
dependent on the ability of police policy makers

~'th set realistic patrol performance objectives

and to desigp strategies consistent with those
objectives." )

The Sacramento Police Department has decided ubon
a working set of four general categories of patrol
perforhance'objectives.

1. Crime Prevention

2. Crime Contro]
3. Pub]ic Service
4. Administration

2 Ibid.

- 53 -

S o, Y A s 7 0 505 10 . . e e L s e e .y

e e

R i it o ch it s e

ot
it SRR i
St o,
%

S e RN e s .

~The resource allocation component of the MPOQ

v grént in Sacramento speaks directly to the latter

three categories.

"The Public Service patrol performance basic
ébjective is:

':"To.maximize the level and quality of police

services authorized or required by federal,
state and city governments to the community."

The Crime Control patrol performance basic

objective is:

"To maximize the successful closure of reported
crimes by the police; present all relevant
facts to, and participate as required in, the
judicial process; and to recover and return
stolen property."

The -Administrative Patrol performance basic

objective is:

"To facilitate the achievement of the patrol
performance objectives of crime prevention,
crime control and public service."

The computer's role in meeting these objectives

' was the development of a resource allocation Strategy

Athat'w0u1d; to the greatest extent possible, maximize

the delivery of police services while still] leaving
sufficient resources (in sufficient concentrations)

to devote‘to an effective directed patrol program.
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COMPUTER—ASSISTED RESOURCE ALLOCATION BACKGROUND

-In Sacramento, the Computer Assisted Resource
A]]ocetion component of the MP0 Grant involved the use of
two large-frame computer programs called Patrol Car

Allocation Model (PCAM) and Hypercube Queuing Program

~(h3) to allocate Patrol Division manpower in proportion

to the Call for Service workload (PCAM) and to develop

patro]idistricts with balanced workloads (HB). Two

.micro-computer programs, PATROL PLAN and SCHEDULE PLAN,
-were aiso used. PATROL PLAN is basically a Tow- powered

' vers1on of PCAM, capable of being run on an inexpensive

($1,000-$3,000) micro-computer. SCHEDULE PLAN is used to
develop employee work schedules (i.e., their days on and
days;oft)'on the same inexpensive equipment*, The‘micro-
computer programs, however, were of less importance to

the MPO Project, in that, PCAM and Hypercube provided the

‘basic foundation of Computer Assisted Resource Allocation.

1. PCAM QVERVIEW
PCAM is a - computer program which heTps determine
the optimal number of patrol units (i.e., mobile

vehicles) to have on duty in each patrol area.,**

* . For more information on PATROL PLAN and SCHEDULE PLAN,

contact The Institute for Pub11c Program Analysis,
\'Clayton, Missouri.

**. For a more in- depth description of the PCAM Analysis,
~ see Patrol Car Allocation Model: Users Manual, by
Chaiken & Dormont, R-1786/2 - HUD/DOJ and Patro] Car
Allocation Model, Executive Summary, by Chaiken &
Dormont, R- 1786/1 HUD/DOJ, Sept. 1975.

- 55 -

Patro] un1t requ1rements typically vary according

to the season of the year, day of the week, hour of the

day. The program matches a]focationhto these changing

~requirements in a way that is consistent with overa]]

manpower resources, the hours of the day patrol officers
beg1n work, d1spatch policies and performance objectives
for patrol units in responding to calls for service,

This allocation model has both descriptive and

.prescriptive capabilities. In itg descriptive mode, PCAM

.generates performance data for any given allocation of

«patrol units ass1gned to an area during specified hours

and thus permits the user to ~compare alternative allog-
cat1ons. The set of information pProvided for each alter-
native plan includes:

) average workload of patrol units;

) aVerage amount of uncommitted time for patrol uhits;

® average travel time tg incidents;

® percentage of calls that wil] arrive when all

Patrol units are busy;
. ) average number of minutes calls in each priority

c]ass will have to wait before a patrol unit is

“available to respond;
® average patrol frequency;
® patrol interval - the length of time it would take
to cover the entire sector while on preVent1ve
patrol; and ‘ e»" *
® average total response time (time waiting for a

unit to "free up" plus trave] time)
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PCAM has three basic prescriptive capabilities.
The first is to determine the minimum number of patrol

units that must be on duty in each geographical area

‘during all hours of the day in order to meet performance

objectives related to one or more of the data items above.

The seﬁond capability is to determine the "best®
a]]oéaﬁion across sectors and/or among different times of
phe day or week, based on the optimization of one of the
following:

o the smallest possible percentage of ca11s that
_must bé placed in queue (no patrol unit available
‘when call arrives); |
}tﬁe smallest possible average length of time calls
for a given priority must wait in queue; or

e the smai]est possible average total response time

PCAM's third prescriptive capability is a combination
of the.first two. The user fis permitted to develop an
a1locatfon p}an that both comb]ies with specified perform-
anﬁe objéttives and is the "best" plan that can be

échieved if those objectives are to be metX¥

" 2. HYPERCUBE OVERVIEW

The‘Hypefcube program is a logical complement to
the Patrol Car Allocation Model.* While PCAM provides

‘a mechanism for systematically allocating resources to

*  For more information on

Field Evaluation of the
of Police Patrol Operations, Executive Summary, The

* Institute for Public Program Analysis, and How To Set Up .
Shop .for the Hypercube System,

. Program Analysis. |
- "Managing Patrol Operations Program Test Design"

the Hypercube Program, read

P-13.
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Hypercube System for the Analysis

The Institute for Public
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major geographical patrol areas (Sectors), the
Hypercube Model offers a duide to the design of
individual patrol districts. Thus, it assigts field
cbmmandérs in deploying resources to the Districts
within each patrol Sector area. The Hypercube Model
does not construct district boundaries. Rather, it
es@imates the impact of alternative district designs _
on various patrol performance‘measures and thus makes
it possible to select the design that best meets that
depér#ment's performance objectives. The initial
design is produced by the user; the computer then
calculates the resulting values of the performance
measures. The user can then accept or reject thét

design. If he rejects it, he goes through the same

_Process until he produces a design that satisfies his

pérférmance objectives.
The design of district boundaries is intended to
achieve four general performance objectives:
¢ equalize workload among patrol units;
e minimize average response time for the entire
sector;
. equalize response time among different parts
of a sector; and
¢ minimize cross-district dispatching
As in the case of the,other models, all of theseif”"

objectives cannot be optimized to the degree. that the’

.user might prefer. In order to reduce cross-district

dispatching to 15 percent, for instance, the user might

R L s RS M T R 5 R .
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.have to’ Settle for a 1ess than optimal degree of "COMPUTER SUPPORT FOR PCAM AND HYPERCUBE

e d1<par1ty in response times among different parts PCAM and Hypercube are manpower a]]ocation.software

b ey
P e SR ]

of a sector But this trade -0ff, as well as alter- programs that must be operated on a large-frame computer.

nat1ve trade offs between these two performance ‘ fg' A]though the C1ty of Sacramento owns a Univac 90/70 com-

P

- measures, would be clearly defined by the model.* puter capab]e of handling the software, there were numerous

problemsvwh1ch prevented their being 1nsta11ed'10ca11y.

]

b ‘ , : ‘1. In Sdcramento, all software programs are written

S e Yeine D0 ol ~ﬁ-v~—-~q

in COBOLhand the Data Processing Manager clearly identifies

the Department as being a "COBOL shop". None of the

programers were trained in other computer Tanguages.

2. Hypercube is‘written in PL-1, which is an IBM

'E - - : probriétary language. Two immediate problems were, there-
";E o fore, presented immediately. The first was that Sacramento

did not have a PL-1 compiler available to load the ‘programs.

& . _ Secondly, Sacramento did not have Data Processing personnel
skilled or knowledgeable enough to install or support it.
3. PCAM is written in FORTRAN. Although the City owns

" a FORTRAN compiler, there was a similar problem with the

absence of programers available to install or support the
program. |
As a resu]t; Sacramento was left in a posture of seeking

td operate ‘'the software programs on some type of computer

time-sharing service. Ultimately, the three MPO cities

struck comparable agreemehts relative to cost sharing and,

with technical assistance of Dr. Nelson Heller from TIPPA,
both Hypercube and PCAM were installed on a computer time- .

sharing ﬁetwbrk with National CSS, Inc. The Sacramento MPO

*Ibid P-14
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Pfoject utilized NCSS services from May 16, 1979 through
"daéuary 15, 1980? at a total cost of $6,571.

Alhdte of caution at this~point for future users of
thé software énd computér time-sharing services is
necessary. Neither PCAM nor Hypercube can operate on’a
computer.in'a'complete vacuum. There has to be a solid

understanding By»the project staff as to which of the
| éohputér "éhVironmenfs"'is the most efficient for the
brograﬁs to operate. fhEy must also have the technical
;kills.to.set up job logic and execution control language.
Sacramentb éxperienced numerous delays and frustrations
',infa;quifjngythis level of competence. It was only after
the project staff had attended several'of the free
custbhér‘service classes provided by the NCSS, together
~With'the {nfinite patience of Customer Service Represehtative
‘Vita Drucker in helping to "debug" problems, that the

programs fina11y began to operate satisfactorily.
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‘(the Radio Dispatch/Beat Survey System)
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CVT. . DATA COLLECTION IN SACRAMENTO

The Radio Dispatch/Beat Survey System

The City of Sacramento's 96 square miles

is broken up into 437 EDP subdistricts'. The
automated tallying of the radio dispatch cards

pfovides the city and MPO with call for service

- information by subdistrict. Because it is our

most~imporﬁant source of call for service

‘information, it is described in detail below:

The Beat'Survey is a computerized system
which provides police management with call for
service summary data by (1) type, (2) location,
(3) unit, (4) ffequency, (5) time, and (6)
priority. The radio dispatch card is the source

document for the Beat Survey system (see below).

NO.
‘ FIRW HAME APT. AcTivizy [NO.
i Location :
COMPLAINT [T} Nl !Lu:mun €0k
2 3 INTRRALICTION #1 ! INTERSECTION 23
{TCGRFCAINARY ) ) -
! - ———— p— ————
. ‘ A5oREEs PHONK. . T
{ RENARKE . .
H S — S
|
L
e — R—— S,
R R T
o mx »| fed ~
F3 I » wl A
3 - L I IS P TR FIYY ™) anu:a[ Tow | &S, l [
] 2 3 5 $
. CHEGK ONt £T aff, [°3as, MiTE, | VER, [N
] 8 ]
RESET ] ASI(ST|AQVISE | SuOihe | SHFs
L F [ { J
G OYRIGS IMPLEXR lovu ARC'D AY JISPATCHED BY ARRLS 330 FCR [, INFEA o
s M

Each subdistrict is typically no more than a few City :
blocks in size. The EDP subdistricts provide the basis o
for reporting the geographical distribution of calls -
for service, and they are the "building blocks" for
‘designing patrol districts. '
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2 In ‘this survey system, "Beat" is synonymous w%th
"Patrol District".
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These cards are generated by the Communications

“Section when police services are requested. They

are 1atér‘coded by a clerical staff for key data

.eﬁtry purpoﬁes.

NOTE::

1. .Activity Code - indicates the type of call the

officer is reéponding to, such as 459 PC (burg-
lary), 211’PC»(robbery), atc.
2. Div. - numerical digit indicating the divisional
pérsonneT who are‘responding to the call, such as
-;Oiffor patrol, 03 for traffic, etc.
3. ggég‘; numerical digit indicating in which patrol

“district the call is located.

4. Location Code - The location code (also reférred
’fo as "EDP subdistrict") is a four-digit numerié
code‘&hich identifies a small geographical area
within the‘Cjty.

5. gﬁiﬁ - Indicates the numeric identifier of the unit
| .assigned the call, such as Adam 34, Charles 5, etc.
Note: _As many as three units can be picked up by

Athé pregram for each call.

6. Rec'd - Indicates the time the complaint desk re-
ceived the call for services.

7. Qjégg; Indicates the time the dispatcher a;signed a

i ~unit to handle the ca]]l |
8.f.A££.-11ndicates the time the responding unit arrived
at the scene. x |

9. Comp. - Indicates the time the officer combTefed the
call.
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The Radio Dispatch/Beat Survey System generates

~ Report #1

“Report #2

Report #3

Report #4

Report #5

Réport #6 -

“the following type reports:

Activity by Location

Provides the call for service rate by
hour of day, by EDP Subdistrict. Includes
all officer initiated activity.

Activity by (Patrol) District

Provides the call for service rate By

patrol distﬁict, by hour of day. Includes

all officer initiated activity.

- Activity by (Patrol) Unit

Provides the call for service rates by
patrol unit, by hour of day. Includes all
officer initiated activity.

Activity by Call Code

Provides call for service rates accprding
to type of call, by hour of day. Includes
all officer initiated activity.

Activity of Day

Provides call for service rates by day of
week, and by hour ofvday. Includes all

officer initiated activity.

Activity Hoﬁrs Expended - or - Response‘

- Time Analysis

Provides specific response time analysis,

" and service time analysis information at

the patrol district level, by watch. The
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report segregates information by type While this was the t\/ge of information that

of call, number of calls with that call PCAM and Hypercube needed, it was not in the proper

type and average response and service format. Therefore, the Radio Dispatch/Beat Survey

times within the call type. Separate System was reprogrammed in the following manner:

reports are prepared with the above Reports #1 through #4:

information on activity where officer .These report formats were retained except that

initiated calls are excluded, and 6n all officer initiated activity was excluded.

activity where it is officer initiated

- Report #5: Activity by Day

only. Summary totals are provided by - This report was modified to provide for call for,

‘watch.

Ty

~service rates by patrol sector, by day of week,

hour of day, and by call priority. A three level

2 S R O o P
A 5o . & oo e " RS shs e
iu.'i = ,’é R g S oo o - RN PRI

Report #7 =~ Activity Hours Expended - or - Response

.
W s
==

Time Analysis . A ' call priority method was established with the

¥

Provides specific response time, and

g"alui

capability of expanding to five.

service time analysis information at the Report #5 and #7:

==

watch level This report segregates This report was modified to provide for response .

'information by priority of call, by type time and service time analysis information at the

of calls within that priority, number of ‘ﬁatro1 district level by call priority, by 2 hour

calls within that call type, and the intervals.

T e A

average response and service times within It was with considerable curiousity that we noted

]

that call type. Separate reports are an increase of over 2,000 Priority One calls, with a

prepared with the above information on simiTar reduction in Priority Two calls after these

activity where officer initiated calls are programing changes were made. In reviewing the situation,

a : ' S ‘ excluded, and on activity where it is we discovered two compounding problems that resulted in

officer initiated only. ~our previous under-reporting of Priority One calls.

A1l reports are produced in four categories:  (a) Before the programihg changes were made, different

Ai] CaTIn-. {b) One uhit calls only; (c) Two unit .-colored Radio Dispatch Cards were used to distinguish

T, A s .
- N .
N -

calls dn]y; (d) Three or more unit calls only.

o betwe'en Priority One calls (Salmon colored) and Priority

Two’(Buff'colored). However, we later learned that both
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 theDjspatchers and the Telephone Complaint Takers
were not foi]owing this practice closely. Hence,
~Priorﬁty Onevca1ls were actually being recorded on
_Buff éo]bred cards. When the dispatch cards-were later
sent to Data Processing, the key punch 1nsﬁruction§
provided that only the Salmon colored cards were to be
punched as Priority One calls. Ergo, we were losing
all the Priority One calls that were on Buff cards.
~This problem was remedied when the Radio Dispatch/ ; ié ¥
Beat Survey System was modified for the MPO Project. i

ui'Ndw the Dispatchers actually record on the card itself

tﬁe}ca]] priority level. The Data Processing key punch . 3,1«5'

1nstqutions also were changed so that the call priority f .
1evei is actually read from the card and entered as such. i '

'Finaliy, it should be noted that all the final PCAM t .
studies used the post-July 197¢ radio dispatch data and ‘ {' 'g i
therefore, they reflect the more accurate reporting of

call level prioritieé,
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. Data.Collection Obstacles

One of the obstacles to the collection of

base line data for PCAM and Hypercube iin

- Sacramento was the fact that Patrol Deployment
Q'Changed‘from a 5-day week/8-hour day to a

4 4¥day week/10-hour day. This change, which was

ihp]emented‘duly 1, 1979, was brought about as
the result of a negotiated Tabor-management

contract between the City and the Sacramento

Police Officers Association. Prior to the MPO

Project, the Departﬁent had devoted six man-months
to the manual development of a 4/10 deployment
plan. The major components of this p1an.were:

-0 The conversion from an 8-hour day, 5-day
| work week to a 10-hour day, 4-day work
~week, for all patrol officers, sergeants
~and lieutenants.

o A conversion of the Patrol Division from
ﬁrimari]y two-man cars to primarily one-
man cars.

e An increase in the Patrol Division's
authorized strength by 26 police officers
as a result of transfers from the Traffic
Division.

¢ An increase in the number of work shift
tours from three to four.

¢ The construction of new patrol beat

boundarigs.
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Thi; radical change in the Patrol

Division's deployment posture "invalidated"

- most of the Patrol Division call for service

data history, with the exception of the call
for service rate, and the Tocations for the

service activity. Therefore, a new data base

had to be Epnstructed from post July 1, 1979
“data. ' ‘ “

A closely related problem was the yearly

" 'patrol sign-ups for shifts and days off. These

sign-ups, based on seniority, commenced in

v Novehber to allow police officers sufficient

Tead time to register for college classes which

"~ do not conflict with their work schedules. This
‘providéd a outside constraint on the time by

'which our new allocation strategy must be developed

and approved. This means that the 1980 Patro]
vaision resource allocation recommendations were
baﬁed on only 90 days (July through September 1979)
worth of data.

Since call for service rates. will not really

be affected, this data limitation had minimal effect

upon W3, HoweVer,,PCAM was impacted in at least

‘the two' following areas:
o It is recognizéd Ehat criminal activity and
| §ocia1 problems f]ucfuate on a‘seasona1
' baéis, Obvious1y,‘Ju1y through September

represent only the summer season so the
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‘ model cannot compensate for seasonal

chahges. Sacramento used Hypercube to

offset this problem. The reasons are-:

- several fold. First of all, the change

. to a 4-10 deployment plan did not affect

.the call for service rates. Thus, the

H3ffi1e could be constructed to demonstrate

workload activity for any quarter of the

- yedr. And, although PCAM could have

assessed the impact of seasonal changes,

we clearly did not have enough 4/10

~ experience, or data base, in order to con-

 struct the PCAM files . *

The second problem with using July through
September 1979 data revolves around its
being the first 90 days of 4/10 -plan

operations. It is understood that the first

._30-days,‘or even 60 days, of data may be

mis1eading due to confusion on the part of
officers or Communications' personhe] over
the changes made. Specifically, 511 Patrol
Districts had been redesigned: all Patrol
District Unit radio ca1i designators had been
changed; the Communications channels for
Patrol had been expanded from 2 to 4; and

finally, there were more units fielded fﬁan

before.

¥ See Study #2
Fluctuations

"Hypercube Beat Designs with Seasonal
in Calls for Service".

i)
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-3{ Hypercube Data Collection Procedures *

'Af,.Géographichata
1. The X & Y Coordinate of each of the

437 EDP subdistricts was determined in
 £he following way:

“A grid was taped over a Po{ice Depart-
ment EDP subdistrict‘map of the City of
Sacramento. A manual count of the number
of lines from a fixed bench mark to the
center of each EDP subdistrict along both
the X:& Y axis was made. The resulting
numbers were inputted directly into the
Hypercube Region File. A D-command figure
6f .0625 Was used to convert these numbers
to the rgqu%red format.

2. Road miles in each EDP subdistrict. A

 student intern outlined the 437 EDP sub-
districts on a State of California Transpor-
tation Agéncy map of the scale 8 inches
equals 1 mile (reyised\76w78) joined together

. to make a large (approximately 6 foot by 12
fbot) map of Sacramento.

' (1) The intern determined the total road
miles in each subdistrict, using a cali-
brated map wheel. |
(2) The intern listed the road miles by
subdistrict under the category of internal

or peripheral road (peripheral being

* For Hypercube's data reguivements, see "How to Set Up Shop

for Use of the Hypercube System", October 1977, The Institute
for Public Program Analysis, St. Louis, Mo.
: ; - 71 -
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~defined as any road on the bounda?y of
2 or more reportihg areas).

(3) The intern then estimated the total
miles for the 3 reporting areas which
have undergone significant development
since the last mép revision.

3. Square miles each subdistrict. A grid was

© taped upon the State of California Transpor-

tation map used to determine road miles.
(1) The intern manually counted the
number of squares and partial squéres in
each subdistrict, and recorded the number
of fg]l and partial squares by category
and subdistrict; and | -
(2) ‘The Management Analyst éonverted
“these figures‘to square miles to determine
the area of each subdistrict and of the |
City as a whole. The ﬁity figure of 96.3
miles is right in the middle Qf‘the 96 .to
97.7 square mile figure for thas City pro-
vided by other agencies. These square mile
figures were inputted into the H;percube

Region Files.

. ‘worklbad Data

~ Calls for Service per EDP Subdistr%ct

By hour and total calls for service for the

‘Region was determined using data from the

Sacramento Police Department Radio Dispatch/Beat
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Survey System. This information was
collected by quarter for all of 1978.

The first pre-implementation Hypercube

. Analysis used only a quarter's worth of

data. The last Hypercube Analysis

(seasonal fluctuation) used winter quarter,

~summer quarter and yearly average workload

figures.

Deployment Data

An EDP Subdistrict to Patrol District

~conversion table was used to identify the

subdistricts in each patrol district by
watch under 4/101 The number of units
fiered>was obtained by assuming that each
unit assigned to a patrol district in the
plan was actually fielded. With regard to
the tactical uﬁits'(units on 3rd watch with

sector-wide responsibility that did not quite

" fit the Hypercube Model), computer runs were

made including them as overlay units, and

runs were made excluding them entirely.

The relative amount of time a patrol unit
spends in each EDP subdistrict on random patrol

was not,ébtainab]e. Therefore, an assumption

was made that the amount of time spent in each

EDP subdistrict was proportional'to that sub-

- district's call for service rate.

- 73 -

' “"”"‘“‘“‘Zi.“:.:f:ij[;' B

i e

e v g, S P 8 R e e S i et e 12 o

el e el |

m
‘i;
2
H
Rl

R v

i

Wver.
e A

o el bed

L

ot .
. .
-

. Operations Data

The average time to complete calls
(dispatch to completed) for service was

obtained from the Radio Dispatch/Beat

~ Survey System. Currently, only first

patrol unit assigned to the call and

total service times are known. The overlap
time on multiple unit calls, i.e., the time
when more than one unit is on séene, is

not known. It had been planned to estimate

"~ this figure by sampling a week's worth of

vaTtip1e unit dispatch cards. However, it

was found'thét over 60% of the multiple unit

calls for radio dispatch cards did not capture

each patrol unit's arrival and departure time.

So, thelestimate was never made. In fact,
since the ratio of one-man to two-man units
was already scheduled to change dramatically

under 4/10, the actual rate of multiple unit

calls for service could only be estimated.

Travel Speed is not captured by the Police
Department. As-a result of the technical
assistance training, TIPPA suggested that it
may be estimated by: | |

1. Settingktravel speed to one mile per

~hour on our first Hypercube runs; and

2. Dividing the inflated travel time
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outputs ‘that resu]ted by the actual travel
t1mes as captured by the Radio Dispatch/Beat
Survey System.

Dispatch Policy

‘The Dispatch policy was determined by

copying the dispatch options verpatim from
Hypercube literature and letting Communica-
 tions' sdpervisoria1 and dispatch personnel

" check (by confidential questionnaire) the

Optibn they felt most closely matched the

real situation.

;it was clear from the survey results that

~many of the dispatchers did not understand the

quest10ns, and objected to many of the terms

that were used. Typwca] of the comments, which

A‘were volunteered, are the following:

“This survey is a waste of time on our part

énd jours. wifh such phrases as: (1) Minimal
‘Kndwledge; (2) Slightly more familiar;

(3) imagines; (4) Moke know1edgeab1e;

(5) Dispatcher knows. Anyone with any intelli-
gence would not mark the 1st three boxes." And,
“"This doesn't make sense. You cannot assume any-
thing with dispatching.’ O%, "With all your vague
terms th1s survey is not worth the paper its written

on." Nevertheless, the results were tabu1ated and

entered into the Hypercube Program.”
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. - PCAM Data Collection Procedures¥* :

Each patrol sector's road and square miles

was determined by the method described in the

" Hypercube Section.

" The call rate parameter was set to one.

LThe hourTx,ca11 rate factor was the actual number

of calls in that hour. As previously mentioned,

this information was not available by patrol sector,

by day, by hour, when the project started. The

aSSumption was made for the first PCAM Analysis

" - that the ratio of calls for service did not vary

by hour between sectors or by the days 6f the week.
In other words, assuming that if on a weekly average,
20% of the calls occurred between certain hours on
one day, they occurred in the same proportion on
other days.

The service time. parameter was originally set

to one with the hourly service time factor set to

‘the actual time required to handle a call for

service by hour. Unfortunate]y, while this techhique

is appropr1ate for the PCAM program itself (and 1¢,‘
in fact, promoted in program Titerature), it does

not meet the NEWPDATA monitor program developed by
TIPPA and used by Sacramento in the creatioh of 1its
PCAM files. More specifica]ly; PCAM will accept a -
service time of up to 99.9 minutes, while the monit§r

program will only accept a number up to 9.99.

* For PCAM Data Requ1rements, see "Patrol Car Allocation Model:
Users Manual", R-1786/2- HUD/DOJ - September 1975,
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K whenAthe actual service times wereyinputted,vthe
monitor program deleted the first digit. (This
prob1em was the primary shortcoming of our pre-
implementation PCAM analysis).

In the post-implementation PCAM ana1ysi$,

"the service time parameter was set to 10 and the
aetuél hour1y service time was divided by 10 to
give us the hourly service time factor.

The average number of units fielded was

'derjved differently for the two PCAM studiee.

For the analysis of the manually developed 4/10
deployment plan, computer runs were made with the
number of units set to that number that would
»sUpposedTy be fielded according to theA4/1O‘plan
and then re-run with 25% of the units removed.

’The post-implementation of the 4/10 plan analysis

"~ used the actual number of units fielded to handle

" calls for service as derived from the payroll
'7sheets for the’Qu]y through’September quarter of
~actual 4710 experience. This number did not
inc]ude-Commuhity Service Officers, Crime Scene
Investigations officers, or even Patrol un1ts When
they were removed from the field for tra1n1ng, court
ft1me, etc. So, when PCAM was functioning in its
prescriptive mode, it was estimating only basic

Patrol unit requirements.
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for .service was ascertained by the method
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“described in the Hypercube section.

The average.speed while on preventive patrol

(és a- preventive patrol interval was of little

-importance to the Department) was arbitrarily

" set at 5 miles per hour.

The fraction of calls by different priorities

"~ was obtained from the Radio Dispatch/Beat Survey

,§ystem.

We did not enter suppressible crime information.

Sacramento'S‘origina1 plan for ascertaining the

'non-call for service workload, or unavailability

parameters for PCAM, was to utilize the green

master status radio cards as cross-checked against

** the officer Activity Journal, by category. The

categories were: <Code 7 (meals), In Records, With

.Detectives, In a Meeting, Gas, Roll Call/Equipment,

‘Code 6 (Car Wash), 925 (To the Station), DA/Court

and.Miéce]]aneous. Unfortunately, our two data
sources had absolutely no correlation to each other.
Discrepancies by category were as high as 177%.

The second plan was to use the linear regression
ut111zed by the Los Angeles Po]1ce Department, using
the NEWRDATA program deve]oped by TIPPA Unfortu—
nate]y, this produced B-1 and B-2 figures of zero

. for first, second, third and fourth sectors, day

watch. The probable cause was either:

- 78 -




e e

LG S v 11

s

|
:f JE
H
1. Use of Code 12 (No Unit Available) to | S . ‘
N £ VIT. SUMMARY OF RESOURCE ALLOCATION STUDIES
g represent the number of calls delayed, or f g ‘ ' , ) .
. | ! £ A total of five major computer assisted Resource
2. Possible differences between Sacramento A i ,
B , ‘ ] - ;? e gg' ‘ Allocation studies were completed in the Sacramento
g ' < and Los Angeles may have invalidated the ' .
| | : . A 1 : 3 MPO Project utilizing a combination of Hypercube, PCAM
linear regression model". L i
E, : ‘ : . : ‘ i and PATROL PLAN. Their summary results are indicated
Qur third strategy was based on the assumption , i . _
- o L i below. Suffice it to say, these studies have had a
gz that NEWRDATA failed due to the lack of realistic ! :E
‘ ) a2 considerable impact on the planning of change in the
call delayed percentages (with call delay defined 4
S ‘ :-‘l Patrol Division deployment posture. ‘
- as any call that would have been handled by a ; ‘
' . dled 3 Study #1 was initiated by the MPO staff to under-
z » district unit but either went Code 12 or was handle T | ' A
g§ v , _ . L . ; S I - - 'score the consequences of "Team Integrity" and "Sector
N by ‘backup). The procedure for dealing with this pro- | MR . :
‘ : ) . d by S Integrity" on the efficacy of Resource Allocation.
.gﬁ ‘ ' blem involved adding "district" unit calls handled by . ' ; f; L ‘ )
4. o . , , . : ¢ b . Study #2 was requested by Patrol management to evaluate
backup units to the Code 12 figures. The number o (- : DR :
g‘ : , A ‘ : s ' the effects of seasonal workload variations on the Ist
3 ' backup calls was determined from a manual count of ] B :
: . DL 2 b watch (2200-0700). Study #3 was the principal study
: weeks worth of Radio Dispatch/Beat Survey Edit Error { 7@
gﬁ 4 . . froek which dealt with the evaluation of the Patrol Division
) Tistings. The product of this effort was not particu- :
i . . iy S 1 deployment under its 4-day week, 10-hour day posture.
larly good; however, it did provide the unavailability . G ‘ | ‘.
. R o . 4 ' ) Studies #4 and #5 were requested by Patrol management
parameters used in our preimplementation PCAM analysis. q _
‘ ‘ ' . - i . for budgetary and planning purposes. These studies and
Plan 4 was developed by Dr. Nelson Heller during : ; , : i ‘
L : ] their results have been summarized below. The detailed
his on-site technical assistance unit in July 1979. - a
) B-? reports themselves are included in Section VII of this.
He suggested a series of 9 PCAM runs with B-1 and B- e C
' . apter.
set at various figures dovering the obvicus range of

~ Study #1' - Cost of -Team Policin
values for each of the 3 watches. PCAM runs were then L2 y , g

11 f ice workloads set at 10% This was a staff report initiated by the MPO Project
made with non-ca or servi b s

2 i i to underscore the implications and consequences to
" 20% and 30% of a patrol units total time. Ultimately,

| 1 esenting efficient manpower Resource Allocation of two very impor-
the 20% was selected as most nearly repré

: tant management concepts in Sacramento -- Team Integrity
Sacramento. : :

ana Sector Integrity. Team Integrity is defined as having

i for a more in-depth discussion of t?gnginear regression model, see:
FCAM Program Description R-1786/HUD/DO

2 ES?? E;gg:diizzt ‘Agl calls processed for the Beat Survey System, both
valid and rejected. A

all members of a Patrol team, including the supervisor,

wpkking the exact same hours and having the exact same
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days oft, Thds is a highly valued management concept
1nasmuch as it allows for cons1stency of ‘Supervision
and tra1n1ng Sector Integrity is defined as assigning
the respons1b111ty for police service delivery in a

geograph1ca1 area, known as a Sector, to a Patrol team.

In concept, the team would not respond‘to calls for

service'in other sectors, other than in a Priority One

emergency. Furthermore, team members could not be

~assigned to fill vacancies in other sectors. And finally,

in order to provide police service delivery 7 days a week

under a 4-day week, Ib-hour day deployment plan, each

sector of’each watch has two teams assigned to it. This
means that'there is one working day when both teams are
present. Sector Integrity comp1icated the efficient
uti]izatiom of these extra resources by Timiting them to
work onty Withfn their assigned Secter, regardless of
manpower shortages or'problems existing in other sectors,
Again, this was a valued Mmanagement concept because it
allowed for assigning d1rect respons1b111ty for the de11very

of police services, and problem resolution, to specific

teams.

As it turns out, computer assisted Resource Allocation
Mode]sy such as PCAM, and D1rected Patrol are the anti-
thes1s 0f Team Integrity and Sector Integrity. A major
objective of computer assisted Resource Allocation is that

a perfect match should exist between the call for service

‘demand and ava1]ab1e personnel resources. This match is
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optim{zed Under-a_"no team" city-wide condition and
woere days otf are staggered. Directed Patrol 1mp1ies,v
of cOur;e, that officers can be moved anywhere within
thedCity’to resolve specific problems.

| Tﬁts'Study then attempted to illustrate the
effect1veness of different Resource A]]ocat1on strateg1es

1}
rang1ng from "no teams" to "four teams per sector.

itudx_ﬁz_ Hypercube Beat Designs with Seasona] Fluctuations

in Calls for Serv1ce .
Th1s study was requested by the First Watch (2200-0700)
Patro] Commander to determ1ne what effect, if any,
seasonaT fluctuations had upon patrol service levels and
work]oads Preliminary Hypercube studies, using a yearly
average for 1978 calls for service rates, indicated that

the Patro1 districts were designed in such a manner that

‘ work]oadé were evenly balanced and that no adjustments

’uere necessary./ However, the First Watch Patrol Commander

ihdicated that the summer workload was significantly

‘ migoer than other times of the year, and he requested that.

the‘Hypercube Model be used to define the extent of these
_variattooe. The resultant study showed:
| t; ‘Duriog the Summer Quarter (July/August/Sept.),
: ‘the call for service workload is heavier than
auerage in every Patrol Sector during the first
watch (2200—070@) and the third watch (1600-0200).
2. During the Winter Quarter (January/February/March),
| the call for service workload is slightly lower
tman average in every Patrol Sector dUring the

'uthird watch.
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3. The second watch (0700-1700) does not
e fTuctuaté~appreciably by time of the year.
The Hypercube Model also showed that the addition

~of one Patrol District ‘to every Patrol Sector on the

Af%rst wéﬁth would result ih service levels comparable

to those experienced during the rest of the year.

"Study #3- Patrol Car Allocation Model (PCAM) Analysis

- of 4/10 Plan
' Thi§'is‘tﬁé major report pffthe MPO Project in which
both the Descriptive and Prescriptfve capabiTitieé of
PCAM were utilized. Workload data for the first 3 months

of actual experience under the 4-day week, 10-hour day,

‘dep1oyﬁent~p1an were used to construct a 4-Sector, 7-Day

PCAM week. Time b1ock§ were developed to’reflect workload
cgndftfons dﬁring'the fQT10wing periods: 0700-1559; «
1600-2169; 2200-0159; and 0200-0659.
' The Descriptive capabilities of PCAM identified two
jmmediuﬁe‘probTéms:‘
‘1.f Fridays and Saturdays were overstaffed compared
'-tb the oiher five daysréf the week.
2. fhe 2200-0159 time period was overstaffed at the
. ‘exbense ofithé‘1600—2159 time period on all days
of the week. |
. The'Friday'andeatUﬁgay overstaffing problem had its

_origins in management's commitment to, and Qefinition of,

Teah'Intégrityfénd Sector Integrity (See discussion of

"~ these issues in éummary”of Repoft #1 - "Cost of Team Policing").

83 .

In its prescriptive mode, PCAM reallocated .available
maﬁﬁower resources with such improvements as: A 5%

reduction in average travel times; a.35% reduction in

 the probability of call delay; and a 40% reductibn in

aver@ge‘tota] delay. It should be noted that Sacramento

did not pre-establish specific performance objectives for

this study. Rather, the Program was used to maximize the

deployment of existing‘reSOUFces.
Studz #4 - Hypercube Population Growth Impact Study
This Study was requested by Patrol mariagement to

assess the impact on police service levels in three areas

of marked population growth through 1982. This was

accomplished by, first; modifying the call for service

‘rates in these areas in proportion to the projected changes

fn population. And, secondly, by changing the proportion

of calls for service arriving in the up-to-now undeveloped

areas to reflect the spreading out of the CFS workload.

This was done to'compensate for the greater distances, on

the average, that the Patrol District units in these areas

would have to travel in responding to the calls for serviceﬁ
Using 1978 as a base comparison yéar for Patrol service

levels, and a management Patrol performarnce objective of

maintaining a saturation probability level of 5%, Hypercube

Was;used to estimate the additional Patrol units that would

be needed to compensate for the population yrowth. The

Study résu]ts demonstrated the following need for additional

Patrol units.
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3. The second watch (0700-1700) does not
l f1UCtuate-appreciabTy by time of the year.
The Hypercube Model also showed that the addition

of one Patrol District -to every Patrol Sector on the

~f%rst watch would result in service levels comparable

to those'experienced during the rest of the year.

- S tudz #3 - Patrol Car Allocation Model (PCAM) Analysis

B of 4/10 Plan |
" This is the major report ofmthe MPO Project in which
both fhe Descriptive amd Prescriptive capab11itiee of
PCAM were utilized. Workload data for the first 3 months

of actual experience under the 4-day week, 10-hour day,

Adep]oyment~p1an were used to construct a 4-Sector, 7-Day

PCAM week. Time b1ock§ were developed to reflect work]oad
cond1t1ons dur1ng ‘the fo110w1ng periods: 0700-1559;
1600 2159 2200-0159; and 0200-0659.
" The Descr1pt1vn capab111t1es of PCAM identified two
1mmed1ate probiems
'1.' Fr1days and Saturdays were overstaffed compared
"-to the other five days of the week.

The 2200- 59 time period was overstaffed at the

)

.expense of the 1600 2159 t1me period on all days

 of the week. |
. The'Friday'and Saturday overstaffing problem had its
origihs in management's commitment to, and definition of,

Team Integrity and Sector Integrity (See discussion of

’ these "i.§SUES in .summar‘y va REPOY‘t #] ‘= YCost of Team PO]iCing"').
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In its prescriptive'mode, PCAM reallocated :available
mdnpoWer resources with such improvements as: A 5%

reduction in average travel times; a.35% reduction in

~the probability of call delay; and a 40% reduction in
'averege'tota1 delay. It should be noted that Sacramento
did not pre-establish specific performance objectives for

\this study. Rather, the Program was used to maximize the

deployment of existing resources.
Sfudy #4 - Hypercube Population Growth Impact Study
This Study was requested by Patrol management to

assess the impact on police service levels in three areas

of marked population growth through 1982. This was

accomplished by, first; modifying the call for service

rates in these areas in proportion to the projected changes

in population. And, secondly, by changing the proportion

of calls for service arriving in the'up-to-now undeveloped

areas to reflect the spreading out of the CFS workload.

This was done to'compensate for the greater distances, on

the average, that the Patrol District units in these areas

would have to travel in responding to the calls for service.3
Using 1978 as a base comparison year for Patrol service

levels, and e management Patr01 performance objective of

maintaining .a saturation probability Tevel of 5%, Hypercube"

Was‘used to estimate the additional Patrol units that would
be needed to compensate for the population growth. The
Study resu]ts demonstrated the following need for add1t1ona1 35

Patrol units.
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‘Sector 2.
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Sectqr 1 1
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Sector 1
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?igure 1. Estimate of Additional Patrol Units Needed
; . to Compensate for Population Growth

Study #5 - Hypercube Analysis of Manpower Reduction -
| Third Watch, Sectors 2 and 3
fThié rather short study was requested by Patrol
management to analyze the potential impact of a budget
reductibn in Péfro]. The Toss of one tactica] unit in
Sector 2 Qou]d result in 2.8% increase in travel times

and a 69% increase in the probability of saturation.

similarly, in Sector 3, the loss of one tactica]»unitiwf

would result in 1.6% increase in travel times, with a

75% dincrease in the probability of saturation.
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VIII, ’RESOURCE'ALLOCATION DECISIONS AND RESULTS

1.

Ihtroduction

On Wednesday; October 24, 1979, the Sacramento

‘Police Departﬁent Patrol Planning Committee was

convened for the purpose of setting the Patrol

Division Manpower Allocation and Deployment Plan

“for 1980.

The Committee composition was designed to provide
for a broad representation from all groups affected
by dny changes in the 4/10 Patrol Deployment Plan.

A1l three Watch Commanders. (Captains)

W

vere Committee

" members. Additional]y, each Captain selected from his

Watch a Shift Lieutenant, a Sector Sergeant, and a

“Pdlice‘Officer to participate in the Committee. The

Communications Section Commander was added due to

‘the potential impact of changes in Sector énd District

designs on Communications as well as changes in Patrol

staffing levels. A representative of the Sacramento

Police Officers Association also was included. Thelewﬁng'

Aand_Ffsca] Section-provided a representative to monitor the

impact of deployment changes on ex{éting data systems

| _inc1uding the Beat Survey and Officer Activity.

Essentially, the Committee was "Advisory" in the

sense that all final decisions would be made by the

 Deputy Chief of (Field) Operations. However, inasmuch

as the Deputy Chief also sat in the Cdmmittee, decisions

that were reached by democratic consensus were all

~approved.
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calamitous and that people were tripping over

om—
S

g : Organizationally, the Committee met at 1300
hours on'Wednesday and on the following two days

thereafter until all decisions were reached. The ‘each other. Sector Sergeants, under 1ncreas1nov

MPO staff acted as a staff resource to provide the
initial discussfon on existing Patrol Deployment
service levels, and to use the Prescriptive capa-
bilities of the computer Software programs on
different Patrol Allccation Strategies developed
during the course of the Committee.

‘Committee Agenda

The agenda was prepared by the MPO staff as

management pressure to organize and engage in
Directed Patrol with the extra personnel, were
scrambling for problems that they could identify

and to which they could assign their teams. Among
the frequent complaints cited was that the Friday
over]ap was the only time that sufficient manpower
was available for Directed Patro1 However, as they

further pointed out, there were prob]ems occurring

. ? 4R ' ‘“ : - on the other six days of the week that were all but
fq]]ows: | , L j’ :g | o : Y .

A. -Feedback from MPO Supervisors Training Classes. : ; i _ I 1gnored: o
This amounted to a presentation on the criticisms and B ﬁ y ﬁ‘ ‘ Supervisors further complained that the Cajl for
suggestions of police supervisors and middle managers i f - ‘ SerV]Ce Workload on other days of the week (Thursday
on the current 4/10 Deployment Plan. It should be O ) - and Sunday were most often cited) were such that

: . { man atrol teams were completely swamped with the
noted that these comments were developed as a result | yp p y P

11 f i kload d t i j f
of workshops in the MPO Supervisory Training Classes. ca or service workload and that the incidence o

) _ , Code 12's (No Unit Available) was believed to be as
At the time the Committee reviewed the suggestions,

: ) high; if not higher,\than it was under the previous
five of seven scheduled supervisory classes had been : :

, S;day week, 8-hour day Patrol Deployment Plan.
completed.

The most common recommendation from the Supervisors
A]though the different classes var1eﬁ as to how

was that the 4/10 overlap days should be spread among
the 4/10 Plan could be improved, there wss a near

“other days in addition to Friday. Although they

recognized that this would resuTt in some Patno] teams
Each class cited the problem of too many personnel

xhaV1ng days off during the middle of the week, they
./
cont1nued to display a surprisingly high concern for

kon the Friday overlap day and not enbugh personnel

5§ - | unanimous agreement that some changes were necessary.
i on other days. The most frequent comment on the

‘ thewr ability to provwde police service delivery dur1ng
Friday situation was_that the roll calls were )

the h1gh demand perwods

-
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B. Data Sources and Methodology. This was a

~re\new by the MP0 Management Ana]yst of data sources
used in the analysis of the Patrol Division Manpower
V,uer1oymenti

t C. .Hypercube Analysis Report. The MPO Manage-

meet Analyst presented a repaort as to the efficacy
of the Patrol Units District Design, or Beat Boundaries,
kunder the 4/10 Pian. The presentation included an
analysis of the Beét/Districts by Sector and by Watch,
Beat Boundaries were analyzed three ways according to:
¢ Average 1978 Calls for Service Workload Leye1s
® 1st Quarter 1978 (Winter) Calls for Service
Workload Levels
o 3rd Quarter 1978 (Summer) Calls for Serviee

Workload Levels

D; Patrol Car Allocation Model (PCAM) Analysis
Report. The MPO Management: Analyst presented
a report as to the Patrol Service Levels
"Descriptively"ﬁinalyzed by PCAM. Addition-
ally, the "Prescriptive" allocation recommenda-
tionetof PCAM were presented, together with
- the projected change in service levels.
Materials Presented to Committee
| The Committee| during its three day course, was
‘presented and/or requested a substantial amount of data
+ . information. The following is a list of the reports:
A;' Meeting Agenda
B. Feedback comments, typed verbatim, from the

MPO Supervisors Training Classes.

- 89 -

Actual 4/10 response times by Patrol District,
and by 2-hour time blocks for the 3rd quarter 1979.

Actual 4/10 service times by Patro] District, and

by 2-hour time blocks for the 3rd quarter 1979.

‘Sejf—initiated activity and average service fimes
by Patrol District and by 2-hour time blocks for
the 3rd quarter 1979, |

A chart showing 1978 Call‘for Service workloads
by day. of.week and by yearly quarter.

Report:' Hypercybe Beat Design Analysis with
Seasonal Fluctuations in Calls for Service.
Report: Patro]l Car’A11ocation Model (PCAM)
Analysis of 4/10 Plan.

Graph Charts: Call for Service V61Ume and Code
12's (No Unit Available) for each Patrol Sector,
for each day, by time of day for the 3rd quarter
1979.

-Beat.Surmey Reports: Excerpts from the Beat Survey

'document displaying City-wide Call for Service

workloads for Priority one, two, three and Al]
Calls combined by day of week and by hour of day.
The Hypercube output tables by Patrol Sector and

District for the Summer quarter, Winter gquarter

~and Yearly average.

PCAM OQutput Descriptive Analysis Tables for Patro]

Sectors by day of week for the 4/10 Plan as

originally written.
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M. PCAM Outbqt Prescriptfve Analysis Tables
"for Patrol Sectors by day of week.
N. PCAM Output Descriptive Analysis Tables for
| Pafrol Sectors as proposed in the Prescriptive
PCAM Analysis.
Deployment Issues Raised in Committee

A number of critical deployment issues were

'raisediby Committee members -- some of which were

resolved, and some which were not. Among those were

the following:

A. The Role of the Two-Man Car Tactical Units

- Assigned to Each Patrol Sector. As initially

conceived under the 4/10 Plan, two-man tactical
units were to be Eackup/cover units for the
one-man primary district’cars. They were to

be "defusers" in the sense that they would only
be assigned or ‘handle "Hot" calls requiring a
'multip]e unit dispatch. When the-situation

or incidenf was under control, then they‘
feturn back to service allowing the primary
district car to hand]é tﬁe investigation and
reports.

~B. How to Count Recruit Police Officers.

Currently, beat structures and overall deploy-
ment is based upon the assumption that all
~Patrol officers are completely trained and
able to independently wofk on their own. FIh

practice, however, Po]ice~&ecru1ts after
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completing a 16 week Academy, begin a year
probationary period in which they are

assigned to specific Training Officers in

primary district cars, and they must com-

plete a rigorous Field Training Program.

With a high turnover rate in Patro]
(resignations/retiréments[transfers) and
with an uneven number of recruits in
tfaining at any one tihe, "actual" Pétro]
manpower staffing are actually diminished
by the number‘of two-man training units

that are routinely assigned to calls

"normally handled by a single-officer unit.

This prob]ém was resolved, in part, by
converting the two-man Seétbr tactica1‘units
to one-man tactical units until such time

as the recruits complete their field training
program and the two-man tactical units can

be filled again. The number of two-man
tactical units to be reduced to one-man units
will be in direct proportion to the number of

recruits in training.

Should Tactical Units be Re-Assigned as One-

Man Primary Cars? This issue was decided in

'ﬂthe negative due, in part, to the decision

reached in issued "B" above.

Should Minimum Staffing Levels be éet for

Patrol? Proposals from the Supervisors MPO

- 92 .




e T oo v i+

e B

Training Classes that minimum manpower

staffing levels should be set for Patrol

where the needed manpower was below ;hat

set, due to illnesses, I0D, vacation,

. holidays, military leave, etc., officers

could be called back to work at time and
one-half pay. Inasmuch as this is a
départment budgetary matter, Deputy Chief
Finney deferred the issue but indicated

he would explore its future feasibility.

5. Committee Decisions and Results

A.

In response to the impact of seasonal fluctu-
ations upon the workload of the First Watch,
Patrol management committed a six-man Crime;
Suppression Team to the First Watch during
the Summer Quarter to compensate for the
increased workload. The Patrol district

désigns will remain intact with the additional

manpower working "at large" within the sectors.

In response to both the PCAM study and the
supervisers feedback comments, a number of
positions were established early by the
Committee:
¢ Directed activity shog1d be undertaken
on more than just one overlap day
during a Watch; and
e Currently, there are too many officers

present on the overlap days and not
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enough present on other days:; -and

e While both Team Integrity and Sector
Integrity are important, Team Integrity
is more important.

Once these management positions were
established, the decision wés made to stagger
throughout the week the overlap days of the
various Patrol Sectors according to the caj]s for

'_ service demands. However, when a pérticﬁ]ar sector
had its overlap day (i.e., both teams were present),
the surplus of men could be dispersed into other
sectors or engage in Directed Patrol, thus

" breaching Sector Integrity.

Procedurally, the method by which the overlap
“day for the sectors was chosen is as follows:

e PCAM was used to identify the Patrol
Division's "trouble spots" by day of
week, time of day and geographic area.

e The Patrol Planning Committee developed
.four alternative Deployment Plans to
compensate for these problems.

e Patrol Plan Il was used to analyze these

alternatives.*

Patrol Plan II was used to‘evaluate the alternative deployment
plans due to the unavailability of PCAM.

As fate would have it, NCSS was down during this critical time
period. Thus, the MP0O Staff had to fall back on the micro
computer. v
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: 6. Shift Assignment Comparisons
¢ Based upon Patrol Plan II, the Patrol

E : - ?{ A. The original 4-10 deployment strategy,
‘ Planning Committee combined portions .
E ' N I Figures A and B, show the structure of the
of two plans to make a fifth allocation 1 I O ,
. Original 4-10 Plan. It should be noted that
strategy. £ B
i . o : 4 the Tat ?{ 8 'E the term "Division" is equivalent to a
e Patro an analyzed the Tatest ; S ‘ .
- : . g Patrol "Watch" perjod. Furthermore,
configuration which proved superior to -
g / ‘ Division 4 is under the administrative and
the previous four plans. 1 S _ v '
' L " supervisorial control of Division 3. It
g ' o The final plan was adopted by the ; ‘I ,
' ' £ AR merely represents a small group of officers
. Committee and implemented on Febrgary 1, E £
g 1980 who come to work one hour later than those
» ! . B .
. S ‘ b on Division 3.
‘ C. Further discussion was held on whether or not (.
g to modify shift start times to further compensate for : I
g* staff imbalance by time of day. It was deéided not _ & g‘*g
. ~ to make further modifications unti] the results of & o ORIGIML €10 dLan . ORLGINAL 4=10 L4
5% the already agreed upon changes could be determined. ” é *E LStvition Joe & 100 - o3 Lgnux:na.?ﬁs:u%
Furthermore, sfnce thét period of time during the day ;  § ;
: v | S
which PCAM says were overstaffed has a greater per- ' e oa @
. . i Shire 8 g ‘ .
centage of multiple unit calis than does that period 5 i ! ] . i ! . ' ]
0 2 s.stor Sectar Sector| Secta Sectar Secro Seceo “g“" gt Iuc:a t":ﬁ ";C:"] 24§33 1453 Heese
0k CE T Cm OF O G b (O O O O o o o
during which PCAM says were Tight, the Committee decided o §“ 3 i
that if the previous changes seemed to control the | ?% ‘% wﬁﬁ%h%ﬂ;éﬁﬁ?’ (T tetarsi §§§3' ﬂﬁ?&%ﬂigﬁﬁ&, i et ﬁﬁﬁév
P g i Tuesday Satura Yonday Friday
~ - . . ( ¢ § aturday ‘ ¢ Frida
problem, further'changes could await installation of : suctie o ussanr  pvartan aeps prven

(;n:n Shtfe A" pq

Shife °3% dercing) NIEE “8° JYorking)

the computer-aided Dispatch System. This System will FIsure 3. 9r19taal 3410 Plam: Btvistons Tvo and theee
E Sven tRougy cthe averlag day far Otvition One was Saturday,

't tczually swanz trae ehe averfap starced 1€ 2208 royrs

38 Zridyy and excended o Q800 on Sacurday.

Flgure A. riginel $<10 Plaa: lel‘lanu e ang Faup

give the department the multiple di§pétch service
information it needs to more completely eya1uate
temporal workload. If these changes do not adequately
compensate for time of daj fluctuations in calls for
service workload; the Patrol P]annihg Committee will"

reconsider MPO's offer to estimate these multiple unit

calls for service resource requirements.
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% B. The Revised 4-10 deployment strategy, i
bid . i
I Figures C through F, demonstrate the new r Finally, Figures G and H show a Summary
7 , o . i of the
: allocatjon as modified by changing-the g changes n Over1ap days between
| A : ] the original 4-1 i
days off structure. Here it should be g 4-10 Plan and as it was
| : . . modified.
noted that the numbers of officers assigned
to each Division was not changed.
’ ORIGINAL 4-10 PLAN
OVERLAP DAYS SUMMARY
Qiviston Hours Overlap Day
. - One 2200 - 0800 s
) REY(SED $=10 ALAN AEVISED 110 ALAN . . & b s - Saturday*
‘ - ‘ "E . - Two 0700 - 1700 Friday
- k1 R .
i Hnmeu gne: 2200 - 08ca] ] Sivisien fwe:: 9700 - 1700 | : S A _ Three 1600 - 0200 Friday
- ] ] : 1 bl _ - Four 1700 - 0300 Saturday
' | ’ : f 1 . : .
g Shife *ae ‘ EEZER {Satre ol Otz
; . o | * Note: Saturday Overlap Day for Division One

started at 2200 hours on Friday.

[ | I l L L

T 1 |

a ’;“?,,jl chgarj Is«::nr} l Stci"l I 5“1“';' ;«531 l S";it” 5.“‘,,] ls.:ﬁ ISacgnﬂ l:.cgg;-] ' 5.,;5:”-J I 3-«:?:"-! l S“E",‘I i“i"] !;.eiar‘- o Figure G. Original 4-10 Plan: Overiap Days Summary
darking ) darking ‘darking ‘darxing darking deruing darking “r"""! . . dared Varking uorkd derking
BT i YA T i P T (SR Sty A P MO )
g : " N . . s $ unday
4 moom oo omoomomooowm meomoowm 4
8 g LY et et xon don Tue Tue . ued ded Thur ! i
Sat Sat Sun Sun Tue Tus dad ded Fet Thur Thur Fed
dveriag Oays: Sector | - Saturday Overtss Oays: é.“:: ; : s;"‘:f; ; ﬂz} e s somn
i Sestor I - Seturtay sect * Yonaa 0
’ 1gn ' feczer £ 1 oy ’ ; OVERLAP DAYS SUMMARY
| fir 11 Hdl | s ¢ i 4 )4 ‘
. . . i la10 ? H {vist T : pARARRRE 11N JALA R e EAAR ke uveriap Yay
. Figurs C. Ravized =10 Pian: Givisfan dne Flgure 0. Revised Tanz Qlvisfon Twa g Division Hours. 3ector Querlap 0a
One 2200 - 0800 1 Saturday
2 Saturday
’ - ” 3 Sunday
4 Sunday
2 Two 0700 - 1700 1 Friday
2 Monday
| 3 Monday
WVISED 4=10 AN AYISEO 4«10 2Lan 4 e
JThree ‘. 1600 - 0200 1 Sunddy
] . | atvisten three: 100 - 0200 [otvtstan faurs 1700 - 3300 Z ary
. = ‘ | l , 3 Friday
: ‘ | 4 Sunday
- ' " - Four 1700 - 0300 A1l -
(=7 ] Ea] | i

m

’ I Figure H. Revised 4-10 Plan: Overlap Days Summary

-

|

[ | l [ I 2 I K
g5 | Sectar| | sector] [ sectar] {Sector | | s.etm-l Fectar l Sec ar] l s«:urJ [ ;.:gq l s.c:gr] sector] [Sectar| l s.e:a;’ | s-::o:-i sectar! .| Secs
FIH z1 3 “ 1 ], (R s ‘ _ : 3 S [Segart eian | seg ll Hs'f"f .
darking ‘iarcing ‘ddexing lorking ‘diareing derking ‘dorking ‘deriing uarking Oays: Sac derking Oays: ded
‘ Jgys. _0avs 233 Jays Javs PIXZ | davs. il (A11 Sectors) :un . an szc:a‘lyw) Thur *
; A on Fri -
% Frt Frt Sun + Thue Tues Tues Thur )
A 3:: Set sie son Frt 0 ded ded ey Tue Sat
! e Tue Sun Sun Tue sae - Thue Thur sat . .
P Saon Non ‘ded Sua - R Frd Sun Owertap Oty: Sacurday ‘
L F v 11 14
: Overias Jays: 3ector ! - Suaday Flgure F. levised ¢-10 3%t Qivision Four . 2
Seczar 2 - Fetday
] : . Sectar 3 - fpiday
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: ‘ - ¢7 - 1
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IX.

.RESOURCE‘ALLOCATION TRAINING

1.

N R kY i<

Schedu11ng Methods Training, _prov1ded by TIPPA

in Clayton, Missouri.

This training was concerned with the evaluation
of three micro-computer scheduling methods ~They

were:

A fixed bracket schedule in which each emp]oyee

rece1ves the same days off each week.

A duty cycle schedule in which all employees
fo]]ow the same pattern of rotating shift assignments
And days off.

A proportional rotating {PR) schedule in which

each employee wqus a series of one-week schedule
braCkets in sequence and begins the sequence again
after completing the final bracket.

While Sacramento is committed to, and satisfied

with, its fixed bracket duty schedule, the training

‘Wwas still beneficial as it facilitated operation of

the Micro Computer Scheduling Software Programs.

PATROL PLAN, PCAM and Hypercube Training, prov1ded by

TIPPA, in C]ayton, Missouri.

Most of the PCAM and Hypercube material discussed
was coverea in the literature so not much new was
1earned. At this meeting, TIPPA was informed of
Sacramento‘s decision to purchase PATROL PLAN II and
Schedule Plan Software Programs. The difficulties of

running Hypercube was discussed, although a final

- decisjon had not been reached as to whether or not

the programs would have to be run.

=99 -

The possibility of using the TRS-80 Micro
Computer as a large frame computer terminal was

also discussed.

PCAM and Hypercube Training,Provided by TIPPA, in

Clayton, Missouri

This was the most relevant and wel] organized

computer training of the project.

-~

Preparatory reading and data collection allowed

 Sacramento's delegation to identify and rajse many

issues and obstacles that would otherwise have to be
dealt with in a more piece-meal and Jess systemat1c
fashion.

In terms of evaluation, the literature, tfaining
and the construction of the interactive mode program
monitors, when takenktogether, is adequate preparation
for the running of the PCAM and Hypercube programs.

In this regard, it is 1nteresting to note that some
1ncons1stenc1es between the lTiterature and tra1n1ng
exist and that total reliance on one or the other could
Create difficulties. |

The evaluation of the TRS-80"'s feasibility for use
as a terminal was not completed and therefore Sacra-
mento had to rent a Texas Instrument TI-745 terminal.
This resulted in increased cost to the project and a
negative impact on the City's abiTity to continue
using the PCAM and Hypercube programs after grant

termination.

In terms of project impact, fhe PCAM and Hypercube




;

trainiﬁg conducted 1in C]aﬁton greatly enhanced

the probability of MPO Project success. Further
grants inyo]ving utilization of the PCAM and
Hypercube-programs should also include such training.

Introduction to VP/CSS, Provided by the NCSS

Corporation

This»training was very useful in teaching us how
to operate on the NCSS system in the VP/CSS Environ-
ments. Since the project's training was, by budget
necessity, limited to the bas%ic PCAM and Hypercube
Operations, this class filled a real void in the
necessary knowledge for efficient computer use. Of
particular importance in this regard was Edfting
operations, which were much more streamlined than
phdse incorporated in the program Literature/Training.

Data Management Concepts Class Provided by the NCSS

Corporation
The Data Base Management Class was not particularly. -

relevant to MPO. It was hoped that this class would

‘teach methods of economization through proper data
~ base management. However, the class was devoted

entirely to the NCSS-owned NOMAD Data Base Management

System.

Executive Langquage Class Provided by the NCSS

Corporation
This class should have significant infiaénce on
futuré‘MPO projects. |
First of all, the problems encountered by one of
the MPO cities which resu1ted in their accidental
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utilization of over $2,000 worth of computer time,
could have been prevented by including an appropriate
SET ARULIM COMMAND‘in their PROFILE EXEC file prepared
for them and for each of the Project cities by technical
assistance personnel from TIPPA in coopefation with NCSS.
A second less dramatic chaﬁge in the PROFILE file
could change the BLIP value from 80 cents to $1.00.
This would make the cost of on-Tine operation easier
to determine. This training was also useful in that
it allowed project personnel to query the instructor
with regard to the value of the Extended Use course.
It was learned that the class would cover, among other
topics, the use of off-1ine storage devices. This
could be very useful to Sacramento, particularly if
the City wishes to maintain their capability for
runnihg PCAM and Hypercube after grant termination

at minimum costs (i.e., paying for expensive on-line

storage for only those relatively brief periods during

which the programs would actually be loaded and run).
However, both times‘the‘Project Analyst enrolled in
this class, it was cancelled.

This class, lTike the first one, provided COMMAND
Language training which could prove useful in running

PCAM and Hypercube; and, in fact, Sacramento is

recommending that future MPO cities send their Analyst/

computer personnel to the following NCSS classes:

e -
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f. ‘introduction to VP/CSS

2. ‘VP/CSS Extended Use: Disc, Tape, Utilities,etc.

3. VP/CSS EXEC Language

Another area of interest concerns the NCSS owned
aﬁd operated Demographic Information Systems of ON SITE
MARKET BASE. These programs aay help future MPO cities
meet their profiling needs.

Introduction to Basics, Provided by the Tandy’f

Corporation jRadiOIShack)

This class did not benefit MPO, per se, but if
project cities plan to get maximum use out of their

Micro Computer, they should plan to attend.

RESOURCE ALLOCATION LITERATURE

Literature was an invaluable training aid through-
out the length of the project. It allowed Sacramento
to brepare for the formal training sessions in Clayton,

Missouri. It provided the bulk of the orientation with

" .regard to computer assisted resource allocation and it

became an invaluable shop manual during actual computer
operation. In addition to the PCAM and Hypercube 1iter-
ature provided each test site, the following NCSS
publications proved invaluable:

1. VP/CSS Reference Manual

2. VP/CSS Reference Card

3. "EDIT Reference Card

- 103 -

X. -RECOMMENDATIONS FOR FUTURE PROJECT CITIES

1. PCAM and Hypercube should be mounted on a time-
sharing network by LEAA, instead of being mounted
locally (or on a time share by each of the project

cities individually). This will minimize cost and

i
i
i
;

. confusion as well as get computer operation off to
%i . ‘a faster start. l
' 2. A special category of technical assistance should be

reserved for computer assisted Resource Allocation

el e

‘needs and should be budgeted to Tast through the

entire period of computer use.

3. Efforts should be made to take advantage of any

‘j :E trainiﬁg available through the time share network used.
kf . ) ff NCSS is used, the following courses should be taken:
‘E : | a. Introduction to VP/CSS

o . b. VP/CSS Extended Use

3 n; " ¢c. VP/CSS EXEC Language
3 4. If aytime share network is used, future projects could

find it very profitable to expand the role of monitor

the Batch Mode.

:l ‘ programs to allow bbth PCAM and Hypercube to be run in

5. Program litekature should be updated and corrected.
This is particularly important with regard to the dangers
and problems in determining PCAM's unavailability
parameters, service‘time parameters, and call for service

rates.

e e e

The most important publications that all Project Direc-
tors should peruse, and thosé responsible for computer

operation thoroughly understand, are:
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a. Patrol Car Allocation Model; Users Manual,
| by Chaiken & Dormont. |
b. Instructiona] Materjal for Learning to Use
the Hypercube‘Programs, by The Institute
for Public Program Analysis.

However, certain modificatioﬁs should be made in the

lJiterature before future dissemination is considered.

The most important of these modifications is the
integration of the NEWPDATA Monitor Program developed
by TIPPA into the literature.

The Radid Shack TRS-80 Micro Computer should be
purchased with a disc system instead of the cassette
systen.

The TRS-80 Level II is a much more sensitive and

delicate piece of machinery than is the Level I.

R A R R SN I DT LA AT

Perhaps most important in this regard is the fact thdt
the Level II loads from cassette at the rate of 500

Baud (Baud is a measure of speed in bits per second)

as opposed to approximate]y 200 Baud for the Level I.
Th{s‘higher speed makes'the machine incredibly sensitive

in terms of cassette volume setting. In fact, in

conversations with Radio Shack employees, it was learned

that a change of 1/12th of one number on the cassette.
volume septing (for example, from 4%Fto 4 7/12) can
stop the machine from loading properly. Nowhere in the
inetructions is this level of sensitivity identified,
so future operators should beka1erted. in this regard,

after a day of experimentation, it was discovered that
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by placing the number 6 on the volume control
between the "m" and the "e" of the word "volume"
printed on the machine, allowed the Toading and
cppying of programs from and to cassette tapes with
ah approximate 50% success factor.

A]l'futuhe users of this equipment should realize

~that seving a program on a cassette tape involves

(1) ‘running the entire program through the machine

to‘check its accuracy, (2) the dumping of the
program onto tape using the "CSAVE" command, (3) the
checking of the tape program against the original
program using the "CLOAD" command, and (4) the running

of the new program in its entirety before the dumped

program can be assumed to be correct.

Even a person who is familiar with computer BASIC

| should skim both the USERS MANUAL FOR LEVEL I and

LEVEL TI BASIC .REFERENCE MANUAL before attempting to
use this machine since it does use its own dialect..
For those inexperienced with BASIC, the careful reading

qf both, starting with the LEVEL I Manual, is a must.

In this regard, LEVEL I BASIC is different from LEVEL II

BASIC, so some of the examples and exercises in the

LEVEL I Manual will not apply and/or function on the

'LEVEL II machine.
kALLOCATION PLAN would not run on the micro-computer as

written when data from a department the size of Sacra-

mento Police Department was used (it overflowed the

mﬁchine's core capacity). TIPPA was contacted with
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reéard to this problem and they provided instructipns

as to how to rewrite the program. However, the

rewritten program is paihfu11y slow so it is proposed.

that the old program be used with smaller beats and

" the new program, for larger ones.
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. XI. DETAILED RESOURCE ALLOCATION STyDIES

i

'STUDY #1: " COST OF TEAM POLICING

Patrol Service Levels and Team Po]icing'

The current Two Team per- Sector Deployment Configuration
in Sacramento under the 4/10 Plan results in a marked
increase . of men on the overlap days.

For example (as seen in Fig. I), if all officers appeared

for the ‘graveyard watch during the week, approximately 100%
more (53 as opposed to 26 or 27) men would ‘be on duty Saturday
than on the other days of the week.

Fig.AI - Staffing on Graveyard - 2 Teams (Shifts), 4/10 Plan

. : M T W T . F S . S
Team B 0 0 X X X X 0 Team A = 26 men -
Team A X X 0 0 0 X X Team B = 27 men
# of Men - 26 26 27 27 27 53 26 X =DayOn
‘ - 0 = Day Off

Since the patrol division (or any other organization) has only a
1imited amount of manpower to allocate, the cost associated with
hav1ng so-large a number of men present on Saturday is a reduct1on =
in the number present during the rest of the week.

The Call for Service workload does not really reflect the need for

this many men on Saturdays (CFS workload and manpower needs does

not balance). This cost can be described in terms of reduced '
department effectiveness.

More specifically, the balancing of deployment with the CFS
workload helps the police department in a number of ways. In
general, it improves patrol division's service levels, particularly
travel times and probability of saturation (i.e., the probab111ty
that no units will be free to take a CFS when 1t arr1ves)

In Sacramento's circumstance, it also increases the average un- o
committed time each unit has for directed patrol activities. Lo

A
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i i CFS Workload Compafison by Day of W¢ek
FTe. V. dnte to 2 Teams, 4 Teams & No Teams 02-06

CFS
Men Rate
E | o 54 3600
i To determine the reduction in effectiveness caused by this ‘ :
two team overlap policy, several other deployment strategies Ak ] 52
gv were run: through the Allo Plan and Patrol Plan II programs for fij :i
the graveyard shift. They were: i 50 4400
i {1) More than two team deployment strategies (in this instance, = fﬁ 48
%ﬁ 4 teams). ' o ; -
14 46 4200
(2) "No Team" deployment strategies; and i fi
| 44
(3) Staggered days off by sector deployment strategies. . .2 2000 - Units Fielded
- ‘ ' ‘ No Teams
ﬁ” Fig.- II. Staffing on Graveyard - 4 Teams (or 2 shifts), 2 Teams ' iz : ' ) ‘
1 A ‘ Each With Separate Days Off ‘ - 40 ~{——-Units Fielded
, ’ ; , 3 : /— 4 Teams
M T W T F S S Taam=13 men ' 38 3800 /
Team 1 0 0 - X X X X 0 0 = Day Off T T '
- Team 2 0 0 0 X X X X X = Day On I , 36
Team 3 X X 0. 0 0 X X do0 T
i Team 4 X X X 0 0 0 X i 34 3600
; 26 26 26 26 26 39 39
32
gﬁ Fig. II depicts a graveyard staffing strateqy developed using i 30 3400
the ALLO Plan computer program in which there are 4 teams rather :
f than two. It also depicts what could happen if YOu gave each team, g 28
i.e., Sector 1/Sector 2 A shift and Sector 1/Sector 2 B shift ! : . :
!: Separate staggered days off. : 1. 26 3200 _t::>\:;ff:f¢___=——::;7/ gn}ts Fielded
3 eams
5 Fig. III. Staffing on Graveyard,without Teams S :
O 22 3000
T Number of . S .
g. ~Employees M T W T F S S F IS 20
> 14 0 .0 0 X X X X g .
2 X 0 0 0 X X X IS 18 2800
g 13 X X 0 0 0 X X I 1 | v
. 12 X X X 0 0 0 X E 16
11 0 Q X X X' X 0 = BN Y
: o 27 25 23 25 27 40 41 = gx :i 14 2600
~§; Fig. III shows graveyard staffing with no consideration for teams _ | gﬁ : .
at all. (Notice the word "Team" has been replaced with "Number of 1o 12
. Employees", which differ markedly.) ] 25: i
f « | 'R = 10 2400
. o : : 8
g Fig. Iv, attached, shows a men to CFS werkload comparison by g ‘ ‘
= day of week for 2 teams, 4 teams, staggered days off by team, 6 2200
and- No team deployment postures. Notice the steady improvement . «
in Sunday staffing from 2 thru 4 to No teams. Using city-wide ia 4
- data (sector-wide data will be available in October 1979) the § ,
Patrol Plan II computer program was used to determine the effect 2 2000 £ S S
these different deployment strategies would have on Sacramento's T M T W T
Patrol service levels. ' {}
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Fig. V. No Team vs. 4 Team Improvements over 4/10 Plan
: (Graveyard Shift)

B e

Fig. VI. Improvements A1l Shift Service Levels, Without Teams

(as opposed tu the 4/10 Plan, as written)

1. Allows for training and/or directed activity on the overlap days.

2. Allows for perfect team and sector integrity.

g i C(%raveyc;md (Days Swing
, g ) 02-06 07-1¢) (17-01)
ﬁ;ayeyardk 02-06 i No Teams No Teams No Teams
‘ X Incoming Work
a Incomind Work Teamsl Teams E per Unit =~ 5% Less .4% Less 0
per Unit 5% Less 3% Less gl (Min/Hr) Work per Unit No Change
(Min/Hr) Work per Work per B '
Unit Unit i
) E Uncommitted 15% More 16% More 0
Uncommitted S A .
Time/Unit 15% More 6% More F Time/Unit No Change
' ' Uncommitted Uncommitted B '
g? : Time per Unit  Time per Unit £
AP ST . | o H . Probability of :
Probability of 67% Reduction  52% Reduction ! ¥ . ” o
g? Saturation N ~in Probability in Probability | % 5 %g?graﬁ;gg) gé?uction 25% Less 39% Less
i (City Wide) of Saturation of Saturation 7 3 Y : ' ‘
Average ‘ 22% Reduction  17% Reduction 1 i S ‘
: . : 21 T3 : ; : . 8 verage 22% 1% 2%
‘i’ | Travel Time in Travel Time in Travel Time v | Travel Time Reduction Reduction Less
gi Average Response . Red : . ;
Time ’ 6.7% Reduction 3% Reduction : i =
: in Response in Response ; i éverage T4 6‘2% . o 3? e é%d L
g: Time Time : ol esponse Time Reduction Reduction eduction
T | | . R .
& . . . : . . . S Fig. VI depicts reiative improvements in the aforementioned service
?;g.ogpgggécgg ;ﬁlaz}¥8 lﬁgr%:iﬁegﬁiaéggﬁgagiyzrgn38351%ga;EVE1S ¥ ‘g Tevels bykwatch between the 4/10 P]an,’as currently written, and
: configurations. These results were obtained using the number of ;! ' the No team deployment strategy. (Note: No effort was made to
: 3 units actively fielded in July under the 4/10 rather than the ¥ f! 2g!°°ite beEWeen]sh1fts:%] én Octgbeg,dw2en ;he data is available,
Li . roin ' o 1s type of analysis wi e conducte or No team staggered days
hypothetical numbers written into the 4/10 Plan. . off and variable number of team deployment strategies. 99 y
§: . : : jj ‘
* : Advantages of the different deployment strategies:
i ! The two team configuration currently in effect:
ga
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The 3 to 6 Team Deployment Strategies:

1. Allows for a better workload to manpower fit.

2. Allows for directed activity on one to seven days a week.
Splitting days off by Team within a Shift:

1. Allows for a manpower to workload fit equé] to that experienced

by configuration with the number of teams equal to the number
of sectors, multiplied by 2. :

~ 2. Allows for perfect team integrity.

3. Allows for directed activity on most, if not.all, days of the
week.

No Team Dep]oyment Configuration:.
1. Allows for best possible manpower to workload ratio.
2. Allows for directed activity seven days a week.

Disadvantages of Different Deployment Strategies

The 2 Team configuration currently in effect:

1. Reduces overall effectiveness.

2. Resources for directed activity available on overlap days only.
The 3 to 6 Team deployment strategies:

1. Does not permit perfectly matched Sergeant/Team scheduling.
2. Complicates training.

Splitting Shift Days off byATeam:

1. Does not allow for perfect sector integrity.

2. Complicates training. |

No Team Deployment Strategies:

1. This does not allow for team or sector integrity.

2. Complicates training.
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“Sector One

'STUDY #2: HYPERCUBE BEAT DESIGN ANALYSIS WITH

SEASONAL FLUCTUATIONS IN CALLS FOR SERVICE

« In the Hypercube Analysis just completed, the current
District configurations by Sector, by Watch, were examined
using Call for Service information for all of 1978 (yearly
average), the first quarter of 1978 (Jan.-Mar., the "winter"
quarter) and the third quarter of 1978 (July-Sept., the
"summer" quarter).

Workload combarisons between these periods (Fig. I)
reflect these differences:

1. Durfng the summer quarter, workload is heavier than
average in every sector during the first and third watches.

2. ;During the winter quarter, workload is slightly lower
than average in every sector during the third watch.

3. The second watch does not fluctuate appreciably by
time of the year.

| Figure I
"CFS by Hour, by Sector, by Watch, by 1978 Yearly Average,

Winter and Summer Quarters

‘Average.Calls for Service Per Hour:

First Watch First Watch Second Watch

o Sector Two Sector One
Year - Sum. Win. Year Sum. Win. Year Sum. Win.

-—----—--——'—----—-—-—————-'--—-——--—------—-----—-—--————_--

Second Watch Second Watch Second Watch A o I
Sector Two Sector Three Sector Four ' _ Lo

Year Sum. Win. Year Sum. Win. VYear Sum. Win.
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Figure I (continued) ‘ﬁ s ‘ Figure II
‘ ' R ’ ‘ » . ' Jinter Quarter
i : : I . : § K Workload & Performance Levels by Sector, by Watch, Yearly Average, Summer Quarter & |
g Third Watch - Third Watch Third Watch 7oE 5 eree Workload Figures
$ECt°r gne ‘ sector Two Sector Three i First Watch First Watch
. ear um.  Win. Year Sum. Win. . Year Sum. ¢ Win. -f Sector One Sector Two _
g wd SO Year Sum. Win. Year Sum. Win.
_ 6.6 P g | ,
_______ Z-I----?-?_-_-Z;?-__?_l_ 7.6 6.5 7.0 6.4 } o Average CFS per Hour 5.7 6.7 5.5 5.5 6.2 5.6
T | I o Average Utilization Factor 75 .88 .72 .63 .71 .64
' Third Watch E (Unlimited Line Capacity) . ;
Sector Four . Bl Sector Wide Travel Time 7.2 7.7 7.1 8.6 8.9 8.8
Year  Sum.. Win. o
Qj ' . Probability of Saturation .18 .23 .16 .1 .13 L1
7.3 7.7 7.1 i Sector Wide Average Workload .62 .67 .60 .56 .61 .57
g’ ---------------------------------- Standard Dev‘iatio“ Df ND?‘k]OGd -06 '06 '07 '05 .04 . .06
Differences in Sector performance was also examined under - 5 zif Maximum Workload Imbalance 15 4 .18 g3 . 14
these d1ffgrent workload levels, as shown in Figure II attached. i £ Dispatches
gj The following definitions will be needed to interpret Figure II. ' ﬂi:?i?;ﬁnuﬁfmstnct .56 .6 .55 .52 .56 .53
® Average Calls for Service per Hour : The average number of Calls :E Number of Districts | 3 ’ ’ ° ° ¥
, for service (officer initiated calls excluded) originating in a f
%i Sector per hour. ' - Second Watch Second Watch Second Watch Second datch
. : . ; ] e Sector One Sector Two Sector Threel_ Sector Four "
Utilization factor: The fraction of time, on the average, a patrol g a Year Sum. Win. Year Sum. Win. VYear Sum. Win. Year Sum. Win.
Qj unit would be busy handling calls for service if all incoming calls I "B average CFS per Hour 3.8 3.7 3.9 5 5.1 4.9 4.1 3.9 4.2 41 3.9 4.2
wer$ queued until a car became free to handle them. When Hypercube = = 'E
analyses are run assuming a zero capacity queue, the average work - % Average Utilization Factor 5
: : = - . , 153 . . .7 .55 .53 .51 .54 .51 .48 .52
- load will be less than the average utilization factor. : ; 4 wnnmiudtJngqymaty) .5 .49 52 56 3
gj Travel ti  Th | LY sector Wide-iravel Time 9.1. 9.3 9.0 6.3 6.1 6.2 9.0 9.1 9.0 11.8 11.6 11.9
rave’ time: The time required for the dispatched patrol uni ; & o
£ nit to ; 2 i 05 .06 .07 .08 .07 .06 .05 .07 .04 .03 .04
) .travel to the scene of the reported incident from its location - ; b Probabilfty of Saturation s
a; when the assignment was received by the unit. | : 5_:1_ Sector Wide Average Workload .48 .47 .49 .52 .53 .51 .5 .48 .51 .49 .46 .49
. . o , . ) : .05 .06 .06 .06 .03 .03 .04 .04 .04 .04
Saturation Probability: "Saturation" is said to occur when all (= standard Deviation of Horkload .05 .08
aﬁ ~ Patrol units in a sector are simultaneously busy handling calls for Maximum Workload Imbalance 14 12 150 .14 15 14 0 08 110 .09 .1
; service. : :E : : ,
i % Fraction of Dispatches .
A : A o . T e InteroDistrict .47 .46 .48 .43 .5 .48 .47 .45 .47 .46 .45 .47
verage WOrk]o§d: This is the average fraction of time that cars : 6 6 6 5 g 7 7 7
~are busy handling service incidents. If dispatcher queues were . Number of Districts R °
allowed, this figure would have equalled (within acceptable round- P
off.erroy) the average utilization factor. In Sacramento, the Third Watch Third Watch Third Watch Third Watch
region-wide workload will be somewhat less than the utilization , Sector One - Sector Iwo Sctor Three $ecmr;ﬁurwin
factor, due to overflow incidents being assigned to backup units. ‘ E Year Sum. Win. Year Sum. Win. Year Sum. n. Year Sum. :
: ! 7.3 7.7 1.
iation - fe i r S per Hour 6.6 7.1 6.2 7.9 81 7.6 6.5 7.0 6.4
S;aggarg Deviation of Workload: This is the standard deviation Average CFS p
0 @ district car workloads (compared to the average car wo ) | Utilization Factor :
 whi . rkload Average Ut1 & .66 .61 .61 .66 .6 .59 .62 .57
~Which measures the imbalance in workloads among cars. The larger @ (uniimited Line Capacity) s8 8 ;e |

9.2 9.6 9.1 7.0 6.9 6.8 11.8 12.1 1.8 11,9 12.3 1.7
| .08 .03 .08 .08 .07 .08 .07 .05 .04 .08 .04.

this quantity is, the greater is the imbalance. If this quantity Sector Wide Travel Time

is zero, then the workloads of all cars are equil

§ : ' g Probability of Saturation - - .04
' ’ gaX1mum w$rklozg Imbalance: Subtracting the workload of the least . Sector Wide Average Workload .54 .57 .51 .59 .8 .57 .58 .61 .57 .57 .59 .55
: RS usy car trom the workload of the busiest car gives the maxi _ ‘ L ne
g workload imbalance. are maximum ,% Standard Deviation of Workload .12 .12 .13 .09 .03 .1 .1 .09 . a2 :
| #  Maximum Morkload Imbalance S .32 .29 .33 .24 .23 .25 24 .22 .25 .29 v‘c7 .3~‘

; ‘raction of Dispatches : | y

§ 13 FE:EE are InterEDistrict .35 .37 .35 .4 <4 .39 f35 .36 .35 .4 541 .4
7 Number of Districts 9 9 9 8 8 8 9 9 9 10 10 10
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Fraction of Dispatches that are Inter-District:

. -

The percent of

. Number -of Districts:

all dispatch assignments (including those from a queue of calls)
that cause the assigned unit to travel to a reporting area not

in its own district. Thus, for a randomly selected call for
service in Sector 1, first watch during the summer quarter, there
is a 60. percent chance that the car which responds will not be a
car whose district contains the incident, the highest sector in
the sample.

The number of beats in eéch sector under

the 4710 plan.

The time period of 02-06 in Sacramento.

" First Watch:

Second wﬁtch: The time period from 07-16 in Sacramento.

Third Watch: The time.peniod of 17-01 in Sacramento.

. The only appreciable difference in performance levels occur
during the summer quarter of the First Watch (Figure III). During
this time, -significantly higher unit utilization, saturation pro-
bability, unit workload and inter-district dispatch occur.

Figure III

wofk1oad & Performance Levé]s, First Watch - by Sector, by Winter,

" Summer and Average 1978 Yearly Workloads

‘First Watch First Watch

Sector One Sector Two

_ - Year Sum. Win. Year Sum. Win.
Avg. CFS per Hour , 5.7 6.7 5.5 5.5 6.2 5.6
AVgl Utilization Factor ' '

(UnTimited line capacity) .75 .88 .72 .63 .71 .64
Sector Wide Travel Time 7.2 7.7 - 7.1 8.6 8.9 8.8
Probability of Saturation .18 .23 .16 .1 3.1
Sector Wide Avg. Workload .62 .67 .60 .56 .61 .87
Standard Deviation 6f

Workload - .06 .06 .07 .05 .04 .06
Maximum Workload Imbalance .15 .14 .18 .13 1 14
Fraction of Dispatches that |
are Inter-District .56 .6 .55 .52 .55 .53
Number.of Districts 5 5 5 6 6 6
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As seen in Figure IV, adding one District to each Sector
on First Watch during the summer quarter results in performance
Tevels comparabte to those experienced during the rest of the
year.

Figure 1V

Workload and Perfarmance Measures, First Watch - by Winter, by
Summer (with one District added per Sector) and Average 1978
' Yearly Workloads

First Watch
Sector One

First Watch
Sector Two

Extra Extra
Unit Unit
_ Year Sum. Win. Year Sum. Win.
Avg. CFS per Hour 5.7 6.7 5.5 5.5 6.2 5.6
Avg. Utilization Factor
(Unlimited line capacity) .75 .73 .72 .63 .61 .64
Sector Wide Travel Time 7.2 7.2 7.1 8.6 8.5 8.8
Probability of Saturation .18 .15 .16 . .08 11
Sector Wide Avg. Workload .62 .65 .6 .56 .56 .57
Standard Deviation of
Workload .06 .07 .07 .05 .07 .06
Maximum Workload Imbalance .15 .19 .18 .13 .19 .14
Fraction of Dispatches that o
are Inter-District .56 .51 .55 ©.52 .43 .53

Number of Districts 5 6 5 6 7 6

Referring back to Figure II (and as discussed in the initial
Hypercube presentation), for 1978 winter, summer and yearly average
service levels, the beats as designed are consistently excellent. -
So consistent in fact that, except for the previously mentioned
summer quarter First Watch modifications, Hypercube does not indi-
cate any need for change. However, continued growth in the Natomas
and Pocket areas could change this. Third Quarter 1979 data wil]
be run through Hypercube this month to determine if new beats are.
needed in this area and, if so, just what EDP-SD they should contain.
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STUDY #3: PATROL CAR ALLOCATION MODEL (PCAM)

ANALYSIS OF 4/10 PLAN

The first three months of Sacramento's ‘experience w1th

the 4/10 Plan (July September) was analyzed using the PCAM
Computer Mode]

The lnformation used in this analysis came from a special
every-day run of the Beat Survey,. from the department's payrall
sheets and from other sources. This special run provided us
with Call for Service information by day, patrol district, time
and priority. The payroll sheets gave us the number of units
fielded by watch, and a 6 foot by 12 foot map was used to
determine sector roads and square miles.

b1 kagure I shows the number of units fielded by day, by time
ock. - .

MN TUES WED THURS FRI SAT SN
o 5.8 zs.1‘ | 2e9 | 2.2 34.6 24.7 26.0
et 28.2 28.9 8.9 28.1 10.8 27.2 28.3
z§9$¥5§*1 4.9 42.8 2.1 42.2 5.3 | s8.1 46.2
og?gggggsr 2.1 20.0 17.3 18.0 17.2 30.5 27.8

120.0 116.8 113.2 114.5 147.9 140.5 128.3

_Figure 1. MNumber of Units Fielded by Watch, 4/10 Plan
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Of note here is one of the limitations of the PCAM Model.

The basic unit that the PCAM Model works with 1s the time
block. A time block is defined as that period of time over
which the number of units fielded doesn't change. Since Third
and First Watch overlap, this period had to become its own .
time block. To stop the analysis from getting too unwieldy and.
due to the 1imited worth of one hour analysis, the other time
blocks (i.e., 07, 16, 02) were ignored.

Figure 2 breaks down the cars f1e1ded (descr1bed in Figure
1) to the sector level.

fiinind

SECTOR 1 MON TUES WED THURS FRI SAT - SUN
SECOND ‘7.4 6.2 6.1 6.2 9.1 7.4 7.8
START 3rd 7.7 7.3 7.5 7.5 10.8 7.6 7.9

* BOTH 3+1 12.0 11.1 11.0 1.3 14.7 15.6 12.4
END FIRST 5.9 5.5 4,7 4.5 4.4 8.4 7.7

SECTOR II
SECOND 5.3 6.2 6.0 6.2 9.5 5.1 3
START 3rd 5.6 6.9 6.8 6.3 11.0 4,8 .3
BOTH 3+1 9.1 9.5 9.8 9.7 13.7 13.7 .3 .
END FIRST 4.3 4.3 3.8 4.2 4.1 7.5 .9
SECTOR III

- SECOND 6.8 6.4 6.3 7.0 7.9 5.9 7.0
START 3rd 6.9 6.5 6.8 6.7 8.9 7.0 6.5
BOTH 3+1 11.2 10.2 9.6 9.9 12.9 14.2 11.9
END FIRST 5.7 5.4 4.1 4.2 4.2 7.8 6.5

SECTOR IV
SECOND 6.3 6.3 6.5 6.7 8.1 6.3 5.9
START 3rd 8.0 8.2 7.8 7.6 10.1° 7.8 8.6
BOTH 3+1 12.6 12.0 11.7 11.3 14.0 14.6 12.6
END FIRST 5.2 4.8 4.7 5.1 4.5 6.8 7.7

Figure 2. Number Units Fielded by Watch, by Sector, by Day, 4/10 Plan
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The most important cr1ter1a'1n maqug patrol reso _
allocation decisions is the location py L1me_and area qf_the
patrol divisions workload. Figure 3 jdentifies the origins
of the department's Calls for Service, by Sector, by time block.

SECTOR 1 | SECTOR 2 | SECTOR 3 | SECTOR 4
(2224) (2948) (2374) (2339)
SECOND 247 | 327 263 260
07-1559
' (2543) (2480) (2454) (2657)
START 3rd | 424 413 409 443
16-2159 '
(1831) (1678) (1898) (2088)
e 458 420 475 522
22-0159 ,
(925) (989) (956) (964)
END FIRST 185 198 191 193
02-0659

i 3. : S by Sector, by Watch, by Hour. '
Figare gﬁmbe¥ in parenthesis tétal CFS by Sector, by Watch.
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Service time equals Travel

The number in parenthesis in Figure 3 is the total number of
calls {officer initiated excluded) during the period in the

sector during the quarter. The other number is the hourly
rate of calls (quarter totals).

- The last piece of information necessary in the analysis
is the conversion of these Call for Service figures into
workload estimates. To do this, the amount of resource, i.e.
Patrol unit time each call represents, must be determined.

Figure 4. depicts service time by sector, by time block.
Plus on scene time (officer initiated

service times excluded). -
Watch Sector 1 Sector 2 Sector 3 Sector 4
Second 48.9 42,2 49.56 53.4
07-1559

Start 3rd 58.1 44 .1 60. 56.8
- 16-2159.

Both 3 + 1 42.5 40. 44 .6 43.6
22-0159 ‘ : :
End First 48.4 - 38.8 46.5 45,7
02-0659 :

Weighted Average 50.3 41.87 51.26 50.9

Figure 4. Service Time by Sector, by Time Block

The average at the bottom of Figure 4 is weighted.
is, it does not equal the service time figures in the four
columns above divided by 4. It equals the number of calls in

These figures are slightly under estimated as the depart?
ment does not capture the overlap service times on multiple unit
calls for service.)

Two significant pieces of information are apparent in .
Figure 4. "First, the 16-2159 time period has the largest service

time in all four sectors. Second, Sector 2 has the lowest service
times -throughout. the day. ;

One reason for'the reduced service times

in Sector 2 results
from its small

geographic area (4.9 sq. miles).

As shown in
Figure 5, this results in reduced travel times. ‘
Sector ‘ 1 2 3 4
Avg. Travel Time 8.2 6.8 8.6 8.4

Figure 5. Average Travel Time by Sector
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RESULTS OF PCAM'S ANALYSIS OF FIRST 3 MONTHS
UNDER THE 4/10 PLAN ' :

_ .PCAM~was provided with the information just discussed in

order to determine the models "evaluation" of Patro] Division
service Tevels.

Figure 6 depicts actual PCAM outputs. The first thrae
calumns, Actual Cars Fielded, Call Rate and Service Time are
self-explanatory and, in fact, represent only a restatement of
inputed information. Column 4 and 5 represent the first actual
results of PCAM's- "analytical capabilities". The probability X
of 2 call being deTayed {(Column 4) is a reflection of the chance
the call will wait in queue at the dispatch awaiting a free unit.
It does not count any delay in processing the call in Communica-
+tians. The last column, ‘Average Total Delay, is the sum of
dverage queue delay plus travel time. As will be discussed Jater,

these Tast 2 columns represent the criteria by which PCAM makes
its own allocation decision. '

ACT. CALL SERVICE , PROB. CALL AVERAGE

CARS PATE TIME DELAYED | TOTAL DELAY
SECI'OR'I 8.4 3.4 50.6 - 179 35.2
SECTOR II .2 3.7 42. .T97 14,87
SECICR III 7.9 3.5 51.3 | .207 22.77
SECTOR IV - 8.3 3.7 51 1 .198. 22.14
GRAND 3.6 195 73.55
AVERACE 8.0 3.6 4

Figure 6. 4/10 Perfommance Leye%ZB

w.._..»"m:.,.»-m"».m..,;,;w;“.;.,' e
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o d
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-is an Actual Car.

i depicts the Average Utilization of an Effective

Car, Fig:rEVZragg~UtiTization of an Actugl Car,.Average Travel
Times and the Average Number of Cars Available in a Sector.
The definition of an Actual Car is just that,_each car;flelded
The total number of Effective Cars is iqua]
to the total number of Actual Cars minus the percentage of
administrative work they must perform. For example, 5 Actgal sk
Cars that must each spend 20% of their time on adm1n1str%t1vemwiw'
(non-CFS work) equa;s 4 Effective Cars (.20 x 5 = T car "Lost" to

inistrative time). .
?gg}gésgdministrative time were found to be unreliable, an
arbitrary figure of 30% was chosen. ° The developers of the
Model have found this figure to range from 20 to 60 perceptf

AVG. UTIL. AVG. UTIL. K AVG. TRAVEL AVG. CARS

WEEKLY " (EFF) (acr) | TDE AVAILABLE
SECTOR I . ‘ .451 L3671 13.4 3.53
SECIO.R‘II 468 .375 | 8.8 | 2.94
SECTOR III | .499 .399 12.1 3.02'
SRV © 501 407 14.4 3.12
GRAND AVERAGE .480 | .384 12.1 3.15

Figure 7. 4/10 Performance Level
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Note: Iﬁ eiaminfn‘. i . 8 '

A g Figures 8 and 9, it immedia '

ggg;rfggngggg tg;s is an impossible'allocation §§T%asgcg?§ie
averlap. I in & our current overlap period as a two watch

 cates uﬁitsﬁioe?t’ it treats it as a separate watch and allo-
from Figure 8 and 355532?&e ¥g¢e¥ir;b§?;s e rn ¥ sTightTyv'

; el i i w

allocation" model we are aiming for and igrﬁg}gisuzh?deg§EZECt

. PCAM'S PRESCRIPTIVE ANALYSIS
Up to now, all that's been presented has been PCAM's
That is, we have used PCAM

Descriptive analysis of the 4/10.
to simply describe what has been happening in Sacramento for

Eoi o AT e R

the last three months.
PCAM also has a more powerful Prescriptive capability. A ;ﬁ problems with the current 4/10 allocation
In.its. Prescriptive Mode, PCAM can be used to prescribe or o :@gfi : )
“allecate your patrol resources for you by day, area and Watch &
(in Sacramento's case, by time block). "This allocation is made %f
using the -criteria of reducing queue delay and/or travel time - ;
to their lowest possible Tevels city wide. - : SEE
Working on this assumption, PCAM allocated Sacramento's . . ¥ - SEaRL | v TUES _WEn THURS FRI SAT '
. units in the following manner. : ' : -] T SECOND .6 P i S
a o ‘ ' : I START 3rd 10 » 6 6 7 A
] o BOTH 3+1 o 10 1l 10 10 10 9
g ’ }; BYD_FIRST 2 2 9 9, 11 ’
f L T 8 5 4 5 —d 10 .
M TUES WED THURS " FRI SAT SN T SECTOR II
N SECOD
- : g ? 7
g SECOND 28 27 26 26 26 27 23 START 3rd’ 5 . J L A 6 5
L 1 £ :§' BOTH 341 7 - : 8 10 8 7
5 2N B FIRST 8 8
% S 2 4 3 4 5 : :
T star s | 39 39 39 39 42 38 36 7 * secrom 1Tt
i ‘ 7 7 [
| . START 3rd o . & _6 7 e
S ‘ ' | o T lw To Tu Tu T [
BOTH 3+1 34 . 35 35 36 36 - 43 41 _ . 1 BND FIRST - a 2 ; z a 1 I
' - ﬁ Y omm . 2 L Z
ot Ly SECTR IV .
' ‘ b B SECOND ' . ;
g | 20 28 28 R START 8 L 7 7 7
END FIRST .21 19 19 19. | ' . i ' Srd 11 10 10 10 11 ; .
' ¥ } $m3+ls 2 10 10 10 IO L0 ?‘O
: : S ' . 2 5 1 5 5 gi 22
ADJUSTED 123.7° | 121.7 120.5 [121.6 125.6 |137.8. 129.6 3 i 5 2
PO 122 120 119 120 124 136 128 o .
-Figure 8. Number;of Units Fielded by Watch PCAM Adjusted. : o : : o ‘ ‘
Figure 9. Number Units Flelded by Watch, by Sector, PCGWM
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- i fi gt 11 give us an idea of
specifically, Figures 10 gnd 2
what 2;;25 gf improvemeqts are possible through better
allocation decision making.

~ AVG. UTIL. AVG. UTIL. A AVG. TRAVEL AVG. CARS

(EFF) (ACT) TIME AVAILABLE
ST .480 384 | 13.2 | 3.18
' .471 .377 8.7 | 2.91
SECTOR 11
.489 L3901 | 11.2 3,14
SECTOR III ‘
P .480. .384 | 13.1 3.39
SECICR IV 7 '
A ' 3.15
480 .384 | 11.5
GRAND AVERAGE . 1 .

Figure 10.PCWM Allocation Performance Maasures

SR TS RS W
e R 7.8 3.4 50.6 L1209 | 15.91
§mmnx: _ 6'31 ‘3.1 42 139 11.28
éawni | 7.9 3.5 51.3 .123 | 13.78
sﬁxuirv | ka--‘4- 3.7 . | 51 .116 | 15.37
GND VERAGE | 7.8 3.6 49.6 .127 ) 14.05

Figure 11 PCMM Allccation Performmee Measure
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. That this

As previously
the basis of reduct
travel times.

mentioned, PCAM's

allocation was made an
N9 response time h

Y reducing queue and.

Figure 12 compares PCAM!
With its estimates of the cur
variables.
6§ and 7.)

S estimates for its own aTlocation
rent situation

J With regard to these
(Figure 12 compares Figures 10 and .11 with Figures

Average Travel

Probability of
Time =~ .-

Average Total

Call Delay Delay

_ 4/10 Plan 12,1 105 "23.55

oA 1pg 127 14.05
Iﬁprovément T ’ _35%" %0%

Figure 12. Improvements in Re;ponsé DeIay}
To'sumharfze'Figure 12, a 403 reduétion in response time over the
current 4/10 would result i i

1f the new PCAM alloca
great a reduction is possi

identified some basic Problems with the current 4/10 st

As to. be expected, PCAM reduced the number of men fielded
under the 4/1¢ on: Fridays and Saturdays while increasing the
number allocated durins

PCAM vs Current 4710

‘ 3.the rest of the week. : Figure 13
reflects these changes. ' - .
N TUES WED R FRE [ sar S
amae | o120 | 116.8) 113.2 114.5 | 147.9 | 140.5 | 128.3
PoM  123.7 121.7| 120.5{ 121.6 | 125.6 | 137.g 1:29.6
wrmea | + 3.7 | + 4.5 + 7.3 +.0.1 -22.3 | - 2.7 + 1.3

EobuianeSormsvet

i

Figure 13, Staffing by Day of Week 4/10 vs PCAM
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. Now, obviously, PCAM cannot compensate for directed
activity .so, if Sacramento plans to utilize this abundance of
resources on Friday and Saturday, then this PCAM output should
be ignored. However, PCAM found another allocation of manpower
that it didn't "agree with" and this time, directed patrol is
not an issue. Figure 14 shows the difference between the current
allocation for the 16-21 time period and PCAM's.

Mon Tues Wed Thur  Fri Sat Sun

STIrt 3rd 39 35 3539 775 75
PCAM

CTEETE Ird 287 2By 289 28]
Current
Allocation

40.6 2/.¢ 8.3

Difference +10.8 +10.1  +10.1. +10.9 +1.2 +10.8 +7.7

" Figure T4, Difference Between PCAM & Current 4/10, 16-2159 Hours

The only other changes that are anywhere as significant is the
reversal of this situation during the 22-0159 period. Figure 15
explains: ’

Man .Tues Wed Thur Fri Sat Sun

FCAM -

Both 3+1] 34 . 35 35 36 36 43 41 -~
Current 4/10 ,

Both 3+1 44,9 42.8 42.1 42.2 55.3 58.1 46.2

Difference -10.9 -7.8 7.1 -8.2 -19.3  -15.1 -5.2

Figure 15. Difference Between PCAM & Current 4/10, 22-0159 Hours

RECOMMENDATIONS:

1. Reallgcate :your patrcl manpower so that it more closely
reflects PCAM's Allocation with regard to the 16-21 and 22-1
time periods. . R

2. Reallocate your manpower by day of week to reflect PCAM's
analysis. 'This would improve service levels and increase
the chances for directed activity on days other than Friday
and Saturday.

Note: This cannot be done withgut considering the issues of team

integrity. '

- 129 -

sty i PRI

RIRNECsey

~ s ii W . ] ‘ii»

| S

sy
i i

dh

=y

g
+

bad ==

ol e

E I .

Eod.  femed

STUDY #4:

-IMPACT REPORT OF POPULATION GROWTH

City of Sacramento is experiencing marked pqpulat1on growth in both
the Nolgﬁ’(goﬁth Natomas) and South (Pocket, Valley Hi and Meaqowv1ew) areas.
Hypercube was modified to evaluate the 1mgact these increases 1n popuTat1on]. ed
would have on the delivery of police service through 1982. This was acciﬂp ishe
by modifying the call for service rates in these areas 1in proportion ?Q t S .
projected changes in popuiation. (With the_popu]at1ons a]ready estab }s e 1C'ce
these areas serving as the base in determining the population to.c§11‘.ort§er i
ratio.) And by changing the proportion of calls for service arriving }n e e
up-to-now undeveloped areas to reflect the spread1ng out‘of the calls for servi
workload. This was done to compensate for the greater distance on the ?¥erige
that Beat Units in these areas would have to travel in responding to calls vor

service.

“depi the cha i ice Tevels
Figure 1 depicts Hypercube's assessment of the change in service )
from 1973 to ]982pif no additional units are found to compensate for these popu

lation increases.

Natch/Sector Service Level 1978 1982
First Watch Probability of
Sector 1 Saturation % - 18 21
Travel Time (Min.) 7.2 7.5
| CFS Workload per Unit .62 .. .65
First Watch  Prob. of Saturation % 10 15
sector 2 Travel Time (Min.) 8.6 9.7
) " CFS Workload per Unit .56 .63
Second Watch - Prob. of Saturation % 5.3 6.7
Sgctor : Travel Time (Min.) 9.1 9.5
CFS Workload per Unit .48 .51
Second Watch Prob. of Saturation % 4 7
Sector & Travel Time (Min.) 11.8 13,3
CFS MWorkload per Unit 497 .54

£ 1 CONTINUED ON NEXT PAGE)
(FIGUR
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Watch/Sector

Service Level 1978 1982
- Third Watch Probability of
© Sector 1 Saturation % 3.8 5.7
Travel Time (Min.) 9.2 9.8
CFS Workload per Unit .54 .58
Third Watch Probability of
Sector 4 Saturation % 4 7
- Travel Time (Min.) 11.9 - 13.6
' CFS Workload per Unit .57 .63
Figure 1. Change in Service Levels 1978 - 1982, if no units added

will be needed by watch, by sector, by year.

Watch/Sector 1980 1981 1982
First Watch
Sector 1. - 1
First Watch
Sector 2 .1
Second Watch
Sector 1 1
Second Watch
Sector 4 1
Third Watch ’
Sector 1 , 1
Third Watch
]

Sector 4 ] ]

Figure 2.

-1978 Serv1ce Levels in 1982

Figure 3 depicts Hypercube S assessm
from 1978 to 1982 if the units described

deployed.

SEE NEXT PAGE FOR FIGURE 3.
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‘ }'t' To simply maintain 1978 service levels in 1982, the fo110w1ng additional
units

Add1t1ona1 Units Necessary to Provide A Minimum of

ent of the change in service 1eve1s
in Figure 2 are added to those already
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Watch/Sector Service Level 1978 1982

Firsthatch Probability of

Sector 1 Saturation % 18 13
Travel Time (Min.) 7.2 7.1
CFS Workload per Unit .62 .60

First Watch Probability of

Sector 2 Saturation % 10 9
Travel Time (Min.) 8.6 9.3
CFS Workload per Unit .56 .58

Second Watch Probability of ‘

Sector 1 Saturation % 5.3 3

' Travel Time (Min.) 9.1 9.1

CFS Workload per Unit .48 .45

Second Watch Probability of

Sector 4 Saturation % 4 3
Travel Time (Min.) 11.8 12.6
CFS Workload per Unit .49 .49

Third Watch Probability of

Sector 1 Saturation % 3.8 3.1
Travel Time (Min.) 9.2 9.3
CFS Workload per Unit .54 .54

Third Watch . Probability of

Sector 4 Saturation % 4 2.3*
Travel Time (Min.) 11.9 12.6
CFS Workload per Unit .57 .55

Figure 3. 1978-1982 Change in Workload if Additional Units

Available in Figure 2 are Added

* If only one unit was added to this Sector instead of the two described

in Figure 2, the outputs would have been Saturation 4.2%,

13 minutes and Workload per Unit .59.

Travel Time

~ Hypercube estimates that approx1mate1y 5% of all d1spatchab1e calls
received by the Police Departmeﬁ\ arrive at a time when there is not a free unit.

available to handle them.
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To maintain this level of service (which currently
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doesn't exist on the First'wétch) the following number of units must be
added by watch, by sector by year: ‘ '

Watch/Sector . 1980 1981 1982

First Watch
Sector 1 ' ‘ C2* - E

First wéfch,

‘Sector 2- i 2

Second Watch A
Sector 1 ' 1

Second Watch

-Sector 4 ; _ 1

Third Watch
Sector 1 1

" Third Watch

Sector 4 : ]

Figure 4. . Units'Needed by 1982 to Reduce Saturation Probability to 5%

* Hypercube purports that these two additional units would only reduce
~saturation to 6%. However, rewriting the beat boundaries should reduce
it to 5% o ’

Figure 5 dep{cts Hypercube's assessment of the change in service levels

from 1978 to 1982 if the decision was made to limit the probability of saturation
to 5%. The number.of units fielded comes from Figure 4.

SEE NEXT PAGE FOR FIGURE 5.
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Natéh/Seétor

service Level 1978 1982
First Watch Probability of
Sector 1. Saturation % 18 3*
Travel Time (Min.) 7.2 6.6 .
CFS Workload per Unit .62 - .50,
"First Watch Probability of
Sector 2 . Saturation % 10 5
' Travel Time (Min.) 8.6 9.2
- CFS Workload per Unit .56 .53
Secdnd Watch' ProbabiTity of
Sector 1 Saturation % 5.3 3
o Travel Time (Min.) 9.1 9.1
CFS. Workload per Unit .48 .45
Second Watch Probability of
Sector 4 Saturation % 4 3
Travel Time (Min.) 1.8 12.6
CFS Workload per Unit .49 .49
Third Watch Probability of :
‘Sector 1 Saturation % 3.8 3.1
Travel Time (Min.) - 9.2 - 9.3
CFS Waorkload per Unit .54 .54
Third Watch Probability of :
Sector 4 Saturation % 4 - 4.2
Travel Time (Min.) 11.9 13
CFS Workload per Unit 57 .59

Figure 5. Change in Service Levels if Additional Units Described
in Figure 4 are Added

* If only 2 of the récommended 3 units are added to the sector, service

Tevels will be Saturation 7%, Sector Travel Time 6.8 minutes, CFS »
Workload per Unit .55.
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RECOMMENDATION:

In order to insure that Sacramento's faster growing areas receive a
comparable level of police service to that found in the rest of the City
and in order to bring First Watch service levels up to the norm of the ather
watches, I récommend that we commit sufficient additional manpower to Patrol
to increase unit deployment by the number specified in Figure 4 and allocate
them accordingly.

- Watch/Sector 1980 1981 1982

First Watch )
Sector 1 : ‘ 2 ‘ 1

First Watch
Sector 2 ‘ 2

Second Watch -
Sector 1 1 5

Second Watch
Sector 4 ’ 1

" Third Watch , ' ii
Sector 1 , 1 . b

Third Watch ;
Sector & 1

Figure 4. Units Needed by 1982 to Reduce Saturation Probability to 5%

~*********

Figures 6 through 11 provide the actual Hypercube oufput figures by
Watch,.by.Sector, by year, for the.different dep]oyment'strategies as described. .
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(L SECTOR SERVICE LEVEL 1978 1979 1980 1981 1982
First Watch, | Saturation '
Sector 1. Probability (%) 18 18 19 20 21
Sector
Travel Time {(min 7.2 7.3 7.4 7.5 7.5
Work.per Unit .62 62 63 64 65
First k?tch, Saturation -
ector 1, P bility -
Dlus T unit 'robab#lity *(g) X X ) 12 13
: Sector . .
Travel Time (pin X X 6.9 7.0 7.1
Work per Unit X X .58 .59 .60
girzt N:téh, Saturation
ector 3, ~ Prabability(z) X X
plus 2 units Y 5 5 ’
Sector
.Travel Time(min X X 6.7 6.7 6.8
-Work per Unit X X .53 .54 .55
girit N?tch, . Saturation
- Sector 1, i
Slus 3 units Probability .3
Sector
Travel Time 6.6
Work per Unit 50
Figure . Service Levels, Sector 1, First Watch
136 -
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g* SE&TOR SERVICE LEVEL 1978 ]979 1980 1981 1982’
i First Watch, Saturation
. Sector 2 Probability (%) 10 N 12 13 15
Y
é, Sector
] Travel Time (min) 8.6 9.3 9.4 9.5 9.7
gﬂ Work per Unit .56 .58 .59 .61 .63
N First Watch, | Saturation
A Sector 2, Probability (%) X X 6 7.5 9
_ gT ‘ Plus 1 unit :
Sector
e Travel Time{min) X X 9 9.2 9.3
éﬁ Work per Unit X X 54 .56 .58
g First Watch. Saturaéion ,
: Sector 2, Prabability (z) X X 3 4 5
4 Plus 2 units
, Sector
g Travel Time(min X X 8.9 9 9.2
Work per Unit X X .49 .51 .53
@ Saturation
Probability
Sector
Travel Time
" Work per Unit

R
N

. Figure 7. Service Levels; Sector 2, First Watch
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SECTOR SERVICE LEVEL 1978 1979 1980 1981 1982
Second Watch,| satyration
Sector 1 Probability (%) 5.3 5.3 5.8 6.3 6.7
Sector o
Travel Time(min)| -~ 9.7 9.3 9.4 9.4 9.5
Work per Unit a8 48 .49 51 51 -
1 Saturation
d W s PP
giﬁggr ]atph Probability (%) X X 2.5 2.7 3
Sector
Travel Time (min X X 9.0 9.1 9.1
Work per Unit'v X X .43 .44 .45
Saturation
Probability (%)
Sector

Travel Time(min] *

Work per Unit

Saturation
Probability

Sector
Travel Time

Work per Unit

Figure 8. Service Levels, Sector 1, Second Watch
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§ : SECTOR SERVICE LEVEL 1978 | 1979 1980 1981 1982 oL E Jseeror SERVICE LEVEL 1978 1979 1980 1981 1982
A ' Second Watch,| Saturation . P hird ’
Sz , Third Watch, | Saturation
§ ) Sector 4 Probabitity (%) 4 5 5 6 7 X “E Sector 1 Probability (%) 3.8 4.1 4.6 5.1 | 5.7
E Sector . S ' ‘
Travel Time (min) 11.8 12.27 12.9 13.2 13.3 o ) . %l‘fggg'{ Tine (min) 9.2 9.5 9.6 9.7 a8
g Work per Unit | 1 ' Work per Unit
i .49 .49 .51 .83 .54 P - ™ . - e
Saturation : 1 Thi i "
Second Watch, =10 ' 4 Third Watch, | Saturation
Sector 4, Probability (%) £ X 3 3 3 T Sector 1, | Probability (%) X X 2.4 2.7 3.1
L Plus 1 unit ~ R .| plus 1 unit
., Sector , \ S ‘| Sector
Travel Time (m\n) X X 12.3 12.5 12.6 1 ‘ ) e Travel Time (min) X X 9.1 9.2 8.3
i Work per Unit X X .46 .48 .49 Work per Unit X X .51 .53 .54
3 Saturation Saturation
-iﬁ Probability . Probability
Sector Sector
g Travel Time Travel Time
Work per Unit ‘ Work per Unit
i Saturation ~ Saturation
: Probability: . Probability
§ Sector Sector
] Travel Time Travel Time
o ' Work per Unit Work per Unit
i

i i tor 4, d Wat
S, TG R S Figure 10 Service Levels, Sector 1, Third Watch
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' SECTOR | semvice LeveL 1978 1979 1980 1981 1982 I \
. K , STUDY #5: HYPERCUBE ANALYSIS OF MANPOWER REDUCTION -
Third Watch, Saturation \ . 4.5 5.3 6.1 7 ' .
, Sector 4| Probability (X) I : ' 3RD WATCH, SECTORS 2 AND 3
; Sector . ’
3 Travel Time(min) 1.9 13 13.2 13.4 13.6
Work per Unit .57 .59 .6 .61 .63 B :

s

Third Watch, Saturation

_ Sector 4 Probability (%) X : X 2.9 3.5 4.2 ; , I[f one tactical unit is removed from Sector 2 on the
- o plus 1 unit ; - v . ) . . : : .
g v Sector 12.6 12.8 13 ~ : { 3rd Watch, travel time will change from 7 to 7.2 minutes;
d- Travel Time(min) X X . .8 A - :
‘ .an increase of .2minutes or 2.8%. The probability of
3 Work per Unit X X .56 .57 .59 ’ Lo - .
: ' ¥ S saturation will change from 7.5 to 12.7; an absolute
’ Third Watch, | Saturation 2.3 ; . _
. Sector 4, Probability : : S ~increase of 5.2 or 69%.
g plus 2 units . : 8 ‘; ‘
" Sector - 12.6 il
" Travel Time ! . L
%; ) : < Th If one tactical unit is removed from Sector 3 on the
“‘{”‘ per Unit -35 o i 3rd Watch, travel time will change from 11.8 to 12; an
o i e )
g Saturation b increase of .2 minutes or 1.6%. The probability of
Probability S ‘ ._
o Sector , . 3 saturation will change from 5.3 to 9.3; an absolute
Travel Time ' ‘T‘ .
dork per Uit A 1 S increase of 4 or 75%.

Figure 11 Service Levels, Sector 4, Third Watch
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: _ . CHAPTER 5 _
MANAGEMENT OF THE CALL FOR SERVICES WORKLOAD

I. ;INT§ODUCTION“
. Ménagement of the call for services workTqad is
the second half of the Resource Allocation equatfon in
the MPO Test Design. Broadly stated, its operational
objective is: |
"To 1ncréase’the efficieﬁcy of the ca]T for
service response and thereby increase the
portion of pa?rq] resources devoted to what 1
has bgen traditionally called random patrol."
'fhis objecti?e; based on workload management techniques
. of cé1T,screQning, ca1T stacking and call diversion,
contrasts shafp1y with the traditiona] view in which "A
p@tf01 unit wi11'respond to all calls for service as
quickly as possible." More specifically, the test design

challenges two traditional patrol concepts. "The first is

that all calls fbr-serVice will be handled by a patrol unit.

HoWeVer, analyses of the calls for service workloads in
many Aepartments-have revealed that approximate1y 30% of
the call for service workload represents incidents about
whfch,the police can do little or nothing. These include
a varietx of ﬁon—crimina] complaints as well as reported
crimes where ‘there is neither a suspect(s) or evidence.“2
'Thé second‘hotion is that all calls will be serviced
-as QUfpk1y as possible. Agaiﬁ, as the Test Design points
§ut, "Ca]]s for service

cqtégorieé: Approximately 15 perceht of the workload is of

]
2

e

i,

MPO Test Design, Page 5
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an emergency nature such that rapid fasponse to the

scene could make a difference in achieving the goals

. of po1ice departments. At the other end of the priority

continum 1s_rough1y 30 percent of the workload which is

reasonabiy unresponsive to police intervention. The

remaining 55 percent includes c¢rime and service incidents

required to be immediate."

where a po]ice'response‘is appropriate but it is not
3 N
It is patently clear that there are available alter-
natives to requiring a rapid mobile responSe to all calls
for service. And, certaﬁnly, the advantages of these

alternatives proyide an opportunity of not only reducing

,the patrol officers workload, but equally, of increasing

the amount of random patrol time that can be committed to

Nothing in the Test Design is

directed activities.
intended to interfere with the delivery of essential
police services, nor rapid response to the scene of "true"
emergenciés.. The des{gn does require a careful analysis
of'ca11'for service wdrk]oads; and the establishment of
policies for "call prioritization" which provide for:
1.-tCé11 Screening

'pa11‘screening is actually composed of ‘two elements.

The first one relates to the éstab1ishihg of a

priority system for Eeviewing incoming requests

for police Sefvfce. Priority One calls, ¥or example,

would be of an emergency nature requiring immediate o X

response. Priority Two may require a mobile

response - but not immediately.
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Secondly, ce]] screening refers to identi-
fying those types of service requests chat
] can be handled by alternative means. Simply
put it means making hard choices on what
*types of ca]]s will a@ police officer no
ylonger be djspatched.
Call Stacking ‘
This provides fer de1aying the diSpatch of
non-emergency caTﬁs in an attempt to both
ll.smooth-but" the periods of peak demands, and
to allow patrol units on directed activities
net to be continually pulled off those
assignmencs. This means that the citizen may
be advised initiaT]y of a delay, or even gofng
so far as to set appointmentsf |
“Call Diversion
This is simply the development of alternative
Systems bf police response tobservice demands
:inc]uding, But not Timited to:
| . ® Reports taken over the telephone

e Mail-in and Station house reports

e Referrals to other agencies

¢ Mobile response by para—professiOga]

Tk
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.CALL FOR SERVICE MANAGEMENT IN SACRAMENTO

Call for service management has been a long
estab11shed practice in Sacramento. So much so_that

minimdal changes were brought about as a result of the

MPO Grant. The remainder of the Chapter, then, will

descr1be not S0 much the processes of "How" Sacramento

changed 1ts caT] for service management (because there

‘was.very 11tt1e), but rather how it operates and the

results.
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IIT...SCREENING CALLS FOR SERVICE Furthermore, once the decision to dispatch has

"In policy and in practice, Sacramento employs a been made, units other than Patrol units are called.

vigorous call screening system. The procedures are So, from this 33% dispatch figure, some were.assigned

_we]1 documented and found in the Communications to Community Service Officers, Crime Scene Investigating

Sections’ Orders. In practice, call screening in 1979 i Units, Crime Suppression Teams, Detectives, (Walking)

" resulted in the diverting or referral of 67% of requests

for pot1ce service. personnel, as well as to Patrol.

ST o o

E _ A Beat Officers, Paddy Wagon, and other departmental

gﬁ, vontn T32?2152;]s ’ Digg;lzhed D?gggiZﬁed« t Thgre are two written policies whicﬁ define both

g’ Jan 34,700 10,696 30.8 Ef ; the Call Screening procedures and the Call Prioriti-

o &g& 'ggzgg; : 1?23%8 g?:; ;\ 5 " zation System. The first one, Communications Order J-1,

g; '325  ‘ gg:ggg ' }8:83? §22$ 4 ij "Criteria .for the Dispatch of Police Units", is as follows:
i June " 35,794 12,255 34.2 i

§= g3;¥ gg:jgg‘ }}:ggg 3.3 HE CRITERIA FOR THE DISPATCH OF POLICE UNITS

| A R R 0

L e wmlm otz s L] coreer {homng et e heqpanpanicat ions Section i

' ; : 3 . in order to conserve street manpower. The success of
Total 416,354 133,126 33.0 ' : 2 ep ’ : the screening process is contingent on having all per-
SN | sonnel follow set criteria in determining when to
dispatch a unit to the scene. However, due to the com-
plex nature-and vast variety of requests received for
Police service, it is difficult to set forth steadfast
rules as to when a unit should be sent.

s |

Figufe»]. Requests for Police Service to Calls
Dispatched Comparison, by Month, 1979 '

_'Ca]]:Screenfng”in 1979 was slightly improved over

1978, which was the first year that such statistics were The'listings shown in this ordef are intended as

-guidelines in determining when to dispatch an officer.
However, extenuating circumstances involved may alter

the method of handling the request for service. Personnel
assigned to the Complaint Unit should exercise prudent
judgment in making a decision on a request for service

maintained after the installation of counters on the

teTephohé Tines.* - ' ' _é

Tota1.Ca;Ts Calls Percent E that is not clearly defined in the criteria by determining
: Received =~ Dispatched Dispatched : from the caller the following information:
1978 363,370 127,180 35.0 _ _ 1. Is a crime in .
~ _ : . ‘ in progress, or just occurred, that
11979 ‘ '.416’554 133,126 33.0 . 2 requires an officer's presence on the scene to

preserve 1ife and property, or to make an

i.Figure 2. [Requests for Police Service to Calls apprehension?

Dispatched Comparison, 1978-79

* .The 67% rate of referrals is an admittedly inflated figure. The 2. éi ?gjﬁﬁ;lcer needed to prevent a penchn.g crime
rate is established by comparing total dispatched against the total l )

" number of telephone calls to the Complaint Takers. Thus, if a
citizen. called only to ask a question or a Supervisor called to
"provide some information, both would be counted in the total of

“incoming calls to Communications..

3. Does a physical hazard exist that endangers Tife?
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PROCEDURES

Officers are always dispatched on the f ,
reported occurrences: Pat he following

1.

10.

11.
“12.

13.
14,
15.
16.
17.
18,

19.

20.
21.

Alarms - ringer and silent. Officers do not
respond. to "trouble" altarms, or telephone

.~ _recorded alarms from a private residence.

. .Arsons - dispatch a unit if suspects 6n scene,

Notify Fire Department‘— report only.

Bomb threats .

Qdfg1aries in progress or just occurred
Can_c]outé in progress - any type of vehicle
Child neglect, child abuse | |

Deceased persons

.Disturbances 1in progress

.. Drunks on city streets or in public areas

Dr@nkvdrivers when fixed location given. All-
unit broadcast when moving.

Explosives found, or suspected found explosives

Forgeries - use of stolen credit card and
suspects on scene.

Hazards immediate, all types'-
Holding suspect
Homicides, attempt homicides

Incomplete telephone calls for help

”VKidnappingS“

Mental subject causing a disturbance, or present-
ing safety hazard to self and/or others

Missing juveniles under age of 12; all mentally

" retarded MP's; senile adult MP. (Reports taken

at Report-Writing Area. Officers assigned to
contact reporting party and check area.)

Mooching in public area

Officer assistance requests from allied agency

- 149 -
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22.
23.
24,
25,
26.
27.
28.

29.

-30.
31.

32.
33.
34..
35.

Prowlers

Purse snatchés

Robberiés; strong;rms

Sex crimes

Suspicious persons or circumstances now

Suicides, attempt suicides

Thefts in progress or just occurred, suspects
known, and responding officer can make contact

Traffic congestion or control (Send CSO if
avaijlable

Vandalism in progress

:Vehicle blocking driveWay (Send CSO if officer.

not available .

Vehities, stolen (Send CSO 1f»ava11ab1e)
Vehicles, recovered (Send CSO if avaifab]e)
Vehicles, suspicious occupied

Welfare check on possible i1l persons

Officérs are dispatched on the following situations
only if extenuating circumstances exist. The time of day
may enter ‘into the decision.

T

Ambulance Calls - If received as an incomplete
call; if any degree of criminal act involved
in the injury; if an attempt suicide; if an
overdose; if an .dinjury on City property; if
death appears imminent.

“ Animal Calls - 0600 to 2200 hours, refer calls

To Animal Control Center. After 2200 hours,

advise complainant to call Animal Control during

normal work hours. A unit will be dispatched
if there appears to be imminent danger to a
person or to an animal. (Refer to G.0..L-1)

Fire Alarms - If a structure fire; if Fire
Department requests assistance; or if traffic
or other hazard exists.

’

Firecracker Calls - If caller states the act is
going on now and wishes to be contacted. If
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10.

caller states act is going on in area, does not
wish to be contacted, radio card is made and an
all-unit broadcast is transmitted.

Injury - Send an officer on any serious emergency
injury, i.e., excessive bleeding, person choking,
arm or leg caught in equipment, etc. Send a

unit any time the officer can render immediate aid.

a. Send an officer on an injury incurred as the
result of a felonious crime.

b. Send an officer on injuries incurred as the

: result of battery if the suspect is on the
scene or if caller states injuries are serious.
If suspect not on scene and injuries are
sl1ight, the caller should make a report by
telephone. The above procedure applies to the
volume of calls received regarding family
disturbances.

c. Officers are not dispatched on industrial
injuries, UNLESS the officer can render

immediate -aid.

Hemmed-in Vehicle - Send a unit (CSO if available)
if the caller is distraught and indicates there is
no way of moving the vehicle without causing damage
to other vehicles.

ITlness - If a citizen suspects another person

is 111 and requests a unit be sent to check on
the welfare, or if an officer could render imme-

~diate aid to a person with an acute jllness.

Dispatch an ambulance on any illness, if requested
to do so.

Keep the Peace - Send a unit only if the caller
states a disturbance is imminent. Do not send

a unit to standby on any type of repossession
circumstances UNLESS a disturbance is 1in progress.

Message Delivery - Use a CSO unit if available
to deliver an emergency message when there is no
other means of contact. DO NOT send any unit to

" deliver a death message. Refer caller to

Coroner's Office.

Reckless Drivers -~ Send a unit if the caller states
an immedjate hazard exists, gives addregs, and
requests the officer make contact. If the vehicle
is not in area presenting any immediate hazard,

complete a radio card and indicate that an all-unit.

broadcast be made. If the situation is chronic,
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i.e.,speeding in area during certain hours,
neighbor speeds constantly, etc., refer to
Report Writing area, where an "Observation
Report" will be taken and directed to the
Patrol Division.

11. Resuscitator Calls - Refer to criteria outlined
under "Injury" and "Illness".

12.. Stalled Motorist - Send a unit if the vehicle is
© ©  causing a traffic hazard, or if a female is
stalled during nighttime hours and is frightened.

- 13. ‘Standby While Proprietor Secures Firm Prior to
Closing - Send a unit if the person has been
» - threatened with robbery recently, has been robbed
recently, or if caller states suspicious person/
persons are loitering prior to closing.

14. Vehicle Accidents - Send a unit only if the
collision meets the criteria as outlined in
Section Order C-2 dated July 6, 1978.

Offiéers shall not be dispatched on the following type
situations:

1. Any "cold" misdemeanor report

2. Any routine "cold" grand theft report (value of
property taken and/or extenuating circumstances
may alter decision to dispatch unit).

3. Abandoned vehicles - routine

4, Ass;st with vehicle or house lock-out.

5. Reqhest for push bumper merely to start a citizen's
vehicle which is not a traffic hazard.

6. Escort for valuables belonging to a citizen or
business firm.

7. Routine transportation of citizens in police
vehicles. This also applies to transportation of
Police Department employees unless on official
police business.
“‘Sacramento's Prioritization System, as defined in
Communications Order D-1, "Pricority of Calls for Dispatch",

is citgd below. It should be noted that all calls for

service are sorted into three prijority levels. First



N e Tetns S0t o i I
LTI e S e 7

|
i
]
i
|
|
i
3
|
i
i
i
:
i
§
!
|
]

Priority bd]]s are those requiriﬁg immediate dispatch,
and tﬁey account for gpproximate1y 19% of all dispatches.
Second Priority Calls are to be dispatched "as soon as
possible", aﬁd they account for approximately 45% of all
dispatches. Third Priority Calls account for the re-

majning 36% of the calls for service and can be dispatched

“as available manpower/criteria indicate":

PRIORITY OF CALLS FOR DISPATCH

FIRST PRIORITY CALLS - IMMEDIATE ASSIGNMENT

ST O T R S S P A a8 o s

1. Officer requests COVER or BACKUP

2. Motor vehicle accidents (including trains or
- planes) with ambulance follow-up

3. Serious injury with ambulance follow-up invelving
a crime or other extenuating c1rcumstances

4. -Dead human body regardless of c1rcumstances given
by caller. 1If any question that person is still
alive, dispatch card shall be coded "POSSIBLE
926 - 945 RESUS", not "POSSIBLE 926" with no 1ife
saving action taken or reflected on dispatch card.

5. Fire in inhabited structure

6. _Felonies in progress or just occurred where suspects
“ possibly on scene or in immediate area. Includes
‘silent alarms, both robbery and burglary.

*a. Ringer alarms are dealt with as first priority
only i1f just set off and caller states a
suspect is observed in or around premises.

7. Prowler calls where subject attempting entry NOW
in an occupied dwelling. Dispatch card shall be
coded "ATT 459 (Burglary) NOW", not "9710 (Prowler)
NOW".

8. Bomb threats, found explosives, suspected found
explosives

9. Large ‘violent gathering or major disturbance in
progress

- 10, Any type of 415 (Disturbance) with weapon/s
reported to be involved

- 153 -

5150-(Menta]) subject reported to be violent NOW

11.
12. 941 - citizen holding a prisoner where felony or
. 415 (D1sturbance) involved
13. Disasters, natural or man-made
14. Inéomp]eté call for police assistance .
SECOND PRIORITY CALLS - DISPATCH AS»SOON AS POSSIBLE
1. Violence in progress, no weapons known to be
: involved. Includes all types of 415's, EXCEPT
"noise only" complaints.
2. 10 (Prow]er) or 927 (Suspicious Person) loiter-
, ing on premises NOW
3. 941 (Cifizen Holding Prisoner) - misdemeanor,
' no 415 (Disturbance) involved .
‘d. 901's (Auto Accidents) - hit and run just eccurred,
“unknown if injury, drunk driving or other violation
involved, wrecked vehicles impeding normal flow of
traffic, etc.
5. 5150 (Mental) with history of violence, no imme-
diate threat NON '
6.“M1sdemeanor crimes just occurred, suspects on scene
or just: f]ed scene
7. Transportat1on requests from officers for trans-
porting suspects from scene
8. Requests for traffic control
9. MWelfare checks
10-‘4Hazards NON any type
11. M1ss1ng person follow-up where extenuat1ng

~circumstances ‘involved
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THIRD PRIORITY CALLS - DISPATCH AS AVAILABLE MANPOWER/
CRITERIA INDICATE

1. Most "cold” felony feport calls
2._ “ﬁ]SE" (Disturbaﬁce) noise only complaints

. *Silent and ringer alarms, or ringer on]y.a]arms
and card does not show suspect infermation

(93]

"4. Routine "pﬁck up property or eyidence“

Cold 481 (Auto Accident - Hit and Run) reports
where vehicle has been removed from scene of
accident.

[$2]

6. Other calls not categorized as Priority 1 or
Priority 2.

I i

Rt el s e R

STACKING CALLS FOR SERVICE

Call stacking is the one component in Sacramento's

call for service management that has been moderately

impacted by MPO. First, Communications Order D-2,

"Sequence of Unit AsSignment“, was modified to provide
for assignment of units on Directed Patrol activities to
Priority One calls. As shown in below-listed sequence,

Directed Patrol units are tenth in the dispatch sequence.

SEQUENCE OF UNIT ASSIGNMENT
FIRST AND SECOND PRIORITY CALLS

1. Primary Unit in district with c]osest'tactical unit
for cover:

. 2. When available, a K-9 unit shal] be dispatched on:

Alarm calls, 459's in progress, 910's and 927's near
occupied dwellings or closed businesses, bomb and bomb
threat calls. K-9 unit shall be dispatched no matter
where the unit is located in the city.

2. One officer tactical unit in the sector, with the

closest adjoining district unit to cover regardless
of sector.** (Note 3)

3. Primary unit in closest adjoining district, regardless
of sector, with closest tactical unit to cover.

4. One officer tactical unit closest to call, from another
sector, with closest available unit to cover, regardless
of sector.** (Note 3)

5. Two officer tactical unit closest to call, regardless of
- sector.** (Note 3)

6. Primary unit closest to call on report writing.
7. X-Ray unit closest to call (Radar Unit).
8. MOTOR unit closest to call.

. " DISPATCHER TRANSMITS A "CODE 12" BROADCAST.

IF°'A UNIT DOES NOT "ANSWER UP", DISPATCHER
CONTINUES THE SEQUENCE.

‘ 9.‘-UNION~unj£~cﬁosest to scene. (Crime Suppression)
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10.
11.
12.
13.
14.
15.
16.

NOTE:

W N

Special Duty/Directed Patrol unit closest to location.

CSI unit closest to scene. (Crime Scene'Investigation)

SAM unit. (Sector Sergeant)

LINCOLN unit. (Lieutenant)

TOM unit. (Traffic Sergeant)

IVY unit closest to scene. (Detective)

CR unit closest to scene. (Community Services sworn

officer)

1. On multiple unit calls, dispatcher shall designate
unit to handle report.

2. Dispatcher shall always assign a cover unit on any

call where a one-officer unit is given a call
involving violence now.

**3. When necessary to assign a tactical unit as the
primary unit on a call, the unit will be respon-

sible for the handling of the call and all related
reports.

THIRD PRIORITY CALLS

CSO unit in sector if the call is on the list of assign-
ments CSO can handle. (Community Service Officer)

€S0 unit in immediate adjoining sector.

Primary unit in district.

Primary unit in closest adjoihing district, same sector.
One officer tactical unit in sector.

Primary unit closest adjoining district, REGARDLESS OF

SECTOR, after a report call has been pending for 60
minutes.

The second change to occur in call stacking was the

development of a "Call Delay Indicator Board". The Delay

Board is installed near the complaint telephone takers, and

it is activated by the actual dispatchers who sit in a remote

location. Based upon the amqunt of pending calls in a patrol

- 157 -
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sectbf, the dispatchér activates the Tights which best
estimates the amount of expected delay before a patrol
unit will be free to handle Third Priority calls. As
cipizens call in, they are advised of the anticipated
delay. Communications Order D-16, "De]éyed Calls", docu-

ments this procedure.

DELAYED CALLS
POLICY

It is the policy of the Communications Section to
inform persons during the initial call when a delay is
anticipated in police response on a third priority call.
The Delay Indicator Board does provide an approximation
of the delay in each sector due to workload. Most people
accept a time lag on a non-priority call if given proper
advice when the initial contact is made.

PROCEDURE
INITIAL ADVICE OF DELAY

Personnel assigned to the complaint unit shall advise
callers to anticipate a delay on a third priority call for
police service. The extent of the delay can be estimated
by checking the Delay Indicator Board, with 1ight status
indicating approximate time lag as shown:

Lights off - No delay

Green - 15-30 minutes

Yellow - 30-60 minutes

Red - 60-plus minutes delay

CALL BACK PROCEDURE

After 60 minutes has elapsed and a third priority call
has not been assigned, the dispatcher at the main channel
position-shall do the following:

1. Note on dispatch card that a call-back is to be
: made and some indication as to when the call will
be assigned.
2.. Route the card to the complaint unit.

If there dre calls pending near the end of shift, it is
the responsibility of the dispatcher going off shift to route
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calls for call-back if there is a possibility that the delay
will exceed 60 minutes during the shift change.

When the dispatch card is received at the "hot seat™
position, the dispatcher assigned to that position (or one
-designated) shall make the call-back as shown:

1. Place the "CALL-BACK" stamp on dispatch card.

2. Call the complainant back and explain reason for
delay.

. 3.~ Ask the person for a re-evaluation of need for
" ¢ ‘police service on the scene.

4. Fill in stamp blanks, showing time of call-back,
- serial number and any pertinent information
regarding re-evaluation of call. )

5. Return card to dispatch.

- CONTACT BY CITIZEN REGARDING DELAY

- 1. Place the caller on hold.

2. Send a buff dispatch card to radio showing the
address where officer is to respond, nature of
call, and request reason for delay.

3. When card is received back from dispatcher, advise =
the caller the reason for delay.

4. Return the status card to radio where it is filed

_with the original dispatch card. Under no circum-
stances will the card be discarded.

ADVISfNG SECTOR SERGEANT OF BACKLOG OF CALLS

The dispatcher shall advise the Sector Sergeant when
there are a number of third priority calls "backed-up" in

a sector, as the supervisor of that area may have suggestions
for moving.the calls.
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DIVERTING CALL FOR SERVICE REQUESTS

A number of alternative systems are used in
Saﬁraﬁento for handling call for service requests.
A]] of these systems are well institutionalized

and they have been in operation for two years or

more.

,.]. Communications Report Writing

The Communications Section has a long
history of taking reports of crime and incidents
over the telephone. However, in August of 1977,
a special Report Writing Unit was formally
created in Communications for this purpose. As
é result, in 1979 this unit prepared 28,059
reports, or 39% of the total crime and other
type reports taken by the entire Police

Department.

Manth Rt Y el s | Compunications
Jan 5,796 2,338 " 40.3
Feb 3,364 2,118 39.4
Mar 3,535 2,548 . 42.0
Apr 3,423 2,296 40.1
May 3,411 2,324 20.5
June 3,325 2,198 39.8
July 3,399 2,228 40.7
Auy 3,339 2,249 40.2
Sept 3,276 2,394 az.2
oct 3,541 2,436 0.3
“Nov 3,553 2,012 40,1
Dec 3,863 2,448 38.8
Total 43,825 28,059 39.0

Figuré‘B. Reports Taken by Communications to Reports Taken
by Officers Comparison - 1979
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Infermediate Clerks do not fake the 2. Mail-In Reports

following types of reports by telephone: Several attempts have been made to experiment

® Robberijes with a "Mail-In" Report concept. The degree to

o Child neglect or abuse - Wwhich success has been achieved is varied.

¢ Sex érimes (other than indecent A. Check Offense Reports

The most successful of the Mail-In Report

exposure when time lapse meets

—_ ., - —

criteria shown above) programs centers around the reporting violations

for both check issuance with non-sufficient
. funds (both felony and misdemeanor), and for
check forgeries. In 1976, a crime specific
form for check offenses was developed by the

Police Department and distributed to Sacramento

ed e e

merchants. In 1979, of the 3,530 reported check

Bownd

offenses, nearly 99% were citizen completed.

ﬁ-mm-v a
w =

Thé following page contains a copy of the

Check Offense Report, SPD 99 (Rev»4-78).
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SACRAMENTO POLICE DEPARTMENT [ m‘.és !Pé e 1 of
CHECK OFFENSE REPORT | L @ 9

— USE BLACK INK ONLY —  ‘Jgg’

Each check sent to the Police Department requirtes a
separate report form and Boxes 2-6 musi _be completed,
Be sure to attach the check and include all information
your investigation has revealed. ‘

REMEMBER TO USE BLACK INK ONLY.

Mall or Sacramento Police Department
Deliver Report to: Forgery Unit

813 6th Street

Sacramento, CA 95814

1

DO NOT WRITE

IN THIS SPACE

USE

FOR POLICE DEPARTMENT

ONLY

WCRIME ¢ ODE SEC THON <rniny

(®REPORT NUMB

ER

CRIME DEFINIT)

b

ON

CHIME,

Cl.AvSs C

OOL [@LacCATION CODE

Il L

@ DATE WLPONTED

!
e TIME HEPORTED

DAY REPORTED

3 CHECK ACCEPTANCE INFORMATION Yes| N9

. Did Acceplor see Suspect wnle or endorse check?

2  VICTIM INFORMATION - MUST BE COMPLETE

Can_Acceplor_identify Suspect?

® VICTIM'S NAME (LAST, FIRST, MIDDLE) IF CRIME AGAINST PERSON

® ADDRESS OF VICTIM OR FIRM

.l-éT!"‘lE"Z.- e

EITY : |5TATE ‘zu: CODE
@® ADDRESS WHERE CHECK ACCERTED

(7 3

® DATE CHECK ACCEPTED IME (APPROXY DAY

® PERSON WHO ACTUALLY ACCEPTED CHECKIACCEPTOR)

Has partial restitution_been accepted o agreed to?

Can_ Acceptor rdenfify check® 11D, wmtials, Ele.)

_{\_nru'glgenﬁl‘ 1o hold the Check?
Was_the Check post dated?
Were any pictures laken?

Was Suspect previously known 1o Acceptor?

4 SUSPECT - ENTER ALL KNOWN INFORMATION

Ty

@se x[6 RACE™

ELUNTIFIC ATION

® SUSITCT'S HAME (LAST, IIRST, MIDDLEY

v

® AGE HEIGHT WE|

1

GHT HAIR EYES

USEDY (NCLUDE EXPIRATIO

N DATES IF KNOWNI

\DDRES
UMBER _ISTR.EET__. e e e e ] _ —_— -
- Tt T . DAY PHONE VEHlCLE“» MAE STYLE LICENSE a STATE OF LICENSE
iy liraze  lzie cooe USED?
3 CHECK INFORMATION (Check Must be Attached to this Report)
OATE DN CHECK NUMBER ON CHECK

NAME IMPRINTED ON CHECK

ADDRESS IMPRINTEO ON CHLCK

s

CHECK WPAYABLE TO (PAYEE)

CHECK SIGNED BY {MAKECR!

CHECK ENDORSEDR 8y

BANK CHECK DRAWN ON

BRANCH CHECK DRAWN ON

ACTCUNT NJMBER

REASON CHECK RETURNED
(CHECK ONE)

[] nsF

[C)ReFER TO MAKER

[Jse

NATURE IRREG

[ ] ACCOUNT CLOSED,

TIONAL INFORMATION INC
; R CONTACTS MADE, ETC.)

I0
m;

e e i i ——— b - —— % R peie e r e

—
LUDE ADDITIONAL SUSPECT INFORMATION, CONVERSATIONS WITH SUSPECT, WHERE SUSPECT EWPLOYED,

e o ey e e e e b At

PRI e S s |

6 | HEREBY AGREE TO IMMED
THIS COMPLAINT, AND TO IND

IATELY NOTIFY THE SACRAMENTO POLICE OF ANY RESTITUTION MADE BY THE SUBJECT OF
EMNIFY AND HOLD HARMLESS THE CITY OF SACRAMENTO FOR ANY LIABILITY INCURRED

BECAUSE OF MY FAILURE TO SO°NOTIFY THE POLICE DEPARTMENT FORGERY UNIT .

RI_PREPARED

SIGNATURE OF MICTIMM OR EIRM RLPRESENTATIVE

DATE . REPC

DO NOT WRITE

IN_THIS SPACE

CONN

ECT UP NUMBERS

REPORT TAKEN 8Y OR REC'D BY ®BADGE [ I-TRY

REPORT REVIEWED aY

8 FOR RECORDS SECTION USE ONLY

WARHANT ISSUED CLEARED BY RECOVERY UNFOUNDED RECLASSIFIED
NO, DARRE$1 DOTHER

DATE DATE DATE DATE - DATE
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Supplementary Investigation Report (Burglaries)

A moderately successful Mail-In Report program

'deals with leaving copies of (Crime) Supplementary

-Investigation Report forms with victims of

burglaries and having them 1ist the property taken.
Specific instructions for describing property and
how to mail in the form are on the back of the
Supplementary form. This has allowed patrol officers
to "clear" from burglaries much earlier by not having
to wait while detailed inventories are completed.

Similarly, the officers do not have to return to the

scene when additional items are discovered as missing

- Although no specific data is available as to the

hours sayed by patrol officers, it is believed to be

"substantial".

The following pages contain a copy of the Supplementary

Investigation Report, both the front and back sides

SPD 105 (Rev 3-77).
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pouice | SACRAMENTO POLICE v 4HTMENT 3 BEPONT MMOER
v 1] cowe fpont supoLoia SR | e FORM COMPLETION INSTRUCTIONS
' igL’Lﬁ'gﬁ"v’eﬁf‘c'l"r“h%'.f’é}"‘sm‘,{mm N A\ »// SUPPLEMENTARY INVESTIGATION REPORT
2 CRAIE CODE SECTION OR TYPE OF IMCIDENT | Sounce ’ This form is provided_for you to list information relating to the incident you have reported
’ H JVICTIV OR COMPLAWANT | — to the Sacramento Police Department.
. 5 RESHENCE PHONE 5 BUSINESS i
BUSINESS, , . . . ,
4 LAST KAME, FRST, MIDOLE (FAM RAME IF CRIME AGANST ) — T It is only necessary for you to complete the Narrative Scction on the front side of this form. Al
R - 8 DATE MCIENT other sections will be completed by Police Department personnel. Type or print clearly using
7 ADDRESS WHERE SNCIDE| pencil or black pen. Please supply the required information according to the following instructions:
9_| NARRATIVE SECTION | Ty :
ey PROPERTY DESCAPTIN T List any additional information available (such as brand or manufacturer’s name, model name
ULLH ' i or number, serial number, etc.) for stolen or lost items which have already been reported
1 } missing to the Sacramento Police Department. List all other missing articles which were
i : 1 not included in the jnitial police report as follows:
. 1 ————
2 { ’ ; o ltem # Number each item to be listed conseculively. This makes the report
i L . easier to read. o
s - ” i » Property Description: Use as many lines as necessary to describe the item as
T } completely as possible. Give the name of the article. Where appropriate,
Y : - " describe the article as MAN'S, LADY'S, BOY'S, GIRL'S, CHILD'S, or INFANT'S.
i 1 For each item listed include (when applicable) the number of articles missing,
| S ; brand or manufacturer's hame, mode! name or number, manufacturer’'s serial number,
LI | size, style, coior, material, and condition. Show any initials, inscriptions, dates,
! A . 1 engravings, or other marks of identification. List information regarding the
s | ; purchase date and place of purchase - if known. For bicycles: Indicate if the
i et i e i 4 bicycle was licensed or nol. I it was licensed, tist the license number and
17 ] include the name of the cily (or county) where the bicycle was licensed.
: ! » Doliar Value: List the estimated dollar value of the item. If the value is
.. - Ll d A T I3 “ .
8 T e i not known, write UNKNOWN in this column.
1 | .
. ; - v ] EXAMPLES:
i el
} | INARRAT IVE SECTION
O — | l ! ! ,
- : I Y PROPERTY DESCRIPTION ! potan vacue
- . : e > ,
" : i |1 ' Colar pontatile 1olevision, Sony, 15" screen, ' Truutron' model, :
t . — e
: : T . serial #5257695, engraved Driver's License #P521350, dark brown woog case, :
2, . — e ke e - ;
| . : , 1+ built~in antenria, 2 years old, left side of case was scratched. ! 375,00
s | l ; : e :
[ i~ . 4 : LI —_— 4 ]
" { : s 20 Lady's dinner ring, size 7, silver setting with 'y carat diamond. Shape of :
1
1 | 1 R '
| e rm——— { e : setling is similar to the number 9, : 650.00
15 ]
. T - I
: e b | .
" : s - .
: : s 3, Boy's bieycle, Schwiun, “‘Stugray' model, senal number 53217826, chrome 1
: | e : R S S ; X
a1 : , ! Irame, black seat, handlnbars wrapgied with black tage, Sacramento City :
' ] - -
: ] { o+ license number 27612, { Unknown
118 i ! e et s e - € e o s e e e e B S,
! ]
| ! . . )
w } Atter comgteting the list of missing property, enter your name and the other information
: . e v e e« i T requested below. Mail (or deliver) the completed form to the Sacramento Police
2y : Department, Public Counter, 813 6th Street, Sacramento, CA 95814,
! S - o ‘
z : T : LAST NamE, FERST, MilstiL e "] SII\EQCE PHONE 1 BUSINESS PHONE
! T
22 ! |
1 | RESIDENCE ADDRESS
I r
2 r l I
l J NUMBEw. ATRKR T Teky '!?AYI " |2k cobe
i
24 1 — T BADeE 17 00 tm,r - 1k APPROVED BY
10 REPONTING OFF
J 19 BADGE 20 DATE 21 T™E s ‘
13 ASSISTIG OFFICER 4 moce 150 | U Twe _ Signature ‘ Date
[ : If you have any guestions, phone 449 - 5478,
0 ,,’, (MEY 3.77) SUPPLEMENTARY INVES TIGATION REMORT PAGE o )
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Expandéd Mail-In Report Experiment

The least successful effort at mail-1qn

reports occurred from August 27, 1978

through September 18, 1978, in which

simplified crime report forms were mailed
by Communications to the following | |
categories of crime victims, and where
there were no suspects or witnesses:
]5 Bicycle Theft
2. Lost Property
3. Petty Theft (Leés than 5200)>
4. Vandalism (Less than $100)
5. Auto Burglaries and Thefts from
Autos of Less than $200
6. Reports made for insurance purposes
of Less than 5200 value

7. At the Communication Sergeant

Direction

After the test period, the program was djs-

continued due to the low rate of useful

returns, and due to citizen dissatisfaction.

B P S S P i e

Ped  foed

Para Professionals (Community Service Officers)
The use of Para Professionals, or Community
SerQice Officers (CSO0's) to perform duties not
requiring a police officer has been institution-
a]iiéd since August 1971. C(CSO's are part-time

students between 18 and 25 years of age. They

must work a minimum of 20 hours per week and

carry a minimum of 6 College units per semester.

During the summer, they may work 40 hours per

week. CSO's must complete the 16 week regular

Police Academy before appointment to their
position. Upon their reaching 21 years of age
and completion of 60 units of College, they can
be appointed to a Probationary Police
Officer.

There are 18 authorized €SO positions, of
which 15 are assiéned to Patrol. They perform
a variety of duties including:

e Stolen car reports

¢ Stolen vehicle recoverjes that are not
occupied

o Traffic control
* Tow truck standby

® Routine "cold" burglary reports (exclude
safes)

¢ ilissing person reports and searches

¢ Found property calls (except hazardous
material)

° ‘Casualty reports (exclude dead human bodies)

¢ Victim and .1tness transportation

- 169 -
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* Non-v-ﬁo]ent crowd control VI. COMMUNICATIONS SECTION DESCRIPTION

¢ Command Post recorder/communicator The Communications Section is assigned to the
¢ School contact program Technical Services Division of the Office of Administrative
Services of the Sacramento Police Department.

¢ Fire alarms The office hierarchy and daily staffing levels by

¢ Street hazards watch are depicted in Figure 6.

¢ Abandoned vehicle calls and tows pursuaht The Section's current authorized staffing level calls

g ’ ¢ tEtquipment transportation

to the Yeaicle Code : | IS '
‘ : : . o SENE ‘ for:
e Non-injury vehicle accident reports i : ' : ‘
v v , ‘ i Lo : 1. Lieutenant {Section Commander)
Exact statistics are not available as to the 4 : 31 _ :
‘ : i ' 2. Five Sergeants (Shift Supervisors)

percentage of their time expended in each of the ‘ \ )
Two Supervising Dispatchers

SU—
pan i
(0%}

above catégories. However, the Police Department's

Bt

Seven Senior Dispatchersy (Shift Supervisors under

Labor Distribution Reports indicates that CS0's ; i T .
. : ; T Sergeant's direction)
worked a substantial number of hours as shown in ; / ‘ ' '
: i I 5. Forty-four Dispatchers
Figure 4. : I
o 6. Twelve Intermediate Clerks (Report Writers) -
Fiscal Fiscal H ‘ .y )
77/78 78/79 3 1 : = 7. FourdJunior Typist Clerks (CETA)
Tst Watch 1,144 6,270 f The four main Communications' functions are tele-
2nd Watch 4,934 10,484 : . . ‘ ) )
3rd Watch 10,261 13,695 ' : £ ﬁ i communications, report writing, complaints and radio
—ems e o b oo
Total 16,339 30,449 ' , 3 § ~ dispatch.

Figure 4. Hours Worked by CSO's

The main telecommunications' function involves:
Comparison by Fiscal Year :

1. The sending and receiving of administrative

In terms of actual report writing, police records

) messages.
indicate that CSO's contributed 2,283 Crime and/or

2. The accessing of criminal and stolen property
Incident Reports in 1979. - ; -

i
i
1
%

“files.
. Year Reports by CSO's '
, The main report writing function involves the writing
1978 3,850 ' , ~ L
1979 2,283 of non-priority criminal reports from information received

Figure 5., Crime and/or Incident Report
by CSO0's, 1978-1979 ’

from citizens on the.telephone.
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‘CHAPTER 6

The main Complaint Section task involves the

Powma]

handling of citizens' calls for police service by v ‘ % CRIME ANALYSIS

Sy

=
H
i
H
1
£]
pa

either filling out a dispatch card (which they send to

Radio Dispatch where a police unit is contacted to deal _ ' 5

Ry

I. INTRODUCTION

with the matter) or by some other means.
The major cornerstone of undertaking Directed

The main Radio Dispatch task involves using the 1o

i]’z::w;

Activities is,"---the process of analyzing crime and

radio to:
service-oriented problems and developing strategies to

il

1. Assign po1ice‘units to handle calls for service.
2. Keeping track of all field units. : R address those problems." The implicit assumption of the
A | ; 5 Test Design is that mbst, if not all, problem identi-

pessy

e |

The Dispatchers man Telecommunications, Complaints o i
and the Radio Dispatch Units. The Intermediate Typist- ; : % fic;tion and analysis should be, and will be, the

4

responsibility of a formal Crime Analysis Unit.

_I;.;S_f“; £

Clerks man report writing; the Senior Dispatchers are
first-line .supervisors; the Sergeants are responsible In Sacramento, the development of a "Crime and Problem

e B s
l’__\::‘g—‘ﬁm’g

for overall line supervision. A rather high turnover and Analysis" capability was unquestionably the most djfficu1t
and controversial component of the MPO Grant to 1mp1ement.

ey

absentee rate (particularly among the Dispatchers) forces

all section personnel to man the "line" positions on And, as we shall dgmonstrate, at 1east two major issues

TRsy

had to be overcome.

o

pccasiaon.
’ First of all, Sacramento already had a Crime Analysis

Unit prior to MPO. However, its products were all but

[Raen: NI o)

totally ignored, and it was largely discredited. The

difficult task facing us was: How to turn that around?

The process we followed to some may seem convoluted.

s
|

Certainly it was not the classical systems approach; but,
it worked. And, in the following pages, wWe will trace this

very arduous change process. The sequence of major events

involving this process is as follows:
1. Crime Analysis Study by MPO Staff.

This was an objective review of the Crime Analysis

e AR R i R s R S8 4 AV SRS A BT €5 S . o e I 1
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Unit and its products. The study was later o %f Zﬁ Supervisors Training. Final Changes were made to
expanded to identify all Crime Analysis information éf ' the model's design and implemented on January 1, 1980,
sources and functions being performed in other units ;E~ The second major issue related to the very scope of
with the Police Department. :E "Crime and ProblTem Analysis" itself. Almost by definition,
Patrol Planning Coﬁmittee: . £ the Crime Analysis Unit focus is neither on repetitﬁve
Crime Analysis Recommendations. :I offenses for which "Patterns" emerge, or on knOWn offenders
Based upon the previous MPO Study, the Patrol . gf | who have established histories of criminal behavior.
Planning Committee prepared a series of recommend- j :E Most, if not all, of these patterns and behavior are

ations to the Chief of Police. Among its major ' ;; - "short range" inasmuch as they have identifiable spans
recommendations was the creation of a department- § ‘i of time over which they are spread and fixed. Within

wide Crime Analysis Task Force.  § " this content, the Crime Analysis Unit can work effectively
erme Analysis Task Force Report. lg = and provide timely and relevant fnformation to support

This report contained a series of recommendations t% §§ Directed Patrol. Where we fall short is on the identifi-
necessary for Crime Aﬁa1y51s to support MPO. Ii - cation and ana]ys%s of the more day-to-day recurring
Additionally, it developed criteria and new pro- ?; §§ _problems that ére of an equal police importance, and
cedures for Crime Analysis to f0110w. ;é - requiring a "long range" approach to so]ving. Prositution,
MPO Supervisors Training. Gf iﬁ' gambling, the public inebriate, youth activities, traffic
Based upon the approved Crime Analysis Task Force % congestion, narcotics activity and general Crime magnitude
Report, training materials were prepared to demon- : are to name but a few.

strate and explain the "new" Crime Analysis Unit. : L ﬂ% From a realistic standpoint, Crime Analysis simply
suggestions and criticisms from all classes were - @% does not have the wherewithal to support service-oriented
'CO11ECtEd for Tater review. Over 100 Sergeants, L éé :E . problem identification and analysis. And yet, these are
Lieutenantskand Captains participated. | | L8 ;ﬁ | enorm&us police problems, and that can be a proper subject
MPO Advisory Committee.’ of Direéted Activitieg.

The "new" Crime Analysis Unit was evaluated against 2 ¢ éacramento's approach to resolving service-oriented
the numerous recommendations provided from the i problems emerged out of the Directed Patrol Mode]_ifse]f.

' - 175 -
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IT. CRIME ANALYSIS BEFORE MPOQ

A. Unit History
Section III will trace the change process from pre-MPO

Crime Analysis was started in the Sacramento
to now.

Police Department in May 1971, for the purpose
Section IV will describe Crime Analysis as it exists . P : y ; purp

‘ . . : 8 of supplying Crime Pattern and Series ihfof—
today and its results. ) . -k ¥

» mation to the then-forming Crime Suppression
And fina]l&, Section V will discuss lessons learned.. g pp

Unit teams. The Unit was staffed initially

b

with a Police sergeant who read all the Crime.

Reports, logged and pin-mapped seven target

e |
e

crimes. As time passed, 30-day pin maps were

put on display near the Patrol Muster Room for

p

3 E anybody who wanted to utilize the information. -

v -
xah .S
t

Crime Pattern Reports were issued to Patrol in

' ‘ much the same manner. There was minimal, if

M
Veusirpesiond

any, dialogue between Crime Analysis and Patrol.

Even less was any requirement that‘Patro1 respond

oo

L proeeeney
3

to the repbrts issued by Crime Analysis.

e R
By
w

Staffing and Organization

% § : Prior to MPO, the Crime Analysis Unit was within

ron
ﬁﬁ

the Office of Administrative Services., Its

b

organizational placement was the result of a 1976
reorganization plan to develop a total Community » -

. Resources Division comprised of Preventive‘Services,Q

Community Services, Youth Services and Crime Analysis .

The Unit was then staffed with a Police Sergeaﬁq

-
1Y

ey

a Police Officer, a part-time Community Services . i
gj ii “Officer énd two’part—time‘Student Trainees. ‘,. o
| I
i - 176 - g - 177 -
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Organization Chart Pre-MPQ

: OFTICE OF QFTICE OF ADMINISTRATIVE
INVESTIGATIONS OPERATIONS SERVICES
............. -
t
§
STATF TECAMICAL
SERVICES SERVICES
DIVISICN DIVISION
.r ------------- -Cv‘--—-“—-—-’
h i
1 /'
PERSONVEL COMMUNITY PRODERTY
& TRAINING ‘RESOURCES MANAGEMENT
*SECTION SECTICN SECTICN
: 1 :
OREVENTIVE | CCMMUNITY CRIME YCUTH
SERVICES SERVICES ANALYSTIS SEZRVICES
UNIT .. UNIT UNIT GNIT
Figure 1:

C. Duties and Responsibilities

1.

The Crime Analysis Unit was responsible
for monitoring seven target crimes in

Sacramento (Commercial Robbery, Strongarm

Robbery, Commercial Burglary, Residential

Burglary, Forcible Rape, Indecent Exposure
and Purse Snatch). Where Patterns were
detected, a Crime Ahalysis Bulletin was
issued to both Patrol and Detectives.

A secondary responsibility of the Crime

Analysis Unit was the monitoring and main-

tenance of records relating to false alarms

for commercial robbery and burglary in the

City. One thmnf Trainee was assigned to

this task and dedicated approximately 50% of
his 20-hour work week to the maintenance of
‘the alarm files. In addition, the police
officer assigned'to the Unit committed between
50%-70% of his time to the handling of alarm
control functions, depending on the volume of
false alarm activity.

The Unit maintained numerous 30-day pin maps
near the Patrol Locker Room area for reference
by officers.

In addition to its own §et of logs, the Unit
prepa}ed a duplicate set of Sector logs which

‘was available to Patrol officers near the

Locker Room.
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5. The Unit prepared numerous Crime Summary

.. Tulfills most Federal and State crime .
v z Reports, which will be described below.
reporting requirements on a monthly basis. W : \
- ] ; 6. The Unit performed numerous special studies
SCARS interfaces with the Arrest Report and )
as. requested. (See Figure 2)
Stolen Property Indexing sub-systems, Field
. D. Crime Analysis Reports
Contact Reporting sub-system, and the Traffic ; _
A number of files, logs and reports were prepared

Arrest Reporting System (see STARS). The
by the Crime Analysis Unit, including:
system provides for total variable extract : )

1. The occasional preparation of Crime Analysis

capability which provide hroad flexibility :
, Bulletins, including Updates
in the selection and format of Crime Analysis

: | A : 2. Crime related Statistical Studies

M.0. information, and Offender data. -
3. Weekly and Monthly Crime Summary Bulletins
Figures 3, 4 and 5 are examples of Sacramento . '
‘ 4. Patrol Sector Crime Log Books
Police Department reports which are entered .o '
5. Color Coded, 30-day Pin Maps
into the SCARS data base. (Only those boxes :
o 6. Monthly Commercial Robbery Report
which contain a dot (e) are keypunched.)
: 7. Known Offenders File

2. Sacramento Traffic Accident Reporting System (STARS) ,
; : 8. Point of Entry File
STARS incorporates accident, enforcement and -

9. False Alarm Reports
personnel activity information along with such .
E. Crime Analysis Data Base
engineering features as street/intersection o
| 1. Sacramento Crime and Arrest Reporting System (SCARS)

geometry and configuration, daily average travel,. . A
SCARS performs the data capture and reporting
control status, and other relevant data. The
functions for arrest, offense, and citation
system incorporates two separate concepts. One
records submitted by the Sacramento Police
is the regularly scheduled production, generally
Department. SCARS was designed to establish a

monthly, of specific reports comparing accident

and enforcement experience at selected inter-

data base of arrest and dffense records for

o , ' subsequent on-Tine use. STARS currently serves
sections, street segments or traffic enforcement : W

o

as an indexing, record stoﬁﬁge and retrieval
- 3

districts and a comparative analysis of manpower
: system, and provides management reports as well

;“; "i‘f': o

“allocation and application within these areas. '
’ , ~as selective extract detail reports. The system

e
H
-
o]
(]
3
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Figure 3

TYPE OF REPORT [2 CSINOTIFIED |3 : PARTIAL RECOVERY ¥ IFKEY REPORT
1 :CRIME COMPLETE RECOVERY SACRAMENTO POLICE DEPARTMENT © REPORT NUMBER
2 [~JcAsuaLTy |[7] YES 4 |_] AL SUSPECTS ARRESTED *
3 BOTH NO SUSPECTS OUTSTANDING CRIME REPORT
CRIME GCODE SECTION SOURCE l CRIME DEFINITION 8 CRIME CLASS COUE |

[

g LAST NAME, FIRST, MIDDLE

13 TTRM NAME iF CRIME AGAINS] BUSINESS

11 RESIDENCE ADDRESS
®

l SITY

I STATE l ZIP CODE

12 RESIDENCE PHONE

NUMBER ‘ STREET
1.3 BUSINESS ADDRESS (IF STUDENT. NAME QF SCHOOL) 14 BUSINESS PHONE
NUMBER |sme=~r l cIy | svare | ZIP_CODE
15 SEX |16 OESC|17 AGE |19 IF VICTIM WAS INJURED. INDICATE CASUALTY DISPOSITION: CHETK { ¢/ ) APPROPRIATE BOX
® [ ] L)
AD TAKEN T0 SMC BD TAKEN HOME CD CORONER DG REFUSED AlID ED OTHER: (SPECIFY)
21 TRANSPORTING UNIT OR AGENCY

m}

18 DATE OF BIRTH 20 SPECIFY EXTENT OF INJURY

®

[ CHECK { y/ ) IF REPORTING PERSON IS SAME AS VICTIM AND DO NOT COMPLETE THIS SECTION.

D2 LAST NAME. FIRST. MIDDLE 2.3 SEX 2.4 DESC! 2.5 AGE 2.6 DATE OF BIRTH 27 RESIDENCE PHONE 28 BUSINESS PHONE

K9 RESIDENCE ADDRESS

30 BUSINESS ADDRESS

22 LOCATION CODE
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A.

CRIME -ANALYSIS:

THE CHANGE PROCESS

MPQO Study

DUring the 6 month planning phase for the MPO
Project, a detailed study was undertaken of the Crime
Ana]ysis Unit in Sacramento. It quickly became |
apparent that the Crime Analysis function was wide1y
decentralized. That is, bits and pieges were being
performed in numerous units throughout the Police
Department, none of which were coordinating or communi-
cating between each other. The Crime Ana]ysis study
was 1atek expanded to identify all sources of Cfime
Ana]ysis information throughout the Department,.as well
a§ what units were performing what Crime Analysis functions.
The completed study was submitted to a sub-committee of
ﬁhe Patrol P1annfng Committee for review. Both the posi-
tive and negative aspects of the functions were summarﬁzed

as follows:

Crime Ana]ysis Unit
The Crime Analysis Unit has developed various methods

of documenting crime information from various police

_reports, particularly the Police Department Crime Report.

There are certain tasks accomplished meant to offer the

patrol officer information helpful to his street

responsibilities and duties.

1. The Crime-Anaiysis Bulletin is by far the most useful
document presented to Patrol, however, it is not

curfently structured fn a férmat acceptable to the

Patrol .officer or team sergeant. The communications
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function of the Bulletin breaks down after

distribution in most cases.

When discussing the inadequaciés of the Bulletin,

patroT officers and serqeants were vague as to.
what format was desirable. One item did{stand

out, in terms of formaf, and it dealt with a
desire'to have all common denominators of the
series documented instead of making the information

available oﬁ the report. For instance, instead of

listing-the occurrence information as it is currently

listed, a preferred method would be to list most
prokable location, day, and time that the pattern

will be continued. All sworn officers contacted

) -fndicated they had not offered the Crime Analysis

Unit any feedback.

The Crime Analysis Update Bulletin serves a functional
purpose of updating the original Crﬁme Analysis
Bulletin and it is re]eyant. However, it suffers

from the Same problems listed above.

The pinning of the maps in the Patrol Reference Station .

is a proper visual aid for patrol officers who wish

to maintain a certain degree of awareness of crime in’

their district. The pinning is timely and locations

of crime occurrences are pinned within a 24-hour period

after being reported. »
The maintenance of the Sector Crime Logs in the Patﬁg]
Referencg Station affords the patro]lofficer an ’
opportunity to review the target crimes perpetrated

in his sector and district. However, practically

-~ 188 -

speaking, they are not being used.
The Weekly Crime Pattern Report offers the

reader an opportunity to monitor the status

.of target Crime Patterns and other interesting

data regarding arrests and crime in Sacramento.

The Known Offenders File is a reference point that

can be useful in identifying those possib]y respon-

sible for current crime patterns. It could be a

~valuable source of information to an officer

~.concerned about the criminal element in his sector

or beat. However, it is not being used by the

patrol officer. Current]j, the Selective Enforce-

ment Section is the only unit in the Department
utilizing the fi1e. Their use is slight. ,Fbr the

most part, there is no universal knowledge of its
avéi]abi]ity and uti]ity.

The review of the Crime Reports, the Incident Reports,

the Arrest Reports, the Field Contact Reports and

k.Daily Activity Reports is necessary -in order for

the Crime Analysis Unit to preparekany documents
and perform any crime analysis. However, the unit

currently reviews, sorts and sometimes duplicates

reports\#or Crime Suppression Unit, Community Resources
and the offfce of the Inspector. 4

Thg annua1AArmed Robbery Reéport is a va]uabfe report
describing the armed robbery situation in the City of.
Sacramento. It is a logical approach to forecastiné.
crime occurrence and other crime variables. It offers .

a usable profile of armed robberies in Sacramento.
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AHéwever, its distribution has been Timited to
high-ranking administrators and not used in any
manner to facilitate the street operation. As
indicated by the Crime AnaJysis Unit commander,
the document would be a valuable aid if processed .
in a‘more't{mely fashion and distributed further .
down the line of command. At this time, it is
not being used at the operational level.

9. Generally speaking, the patrol officer does not

| understand the relationship between the Crime
Analysis Unit and the Patrol Division. The value
of the Crime Analysis Unit output documents has
not been adequately reinforced to the patrol
officers. The Unit commander is aware of the Tack
of enthusiastic use of the output documents and is

planning some changes.

Investigations |
| The Detective Division has developed many informal
modes of crime information. Owue to the nature of inves-

tigation, many resources have been discovered and

utilized that are not common1y used by the patrol officer.

As a result, many processés have been developed within

the division to facilitate an investigation and 1dentifj-.

cation of criminals. Some have been formalized.
1. The Control Desk serves as a central location for

1nf0rmati6n fﬁ? the Detective Division. This has

also served;ﬁs an information base for patrol officers‘f‘

because oﬁjits central Tlocation.

4
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‘The, use of the Operational Outline Plan is a
positive process of informing the other depart-
mental units of a pending or impending tactical
sifuation planned by the Detectives.

The various sections and units of the Detective
vaision contributes to the compilation of the
Criminal Intelligence Report. This report is a
useful communications vehicle between sub-units
of the Division. However,

the Detective Division lacks a systematic method

of commuhicating with the Patrol Division on a
daily basis in terms of major crime information

and streét crime follow-up information. For the
most part, many informal processes are used by a
méjority of the detectives and patre? officérs
(particularly Crime Suppression Units).

The Narcotics Section is privy to much information
that could be useful to the patrol officer. Due to
the sensitive nature of the work, Narcotics is
hesitant to share information with patrol officers.
However, narcotic (known offenders) fi]es are useful
and, for the most part, current. .
The file on probationees and parolees 1is é profitable

source of information.

In terms of coordination of efforts, there are some

concerns, i.e., the method of distributing caselobads
are not based on common M.0. or Crime ﬁattern, with

the exception of forgery and auto theft. THﬂS5 the

distribution of workload has no relationship with the
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current method of crime ana1ysis in the Department.

8; The preparation of the Arrest and Information
Bulietins are a useful tool for detectives and patrol
officers. However, they are not prepared and
distributed in a timely manner and lack compfete
information available.

9. The Mug Room has a wealth of resources and is
current]y maintained by one officer; The officer in
charge of the Mug Room has indicated that its use
shou]d be mon1tored more c]o:e]y as personnel using
it will take photos and not replace or return them.
For the most part, the patrol officer has no knowledge
of its availability and utility. Moreover, the Mug
Room and other resources in the De%ectiye Division
are not available to patrol on a 24-hour basis.

Traffic Section

'The Traffic Section has valuable traffic information

captured in the Sacramento Traffic Accident Reporting

System (STARS). Currently, some of the computerized infor-

mation is being used for manpower allocation and to pre-
paré the monthly statistical report which serves as an
administfative report reviewing the traffic situations in
Sacramenté and the situation in the Traffic Section. The

computerized information can be usEfu] to the Patrol Divi-

sion in terms of developing specific strategies to combat

‘traffic problems.
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1. STARS provides a va?iety of valuable monthly
reports, including:

o - High Accident Locations and Collision
Factors

o"Enfofcement Data

® Individual and Team Productivity

F) Cbmparisons and Correlations of
Accidents to Enforcement by Location,
Time and Day.

2. STARS reports are sorted according to Traffic
Diétricts, but not to Patrol Districts or Patro]
Sectors. Thus, the majority of info%matién is not
transmitted to, or shared with, Patrol.

Warrants and Transportation Unit

The Warrants and Transportat1on Unit maintains contro]
of all warrants .sent to the Sacramento Police Department.
Systems have‘been developed to monitor the status of
Warrants in the Department warrant system. Incoming

warrants are researched by a warrant clerk assigned to

.the unit from the Records Section. Patrol officers have

direct communications with the Warrant Unit via the police

| radio and the telephone.

The position of Warrant Liaison Officer has been esta-
blished to process spec1f1c warrants and deliver a com-

prehensive warrant package to patrol officers. The package-

contains a coyy of the warrant, a criminal history profi]e;;

a photo, a due diligence form, and any other information

Qf use to the officer to apprehend the subject and offer

officer’safety.
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The immediate preparation and filing of a warrant

.jacket allows for up-to-date information on warrants.

However, once warrants are received by the Warrant
Unit, there is a delay of up to two weeks before

the jacket research is complete. Although the

warrant is on file, many times the warrant is not

"worked" because it sits in a suspense file pending

follow-up research. The end result is a "hot"

warrant is not "hot" by the timé the warrgnt infor-
mation is distributed to Patroi.

A current‘comp1aint by field officers on the Fjrst
Watch (midnight to eight) is that they do not

receive warrant packages or warrant information.

The mailing of traffic notices and methods of avoiding

an arrest on the warrant by offering bail; OR a

?promise to appear alternatives has allowed for the

éapturing of time to handle administrative functions
in the Warrant Unit and attack the more serious
warrant wants.

The statistical reports from the Warrant and Trans-
portation Unit are a useful administrative gauge but
is not useful to the street operations.

The Warrant ‘Unit's use of the bulletin board in the

Patrol Reference Station for posting hot wants from

voutside agencies, is useful to the patrol officer.

The Warrant Liaison Officer is one of the most useful

and innovative recent changes made. The process of

monitoring warrants and distributing warrants by
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- géographic areas makes the process meaningful’
.to the patr01 officer.
7.  The Due Diligence Report is an administrative and
| Tegal tool. It protects the Department by docu-
mentjng attempts to servé the warrant ahd serves
as a productivity gauge for an officer attempting
to serve a warrant and the team se%geantf
8. The priority system developed for processing the
warrants by the Nérrant Liaison Officer has focused
on the more serious warrants and again serves a
more meaningful purpose to the patrol off1cer The
use of the Warrant Records Logs by the Warrant Unit
offeré a quick review of all new warrants on a
daily basis. . However, the Warrant Records Logs are
maintained by the w&rrant Unit and not shared with
Patro]. At one,time,rpatro1 officers had access to
the.warrant Unit office. However, patrol officers
-aré not currently allowed access to the office. It
was a common préctice‘for many officers to peruse the
. Tog. ; .

Selective Enforcement Section

The Selective Enforcement Section is the spec1a1ized‘
patrol arm of the Patrol Division. The separate units
partake of directed patrol strategies as an everyday

activity.. The individual team 1eaders and members have

} Qeve1oped 1nforma1 commun1cat1on vehwc]es w1th the

Detective D1v1s1on and Warrant Unit to develop cases and
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arrests. The unifs current1y’have time to follow up

and résearch cases and patterns that are not available

to the patrol officér.

1. The section members have time to develop cases and
currently do some follow-up work on about 10% of
atl Crime'Analysis.Bu11etins prepared'byAthe Crime
‘Analysis Unit. '

2. The section commander méintains pin maps for selected
target crimes that indicate a longer period of time
for the monitoring of crime patterné.

3. The development of specific strategies to combat
target crime problems has proven positive in terms
‘of productivity.

4.l’Th¢ information developed by the section is not
forma]]y‘shared with Patrol; and, with the advent of
Directed Patrol by the Patroi Division, the pkob]em

- of over]épping stratégies and duplication of efforts
:is unavoidable.

5}- The strategies developed and successfully used by
the section have not been documented and are a loss
to the total performance of Operations.

Intelligence Section

The Intelligence Section is currently reviewing its
relationship to the other sections in the Police Depart~
ment.- The section’ commander has exhibited concern that

the needs of the Department are not being met by the

~Intelligence Section. A survey will shortly be undertakenf 
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to assess the value of the current output products of

the section and determine the needs of Patrol .and

InVestigations.

1. The self analysis survey being developed by the
Inté]]igence Section will offer direction to the

Section in the future.

2. Currently, the section has little, if any, impact

on Operations.
3. The Section maintains good files, and would be

valuable to Patrol.

ﬁecords Section

The Records Section maintains files of unquestionable
value in terms of crime information. The Section has
developed a request form that allows officers to pull
specific crime information from Records files. However,

the Records Section does not compare, correlate or analyze

~any of thé“ﬁnformation maintained in the files. It also

maintains the microfiche files for the Department and the
timeliness of the updating system is valuable to patrol

officers.

1. duick delivery to patrol officers of requested Crime
and Arrest Repofts. »

2. Crime Analysis does not receive all crime reports on
a timé]y basis. |

3. Crime reports originating from the Detective Division

’aré not distributed to the Crime Analysis Unit.

4, Duﬁ]icatihg procedures precludes timely return on‘

requests and curtail the effectiveness of the Crime

- Analysis Unit.
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Planning and Fiscal Section
The Planning and Fiscal Section of the Départment

is the liaison with the City's EDP;Center. A1l com-

puterfzea inquiries are dirécted to the Planning ‘and

Fisca} Section. The Section aiso prepares the programs

that are to be used by the Department. Forms have been

'deVe]oped by the Section describing the needs of an

inquiry. The computerized Sacramento Crimé and Arrest

Reporting Sysfem (SCARS) informatién is useful for the

vPatfo] operation.

1. The SCARS programs are helpful in identifying suspects
of crimes, doing crime correlations and comparisons,

' pu]]ﬁng specific crime 1nformaf10n by Tocation, day,
tihe and type of crime..

2. The SCARS information is currently beneficial to Patrol
administrators for administratiVe purposes, the
detectives for investigative purposes, and the call
for statistical reports and crime corréiation crime
profile repofts.

The planning that went into the SCARS prdgram was

sufficient to allow for the proper data output for

pdrposes of (most) crime analysis. POE file inadequate.

3. Patrol officérs and Tine supervisors do not utilize
the Specﬁa] variable extract capabi1fties of SCARS.

4, The'current-computerized program does not offer
adequate 1nformationbthrough the special varijable
extract system iﬁ'the area of M.0. and,specifically,

the pointkof entry in burglaries.
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In terms of patrol officer needs, thevCommunications
Section offers access to many different computerized
information banks throughout the State.and country. The
method for getting the 1nforhation is via the police
radio, telephone, request form or, in some cases, verbal
request over the counter.

1. The turn-around time for delivery of requested infor-
mation is efficient.

2. The training réceived by Communications bersonne1 in
the use of the CLETS terminal 1is extensive and allows

for efficiént use of the system.
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Patfo! P]anning'Committee

The Patrol Planning Committee, after thorough review

of the Crime Analysis Study, recommended the following

to the Chief of Police:

1. Upgrade the information input from the Detective
Division to the Crime Analysis Unit. The Crime
Analysis Unit currently does not receive either
crime reports originating from the Detective
Division ;or case clear-up reports. Thus, the
Uﬁit cannot correlate case clear-ups with identified
crime patterns.

2.‘ Before any internal or external changes can be

~contemplated in terms of the work processes of the
Crime Analysis Unit, it is necessary to determine

what the output product of the Unit should consist

of , based upon a Users Need Survey. The Survey

should concentrate on the Crime Analysis needs of
Patrol and the Detectives, but should not ignore other

departmental components. The MPO/SPUDS staff should

conduct the Survey during the first two weeks of Apri]"»'k

3. A Crime Analysis Task Force should be formed to assess
the necessary changes that have to take pTace_in the
Crime Analysis Unit, and to deve]ép a mastér»p]an.

The Task Force should report directly to the Admini-

‘strative Advisory Committee to facilitate the policy

decisions that have to be made. The Task Force should -
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be composed of representatives from the Selective

' - Enforcement Section (Chairman), Planning and

Fiscal, Intelligence, Detective Divisidn, Crime
Analysis and Patrol. A preliminary report should
be due May 1, 1979, and the final report due the

first week in June 1979. The AAC should review

~the Task Force Report and make recommendations to

the Chief by no later than July 1, 1979. The Task.

Force must consider the following:

1. Determine what internal processes must be
changed or incorpérated into the every day
operation of the Unit to meet the needs of the
users.

2. Identify and document responsibilities of the
:Crime Analysis Unit to the users of the output
products. .

3._ Evaluate the feasibility of utilizing the micro-
computer for in-house Crime Analysis programs.

4. kConsider and develop a feedback mechanism whereby
users of the Crime Analysis product ;én offer an |
evaluation of the effectiveness of the product.
In addition, develop a feedback mechanism that
will address the effectiveness of the strategies
being practiced by Patrol which are based on
Crime Analysis information.

5{ Develop new forms, or re-format currently used
forms, from the Crime Ana]ysié Unit based on tHe

Users Needs Assessment. Other forms to be
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10.

11.

cqnsidered'could include Mandatory Feedback
report on the use of the Crime Pattern Bulletin,
Strategies Outline Report, Officers Request for
Beat/Sector Evaluation Report, monitoring of
Strategies Report, etc. The Task Force wi]f

also consider changes in the pinning of maps,

i. e., pinning only Crime Patterns, pinning by

Sector, etc.

Once the Tésk Force has developed a reasonable
CrimehAna]ysis Plan, it will have_to determine
resource needs of the Crime Analysis Unit.

At this point, the costs of the new operation

will have to be considered for purposes of

budget and resource allocations.
The Task Force will also have to consider an

ongoing evaluation system of the crime analysis

“situation in the Department and the Crime Aha]ysis

Unjt itself, considering the usabi]ity, ré1evancyl
and timeliness of the output product of the Unit.
Conduct a study to determine the proper organi-
thional location of the Crime Analysis Unit as
it relates to the entire Police Department.
Consider the feasibility of upgrading‘Crimé
Analysis to a Section to better relate to its

new responsibilities.

Ideally, in order to have a proper relationship.

with Patrol, the Crime Analysis Unit should be
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12.

“13.

physically Tocated in an area within .the

proximity of Patrol and the Patrol Reference

Statioﬁ. However, given the current constraints
of both available space and post-Prop. 13 monies,
such a move may not be feasfb]e immediately.
However, the Task Force will examine various

alternatives and prepare recommendations.

Perform a feasibility study for the further

expansion of the role, responsibilities and

duties of the Crime Analysis Unit.

" Consider the feasibility of expanding the working

hours of the Crime Analysis Unit to match any
organizational changes and expanded duties of

the Unit.
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. The Crime Analysis Users Survey

Pursuant to the recommendations of the Patrol
Planning Committee, the MPO staff deve]bped and
administered a Crime Ana]ysis Users Survey of Saéramenfo
Patrol Officers on April 20, 1979.

Adﬁroximate]y 350 questionnaires were sent to all
supervisors and officers in the Patrol Division, Traffic

Division and Special Enforcement Section. A total of

'108 were retufned; or 32.8%. Two of the returned

questiohnaires were rejected from the group because of
the obvious manner in which all answers were giVen.

‘The attached survey indicates the results of the hand
taﬁ]y. There are several interesting points that begin
to emerge. Questions 1, 2 and 4 are varijations on the
theme of how much Crime Pattern information fhe officers
want by Sector, by Watch. It appears that there is a |
rather consistent desire by the officers'that Crime ‘
Patterﬁ information should be limited to the séctor, but
for-all watches. For example, on question'#1, a combined
total of 60 réspondents; or 56%, either agreed or strdng]j'
agreed with the statement that they “5—-—wént only Crime
Pattern information that is occurring on my watch and in.
my sector”. When the question was resfated in number'4
as "I want Crime Pattern information that is occurring
in my sector for all watches", a combined total of 74,
or 69%, indicated agreement or strong agreement. Question

#2 was intended to test the officers desire for Crime

Pattern information during their watch but on a City-wide "~

basis. A combined‘total of 61, or 56%, either disagreed
- 204 -
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dr'strong1y disagreed with the statement.

‘On Question #5 as to whether they wanted Crime

‘Pattern information occurring in the County, a com-

bined total of 59, or 55%, disagreed or strongly
disagreed. However, there were several hand-writteﬁ
comments indicating an affirmative want for this
information if such patterns bordered their sector.
Question;#G provided the second strongest affirma-

tive agreement of the questionnaire. A combined 93

,kespondents, or 87%, either agreed or strongly agreed

thaf they want to know, prior to going on duty "---what

crimes occurred yesterday in my Beat/District". The

- second half of Question #6 was open-ended and requested

that the officers respond as to "How" they would use
this information.

Two of the survey:questions dealt with the desire
for.wanted person informatioh. On Question #7, which
dealt with the statement "---1 want a listing of warrants
issﬁed.yesterday for persons living in my sector", a

éombined 82 respondents, or 77%, indicived that they

) either agreed or strongly agreed with the statement.

SfmilarTy,'on Question #10, which dealt with the issue
"I want a listing of Sutstanding arrest bulleting", a
combined total of.94 respondents, or 88%, either agreed
or strongly agreed.with the statement.

Question #8 and #5 determined the desire by the

vofficers for information regarding either recently
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;e1eased parqlees whﬁAwere Tiving in their sector
or a listing of searchable probatjoners living in
the sector. The respondents answers were fair]y
identical for both questions. On Question #8, a
combined 93 officers, or 87%, indicated they either
agreed or strong]y agreed with the statement.

Question #9 regarding the searchable probationers

had a combined 92, or 86%, of the officers and super-

visors either agreed or strongly agreed with the
statement.

Question #11 was an‘open—ended question which
requested information as to what changes, either in
format or informaticnal content, the officers would
like on Crime Pattern reports.

The issue was recently raised by some officers
indicating a desire of interest in recreating the

stolen vehicle hot sheet. Queétion #12 dealt with

this issue as to whether or not they would like to have

~jt. A combined total of 72 respondents, or 67%, indi-

cated they either dgreed or strongly agreed with this
statement.

Question #13 was again an open-ended question and

“asked the officers to list any information that they

would Tike to receive on a regular or request basis from

the Crimé Analysis Unit.

One of the most surprising discoveries of the survey

related to Question #14 as to how often the officers

check pin maps. A total of 64 officers, or 60%, indicated

- 206 -

o

I ——
T, A I AR -

i
4

o

that they rarely look at the pin maps. The reason
for such non-use may come out of the answers to>v
Questions #15 and #16. #15 dealt with the statement:
"Pin maps are useful to me because I can identify
CrimeiPatterns“. A combined total of 64 officers, or
51%, either disagreed or strongly disagreed with this
statement. As to'the value of pin maps, Question #16
proposed that "Pin maps would be more useful if only

active Crime Patterns were pinned". A combined total

of 62 officers, or 58%, either agreed or strongly agreed

with this statement.

Finally, on Question #17, the open-ended answers to

the request for any suggestions as to how pin maps should

be organized or displayed.
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The Crime Analysis Task Force :
for each sector, thehsector's activity for

As a result of reports and recommendations .
the past 24 hours. This sector activit
submitted by the Patrol Planning Committee, the Chief P Y

1

. report would contain the listing of crimes
of Police created a Crime Analysis Task Force. The P ‘ g

by type, location, time, description, and M.O.

selection of Task Force members was desﬁgned to include

‘ ) ) . . It would contain updated case information from
representatives from all units which could be impacted

. . . : Ig the investigative sections with the Tatest
by any recommendations or changes that may be proposed. - ‘
' . 2 ‘ suspect information, identifying them as either
On May 11, 1979, the Task Force submitted the e T v P ; ying : _
;ﬁ suspect or arrestable. This sector report

following report: A ' Lk
: . ) ‘ should be completed and available by the 1600
In order for the patrol officer on the street to

fomed

] ) ) o . hour roll call, seven days a week. These reports
benefit from crime analysis or crime information, the

. . . . o T would be routed as follows: one copy to the
informational turn around must be timely and concise. 4 | Q_«% ‘
: . . . i ” Sector book and extra copies for each Sector
In order to do this, we must first recognize that there : : 1 P
' S Sergeant (3 copies
is a difference between crime analysis and crime infor- ?E 9¢€ ( P ).

; . ] i 3 2. In order that this report b ompleted, it 1d
mation. Crime information is what most patrol officers i por & complete Thowol

: ) . ‘ be necessary that all Sergeants' Activity Reports
want when they say they want current information on what Y g Y P
L . ~and all Crime Reports generated within the whole
happened yesterday or the last shift within their sector. P J

. _ i Department be received by Crime Analysis Unit by
They also want to know who the suspects are in current _ v
. . » . . ‘ 1000 hours each day. (In order to assist in
¢crimes and who is arrestable for what crimes. This,
' . ' routing the original reports generated by the
along with 1ists of persons who are searchable, on pro- g g ‘ P g ¥
. : ~ . . ‘ . 0ffice of Investigations, the reports should be
bation or parole, etc. Crime analysis 1is when a series
.. e . . . stamped minimally for routing to Records and
of criminal activities are occurring in a particular :
: i L Crime Analysis Unit.
location by selective individuals and those activities v Y ) _
; . 3. The Crime Analysis Unit establish liaison with
can reasonably be predicted. , ‘ . .
, . . ) . ) - o the investigative sections for pusposes of infor-
With both objectives in mind, this Task Force recom- J .p P ‘
. . ; ~ . . ' mation flow on updated suspect information.
mends the following changes take place within this ‘
' 4. The Crime Analysis Unit provide a person who would

Department:
: : ) . . . majintain the Patrol Reference Station within the

1. That Crime Analysis Unit produce on a daily basis ' o
' Office of Operations. This Reference Station would:

508 contain lists of parolees, persbns on searchable
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‘probation or parole, persons on the 647b

‘probation list, AB's, IB's, and other infor-

mation identified by the Réferenée Station

~Committee.

There shod]d be required feedback from the
Patrol Division and/or Selective Enforcement

Section on particular Crime Patterns. The

'required feedback systém would work like this:

A. A Crime Pattern Notification would be
directed to the sector sergeant(s) who work
during the time period identified on the
Pattern. No feedback required.

B. The first update of that Crime Pattern will
be directed to the same sector seérgeants.
This updated CPN will contain the information
lTisted on the original CPN along with the
newer updated information. No feedback

required on normal CPN's. However, feedback

may be required on serious criminal activities:

C. The second update on the Crime Pattern will
cause a Crime Pattern Incident Reﬁort to be
directed to the watch commander concerned.
This incident report will contain all crime

analysis information for that pattern, i.e.,

type of crime, day, hours, M.0. (in burglaries, .

type of items taken), type of entry, possible

suspects, and projection of expected activity

- 210 -

oo d

fee]

Licii
[ memtite, 4

R

L
e

3
e

it

==

P |

i

%; P

-

ZE

i

related to that crime pattern. Crime
Analysis will not tell how to depioy |
officers. They will only notify the watch
commander of the problem.

D. This Crime Pattern Incident Report will
require feedback from the Patrol Division
as to what action (if any) was taken'
relating to that reportﬁ This feedback would

be on a Crime Pattern Incident Feedback Report. -

This report would contain a due date that
would be realistic to the particular Pattern.

E. The Crime Ana1y$is Unit will, upon receiving
the feedback information, within 24 hours make
an updated Crime Pattern Incident Report
stating the effectiveness of the strategies
employed and the current status of that

, activity.
By giving the Patrol Division updated and current crime

information and when necessary good indepth crime analysis,

it is projected that their efforts can be better directed

toward a common objective.

The Office of Investigations can also benefit from
these suggestions. First, fhe Office of Investigations
produces five days a week a listing of offenses and afrests.
This would be done on a 7 day a week basis from Crime |
Analysis eliminating that dup]icafion. Crime Analysis would
be the tool for providing good informational flow between

the Office of Investigations and the Office of Operations. -
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This information flow is essential to good crime

anafy;is, and the effective operation of each office.

Without this exchange of information, each office

operafes on their own. There are a number of incidents
in which the tWo offices were attempting to attack a
particular problem and neither office knew of infor-
mation developed by the other offices.

In order that the offices of th{s department fully
realize the emphasis on crime analysis and in order to
enhance its status with other sections of this Depart-
ment, the Crime Analysis Unit should be upgraded and
placed within a section of this Department.

"It has been recommended that the Crime Analysis Unit

‘be moved to within the Office of the Chief. It is felt

that it could then best interact with the othé?ﬁeegments
of the Department. '

If Crime Analysis was placed with the O0ffice of
Operations or the Office of Investigations, it would.
tendvto be Tooked upon by others as a segment of that
office and lose some of its ability to interact between
those offices. The Office of Administration would also’

appear to be the wrong place as types of act1V1t1es

“already with that office are different than those expected

of Crime Analysis. The Office of the Chief would appear

4
{

to be a proper location for the Crime Analysis Unit.

" The Office of the Chief already contains segments that

are consistent with the nature of Crime Analysis, i.e.,

Planning & Fiscal, Special Investigations and Inspectionsl

and Standards.
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part, but it should contain some sworn personnel in

In order for Crime Analysis to operate within the .-
Department and to obtain all the data and cooperation
needed from every segment of ‘this Department, the
Chief of Police must make it known that he has a total
commitment to the-Crime Analysis Program and tnat‘that
Unit does operate with his full authority. It is
essent1a1 to realize that Crime Analysis does not tell
people what to do or how to do it. Crime Analysis
collects data, then analyzes that data. vAfter that.data
is analyzed, a report is submitted to those sections for
their information and/or action. If this is understood '
by all segments of the Department, then and only then :
will crime analysis work. | |

A» A1ong with making crime ana1ys1s work, we must
address the expected workload of that sect1on For crime
ana]ys1s to be effective, it must be current (no more
than 24 hours o]d). The information on most Crime Patterne
now1pUb1ished is at least 3 to 4 days old when distributed.
This 1s’not acceptable because it has already lost its
credibility. ‘So, the Crime Analysis Unit must have the
personnel evai!ab1e to work 7 days a week and at 1east
fromi0700 hours through 2200 hours. The Crime Analysis

Unin.can be staffed by non-sworn personnel for the most

order to maintain eredibi1ity with the other sections
within the Department. , a ‘“‘
With this criteria in mind, it necessarily follows . &

tnat the manpower of that Unit be increased. Other than'
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the Lieutenant in charge of the Unit, the staffing

would be as follows: one sergeant, three police

' officers, three civilian employees, and two part-

time employees. This is in addition to the alarm

. technician and secretary assigned to the Alarm

Program.
The most identifiable problem that is incurred
by this change in line of authority is the physical
location of the Crime Ané]ysis Unit itself. It is
the majority of opinion that its physical location
shouid be as close as possible to the Patrol Division.
By physically locating near the Patrol vaision,
we expect that there would be a freer interchange of
information between Patrol and Crime Analysis. This

would allow easy access to any patrol officers wishing

- to discuss occurrences within their sector with Crime

Analysis.

We realize that there will be an intefchange of

. information between other segments of this Department.

However, the use of two buildings by this Department
already provides us with a physical barrier. If we

expect to interact on a one to one basis, it would be

better to have a Crime Analysis officer contact each

section of this Department than it would be to have each
district officer go across the street to Ckime'Ana1ysis.
With this in mind, we suggest that the physical location

of the Crime Ana]ysis Unit remain as close as possible to

the Patrol Division, whi]e its staff authority be placed
within the O0ffice of the Chief.
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The Crime Analysis surveybindicated that the street

officers want a listing by sector of parolees and

searchable probation/péro]ees. This information is not
nog available in that form. However, with arrest index
search through the (SCARS) fiche, each subject is , ;- Q:
identified by the code 91 (CYA Parolee) and 92 (State o
Paro]ee). The Field Contact 6ard search will reQea] a
listing of parolees by crime classificétion and descrip—
fion. The listing of addresses of parolees is imprac—'
tical because of the number of persons involved and the
nomad tendencies of those persons. The Tist of search-
~able probationers is no longer produced by the County
(as OF January 1, 1979). The only way a person can be
identified as searchable or not is contact with the
paro]é authorities or contact with the court in the case
of probationers.
Tﬁe direction given to the Task Force was to study
the possibility of using the mini éomputer for crime
anaiysis. This Task Force recommends that, when we have

a manual system we consider to be working to our satis-

faction, we then 1ntroduce that system to tbé éomputer
programmers. It would be projected at this point that
the mini computer could store lists of 1nf0rmation for
. the hot sheet, crime patterns, etc.
The users survey also indicated a request for a "hot.

sheet" of stolen vehicles. Crime Analysis should provide

.Such a Tist and then evaluate its use by the patro1

officers in order ‘to determine if it is a usable item.
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Thé users survey also indicated that the pin
héps showing crime locations are not used, or wanted.
The officers did indicate that a pin map by crime
pattern would be helpful and this will be included
within each CPN.

It is further recommended by this Task Force that

the implementation of the Crime Analysis ?Yogram include

_the centralization of all analysis activity within one

section. There is cukrent]y a fragmentation of the

analysis functions throughout this Départment, i.e.,

" an analysis in the Traffic Section and an Analyst (Police

Statistician). within the Planning & Fiscal Section. By
bringing the functions to one location, it would be
easier to give both short-time analysis (CPN's) and a
Tog with Tong-term analysis (crime or criminal trends).
It wou]dkbe a natural extension of the Crime Analysis
function to project criminal trends, make called for
service projections for future manpower and budgetafy
needs for this Department.

| By building a comb1ete section within the Office of
‘the Chief and staffing that section with necessary man-
power, then and only then will Crime Analysis work within
this Department. If any portioh is removed from these
recommendations, the total program would suffer in direct
relationship to that portion which is removed. 1In othef
words, in order to produce a good Crime Analysis Program
that program ﬁust receive the total support of the Office
Chief and receive the necessary equipment to carry out its

intended functions.
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E. Results of Crime Analysis Task Force

A11 the recommendations set forth in the Crime

Analysis Task Force were approved, with the following

exceptions:

1.

The Crime Analysis Unit was organizationally
transferred from the Office of Administrative
Services to the Office of (Fie]d)‘Operations -
Selective Enforcement Section. This move was
accomplished July 1, 1979. Nor were the
functfons of analysis centralized within one
section; the Tfaffic Section still does traffic
and Planning and Fiscal stj]l does the Depart-
menta]'ana1ysis. _

The Police Statistician remained in the Planning
and Fiscal Section. 5

Traffic Analysis remained in the Traffic Section.
However, Traffic Analysis Reports were to be
redesigned to provide Traffic Accident and Enforce{ :

ment Reports according to patrol sectors.

Based upon the Task Force recommendations, Crime

Analysis training materials were prepared by the MPO Staff -

for inclusion in the MPO Supervisors Training Program.

For a detailed description of the Training Program,'

see the Chapter "MPQ Training for Supervisors".




1 TR

TR

AT

|
[
L
|
I
1
i
|
i
i

e A T S o 8 8050 5 ¢ oy nione 3 vy

i B emgis e

- MPO Advisory Committee

" On November 15-16, 1979, an MPO Advisory Committee

was formed to review the feedback and comments from

the seven MPO Supervisors Training Classes. The
Committee was charged with examining all the MPO com-

ponents, including the proposed Crime Analysis- Model,

and to prepare the final program recemmendations.

The MPO Advisory Committee developed three infor-
mation reports to be provided to Patrol teams.v‘The

first report is a daily Sector CrimeFSummary, which

will be a listing of the major cases that occurred

within the previous 24-hour period. This will keep

the Sector Tedms aware of the activity on a daily basis.

A copy of the Sector Crime Summary will be placed on

the bulletin boarq inside each team conference area.
Additionally, there will be a copy placed in the Patrol
Reference Statién and a copy in the Sergeant's conference
package.

The second report recommended by the Committee w111
be a Crime Pattern Notice (1nformat1on only). This
report serves to provide information regarding a possible
pattern of which the Patrol teams should be aware. The
CPN will be similar to the one already being used by the
Cfime Analysis Unit. No followup or‘feedback to Crime
Analysis is required at this point. ‘ |

In the event additional crimes are reported, Crime
Analysis will check with the detail in the Detective
Division handling the cases to confirm if, in fact, it

is a pattern. If the Detectives agree with Crime Analysis
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and a consensus is reached that there is a pattern,

a CPN Update report will be prepared containing all
available information. The CPN Update will indicate,

mihima]]y, if there are fingerprints, eye witnesses,

_the ‘name of the investigator and list all suspects
and suspect vehicles with the reason as to why these

- persons are listed as suspects.

In the event that a crime "series" is detected
rather than a pattern, a Crime Series Notice will be

sent to the Sector Team which will contain all avail-

~able information. A crime ﬁeries is generally defined

as repeating crimes occurring within a relatively short
period of time and committed by a specific person, or
group of persons. |

Where an identified series is one in which the
crime is of a violent, or potentially violent, nature--
suéh as rapes, armed robberies, or where physical injury
has been inflicted, the CSN first Update Report will be
stamped with "Feedback Required". The Sector Sergeant

shall prepare a report describing what steps, if any,

have been taken to address the problem.

In the event the series continues, and Crime Analysis

"issues a second CSN Update Report, with "Feedback

Required" stampezd on it, copies will be routed to the

kDeputy~Chief of Operations, the Watch Commanders, as

well as the Sector Sergeant. The‘watch Commander is then'

required to formally notify the Deputy Chief and Crime
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Analysis what steps are being taken to address thé
bfbﬁlem. Tﬁis process shall conﬁgnue~untf1 such

time as the problem is solved. |
| A1l recommendations were approved by Patrol

'Managemént and implemented by January 1, 1980.

ST
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IV. CRIME ANALYSIS TODAY
%) A. Overview

Fhom even a cursory reading of the Crime Aﬁa]ysis

change prOcess'{Section IIl), it is .obvious that it was

' 1 § fong and arduous undertakihg. it involved substantial
numbers pf;peop1e,‘enormous criticism, and many, many
suggestiohs. Through it -all, a working Crime Analysis
Model‘emerged that was based on negotiations and com—j
promise. The critical questioh_that‘fd]]ows then is:
Does it work?

The measure of sutcess in such a program can be
rather e]usiye; Certainly, we can, and will, quantify
‘the ngmper of Crime Patterns and Séries that have been
identifiéd; So, too, can we quantify the numbers of
arrests. But the more intangible factors, which are
requa11y as important, relate to the credibility that
thé'Crime Analysis activities and reports have in the
‘minds of the Patrol and‘Detective user groups.

o Wé are convinced that we are on thé right track.

By -no means, however, are we completely satisfied. But,

as a result bf’MPO, Crime Analysis has turned into a
~well-functioning énd creditable Unit; énd, from its
,ear]ier days of being iotaT]y ignored, its producfs are
”~now;béing used,'ahd mofe being demanded. That, in itself,
' 1§ remarkable. A R |

. The remainder Qf‘thiskSectién will describe Crimé
‘kAna]ysié és it‘is'organized today. And we wi]]kattempt

to~quantify where possible Crime Analysis' production \'
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measurements, and to pkovide:examp1es whfch'indirectly
reflect the qualitative dimension.
Organization and Structure

The Crime Analysis Unit is an operational component
of the Selective Enforcement Section, within thé Office

of (Field) Operatiéns. It is staffed by one Police

‘Sergeant, one Police Officer, one Community»Service

Officer, two Student Trainees, and one CETA employee. In

“addition to these employees, there is one Alarm Technician,

and one Clerk Typist assigned to this Unit.
A Thé CAU now operates 7-days a week and usually 11
hours a day. On a daily basis, this Unit produces a

crime summary for each of the four patrol sectors. This

"is a listing and. a short narrative of offenses committed,

persons arrested, community programs, and other special

information relating to that sector. In order to assist
the informétfona] and analysis funbtion, this unit main-
tains hand-written logs for burglary (commercial and |
residential), robbery (commercial and private person),
purse snatch, rape, and auto burglary; along with a .
vehicle information file.

A major function of the CAU 1is liaison with the

differeht segments of the Police Department. This is

“ performéd by the Police Officer assigned to the Unit. On

h daily basis, he makes personal contact with the sections

of the Office of Investigations often talking with the
inVestigators about a particular cr%me prbb]em. By main-
taining this liaison, he is able to exchange information
between the 1nves£igators and the patrol officers; This

- 222 -

officer also meets with the CAU of the Sheriff's
Department on a regular basis. As a result, we haQe
interchanged information on three crime pattersn
that were common to both agencies. ;?His same infor-
mation is used in conjunction with tﬁe issuance of
crime_paftern/series notices. - ;}

This unit receives on a daily bésis copies of 5]1
offenses, arrésts and information.reports received by
this‘Department. Each report s scrutinizeq for its
content and then forwarded to interested parties, j.e.,

Deputy Chief, Crime Suppression Units, Special Investi-

gations Section, or Community Resources Section. This

_unitvkeéps in file for 30 days reports relating to

those offenses that are analyzed. This is done for two

-reasons; first, to provide information for the Analyst

when issuﬁng a crime‘pattern/series ﬁotice, and secondly,
as a ready reference for the officeré fn the eveﬁt'of a
directed patrol actiVity.

- As a result of receiving these reports, the CAU is
able to produce weekly and monthly crimelsummaries,
crime pattern/series notices, crime pattern/series update
reports, special bh11etins, and profiles on. crime trends,
such as rape, commercial robbery, and auto burglary.
| Tﬁe CAU also has the responsibility for enforcement
of the new "Alarm Ordinance".. There is one Alarm Tech-
nician .and one Clerk Typist assigned to this function.
THe objeétjve of this ordinance is to reduce the number

of false alarms responded to by patrol officers. Last
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FORMAL INPUTS TO CAU
Records Section: "

A1l Crime, Incident and
Arrest Reports.
A1l FC Cards.

Patrol ‘Division:

: A1l Crime Sefies Notice
'CRIMF,ANALYSIS UNIT » FeédbackkReports

'year'we fesponded to over 10,000 alarms which were

§5%'fa]se, Through this'ordinance; we will only

- S it

respon&'to licensed alarms and those places that have

an inordinate number of false alarms Wi11 have their

"licens vded ked. It is expected that by
Ticense suspended or revoked P INFORMAL INPUTS TO CAU

_ Office of Investigations:

reducing the number of false alarms, more patrol time

b g

Update information on

will be freed for other activities. .
g S : active cases.

.Crime Suppression Unjt:

3 : Update information on
g. { J\\V//7 - active cases. -
b PRODUCTS OF CRIME ANALYSIS UNIT:
§ %, , 1. Daily Sector Reports
T 2. Crime Pattern/Series Notices
T SRS 3. Crime Pattern/Series Updates
g\ N 4. Special Crime Bulletins
E - 5. MWeekly Crime Statistical
. . Q ‘ Summary Report
18 4 6. Monthly Crime Statistical
: 8 3 Summary.Report
. . *; 3" oy
o ’ ' " 0ffice of Operations:.
, gi- . % .Deputy Chief
- ot ~ ) ‘ Crime Suppression Unit
’ﬁ ‘ i ‘\\\//7 Watch Commanders
g: - ’ Patrol Sector Sergeants
: g DISTRIBUTION Patrol Reference Station
; b Office ofAInvestigations:
} o Deputy Chief '
. gi g Captain of Detectives
L& ‘Section and Detail
- it \ Office of the Chief: |
¢l - : :
, g‘ 8 "~ Community Resources _ o
, Section \ N v
: i !
E : . B
; . - 225 -
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Office of ' " Patrol
Investigations . Sector Sergeants .

CRIME ANALYSIS LIAISON OFFICER

4 I \3
Crime Suppression ' ‘ Patrol
Unit ‘ Reference Station

L

Sacramento County Sheriff's Department
Crime Analysis Unit
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Crime‘Pattefns/Series Issued

Fofythé six month period onJanuary 1, 1980,
through June 30, 1980, the Crime_Ana]ysis Unit detected
and issued a total of 93 reports on Crime Patterns
and/or Series.4 The following éhart breaks down the

CPN's by crime category.

Type Crime ‘ . Numberl
Burglary (Commercial) 14
- Burélary‘(Residentia1) . - 64
Burglary (Auto) ; | 4
Rape ‘ ) - o 1
Robbéry (Commercial) | 6
Robbery‘(Resideﬁtia1) 4 : 1
Grand Theft Person (Purse Snatch) : 1
Parking Meter Thefts K ; : ;g_
Total - - 93

Crime Pattern and/or Series Updates ‘

| After a Crime»Pattern and/or Series Bulletin has
been issued, it may be updated if the activfty continues.
Thé generé] criteria for updates is that three or more
simflgr events havg occurred since the Bu]ietin was
issued. There is no limit on the number of tiﬁes é
Pattern/Series may be updated. |
VOf the 93 Pafterns/Series detected by Crime’Ana]ysis,
28 had to be updated.' A total of 36 actual update

: réborts were‘prepared. Only 5 Seriés/Patterns had to be =~ -

updated more than once; of these, two were updated three  .' B

times, one was updated three times, and one wés updated

. four times.» 4 ) : ~ | .
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Crihe Pattern/Series Feedback

Under the criteria established by the MPO Advisory
Committee, a system of "feedback" was required when an
identified crime series was one in which the crime was
of a "violent or potentially vio]entunature, such as -

robbery, rape, or where physical injury has begn

,1nf]icfed.f The purpose of feedback, of course, is to

achieve two objectives. First, it insures that patrol

. is~attembting to resolve the probiem, and second, that

Crime Analysis can monitor the results of the applied

patrol tactics. Unfortunately, this rather narrow cri-

teria has resulted in a minimum flow of information

back to Crime AnalySis as to the tactics and strategies

being employed by Patrol teams. Of the 93 Crime Patterns/

Series detected, feedback was achieved on only two.

The feedback form itself will undoubtedly be

changed in the future. In its current format, the infor-

mation needed by Crime Analysis is not there, inc]uding

what are you going to do about the prob}ems? And, what

was accomplished, if anything?
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were used?

CRIME PATTERN-SERIES FEEDBACK REPORT

TO: DEPUTY CHIEF . WATCH COMMANDER SECTOR SERGEANT CSu

Under the MPO Program, a certain criteria was set up that requires feedback to Crime
Analysis’ regarding certain crime problems. Crime Pattern-Series.No. falls into
that category and we would request the following information filled out and returned
to Crime Analysis by .

Type of Crime - Sector Dates

Was the information contained in the CPN used to attack the problem?

Yes ‘ No

Is there-further information that you would like to have to further attack this prob]em?

* Yes No

If so, what information would you like to have?

IT the information contained in the CPN was used to attack the problem, what tactics

Was a tactical plan made?

Yes No

If a tactical plan was used, please forward a copy of your plan to Crime Analysis along

with this feedback report.

ADDITIONAL COMMENTS:
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Crime Analysis Results
The following successes have been scored by the
Crime Analysis Unit during the months of February 1,

1980, through June 30, 1980.

Februarz
1. Series 80-24, the Oak Park Rapist. This series had
6rigina1]y been“spotted by the Crime Ana]ysis Unit
in November, 1979. However, due to saturation by
" Crime Suppression Unit teams and Patrol, this series
stopped. The series began again in February~and-was
detected initia]]y by Crime Ana]ysis as having the
;ame MO and the same suspect description.l Through'
projections from Crime Ahaiysis as to the location
énd time of attack, Crime Suppression teams were
dep]éyed and one arrest made. The defendant was
charged with a total of 14 counts of rape, ihc]uding

the 4 from the current series.

2. Series 80-030, Commercial Armed Robberies. Projections'

were made by Crime Analysis as to the areay time, and
‘date of future robberies. Two arrests were made

c]earing*é total of 19 robberies in this series.

3. - Pattern number 80-036, Residential Burglaries. The
defendant in this pattern was identified by the Crime
Aha]ysis Unit from a previous burglary arrest in this

~area involving the same MO. The defendant was subse-

quently matched on fingerprints.

- 230 -

;

F

Lo

et

] e

Lol

£oLid

SRENE

e

©
[ 4

cnamy

iz

=

i

|

g

e B e

4

irp

wead

March i ‘ )

1.

. her male companion.

Series 80-038, Commerical Armed Robberies. Crime
Suppression teams and Detectives working together
identiiied two suspects in this series, resulting’
in the arrest of one woman and a-warrant issued for
A total of fiie robberies were

cleared in this series.

Pattern number 80-045, Commercial Burglaries. This

pattern involved over twenty-three burglaries in the

- City of Sacramento and an unknown number of additional
lburgjaries in the -unincorporated area of Sacramento,

in the City of Davis, and #n Woodland. A fegional

task force was created to work this pattern and

ultimately six arrests were made on related charges

‘ranging from robbery to grand theft auto to possession

of stolen property, thus breaking up the pattern.

Series 80-047, Commercial Armed Robberies. This

series was identified by Crime Analysis and ultimately

. resulted in one arrest. Four of the five robberies in

this series were cleared.

April

1.

. One arrest was made clearing eight burglaries in this

.pattern.

Pattern number 80;049, Residential Burglaries. Infor-
mation was received from the Detectives and passed on

through to Patrol as to a special MO used by the suspect.

Pattern number 80-057, Commercial Burglaries. This

pattern was identified on April 23 and updated for the
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first time on Apriil 22,,1980{ One arrest was made

by PatroT, clearing 16 burglaries in this series.

Pattern'80—059 Residential Burglaries. Suspect and

| vehicle descr1pt1on supplied on the CPN resulted in .

an arrest by Patro] clearing e]even_burg]ar1es in

_this pattern.

Series 80-061, Parking Meter Thefts. ‘This series

'involved over 120 parking meters that were broken

into.v The series was f1rst issued on April 18, with
updates on April 22 and April 30. Based upon 1nfor¥
m§t1on.from the CPN, one arrest was made by Patrol

clearing this series.

- Pdttern number 80-062, Residential Burglary Series -in
Sector 4. The suspect was apprehended foukteen days

after the first update report by officers on Patrol,

1st Watch.

Pattern 80-063, Residential Burglary Series 1n Sector 4.

'_The pattern was issued on April 23rd, the f1rst update

—

was issued on May 9th, and the pattern was closed on

May 27th with the arrest by Detectives of one individual.

The arrest cleared fourteen burglaries on that pattern.

Pattern 80-068, Res1dentn,, Burg]ary Pattern in Sector 3
Issued on May 8th and the first update on May 16th.

The pattern was closed on May 22nd with the arrest of

one individual by Patrol and ¢learing sixteen burg]a?ieSﬂh
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Pattern 80-070, Commercia1'Burg1ary Pattern in
Sector 4. The pattern was issued on May 12th and
cleared on May 27th with one arrest and clearing

seven commercial burglaries.

Series 80-072, Commercial Armed Robbery Series in

Sectors 3 and 4. This serfes was issued on May 20th

and closed on May 22nd with an arrest of one individ-

ual. This was a combined Crime Suppression and

Patrol operation and the defendant was charged with

five out of the six robberies‘identified by Crime
Analysis.

Pattern 80-075, Bus%ness Burglary Pattern in Sector 4.

‘The pattern was issued on May 20th and cleared on

June 6th with the arrest of one defendant by Patrol

officers on the 1st Watch and cleared seven burglaries.

. Pattern 80-076, Residential Burglary Pattern in

Sector 2. The pattern was issued on May 22nd with
the first update on June 3rd. The pattern was closed
on July 1st with the arrest of one individual by the
Crime Suppression team and clearing twenty-nine

residential burglaries.

Ppttern 80-078, Residential Burglary Pattern in
Sector 4. The pattern was issued on May 29th, the
first update was on June 10th, and the pattérn was
closed on June 24th with the arrest of one person for
ppssession of stolen property. Although there were
fifteen burglaries in this pattern, the defendant was

charged dp]y with possession of stolen property.
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1.

Pattern-80;080, Auto Burglary Pattern in Sectors 2
ahd in the Sacramento unincorporated area. The

pattern was issued by Crime Analysis on June 3rd

and itbwas closed on June 19th byban arrest by the
Sheriff's O0ffice of -one individﬁa] and‘the identi-
fication of a second suspect. There were six cases
cleared by the City in this pattern and an unknown

number by the Sacramento Sheriff's Office.

Series 80-081, Commercial Robbery Series in all
sectors of the City. Crime Analysis issued a series

report on June 5th and the case was closed on

June 30th with the arrest of two suspects on weapons

charges. This series was distinctive in that the

MO patterns were very precise and a distinctive vehicle
description had been obtained. The two defendénts
arkested by Patrol were ex-convicts recently paroled
for armed robbery. The arrest of these two individuals
on the weépons charges brought about a cessation of

all the robberies associated with this geries. The
defendants were not charged with robbery, but both
Crime Analysis and Detectives feel certain that these

were the individuals responsible.

Crime Pattern 80-082, Residential Burglary Pattern
in Sector 3. The pattern was issued on June 9th and

closed on June 19, 1980, with the arrest of two

defendants. A total of eight burglaries were cleared. .

The arrests were made by Detectives and Crime

Suppression Units. -
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Pattern 80-085, Residential Burglary Pattern in
Séctor 4. The pattern was issued on June 12th and
closed on June 19, 1980, with the arrest.of one
defendant. The arrest was accomp]ished by the

Crime Suppressidn teams and cleared five burglaries.

Pattern 80-087, Residential Burglary Pattern in
Sector 1. The pattern was issued on June 12th and
closed on June "30th with the arrest of one female
defendant. The arrest was performed by Detectives

and a toté] of seven burglaries were cleared in

“this pattern.

Pattern 80-091, Residential Burglary Pattérn in

Sector 4. Isshed by Cfimé Analysis on June 24th and
c]osed on July 2nd with the arrest of one juvenile
defendant. The arrests were made by Crime Suppression
and Detectives, and a total of e1evén burglaries

were cleared in this pattern.

Attitude Changes Towards Crime Analysis

In assessing attitude changes toward Crime Analysis

and its products, we have to rely on indirect indicators,

A number of them, however, are revealing:

1.

Prior to MPO, the issuance of a Crime Pattern Notice
generated no activity from Patrol. Since MPO, Crime
Pattern/Series Notices are generating substantial

and increasing Patrol activity. In the month of June,
1980, fourteen Crime Patterns were issued. In |

response, seven Field Contact Cards were submitted
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directly to Crime Analysis, specifically referencing
the Crime Pattern Number. Furthermore, three
Information Reports were submitted where more detailed

information had been developed.by Patrol aga{nst the

Patterns.

Ih‘a minor mix-ub, clerks from the Crime Ana]ysis'Unit
héd,h]acéd the Daily Sector Crime Summaries and other
reports in the wrong Patrol sector books (these books
are used daily at each team conference). The complaints
were loud, immediate, ahd resulted in é mem0 to Crime
Analysis from the Watch Commander. Although the

problem was quickly remedied, it, at the least, demon-

strated that attention was beimﬁypaid to the information

and that they wanted it.

The Crime Analysis Liaison Officer, who attends the

Patrol Team Conferenées, reports enthusiastic

‘reception of Crime Analysis information -- particularly

by thebofficers. This, at least in part, is due to

a belief by the officers that the crime information

is "hot" and that they are getting it at the same

time, if not before, as the Detectives. He further

.reports that Patrol Sergeants who preVious1y scoffed

at thé Crime Pattern Notices are now asking for
Patterns and Series on which to work Directed Patrol
dctivities.

Since February 12, 1980, seVen Special Crﬁme Analysis

Bulletins have been issued at the request of individual
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detectives. Of these, two were for auto thefts;
two were ﬁor thefts from autos§ two were fér |

]arqeny/thefts; and one for vandalism.

2
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Y;_ LESSONS LEARNED 4. Information Blockages Between Crime'Ana1ysis and

' . . . 0 ! - .
: Sacramento S exper1ence 1n_dev¢10p1ng a viable Crime - Patro]

Ana]yéis Unit may be somewhat unique because of the

organizational environment in which we began. Certainly There was no personal contact or dialogue between

we had some initial advantages. ,these two units. The activities and‘products of

Crime Analysis were not what Patrol wanted.

|
AT S e T

1. "There was a Crime Analysis Unit already staffed

and in existence.’ ' ' ' o %f : 5. No Required Action on Crime Analysis Pattern Report
{

sy

. A Crime Anaiysis data base was fully automated

: : . g The products of Crime Analysis were discarded as
- with a total variable extract capability.

o there was not any formal requirement by Patrol to
- 3. There was a generally accepted recognition through- ‘

. act upon them. And because there was not any
~out the Department as to the value of Crime

requirement, there was not a feedback mechanism:

Analysis information. o £

- fg 6. Crime Analysis Was Not Organizationally Responsible
On the negative side, there were many problems that had A |
» } to Patrol. -
] :
to be overcome. | j 32 ‘ ‘ _
1. Crime Analysis Credibility Lol Prior to MPO, the Crime Analysis Unit was organi-

zationally placed in the Community Resources Division,

==
b

The products produced by the unit were not believed

C i ) | ! i : | Office of Administrative Services. There it competed
by the user groups. The information was perceived . : ] o

MRS b R s e

i .;’k;

=y

against other Administrative staff functions for its

£
f e

‘as either being erroneous, not relevant, or untimely.

programs and priorities.

b §

Crime Analysis Staffing Level

By
o

Out of all this, we have drawn some lessons ]earnedf

i j . ough staff in the -
S]WP1¥ put, there just was not enoug e Certainly, we do not propose these lessons as absolute tenants

ened

vUnit to support it. _that other agencies must follow in order to insure Crime

é! . | 3. Information Blockages Between Crime Analysis and Analysis success. And in fact, some of the problems experi-

Detectives enced in Sacramento may be totally inappropriate in another

L R

_ . _ REN i agency. -Nevertheless, there seems to be certain themes, or
A working relationship and information sharing be- ‘ | (
: ] - ) issues, that may be universal. With that in mind, we suggest.
tween the two simply was not in existence. | | i ‘ . .
| | the following: %
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Personal Contact or Liaison is absolutely essen-

tial between Crime Aﬁalysis and the user groups.

_Patrol team members cannot ask questions of Crime

Pattern/Series Notices that are mére1y handed to
them. There has to be some diaTogué capability.
At least at the beginning, Crime Analysis should:
make regular schedule appearances at Pgtro] roll
cai]s. Furthermore, for the purposes of estab]ish-
ing credibi]ity, it'probabiykshould be done by a

sworn officer.

The same gpp]ies between Crime Analysis and
Detectives. Crime Pattern/Series Notices should
have fhe ébso]ute'1atest Detective information
before they are issued. Nothing will desfroy Crime
Analysis credibility quicker than the issuance of
reports with suspect informatioh that has already
been eliminated by Detectives. In this regard, we
recommend that the Pattern/Séries Notices not only
be dated, but also indicate the name of the princi-

pal investigator assigned to it.

Operational definitions should be established in

. Crime Analysis.

Distinctions should be drawn between a "Crime Pattern"

and a “Crime Series". Throughout the literature,
the terms are used interchangeably. We feel that

there is, and should be, é distinction between the
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two. Crime "Patterns" are somewhat more general
in nature, while "Series" are much more specific.

It also allows to make distinctions in priorities.

'Uéer groupsvshou1d be surveyéd to determine what

Crime Analysis products they want and when.

Nothing is more frustrating than producing work
products that nobody wants or reads. It is just
as frustrating, as a user, to not get what you want

or need -- and when you want it!

Not all Crime Patterns are workable.

The time span, or area, over which a Crime Pattern
occurs may be so great as to make directed patrol -
activities prohibitive and ineffective. Residential

burglaries are a good exampTe. The crimes almost

always occur when the victims are gone -- a2ither at

work, visiting, vacation, or just away for the week-
end. Hence, their discovery may only limitedly
isoiaté or narrow the possibilities of when it actua]Ty ,
occurred. - However, there is justification for issuing
a pattern, even,though one team of officers may find
it "unworkable due to unknown time span": By dissuing
this to all watches, then officers on all watches will

be awére of the problem and then they can use Directed

"Patrol during their free time.

In all probability, Crime Analysis cannot continually -~
identify»enough Crime Patterns/Series to totally sup-
port a 100% dedicated directed patrol program. |
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Sacramento monitors eight target crimgs. Within
that, we cannot provide enough to keep %our Patrol

Sectors (25 patrol diétricts) busy around the clock.

Some formal method of jdentifying and analyzing

service-oriented problems needs to be established.

Crime Analysis capabilities are limited to Crime and
Traffic problems as documented througﬁ police reports.
Ongoing community problems are not simildrly docu-
mented. Some means, therefore, needs‘to'bé
esfablished to address prob]ems outside the scope

of Crime Analysis. In Sacramento, we used beat

profiling for this purpose.

. Crime Analysis should be organizationally piaced

close to its principal users.

" If Directed Patrol is to succeed, Crime Analysis -

and ‘the Patrol teams must work together very_c]osely.
In the final analysis, the Crime Analysis Unit is
ﬁothingfmore than a staff functioﬁ sﬁpporting Tine,
and Patrol should not have td compete with other

organizational units for its attention.

If piaced near Patrol, organizational delays and
conflicts are minimized. Crime Analysis priorities
.are clearly established and, overall, the unit can

be more adaptive and responsive.
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CHAPTER 7
DIRECTED PATROL

LY

INTRODUCTION .

One_of the basic tenets of the traditional pq1ice patrol
model is that random and self-initiated activities will be
performed during non-committed time. This belief relied updn
the prémise that visible patrol affects the level of crime 1h
any given area. VYet, studies conclude that random patrol and
se]f—initiafed activities are not systematically related to
police problems.

The manner in which an officer patrols his beat is highly
individuglized and is controlled in part by a variety of
reagons. ‘The officer's own perception of the problems may be
faulty, largely due to a lack of information. In Sacramento,
thirty-nine percent of all crime reports are handled by some-
one other than a police officer. As a result, the officer is
insulated from reported levels of criminal activity in his
district. The beat officer may feel that reéidentia1 burglary
is a problem, when, in fact, auto thefts (taken over the
phone) have a rate several times higher. A second determinant
of an officer's field activities relate to meeting organiza-
ﬁiona] expeqtations. Many officers, and supervisors alike,
feel that promutions and transfers are predicated upon a
healthy mix of citations, arrests and FC (Field Contact) cards.
Ambitiqﬁs officefs, feeling the need to compete for transfers

(rewards), find themselves having to leave their district and
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" saturate the "duck ponds" in other districts where the
activity is highly visible. A third factor encountered by
i random patrol is Targely due to field supervision. Officers

are not réquirediby field sergeants to deal with problems in

.TVﬁﬁ___w_."_v_F,_Tv_rAvaﬁ_ﬁ
B

their own district. An informal survey revealed that many

officers Hidn't'even know their district boundaries. The

officers did not feel a sense of beat accountabi]ity. Often

—

rather than an actual probiem.

ey

From a management perspective random patrol had several

.serious drawbacks. Since there was no systematic approach

districts, shifts, and watches. :For all practical purposes,

each officer acted as a free agent, with enforcement activi-

often than not, did not know what the priorities of enforce-

Because the level of enforcement and priorities changed

port long range problem solving. In short, random patrol is

an inefficient utilization of precious resources.

CONCEPTS OF DIRECTED PATROL

Directed Patrol, for our purposes, is defined as "the
process of analyzing crime and service oriented problems and

developing strategies to address those problems." Directed
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an officer's perceptioh of a problem reflected his own biases.

to problem so]ving; there could be 1ittle coordination between

ties often dependent upon officer days off. Supervisors, more
ment in each district were, nor was there any review of tactics.

between districts, shifts, and watches, efforts did not sup-

patrol has.a dual emphasis of dealing with both crime (largely)
supported‘by crjme analysis) and service oriented problems.
The approach for each is different,

Crime analysis can provide tihe]y and re]e?ant'informé-
tion toﬁsupport directed activities as it relates to repeating
offenses_énd/oh known offenders, occurring over definable time
periods. Crime analysis has two major shortcomings. First,
the Crime Analysis Unit cannot produce enough workable crime .
patterns or series to fully support tHe entire Patrol Division.
Secdnd]y, inmé Analysis does not have the resources to sup-
port service oriented prob]em identification and analysis.

Many servjce oriented problems, e.g., prostitiution,
traffic, public inebriation and youth activities.aré of equal
police impdrtance as crime series. However, service prcblems
generally require long range prob]em solving. And yet, there
is an untapped wealth of information on the communify and
seryicevprob]ems. Sacramento's automated variable extract
records syStem»is a major source of information. But, the
most valuable source of information is the officer himself.

The challenge posed by the field test is, how will
Sacramento change its field operations to integrafe direéted
activitieé? Currently, Sacramento uses a modified split force.

Uniformed patrol is supplemented by five Crime Suppression

teams. Patrol officers expend the greatest portion of their‘ , ]
time dea]ing with call for service oriented problems and a - ‘ -
Tesser amount on crime series. Crime Suppression, however, B “; -
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has the resources to expend long periods of time on decoy,
surveillance and other covert operations. Since the teams
have flexible hours, they can react to virtua11y any crime

series.
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Figure- A shows the dual relationship between Patrol

and Crime Suppression.

“-'---------'-------.---—~--------'

UNIFORMED PATROL FORCE

1
1
|
I .
1
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-
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SERVICE ORIENTED PROBLENS
(Includes called for
services) ;

gl

CRIME PATTERNS/SERIES

Y ?s l i
MAJOR l : I
Focus . ’ .

|
CRIME SUPPRESSION UNIT =

Figure A.
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Since.qrime Suppression has baen‘engaged in directed
activities for several years, no measurable increase iy effi;
ciency coulq be expected.  The greatest potential restéd with
A§. - patrol. The primary.goal of Directed Patrol is "to deééntra-

lize both the¥authority and responsibi]fty for operational
planning to the patroT team levelbfor the resolution of cr%ﬁe,

traffi; and comhuﬁiﬁy problems", : )

Figure B 'shows the process of team leve] p]anhing as

it relates td the field test.

(DEPARTMENT _MANAGEMENT
REVIEW
“BUDGET
CONSTRAINTS

LRIME _ANALYSIS ,
STATISTICAL a7 FE.ASiBILl\TY , PATROL OFFICE LEVEL

CRIME PATTERN " BEAT AND SECTOR
KNOWN . 4 ANALYSIS INFORMAT
HNOWN OFFENDERS DESCRIPTION OF PROBLEM

§
]
i
i
i
§
i
- 4
|
1
i
i
i

TEAM

LEVEL ‘
PLANNING '

*:, OPERATIONAL, OBJECTIVES
# STRATEGY SELECTION

DIRECTED ACTIVITIES
F1gurgeB.
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ORGANIZATIONAL ASSESSMENT

During the six month planning stage, the MPO staff con- o

ducted an assessment of the Police Department. The assessment
included discussions with management énd an opinionksurvey.

The goals bf the assessment was to identify the organizafiona1
needs and philosophies aé well as the needs and desires of the

rank. and file.

Management identified the following assumptions and beliefs

about patro]'officers:.

- The average patrol officer is intelligent and well
educated, havfng more than three years of college.

- -The average pafro] officer desires greater input
over the decisions affecting the manner in which
police patroliling is done.

- The officer is weT1 motivated, but fof a lack of
inforhation, lacks sufficient direction.

- Crime Analysis information is considered to be worth-
less by Patrol Division. The daily flow of paper
generated by Crime Analysis is all but ignored by
thé‘officer.

- Deéentra]ii%hg”the decision-making process to the
operatibna] unit would develop team building and
enhancé joh satisfaﬂtjon.

Patrol sérgeants and~$¥f1ters held the same basic beliefs

as manégement, but viewed from a different perspective:

- Low morale was a key factor; Low morale is the resuit
of severa] conditions; 1ack of cooperation between ‘

invest?gations and Patrol, little or no recognitfon of :
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E _ patro1'officers, poor chance for promotion andlé_ g challenge to bofh officers and sergeants. Maintaining team
) genera]]y.poor department image of patrol. g integrity, a highly valued management concept, would insure
- Inefficient patrol operations were inhibiting the ! , greater continﬁify in both problem identification and problem
total effort. At least 25% of‘a11 calls were con- g resolution. .Early directed patrol successes would develop a
sidered a waste of an officer's time. Officers did joint commitment and closer intermember ties ih a team
not'fee1 they were part of a well functioning team é bui]ﬁing process. | |
: and current preventive patrol efforts yielded poor ; OTHER MODEL PROGRAMS
| results. , E ‘ - -’ .During the p]anniﬁg stage, the MPO staff evaluated three
- 'Insufficient ;upport and information hampered patrol operational models; New Haven's "D" Run, wilmington‘s Split-
effort;., Crime Analysis information had no credibil- <l force, and San Diego's "COPS". A1l of the programs had advan-’
ity and was not used. Officers were not appraised of :l tages and disadvantages, but none would fit in the Sacramento

changes in criminal activities in a timely fashion. environment. The main drawback to both New Haven and Wilmington

was all decisions came from management. Literature indicated

T

i .-~ Management is too far removed from the actual problems

to dictate solutions. Officers felt they could de- that officers felt hamstrung and were not enthusiastic about

i

velop better solutions if involved in the planning either program.

process. Sacramento opted-to develop a modified San Diego program.

The main feature in San Diego's program was district profiling.

Based upon the opinion surveys, management established

the fO]]OW1ﬁ9 goals for Patrol Division: Profiling is defined as "a descriptive analysis of the signif-

-. Increase productivity of the patrol force. icant features of a patrol district". San Diego had two major

drawbacks; a community oriented approach instead of a legal-

- Increase officer participation in the decision-making

process. istic approach, and an inordinate amount of profile reports.

Profiling in San Diego was a continual process where information

i

- Increase officer's beat awareness.

- Increase the image and importance of Patrol Division. was added weekly. The process became so time consuming that

i

it was revised to monthly reports. It should be pointed out

- Upgrade the quality and credibility of Crime Analysis.

- [Improve morate and job satisfaction, that the original Sacramento design suggested a one-time profile

As a concept, directed patrol appeared to be the vehic]e : with quarterly updates. The hue and cry was so great the up-

that would redirect the organizational focus back onto patrol. dates occur on an annual basis with additions as needed.

Decentra1ized decision making would add needed variety and
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PARTICIPATIVE MANAGEMENT

Early on,fupperAmanagement made a decision to commit the”
program design to the department's supervisors, Management.
issued three constraints:

1. Officers will engage in some form of profiling.

2. Officers will use and understand crime analysis

1nformat1on

3. ’Patrol teams will engage in directed patro] act1v1t1es

The MPO Project staff was tasked with developing a prelim-

inary program design. The preliminary design would be presented

to all sworn supervisors below the rank of Deputy Chief and all

Commun1cat1ons supervisors. During the forty-hour MPO

Superv1sors tra1n1ng course, each supervisor would be perm1tted~

input. A]] of the_cr1t1c1sms and suggest1ons were recorded

verbatim‘and breSented to the MPO Advisory Committee. The MPO

Advisory Comm1ttee had representatives from all parts of the
A

Department. The Committee developed the final design by ba]]ot

The MPO Project staff sat on the Committee as non-voting qembers.

SACRAMENTO FLEXIBLE DIRECTED PATROL PROGRAM - MPO STAFF DESIGN

A modified phofﬁ]ing process was chosen as the foundation
for both problem identification'and problem resolution. Three .
reports were suggested by the MPO staff; District Analysis
Repert, Sector-Ana]ysis Report, and the Area Plan Repert.
District Analysis Reports are jointly prepared by the "A" shift
and "B" shift officer essigned to each district. The Sector'

‘and Area Reports are also jointly prepared by "A" and "g"

shift sergeants and lieutenants.
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Figure 1 illustrates  team policing in Sector 3. In the
example, 9fficer Biederman ("A“ team) would meet with Officer
MacDonald ("B" team) on the overlap day, Monday, and would
jointly prepare ahDistrjct Analysis Report for Second Watch,
District 7. | |

D1str1ct Ana]ys1s Report

A series of ten profiles comprise the District Ana]ys1s
Report. The prof11es are designed to- enhance beat awareness
and draw the officer closer to the commun1ty he serves. Once
the officer develops a greater understanding of his clients,
he is ready to identify police problems, establish priorities
and evaluate possible solutions.

‘The first three profiles, Geographic, Demographic and
Commhnity«Leadere, are deeigned to increase understanding of
the distxjﬁt.. The next five profiles, Intelligence, Known
Offender;rtrime Phoblem, Traffic Problem and Community'Problem,

deal with problem jdentification. The remaining two profiles,

~Strategies and Needs Assessment, deal with problem resolution

and resource allocation.

Geographic. Profile

The geographic profile of the District Analysis Report
will offer.a narrative describing selective geographic features
of each police district. Natural barriers,‘hazards and main -
thoroughfares will be included. Other items such as parks,
schools, apehtment complexes, shopping centers, ete.,'can be

‘included at the officers discretion. Rough free—hand maps are .

acceptable as well as xeroxed city maps.
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Demographic Profile

This profile is an informational profile supplied by the
MPO Projeﬁt Staff which will consist of data deemed pertinent
to understanding the district. Typical information could
inc]ude:.'popﬁ1ation, ethnicity, income, etc.

Community Leaders Profile

This profi}é contains 1nformation about influential citi-
zens who mgy'be of assistance to the police in the district.
This profile will usually inciude school principals and
government officials. Basic information Wi]] be provided by
Community.Re1ations Section.

Inte]]igencé Profile

 The Intelligence Profile will address those locations of
strategic importance in terms of potential hazards to the
police and citizens. This will include potential criminal or
terrorist térgets. Examples would be: outlaw motorcycle gang
hangouts, public utilities, parole halfway houses, etc.

Known Offenders Profile

This profile provides a means for district officers to
catalog active offenders for quick reference. The profile can

include mug shots, rap sheets, field contact cards, and arrest

reports. The profile can be as elaborate as the officer desires.

This is an optional profile which does not require any input

by the district officer.

Crime Problem Profile

The Crime Problem Profile addresses the crime problems

experienced in each district by watch. The officer will analyze
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~descriptive narrative outlining the scope and nature of each

s
each major crime which poses ongoing or seasonal police problems.
Personal opinions must be substantiated by empirical data.
Acceptable data sources are as follows:

Crime Analysis Reborts

Daf]y Activity Journals

Arrest Reports

SCARS Extracts

Daily Activity Sheets

Research Data located in the Patrol
Reference Station

Traffic Problem Profile

This profile, 1ike the Crime Problem Profile, analyzes
the traffic problems in each district. Acceptable data sources
are as follows:
| STARS Extracts
~Traffic Section Reports
Daily Activity Réports
Collision Reports

Community Probiem Profile

This profile will analyze po]ice‘problems which can be
categoriied as being more societal in nature than criminal.
Ongoing neighborhbod disturbances, juveniie disturbances, and
related activity are examples of community police problems.
Chronic complaints arising from emotional/mental instability,
alcoholism, and senility should also be addrESsedf

Each pf the three "Problem" Profiles should provide a short C

identified bfoblem. Descriptions will minimally define spaciaT
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and témporaT limitations. The analysis should examine the
underlying sources of the problem, not simply identify symptoms.

Strategies Profile

This profile deals with problem resolution. Each identi-
fied problem will be prioritized and a strategy will be
developed. The strategy may be short or Tong range in nature,
but the overall objective is to reduce or eliminate the
identified problem. The théory‘behind this profile is ‘basically
simple. Each district officer is asked to’descfjbe'what
eﬁforcement actions he will take to resolve his problems. The
officer may deScribe a tactic he has used for years. If the
strategy 1is nof effective, then it should be evaluated and the
tactics changed. '

This profile is an important management tool. In theory,
management (specifically the team sergeant and shift lieutenant)
wi11~know what each district unit is concentrating on when not
on a CFS. Additionally, the district officer is given greater
freedom to experiment a variety of tactics. Once an officer
has a list of problems and so]utions; he can manage his patrol
time more effectively. Formalizing the-process of problem
resolution will reinforce beat accountability.

Needs Assessment Profile

The Needs Assessment Profile enumerates those resources
needed to implement directed patrol activities. ~Specific needs
would normally fall into one of four categories: -equipment, .

training, interdepartmental assistance, and outside agency

assistance.
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The Sector Analysis Report is divided into four sections:
Introduction, Problem Identification, Problem Solving, and
Needs Assessment. The emphasis of the Sector Analysis Report
fs the deveiopmént of a sector plan. First; the sergeant
evaluates the prob]éms identified in the District Analysis
Reports for his sector. The sergeant determines if the iden-
tified problems are district or sector in scope. Sector
problems are'prioritized and dealt with on a team level.
District problems are handled bn a unit level. Once the prob;
lems are prioritized, the sergeant assists in the deve1opﬁent
of strategies and coordinates implementation. The Sector
Analysis Report communicates the team's problems, goals and

tactics to the field commanders (lieutenants) for their review.

Area Plan Report

The Area Plan Report is submitted by the area lieutenant.
The report offers an intelligible description of the area plan
of action.. An important consideration is the management of
resources, manpower, equipment and time. The Area Plan also
addresses coordination-of efforts on specific problems which
spill into Other‘watches, and offers a review of all strategies
submitted. In the event any given strategy is impractical
because of resource constraints or organizational policy, it
becomes thg lieutenant's responsibility to identify the reasons
for rejection:b |

The Area Plan is'also used as a basis for input into thé
team training séhedu]e, the annual patrol budget request, and

patrol policy decisions.
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FINAL MODEL - MPO ADVISORY COMMITTEE DESIGN

The preliminary.mode] (MPO staff design) went under

considerable scrutiny during the forty-hour supervisors course.

| The issues were clearly defined on each component part. Each

sess1on generally brought up the same issues as the classes

before them. A11 of the comments were reproduced and collated
verbaiim’and presented to the MPQ Advisory Committee.

‘Under the.Committeefs recommehdation,the District Analysis
Report came out virtua]Ty«unchanged in content. The following
is an outline of the District Analysis Report:

Geographic Profile
| a. Natural and Man-Made Barriers
b. Major Streets and Thoroughferes
¢. Schools

d. Parks

e. Public Facilities (formerly in the Intelligence
Profile)

Demographic Profiie
a. Total Popu]atibn
b. Ethnicity by Percentage of Population
c. Percentage of Non-English Speaking Households
d. Median Income
e. Percentage Below Federal Poverty Level
f. Percentage of’Renters
g. Number and Type of Housing Units

Commun1ty Leaders Profile

a. Generally persons listed in the Commun1ty Services
Planning Council Director who are deemed to be

appropriate by Community Relations Section.
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b AN odhers'by permission only.
c. Entird list is subject to public review.
High Interesﬂ Profile ‘
a. Areastfrequented by known offender (former]y in
the InLe1]1gence Profile) |
1. Informat1on to 1nc1ude type of offender
and activity.
.b;~lGrdup.act1v1ty (former]y in the Inte]]1gence Profile).
1. Includes two sub-headings.

(a) Criminal groups - dincludes individuals
who are organized and involved in
criminal behavior. Examples include
the Hells' Ange]s,-Misfits, Mexican
Varrios, and criminal youth grodps;

(b) Activists groups - includes individuals
who ere organized into political groups
which may create special police prob-
lems (demonstrations, traffic and
crowd control). Examples could inc1ude
the Nazi‘s, Gay Power, and the Ku
Klux: Klan. |

c. Halrtway Housesi(formerly in the Intelligence Profile).
d. Juvenile problems (formerly in tbe Community Leaders
Profile)
e. High Risk businesses (new category).
1. 1Includes name and address of business as
well as identifying the type of risk, e.g.,

robbery, disturbances; window smash, etc.
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f. Neighborhooe/Family‘disturbancesk(forneriy in
Community Problem Profile). _
g. Hazardous‘Persons (formerly in Known Offenders
Profile). |
'1., Two sub-headings: EmotfonaT]y Impaired
and Criminal. : ‘ H
(a) Widest latitude permitted. Entries‘
in either column Teft to discretion‘
~of .each officer. '
Crine Problem Profi]é |
a. FEight targeted crimes.
1." Residential Burglary
2. Commercial Burglary

3. Auto Burglary/Car Clout

4. Auto Theft

5, Robbery on Business Premise
6. Robbery - Person

7. ?uhse‘Snatch

8. Rape

b. Each crime type has three years base line data for
each district and watch by menth.. Data presented
in matrix-format on the "Monthly Crime Summary"r
c. Trends may be identified from the graph:c charting
of each years data on "Crime Magnitude Charts".
d. The 1ntent of the profile is to increase awareness
~of the actual reported level of crime in each dis-
trict by watch. Secondly, to identify seasonal trends

which may be proactively impacted upon.
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Traffic Problem Profile
a. Thhee sub-headingsf High Accident LcCationszh
Catizen's Traffic Comp]aints, and Seecial Events
Involving Traffic Control.
Strategies Profile : ‘
| sa,' Two levels of strategies: Formal and Informal.
:1.'vFonmal requires operational Qut]ine;
2. Informal requires a brief cutline on bage 18
| of District Analysis Report
Needs Assessment Prof11e

a. _Unchanged.

The Sector Plan

is called the Watch Report. The basic intent is unchanged.

v
BT S e 02w Vo
e e e 1o ot

The:Secter Analysis Repcrt was changed'basica11y in name
only. The Sector Plan has five sections: Introdnctiqn, Problem
Identification, Problem SoTvinﬁ, Needs Assessment, and ENa]uation'
of‘Qperation. ~The new sectibn,.Eva1uation of Operation; offers
prbmise %n.deve]oping'new team management techniques The
sergeant establishes the criteria to be used in eva]uat1ng the

success or fa1lure of directed activities.

- The Watch Report

The change in days off altered the area commands of the

s 1ieutenants. ‘Lieutenants now.have city-wide responsibility.

This change necessitated revising the Area Plan. The new report
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TEAM CONFERENCES

One of the basic components of the Sacramento MPO model
was the decentralization of the decision making process to the
operational or team level. The concept of decentralized
decision .making requires a team conference in which information
~is exchanged aﬁd operati0na1 plans aré developed. The pre-MPO
roll call was a unilateral exchange that did.not permit
autohomous,team cohferénces.
Before MPO, each Watch began its tour of duty by attending
a “»aditional police roll call. A Watch Lieutenant presided
over the fifteen minute roll call, dispensing information deemed
important to patrol officers. Often the information would
include changes in department policy, laws of arrest and seizdre.
Most of the information, however, dealt with‘specific police
pfob]ems in the various sectors. Since all patrol officers
attended the br{efing, much of the information did pot affect
them. The objéctive was to shift from a generalized group roll
call to individu$1 team conferences.
Replacing the group roll call substantially increased the

“role of the Sector Sergeants. Each sergeant would preside over

the Team Conference and act to facilitate inter-group participation.

Ideally, the conference would serve as a forum fok the discussion
of team problems. The Sector Sergeant, as the team leader, would
assist the team in preparing strategies designed to resolve those
prob]éms. Since the Team Conference model altered the role of the
sergeants; four hours of Conference Leading training was provided

duking the Supervisors MPO Training Sessions.
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This,chanée in philosophy necessitated some structural
modificatiéns in the existing Muster Room. Under the
traditional approach, the Muster Room had eight rows of
stationary tab1e§ bolted together with twelve chairs each.
The tables were bolted to the floor, facing a podium at the
front of the room. The fixed tables could not be rearranged
1nt0>settin§s more conducive for group communications. The
Team .Conference model virtually requires a circular spatial
arrangemént,which permits a full intermember COmmunication
network. A second major distractant caused by the spatial
arrangement was.]ack of both audio and visuai privacy. Four
teams would'méet in the same room and conduct simultaneous
conferences. The noise and activity levels effectively
prevented meaningful Team Conferences. MPO grant funds
authorized the purchase~of nihe acoustical panels and the
removal of five rows of tables. The panels separated the room

into individual Team Conference areas. Free-standing chairs

'Vwith side desks were provided as alternatives to the tables.

vChanging the spatial relationship by 1tse1f‘doesvpot
necessarily alter.group dynamics, but merely brovides the
setting in Which growth can take place. The transition of
officers and sérgeants was not an easy oné. Most sergeants did
not exploit the change to develop group dynamics; instead, they
conducted a'Sma11er (team) version of the traditional roll call.’
As time passed, increasingly more sergeants engaged in teém

building activities and now officers are beginning to emerge as
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full participants: ThiS~ts an dmportant‘pointd ﬁntroducing
new‘programs and role expectations does not impTicit]y alter
behavior. The new behavioral expectations must be monitored
and re1nf0rced
A f1na1 change brought about by the Team Conference mode]
was the deveTopment of a."Sector Book". The Sector_Bock is a
Tooseleaf binder containing information.germane to each
particular.sector., TheTCrime Ana]ysis Unittinserts.daily Crime
Summaries and.current Crime Pattern/Series Notices. The Patrol
'Division AdministratiuerSergeant inserts special memos, Weekly
Act1V1ty caTendars, Watcéh Rosters, Roll Call Bulletins and other
m1sce11aneous 1nformat1on The Sector Sergeant posts copies of
the Sector Daily Activity tog in the book. Each day, the |
Sergeant prtngs‘the Sector Book to the Team Conference. The n
‘-Sector Book provfdes most of the information needed for discusston.

THE PATROL REFERENCE STATION

The day to day- pTann1ng of Directed Patrol requ1res a constant

cial
need of current 1nformat1on on the cr1me. traff1c and so

ion
problems occurring in the community. Before MPO, the informati

on these problems was scattered in various locations throughout
~the Department
It became apparent in the early planning stages that some
ata
centra11zed Tocat1on of available information, including SPD D v
| dad ta ne nit
Bases, needed to be EStabTished° and, that someone or some u

needed to be ass1gned the responsibility to assemble and maintain it.

' The Sacramento Police Department was heavily 1nf1uenced by the

r.
des1gn of the San D1ego PoT1ce Department s Patrol Resource Cente

oT'
San Diego has a Resource Center Tocated in each of the five Patr

. - 264 - .
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Divisipn squad rooms. The Resource Center is a centralized
Tibrary of reference materials available to.all officers.
The Center a]so conta1ns a computer terminal that a]]ows access
to certain cr1me f11es ’

| Sacramentq s Patrol Division is housed. on the second flpor‘
of the'PqTice Annex budeing, located across the street from -
the main PdTice budeing ' A Patrol Reference Station (PRS) was
built into the reception area of the squad room. The reception
area is approx1mate]y 30"x 29‘ and it contains vending mach1nes
and“tables. An area measuring approximately 11' x 26"'As
designated as the PRS.

MPO Grant funds were used to bui]d a partition five and one-
half teet taTT MPO Grant - funds also purchased a series of open
bin files and severa] standard file cabinets. The open b1n files
house the District Ana]ys1s Reports. 1In additidn to the District
Ana]ysis'Reports,.the PRS includes a computer terminal, micro-
fiche reader and a‘mu1titude of textual resources needed for the
completion of the District Analysis Reports. o

In addition to informatijon required fon the Distrtct Analysis
Reports, the PRS has become the central repository of police-
retated information. Arrest Bulletins (AB's), Informatwon
BuT]etins‘(IB's), memos -and recent court decisions are posted on
the buT]etin.boards. The PRS even contains a variety of poTice-v
related Jdurna]s |

The SeTect1ve E. orcement Section has the overaT] responsi-
bility for the upkeep of the PRS. A student intern attached to

Crime Analysis (a Unit of the SeTective,Enforcement Sectton)

- spends approximéte]y,one hour a day maintaining the area.
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LESSONS LEARNED

1.

Directed Pétro] has proven itself as an effective means

of dealing with crine and service-oriented problems. Crime

Suppreésion Units have been the most successful in terms of

arrests and clear-ups. Major service-oriented prdb]ems.haye

been diminished by directed activities of uniformed officers.

2. The ‘support éystems, i.e., Crime Analysis, SCARS and STARS,

District Profiles, etec., are still relatively new to the

~ team level and are expected to have a dreater impact in

the future.

A sharpwdfstinction.needs to be made between “Fofma1“‘and
"Inforhé]" Directed Patrol concepts. In Sacramento, Formal
Directed Patrol occurred when a Specific problem was defined,
strategies.deveToped and-an Operational Qutline prepared.

On the other hand, Informal Patrol can occur in many ways.
For example, an officer sitting in a marked unit at a hfgh'
accidént'intersection; or in a §hopping center parking 1of

experiencing auto thefts, whi]e writing his reports is an

~informal activity,' Similarly, concentrating indivjdua]

patrol in problem neighborhoods between talls forvseryice

also is informal in nature. What is important here is the

level of officer awareness as to existence of district

problems, and how the officer maximizes the use of his time
in fe]ationship to those problems.
We have not deve]ope@ a data collection system for reporting

informal activities. Candidly, if such a system'wefe to .be
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installed; it is our opinion thaf it would be cuhberseme,
time.consuming, and contain a high degree of error. 1In
short, the data produged by it Qou]d not be worth the
effort required to produce it. And yet; we know informal
directed patrol does occur. Field Contact Cards and |
Information Reports are being generated by field units ahd
directed to the Crime Ana]ysié Unit referencing specific
patterns and series. What is difficult to‘measgre is
whether the origin of these reports fs the result of
accidental contaét with suspects, or whether the officer
during uncommitted tine was actually patrolling an area
with the épecific intent of looking for a particular
activity. Theréfore, the casual relationship becomes
very tenuous and hfgh]y subjective.

;'Certainly, for evaluation purposes., a sampling
methodvcou1d be deQe]oped using followup interviews with
officers to get approximations as to informal di?ected
patro] activities. However, the development of an oﬁ-going
accuréte management reporting system for this purpose
‘'seems to be unrealistic at this time.

5. Many suﬁervisors and officers do not comp]gte1y under;
stand the intent of the Strategies Profile, District 

Ana]ysfs Report, and will require some fo]iow-up training..

RESULTS

‘The bulk of directed activities is currently undertaken

on the overlap day, when an additional team is available. Under .

~the current 4-10 configuration, each Sector on all Watches has

one overlap déy per week. During some months, the first two
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oyeriap.da&s‘in each sector are ueed'for trnining. 'fraining
sessions generally do not last longer than four‘hours. Under
this ptantvthe "A" shift would train on the first overlap day
for their sector and’ engage inVSOme form of dinectedbactivitieé
during the temainder of the shift. The "B" shift team would
fi11 the:primaryhdistriets end handle CFS. On the fo]]OWing
over1ap,rthe ho]es would be reversed.

Maintaining team'integhtty and establishing overlap days
on the basis of the CFS worklcad per sector enhanees and
restrictsldjrected patroiling efforts. Having an extra
(tactica]) tean avﬁi]abTe on'the-neak CFS day 1n‘the sector
permits a more'cooperative effort. The ptimary units can be
freed from chron1c serv1ce -oriented prob]ems, i.e., juvenile
disturbances in parks, whtch would otherw1se be handled as’a
CFS.' Proh]ems “which occur during the remainder of the week
must compete with the CFS workload. The volume and nature of
CFS, for the most part, determines the relative level of
directed activities. ~Sector teams frequently do not have the
avat]abje'manpower to engage in any directed activities.
However, hetﬂeen the combined effort of patrol and the Crime
Suppression units, we have worked all documented crime series
and a‘htgh'percentage of the crime patterns.‘

Directed Patrol, as a practical concept, 1is the next
togical, evo]ut1onary step in the utilization of field services.
Directed Patrol in Sacramento is still in 1ts infancy. Off1cers

and supervisors are still learning how to use the information
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.reader a sense of the env1ronmcnt in Sacramento

systéms effectﬁvety'andhengane'in team planning. Serge;nt; ahe
heginning to use Direct Patro1 as a.management tool by moni-
toring information directed activities of their subordinates.

. The fo]]ow1ng series of tables are presented ‘to g1ve the
The tables
ref1ect raw data -only. No attempt was made to ana]yze the
variance or 1ntehpnet causua1 effects. . The Sacramento Po11ce
Department underwent severa] changes dur1ng the SPUDS/MPO Grant
per1od which compounded any efforts to analyze the data. Dur1ng
th1s per1od the unwformed patrol force shifted to a 4/16 Plan
from a 5/8AP1an. Accompanying that change,‘thirty—three Traffic
officers)Wehe transferred to the Patrol Division and Patrol
went frem 70% two-officer units to 70%_singie—officer units.

The first set of tabies ref]ect4the total number of hours

~attributed to "Patrol Time"tand "Directed Patro]"'on the officer's

daily jqurné]._ The daily journals are not QOnsidered to be
retiableibecduée each otficer fills it out differently. " |
Presently, there ts no untform method for reporting Direeted
Patro]ttime Most of the hours lTisted as Directed Patro] are
the result of forma1 d1rected act1v1t1es only. ‘

The last set of tables reflects the number of reborts
taken and the number of ‘arrests made. These statisticsgare

derijved from the SCARS system.
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& g o 1ST WATCH
. 1ST WATCH STATISTICS
'ﬁ . s
§ g PATROL TIME (HOURS) o '
| : . . . APR MAY JUN JUL AUG  SEP 0OCT NOV DEC
- . JAN  FEB MAR APR MAY JAN FEB MAR APR
E | 1979~ 2790.3  2496.9  3044.2  2598.6  ° 2640.5 FELONY
1980 ~  2701.1  2509.5  2241.6 . 2341.2 - 2195.6 ARRESTS . » | e
L. : ‘ o 5. ¢ 1 .71 70 64 83 7L 66 100 80 78
i © DIRECTED PATROL (HOURS) | 1978 85. 67 83 | B .
| JAN FEB MAR - APR MAY 1979 87 63 94 . 86 83 88 78 .89 86 68 64 100
- § 1979 30,2 . 32.4 60.1- " 117.2 - 67.7 1980 79 73 103 69 69 88
| 1980 . 34 58.5  275.9 - 337.1 °  381.2 ' | -
| o T | . E MISD.
- g ARRESTS L | o .
| : , 1978 127 95 126 123 97 96 157 110 142 132. 130 117
| 2ND WATC | S .
| g | - 1979 113 136 168 138 123 136 141 141 141 151 153 127
' PATROL TIME (HOURS) | 1980 145.°152° 150 140 136 144
| § JAN . FEB MAR APR MAY MISD S
- 1979 2144.4.  -2310.7 . 2479.8  2064.9 2343.2 CITATIONS
i 1980 3337.9  2697.3  2653.7  2507.4 2817.3 1978 25 31 41 28 18 35 94 112 _ 73 67 34 25
’ DIRECTED PATROL (HOURS) : Co | - 3
» . ~ e 53 30 68 44 52 28 38 19 21 25
: g CJAN FEB - - MAR APR - MAY 1979 23 M o0 |
"\ 1979 142.1 181.4 150 216 - 284 1980 20 26 23 27 40 69
" | 1980 ~ - 646.4  539.4 631.2  602.4 714.4  CLEAR-UP
SR | ' BY ARREST | A |
X 1978 86 . 75 93 -85 76 66 110 96 . 86 90 79 94
. 3RD WATCH 1979 100 88 133 91 109:110 96 89 113 97 85 118
C . | 1980 83 81 102 82 90 112
i PATROL TIME (HOURS) | RIME REPORTS" | ’
, 4 CRIMI |
L R FEB - MAR APR MAY TAKEN | |
Q 979 [ %6767 2785.3°  2537.6 2046 #3232 1978 - 397 342 381 377 361 368 452 427 394 398 395 440
| 1980 - -  2984.2  2121.7  2535.3  2341.4 2739.8. - -
i DIRECTED PATROL (HOURS) . - 1979 457 430 510 472 484 462 454 370 394 401 354 425
.o B JAN - FEB MAR  APR - MAY 1980 361 365 363 338 375 468 |
- 1979 118.5 . 163.9 323.9 219 255.3
: a - 1980 516 ~  233.1 323.5 194.8 243.3 @
¥ - 270, -
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JAN

FELONY

ARRESTS |
1978 45
1979 32
1980 56

MISD.

ARRESTS
1978 . 61
1979 59
1980 91

MISD.

CITIATIONS
1978 37
1979 74
1980 103

CLEAR-UP

BY ARREST _
1978 80
1979 114
1980 153

CRIME REPORTS
TAKEN

1978 720
1979 717

1980 805

FEB

39
47

41

48
80

99

54
65

81

84
106

122

595
652
773

“2ND WATCH

STATISTICS

MAY JUN  JUL

61 44 36

54 . 56 47
.67 62

62 83 45
108 78 94

142 9]
66 59 45
72 37 49
87 . 60

126 97 68
120 75 93
154 128

679 629 614
685 624 639

747 643

AUG

33
66

54

83

57

53

8¢
112

623
. 673

DEC

39

58.

60

120

55
95

108

130 -

672

774

JAN

FELONY

ARRESTS |
1978 138
1979 107
1980 128 -

MISD.

ARRESTS |
1978 246
1979 255

1980 . 357

MISD.

CITATIONS
1978 77
1979 128
1980 116

CLEAR-UP

BY ARREST
1978 197
1979 243
1980 250

CRIME REPORTS
TAKEN

1978 800
1979 863
1980 047

FEB

123
122
136

227
300
320

87
153."
204

186

276
247

748
835
885

MAR

148

157
144

265

347

335

108"

143
176

235
289
260

850

907
861

“APR

160
128
126

283
305
321

77
126
156

262
230
218

784
817
787

3RD WATCH
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STATISTICS
MAY JUN  JUL
163 127 148
135 147 146
147 159
294 226 262
294 307 330
379 333
142 134 106
141 130 144
159 152
255 218 275
259 245 250
268 243
754 738 852

812 746 789
834 781

AUG

135

168

291
338

131

189

265
273

739

804.

SEP

139

128

296
345

93
157

243
234

761
771

0CT

134
123"

94
138

223
246

838

785

NOV

114
100

298 -
327

113
122

217
212

833

896

DEC
117

149

266
311

127
123

247
240

947
939
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JAN
FELONY
ARRESTS
1978 51
1979 . 73
1980 28
MISD.
ARRESTS
1978 26
1979 38
1980 18
MISD.
CITATIONS
1978 2
1979 !
1980 2
CLEAR-UP
BY ARREST
1978 20
1979 39
1980 16

CRIME REPORTS
TAKEN '

1978 11
1979 22",
1980 12

- FEB

39
37
63

34
21
41

30
26
33

27

30 .

33

MAR

57
61
67

26
41

20

12
15

A

42
51
31

22
45
23

CRIME SUPPRESSION UNIT

“APR

63
50
61

36
30

22
16

48
34

40

39
33
23

STATISTICS
MAY  JUN
52 38
54 38
96 74
52 49
21 15
25 15
20 19
4 8
6 1
48 43
29 27
42 24
48 48
25 25
33 19

JUL

51
34

49
19

17

47
19

43
19

AUG

46
22

49
12

37
16

37
28

SEP

47
28

27
16

43
17

32
12

0CcT

88
35

41

. 30

67
33

56
26

NOV ~

36

57
156.

11
10

58
25

45
18

‘DEC

77
32

23

16

36

22

24
25

’ v CRIME SUPPRESSION UNIT

Figure A shows the dual relationship between Patrol

and Crime Suppression.

-'

. i
UNTFORMED PATROL FORCE : 1
i

)

J
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SERVICE ORIENTED PROB[EHS
(Includes called for
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Figure A.
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SincE_ermg Suppression has been enéagéd in dirécted
activities for several years; no méasqrab]e ihcrease in effi-
ciency could be expected. The greatest potential rested with
patrol. The priﬁéry goal of Dirécted Patrol is "to decénfra-
lize both the authofity.and respohsibf]ﬁty.for 6perationa1
p]ann{ng tb the patrol team level for the resolution of crime,
traffic and community prdb]ehs".

Figure B ”shows the process of team level planning as

it relates to the. field test.

DEPARTMENT ___ MANAGEMENT

REVIEW
BUDGET
| CONSTRAINTS ] A
CRIME_ANALYSIS . . FEASIBILITY PATROL OFFICE LEVEL :
STATISTICAL DATA . BEAT AND SECTOR :
CRIME  PATTERN - ANALYSIS INFORMATION S
KNOWN OFFENDERS ) - DESCRIPTION OF PROBLEM v
y . LEVEL | | | S
PLANNING S

OPERATIONAL OBJECTIVES
STRATEGY SELECTION

DIRECTED ACTIVITIES
Figure B.
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CHAPTER 8 ‘
MPO TRAINING FOR SUPERVISORS

INTRODUCTION

The MPO Supervisors Training was intended to accomplish

several objectives. First, it was the principal vehicle

' whekeby supefvisors would be informed in detail as to:both

the Directed -Patrol Model planned for implementation in

.Sacrameﬁto; and as to the expanded Crime Analysis delivery )

system~ﬁh1ch was to suppdrt_Directed Patrol. A Eecond tréin#
ing objective was to provide patrol supefvisors wjth héw
skills in problem identi%ication and in the planning of
appropriate Directed Patrol strategies. The last objective
was to"gain a program committment by supervisors to the MPQ
concept. This objective, although difficult to measure,
was a major‘concern to the MPO project staff. The first line
supervision was viewed as the critical factor:in the entire
MPN equétion: 'If they Qere not clearly convinced as to the
need and value of the birected Patrol program, then the |
chahces-weke gcéd that ultimately MPO would fail.

It is important to note also that, early in tﬁe MPO |
projéct, the Chief of Police had made the detision that

all 96 Police Sergeants and Lieutenants would receive the

MPO training. This contrasted with the original Grant

Budgét which provided $25,489 for salary reimbursement
of 36 Patro]vsupervisors and managers while they attended
56 hours of‘projected MPO training. The supervisors course, as

ultimately developed, was reduced to 40 hours; and, because |
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all sergeants and ]ieutehant; were now scheduled fof
MPO training, .a further decision was made that the
Department would absorb all salary and frihge benefit
costs ‘for the trainees. The $25,489 was transferred to

other 1ines in the Grant budget.

LEARNING OBJECTIVES FQR SUPERVISOR TRAINING

The broad objectives for the Supervisor Tnaining
was to inqum fhem,of the program itself and to develop
the specifiC'skills hécessary to car}y out the brogram.
To this extent, trainiﬁg objectives can be cataioged as
follows:. | .

1. MPO/SPUDS Program Introduction

2. Tedm‘Level Planning Introduction

a. . Decision making responsibility
b. Decision making authority
3. .Enhancing “Beat'Awareness" through profiling
a. Demographic Profiles
""" b. Geégraphic,Profi]es
c. Intelligence Profiles
d. Community Leaders Profile
e. Problem Prbfile
}) Crime |
2) Traffic
3) Communityv
.t Strategies Profile

. g. Resoufce Needs Profile

- 276 -
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4. Crime Analysis
a. Role
'b.‘ Reports and Products
¢. Feedback Requirements
5. Directed Patrol Introduction
o a. Strafeéy Tybes
| 1) Crime Prevention
25 Crime Deterrent
3) _Crimindl;Apprehension
‘b. Directed Patrol Planning
‘ 1) Long Range Problems
2) Short Range Problems
6.;~Faciiitatiﬁg Team Conferences _
7. ‘"Obfigations and Rights" for Job Incumbents
Under Diréctéd Patrol
- Police Officer
..b. Sérgeant

¢c. Lieutenant

TRAINING STRUCTURE

"The Directed Patrol Program as developed by the

AMPO/SPUDS‘Sfaff had passed through several management:

staffing‘levelé and stobd ready for implementation.
However,‘fn pre1§minary planning sessions regérding
fraining'curﬁicuium,-qne of the princibal trainers,
Sgt.‘Fred Arthur, put forth the idea of dividing the

training classes into lecture sessions followed by hands-

on workshops wherein theqsupervisdrs would not only’wofk
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with the mater1a]s presented but aTso would be allowed

to critique a11 aspects of the program and to suggest

"How" to implement it. The trainers and MPO Staff would
collect all class comment regarding imptementation nroblems
identified by the supervisors together with their recommen-
dations as to where the program should be changed. At

the end of seven weeks, or when all the supervisors had
been trained, the class critiques would be merged together

and, where possible, the program would be modified to

" reasonably accommodate those who were actually responsible

for .its implementation. Moreover, each class was promised
feedback to them as to what program changes would be made,
those ‘that would not be made, and the reason why® ."4s, as
a spinoff benefit, the MPO Program not only received
extensive input from over 100 supervisors, but gave them a -
sense of their "owning" the program by permitting changes”
that were of their creation.

In order to set some reasonable parameters on'how
far the supervisors could reasonably impact the program
des1gn, and at the same time insure that the department
would be able to fuifill its Grant obligations, an

add1t1ona1 concept of "Negotiable" vs. "Non-negotiable"

‘issues.was developedt Patrol management identitied specific

program concepts which must be incorporated, and which
were non-negotiable:
.0 The Patrol Division will engage in Directed Patrol

e The Patrol Division will engage in some form of

- 278 -

profiling as a means of acquiring beat
awareness and understanding.
) The Patrol Division will use and understand
Crime Anaiysis information and reports.
However, within those concepts there was wide
negotiable flexibility as to not only what we would do,
but how much would be done, how it would be done and when.
Patrolﬁmanagement and the MPO Staff recognfzed that suoh
a training desion was a high risk--high payoff approach.
If we were’'successful in selling the program, the’benefit
would be a commjtment‘by the supervisors beoause the
final desion would actually be theirs. Similarly, the
Program would undergo an extensive "de-bugging". On the
other hand,.if'the supervisors reacted negatively to the
design, or it they presented too many suggestions that we
could not anommodate, then management oou]d be faced with .
disgruntled sunervisors who could jostifiab]y claim that
"NobOdyfreaITy wanted their input"; or "Nobody 11stened
to them"; or even that "It was all a big show and that
no matter what they said, it was going to be shoved down
their throatsranyway". Thus, a serious credibility problem
oou]d emeroe, as well as supervisor resistance to the
program.
-To set the tone for each class as they began their
40 hour tra1n1ng week on Monday, Deputy Ch1ef Finney
presented‘the first instructional hour to use as a program
overview and to introduce the negotiable/non-negotiabie

concept. As a training wrap up, on Friday afternoon,
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Chief of’Palice John Kearns and Deputy Chief Finney
would spend the last two training hours in a round circle
discussion>with the supervisors.
qommentslcoveréd the following points:
o He supported MPO
] The Police Department would always be éhanging
in order to be responsive to both the community'
.needs and new technology.
¢ The MPO Program was not "locked in.concrete", that
he personally, patrol management and the MPO Staff
would indeed Iisten to the suggestions soTicited
- from the §upervisors in training.
o The'Departhent adopted a modified San Diegb COPS.
Plan because it allowed for the greatest partici-
pation by patrol officers and Eupervisors in the
-day-to4day operational planning of Directed Patrol
activities. |
o All supervisors throughout the Department were

being trained in MPO not only because they_some

day may be transferred to Patrol, but also because:

Patrol is the center of the Police Depaftment and

~that all other units must be knowledgeable of

. Patrol's programs so that they can properly support

it.

"Ivy. TRAINING SITE

The MPO Supervisors Training was conducted through ;

the Los Rios Junior College District and all students received
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two units of lower division college credit. The‘actuél
classroom training site was the Northern California
Criminal Justice Training and Education Center, 530 Bercut
Drive, Sacramento.

Due to the training arrangement worked out with the
CoTlege Distriét, the MPO instructional staff, with the
exception of the Project Director, performed all instruc-
tional duties during their off-duty time and they were
paid by the College District at the prevailing instructor

rate.

MPO TRAINING INSTRUCTORS

Four sergeants from the 0ffice of (Field) Operations
were selected to be the actual classroom instructors. The
criteria by which potential instructors were.evaluated
included:

o Peer Level Credibility

e Job Expertise

. Training Experience

¢ Minimum Rank of Sergeant

e Must be currentiy assigned to the Office of

(Field) Operations.

A1l the instructors possessed California Community

College teaching credentials. In addition,'they were

given a brief refresher on team teaching techniques. The

personnel selected as instructors were:
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Patrol, Third Watch

Sgt. Fred Arthur

Traffic Section

Sgt. Gary Youngblood

Traffic Section

Sgt. Robert Keliey

Sgt. Kenneth Walker Crime Suppression Uriit

The MPO Project Director also assisted in team
teaching one of the 4-hour instructional blocks. All’
workshops were monitored and facilitated by the MPO

Project Staff.

VI. TRAINING SCHEDULE AND COURSE SYLLABUS

NONDAY | TUESDAY YEDNESDAY THURSDAY FRIDAY
JuRonUCTION lupact AReas - mnmmeugm; &iﬁﬁﬂﬁfm“i g§§%
FinneY HARRANTS
DeTECTIVE
COMMUNICATIONS (MALLER)
EEE :‘Rm?me . TRAFFIC
TEAE‘Q%TEETNG 5. E. S. “!E'ﬁﬁf“
(ARTHUR) .(YOUNGBLOOD/ARTHUR) (HALKER/KELLEY) (Auswln/YounégLoon) (WALKER)
‘R0 — Cve i | Segpmer | g
WARRANTS RACTICAL PRACTICAL
DeTECTIVE APPLICATION APgtICATION
CoMMUNICATION
{ARTHUR) TRAFFIC
S . E . S 1] 3
4-10/1P0
(AusTIN) (AusTIN) (AusTiIn) “(AusTIN)
(ARTHUR) )
CRITIQUE
(CHIEF KEARNS)
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its content, goals and the desired results.

SYLLABUS
40 HOUR ADVANCED OFFICER/SUPERVISOR COURSE

INTRODUCTION

This presentation is intended to introduce the 40 Hour course,

1 Hour

CONFERENCE LEADING & TEAM BUILDING

This block of instruction focuses on team building bv conferences
at the start of each shift. Students will be instructed in the
principles and techniques of conference leading and be asked to carry
through this instruction in the later three workshops-conferences.

3 Hours

. 4-10/MPO. PROJECT - UPDATE

The students will be given an update on the current problems and
igsues facing the department regarding the new 4-10/Managing Patrol
Operations system employed July 1, 1579. .

2 Hours

4-10/MPO PROJECT ~ WORKSHOP

The student will in a workshop methodology deal with and cause
recommendations to be written addressing the problems and issues
previously mentioned in the lecture.

‘2 _Rours

IMPACT OF 4-10/MPQ

Instruction will be presented regarding the influences the new
patrol system is having on other areas of the department. These areas
are to include, but are not limited to: Warrants, Detectives,
Communications, Traffic and the Special Enforcement detail.

4 Hours

Workshops will be operated causing the students to come up with
solutions for the department regarding problems caused by the rew
patrol system.

4 Hqurs

o N S AR R T
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CRIME ANALYSIS

This section of instruction will present new procedures and
information Sources of crime analysis. Included in this block will
be the WHAT, HOW and WHEN this information can be retrieved.

4 _Hours

Practical application to this lecture will be the students’
producing crime ‘analysis of his sector from the available resources
identified in the instruction.

4 Hours

SECTOR/DISTRICT ANALYSIS

This block of instruction covers how to produce sector and
district analyses. Besides the crime analysis previously covered,
the student will be instructed on the other elements of the Sector/

District Analysis.
4. Hours

In practical application, the student groups will produce
sector analysis te include: .

1. Crime and traffic problems
2. Geographic problems

3. Demographic problems

4. Known offenders

4 fours

PATROL REFERENCE

The student will be instructed in the new resources, centralization
and use of the Patrol Reference Station.

L Houxs

DIRECTED PATROL

This block of instruction covers the principles and strategies of
the directed patrol concept versus routine patrol.

2. Jours
-CONSOLIDATION

#his final block is intended to consolidate the weeks work into
sector plans based on the previous instruction and performance.

Additionally, the first days recommendations will be reviewed and revised.

© ABours.
CRITIQUE
1 _Hour
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VIT. MPO SUPERVISORS WORKSHOPS: INTRODUCTION

The afternoon workshops were designed to achieve
two purposes. First, it reinforced the morning lecture
session by making the trainees use the materials earlier
presented to them and to organize and prepére‘actual |
reports, i.e., District Profiles. By the end of the
40-hour session, a complete District Analysfs Report was

-developed, thus allowing the Supervisors not only the

opportunity to review and familiarize themselves with the
~data sburces!neceésary for each profile preparation, but
also the time it required to reasonably assemble and write

a total District Plan. Because "A" and "B" shift primary

district officers were to jointly develop the District

Ana]jsis Report, the supervisors were simi1ar]y paired into

teams to represent as closely as possible the actual

conditions the officers would encounter.

"The seconq purpose of fhe workshops was to offer the

opportunity to cfitique the program documents and to
document K | .

® supervisor acceptance or rejection

e anticipated implementation problems

.o solutions to problems

0 recommendatioqs‘to program change.

The critiqueing was done by dividing the entire
class genéra]]y into 2 or 3 larger groups in whicﬁ a
facilitator and recorder were assigned. Each discussion

group included at least one Patrol'Supervisor and one

-
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VIII.

Detective Supervisor. The senior PatroT‘Supervisor in
each group was designeted as the grohp leader, regardless

of the rank of other members. This permitted a continuous

reinforcement of facilitation skills learned earlier in

" the week, and which would be used in (Patrol) Team Con-

ference leading in the implementation phase.

SUPERVISOR.TRAINING WORKSHQPS

MONDAY WORKSHOP

The Monoay Workshop was only 2 hours in length and
it was desighed to achieve three objectives. First, the
ciess was broken into pre-arranged teams where a'patrol
sergeant was, if at all possible, assigned as the facili-
tator, or conference leader. The objective here being to
develop ond'practice conference leading skills in patrol
supervisors which would be later applied in the Directed °
Patrol Prooram Modeluby replacing the tradicionaT "Ro]]
Calls" with "Team Conferences”.

The second objective of the workshop was to generate:
a broad discossion of the 4/10 deployment system; problems
in'the depioyment} as perceived by supervisors; and

recommendations or suggestions for change. At the end of

~the workshop, each group made formal presentations to the

entire class. A1l group notes were collected and retained
by- the MPC Training Staff. |

The finai objective oi the Monday Workshop was a
supervisory review and critique of'job=de$criptions uhdér

MPO for:
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e Police Officer
e Patrol Sergeant
e Patrol Lieutenant
The job descriptions were organized into 3 sections:
1. A Typical Day Under MPO
2. Joo Obligations Under MPO (What is expected '
of them) '
3.. Job Rights Under MPO (Suppoft services thet
| must be in p]ace).
MONDAY WORKSHOP CRITIQUE
-Section 1 - 4/10 Deployment
~a. .Comments ‘
Section 2 - Job Descriptions
-5. Typical Dax Patrol Lieutenant under MPO
eb..‘Patroi Lieutenant's Obligations.under‘MPO
c. Patrol Lieutenant's Rights under MPO
d. Typical Day Patrol Sergeent under MPO
e. Patrol Sergeant's Obligations under MPO
f. Patrol Sergeant's Rights under MPO
g. ’Typical Day Patrol Officer under MPO
h. Patrol Officer's Obligations under MPO
kAi;- Patrol Officer's Rights under’ MPO

TUESDAY AFTERNOON WORKSHOP
This workshop was divided into one session. . Dis-
cussion groups were,carried over from Monday's Workshop.

Each group hud a leader and recorder assigned.

The groups
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'kept writtén nbtes on all topics discussed and reported
their findings to the class as a whole.

This séssion'assessed the impact of MPO on other
departmental units, either in terms of demanding more
supporﬁivé serviées and informational needs, or identifying
the need for more inter-office coordination of efforts.
Theﬁdiscussion generally centered on identifyingAproblems~
and offerih§ solutions. Some problems which would not be
impacted by Mﬁo were also identified. These.comments are
also includéd, verbatim, in the MP0O Impact Areas Section
of this chépter.

TUESDAY WORKSHOP CRITIQUE | |

Section 1. Comments pertaining to specific units

a. Patrbl | '

b. Communications

c. Traffic

d. Detectives

e. Crime Analysis

f.;‘Crime>Supp}ession Unit

19. ‘Special Investigation Section

Section 2.. General Comments

WEDNESDAY AFTERNOON WORKSHOP |

" This workshop dealt principally with Crime Analysis-
Data Collection. A seriés of prepared exercises were given
to the supervisors to, again, reinforce materials presented
dur{ng the morning lecture sessions, In these exercises,
supervisors were paired into two-man teams to represenf

the "A" and "B" Shift officers of a Patrol District.
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Three separate geographical areas were chosen.
The areas did not follow actual district boundaries but
closely approximatéd'cyrreng district sizes. Each pair
of officers were aséigned to one of the three shifts. All
officers.working the same hypothetical district around the

clock were then assigned to the same team, i.e., North

Sacramento. On some of the exercises, the information was

constant on all watches and the "district officers" were
able to collaborate. Most.of the information varied from »
watch to watch, but this illustrated the overlap of problems
and thé need for greater cooperation and coordination
between watches. Each pair of students was given a loose-
Ieaf binder. The binder contained the training materials
and instructions. Each binder had the assigned district
and watch marked, along with the student's name.

~ The last session of each workshop was used to critiﬁue
the entire day with emphasis on the workshop. Each "team"
was asked to write their criticism down and report back to
the group as a whole. The MPO/SPUDS staff then collafed

the remarks and had them transcribed verbatim.

WEDNESDAY WORKSHOP HANDOUTS AND CRITIQUE
Sectidn'f. Crfme Pattern Notice (CPN)
a. Instructions
b.. Active Crime Pattern Notice
c. FierlContact Search Request Form

d. Comments
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five.profiles:

R
)

?

Section 2. Crime Magnitude Charts
a. Instructions
b. ;District binders

1. SCARS Printouts

2. District Maps

3. Cr%me Magnitude Graphs

4. Crime Magnitude Summary*

c. Comments

THURSDAY AFTERNOON WORKSHOP

, The district binders were collected on Wednesday
ahd the Thursday trafning material was added. The students
began to fj]? out an actual District Analysis Report using
the proposed format. Each pair of students used a vafiety

of sources, including personal knowledge, to filT out

e Gecgraphic

o Intelligence

¢ Crime Problem

e Traffic Problem

@ Community Problem
Tﬁe Sfrategiés Manual was used as a guide. After the
exercise was completed, several members‘read their profiles
to thé class. |

Thé cTéEs‘was divided into teams for a discussion of
the exeréise and the DiStrict AnaTysis Report. The comments

included the five profiles plus the Demographic and

* Included in the last two weeks of training.
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-the Community Leaders Profiles. .

THURSDAY,NORKSHOP HANDOUTS AND CRITIQUE

Section 1. Profiling

-a. Instruction§

'b. District binders

| 1. Maps
2} SCARS Printout
3. Crime Magnitude Charts
4. High Accideng Locations Memo (Added for

Workshop) ‘

5.' Profile Worksheets (Added for‘workshop)

c. Comments

FRIDAY AFTERNOON WORKSHOP

This session was divided into three sections.
First,'thé‘students completed the District Analysis Report
by developing a strategy‘designed to diminish or eliminate
an identified problem and then assessing needs. Secbnd,

they reviewed and critiqued the morning session on the

Strategies and Needs Assessment Profiles, the Strategies

Manual, related .forms and the Patrol Reference Station.
The 1ast.séqtion was .a roundtable discussion and Fécap of
the course with Chief Kearns and Deputy Chief Finney.
FRIDAY WORKSHOP HANDOUTS AND CRITIQUE | '
Section 1. Profi1ing
a. . instructibns‘z

b. District Binder

=291 -
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1. SCARS Printout

District Mapsk

. Crimé Magnitude Charts

Crime Magnitude Summary

High Acﬁident Locations Memo

Completed Profiles

N G S L N
e & & 9 L I

Profile Worksheets (Added for workshbp)
~c. - Comments ' A
Section 2. Patrol Reference Station and Manual
a. Instructions

b. .Comﬁents |

‘Section 3. Recéb‘with Top Management

a. General Comments

LESSONS LEARNED

As previously stated, the classes were structured
in such a manner (Lecture and Workshop) so as to -provide
superviéor input into the final Directed Patrol Model. and
to the Crime Analysis De1ive}y’5ystem Design. The Project

staff anticipated criticism and was prepared to accomodate

as many changes as possible in order to gain program

acceptance.'What was not anticipatéd,was the wide range of
othér drganizationa] probTems and issues’that emerged out
of the workshops. , |

| MPO is a broad-based concept that impacts widely .
across the entire qp]ice organization. As designed for
Sacramento, MPO pIaEéd‘hard7fbcus on‘Pdtrol's importance

and on its function. Inter-departmental cooperation then

2292 o

became the keystone to program success in terms of
providing the informational resources for team-level
Directed Patrol planning. And, of course, coopefation
is present only when there is effective communication
and understanding. | |
Unquestionably, the greatest lessons learned frdm
the MPO SUperyisors Training was the awareness . of the
cqmmunication blockages in the organization. We are

replete wifh examples:

Crime Analysis was issuing Crime Pattern

.Notices without first checking with Detectives

for updated investigative information. As a
resuit; the CPN's were ridiculed by Detectives
as being out of date or erroneous.

Detectives were issuing Arrest Bulletins (AB's)
on felony cases just as soon as investigation
had established "probabie cause" to arrest, and

where they had filed for an arrest warrant.

The prevailing attitude in Patrol was that the

Detectives were unable to find the suspect
themselves and that the issuance of the AB was
merely a way to file the case.

In a similar vein, Detectives were issuing
Information Bulletins (IB's) as a means of
ﬁroviding information on cases to Patrol and '
sdiiéiting.their cgoperation. Again,‘Patrol's
view was that the IB's were juét‘a means of

rfi1fng the case.
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4, Patrol comp]ainéd that Detectives were Patrol Sectors. Furthermore, as of March 1,

inaccessible and withheld information. 1980, these Investigators would begin attending

Ihvestigators countered by saying that they the Pgtro] team conferences on a regular basis

were providing information to those officers in order to share information and to provide

whkoanted'to come and get it -- usually on updates and feed back.

a one-to-one basis. 2. }Under heavy pressure from all sides, the Crime

5. Rumors abounded among Patrol that Chief Kearns Analysis Unit established a direct liaison with

and Deputy Chief Finney were using MPO as a Detectives. Further agreements were struck with

means of getting-rid of the 4/10 deployment of regard to checking with Detectives prior to the

Patrol. (This rumor was laid to rest quite issuance of Crime Pattern Notices and Updates.

vﬁonvincing]y'by Chief Kearns after two of his 3. Considerable support was voiced for various

alternatives to bridge‘the communications gap

appearances at the Friday Workshops.)

=
Vf
i

6. Nearly everyone complained that special programs between Patrol and Detectives. Suggestions

existed throughout the Department that nobody included: a job rotation policy; Ride-a-Long

T 2 AT O R
o R R RTTIRRRR,

else knew about or had been allowed to provicde Program for Detectives; and expanding the Field

input. Detectives did not know what Patrol was Training Officer Program whereby FT0's are

‘doing; Patrol did not know what Detectives were assigned to the Detectives for an orientation

doing; and nobody knew what was going on in period of usually one month.

. Administration. 4. Every supervisors class agreed that the Crime

What became interesting was the spinoff results of. Analysis Unit was the central key to Directed

this dialogue that occurred among the supervisors. Agree- Patrol success. It was also their opinions that,

ments were struck to resolve a number of the problems and given the present staffing levels, Crime Analysis

concerns that emerged. For example: could not keep up with the anticipated demand.

1. The Lieutenant in charge of the Burglary Inves- Therefore, police management must provide staff

tigation Section informed Patrol supervisors. of support. This concern, after being repeatedly

his Unit's reorganization whereby Detectives expressed in the Friday Afternoon Wrapup Session

would be assigned case loads corresponding to with Chief Kearns and Deputy Chief Finney, re-

sulted in additional manpower being assigned to

the Crime Analysis Unit.

- ey ﬁﬁi D — ﬁﬁﬁ M BN B NEEE WS D W e M R s e
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OTHER COMMENTS AND BENEFITS

Police organizations that provide 7-day week/24-hour
day service delivery face enormous problems insofar as
inter-departmental communication is concerned. And the
larger the organization, the more compounded is the problem.
Improper communication results in miéunderstandings as to:
opekating programs; unit and individual responsibiiities;
job roles; policies; procedures; and priorities. Over
and over again, these themes were voiced in the Supe%visors
MPO Training. Many of them stated to the Chief that this
was the first time they have ever been pulled together and
alliowed the oppbrtunity to have input to a program design
and to discuss other problems that were bothering them.
Many were suspicious. Some didn't believe us. In order
to establish credibility with the classes, we utilized one
of the early suggestions expressed to the Chief that all
Captains should attend the MPO Training Sessions. The
Chief agreed and the Captains were immediately scheduled.
Although it helped with our credibility, the presence of |
the Captains did have somewhat of a chilling effect on the

ctiass discussions.

In retrospect, everyone benefitted from the experience.

The Chief learned first hand as to what was bothering the
supervisors and what they saw as problems for MPO. And, as
Chief Kearns noted, "These guys weren't the least bit
bashful". The supervﬁsors, of course, learned MP0 and its
potential impact across the organization. Equally, the

Chief made clear to them that Patrol 1is the focus
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of the Department and all things are support for ijt.
The MPO Project staff learned, too, as we used the
opportunity to obtain numerous sound program suggestions

and to debug both planned procedures and data collection

methods.

RESULTS OF MPO SUPERVISGRS COMMENTS AND SUGGESTIONS

The comments and suggestions put forth by the
Supervisors have been used at several points in the MPO
Project, and they have been major influencing factors.
1. Resource Allocation
On Wednesday, October 24, 1979, the Sacramento
Police Department Patrol Planning Committee was
convened for the purpose of setting the Patrol
Division Manpower Allocation Deployment Plan for
1980. Among the Committee Reports was a presentation
by Sgt. Fred Arthur on the criticisms and suggestions
of Police Supervisors on the current 4/10 Deployment
Plan. The supervisors criticisms ware verified, in
fact, by the PCAM and Hypercube Studies. Thus, the
Project was able to achieve several objectives:

e Credibility for PCAM and Hypercube was
established inasmuch as their outputs were
consistent with the supervisors own observations.

e Substantial support for changes to the 4/10
Deployment Plan was clearly established
among supervisors.

¢ And finally, that the 4/10 Deployment Plan
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itself was substantially improved.

For a more detailed discussion on the
comments by supervisors, see the chapter on
“Resource Allocation", Section VII.

Directed Patro!

On November 15th and 16th, 1979, the MPO
Advisory Committee met to develop the Sacramento
Directed Patrol Program based on general concepts
and the Supervisors MP0 Class feedback. The MPO
Advisory Committee waé selected to fully represent
all components of the Sacramento Police Department.

- Patrol management indicated that the program
developed by the Advisory Committee, in fact, would
be the final product that would be presented to and
implemented by the Patrol force. Patrol management
identified specific non-negotiable program concepts

which must be incorporated.

e e L,

S A ) TG A ettt
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XII.

The concepts were:
| e The Patrol force of the Sacramento Police
Department will engage in Directed Patrol.
¢ The Patrol force will engage in some form of
profiling as a means of beat awareness and
understanding.
o The Patrol force will use and understand Crime
Analysis information reports.
The MPQ Advisory Committee foilowed a programmed
agenda which included: |
1. Profiling
2. Directed Patrol Reports
3. A discussion on Crime Analysis processes,
products and procedures.
4. A discussion on the concept of minimum manning
as it effects Field Operations when éngaged in
a Directed Patrol Program.
The Directed Patrol Advisory Committee developed
three separate reports. They are as foliows:

1. District Analysis Report

2. Sector Plan

3. Watch Report

DISTRICT ANALYSIS REPORT: .

The MPO Advisory Committee developed a District
Analysis Report. Specific descriptive elements of two
profiles (Geographic and High Interest) will be prepared

by the current district officer during the training session.
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Beginning November 30, 1979, all patrol officers will
attendAa fen-hour training session. On the oyér]ap day,
bo£; teams in a sector (A & B) will attend the same
training session. Officers working the same district
will be paired for the joint preparation of the descriptive
elements bf the District Analysis Report.

The District Analysis Report is comprised of eight
separate profiles. The profiles are as fol}ows:

1. Geographic

Demographic

. Community Leaders

High Interest

. Traffic Problem

Strategies

2
3
4
5. Crime Problem
6
7
8

~Needs Assessment

Geographic Profile

The MPO Advisory Committee decided that the current
district officer would be thg one that will provide the
basic information for this profile. In February, aftér’
the new shift assignment, the new district officer will
review and validate the ihformation contained within this
profile. The Geographic Profile has several categories:

1. Natural and Man-made Barriers

2. Main Streets
3. Schools

4. Parks

5.

Public Facilities

- 300 -

The MPO 'Staff will provide the highest quality
maps available for each district. Maps of major complexes

will be included.

Demographic Profile

A11 of the information provfded in this Demographic

Profile will be pfovided by the MPO Staff. The source of

the information is from the 1975 Special Census and the

1979 Housing and Population Module. This data is provided

for information only. The.officer need not add anything
to it. The statistical information provided is as follows:
1. Population

’ !
Ethnicity by percentage of %the total population

Income g

S W n
. . .

Pe}centage of renters versus the percentage of
hone owners, | ’
5. 'Percentage of non-English speaking households
and the predominant language spoken.
6. The number and types of dwellings. This will
' include single-family dwellings, two to four unit

dwellings and more than four unit dwellings.

Community Leaders

The Community Leaders Profile stirred the most con-

troversy of all the profiles in the District Analysis Report.

The Committee made several recommendations:

1. That the complete list would be available 'in
Community Resources Division for community review.

2. A1l persons listed in the Community Services
Planning Council Directory will be used as a

source as deemed necessary by Community Resources.
- 301 -
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A11 other persons not listed in the Directory
: Juvenile Problems
who are identified as community leaders will be

High Risk Businesses

P W ey
w

contacted personally by Community Relations to
Neighborhood 415's

obtajn their permission to be listed.

~N Y B

e

. Hazardous Persons

4. Office of Operations will provide staff assistance
‘ . : (1) ‘Emotionally Impaired
to type and sort all Community Leaders Profiles

L]

‘ (2) Criminals
by Patrol District.:
Crime Problem Profile

e
(51 ]

Officers working districts may supplement the
o ‘The MPO Advisory Committee decided on the following

Community Leaders Profile with the same restrictions
‘ crimes that the officer will monitor as a means of

ey

identified above.
, ‘ obtaining a beat awareness:

6. It is not the intent of the Community Leaders Pro-
1. Burglary: Residential
file to become a dossier of criminal information.
‘ Burglary: Commercial
- The intent of the Community Leaders Profile is _
Burglary: Auto/Car Clout

to identify people who, by virtue of their jobs
o , Theft: Auto
or by virtue of their community involvement, can
‘ Robbery: Person
be of assistance to the Police Department.
Robbery: Business
High Interest Profile

Robbery: Purse Snatch

The MPO Advisory Committee decided that the current

0 N o0 0 AW N

.  Rapes/Attempt Rapes
district officer is the most knowledgeable person in this
The MPO Staff will explore with the City Data Pro-

sy

area. The current officer will provide basic information
| cessing Department the possibility of developing a new
in each sub-heading based upon personal knowledge and

=y

report from the SCARS System that will provide monthly
information collected from other sources (SIS). This
_ | Summary Crime Statistics for each Patrol District, by
profile has seven major categories:
' Watch. An initial data base of 36 months was requested
1. Areas frequented by known offenders '

- —

\ by the Committee in order to establish seasonal trends.
2. Group Activity
. Thereafter, the District Crime Summary Report will be

(1) Criminal

Mg

2) A 3 utilized by District officers to monitor overall crime
ctivist Groups ‘

, H . , magnitude. The O0ffice of Operations will plot three years
. alfway Houses
of specified crimes on charts which will visually depict

crime magnitudes. Thereafter, once a month, the officer
- 303 -
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will receive a report that w111 tell him the total

gross number of crimes that were reported in his district,
within the hours of his Watch. The officer will then be
responsible for maintaining the c¢rime magnitude chart.

In Febfﬁary, the new district officer will viéw crime
magnitude charts of each of the abcve crime categories.

He will attempt to make some statement regarding the

_ fréquency'of crime in his district and toAprioritize the
importance of each crime.  Secondly, he will attempt to

identify trends. _For those crimes that have a high magni-

tude or high frequency, the officer will then identify the’

problem and discuss with his sector sergeant how much
information he needs; what he needs to query from the

various systems (STARS, SCARS) or whether it should be a

simple information request to Crime Analysis or Detectives.

" Traffic Problem Profile

This profile has three categories:
T. High accident locations
This information is a synopsis of the STARS run
and will be provided by Traffic.
2, Chronic Traffic Problems or Complaints
Traffic will provide an observation report to
affected Patrol Unit indicating the chronic
traffic problems that are generated by citizen
| complaints in each district for each watch.

3. Special Traffic Control Problems

This is an informational category only. It will

be provided by 1raffic, no responSes required.

- 304 -

This is basically a calendar of special
events and parades as it relates to Traffic
Control as it will affect each particular
district.

Strategies Profile

‘ Once a problem has been identified, the district
officer shall evaluate the problem and develop a Directed
Patrol Strategy designed to.diminish fhe problem.
Strategies requiring an operational plan must have the
prior approval of the Watch Commander. Lesser strategies
that require only the effort of the district officer
may be approved by the Sector Sergeant. After a strategy
has been approved, it is up to the sector teams to review
the strategy so that all members of the team are cognizant
of the chain of events and the intent of the strategy.

Needs Assessment Profile

This profile has four major categories:
1. Equipment
Training

Interdepartmental Assistance

L) w N

Outside Agency Assistance

SECTOR PLAN REPORTS:

The MPO Advisory Committee developed a Sector Report
which is prepared jointly by a Sector Sergeant and his
shift counterpart in March, 1980. The Sector Plan Report

has four major categories:
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DIRECTED PATROL STAFFING LEVELS

Engaging in Directed Patrol activities shall not
be done at the expense of geopardizing a Sector's funda-
mental responsibi1ity‘to respond to calls for service.
Some balance must be struck whereby Sector teams can
release units or officers to enéage in formal Directed
Patrol'activities, and at the same time, sufficient units
remain available to handle the Call for Service workload.
Minimum staffing levels will vary from watch to watch,
sector to sector, and in fact, from day to day. The
ability to divert personnel to formal Directed Patrol

activities will have to be negotiated between the Patrol

teams and the Watch Commander, who must ultimately approve

such plans. Again, such decisions will be based upon a
muititdde of variables including, but not limited to:
1. Available Team Resources
2. Call for Service Workload
3. Severity of the prob]eﬁ to which the Directed

Patrol activity is targeted.

- 310 -
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CHAPTER 9

M.P.O. TRAINING FOR PATROL OFFICERS

INTRODUCT ION

The M.P.0. training for patrol officers was desigﬁed to accom-
plish several goals. First, all patrol officers would be informed
in detail as to both Sacramento Flexible Directed Patrol Program
and the newly expanded role of the Crime Analysis Unit. Secondly,
to introduce all officers to problem identification and the formula-
tion of appropriate directed patrol strategies. 2 final goal was
to enhance beat awareness and thereby develop a coordinated effort
between operational units for more effective utilization of man-

power in problem solving.

LEARNING OBJECTIVES OF OFFICER TRAINING

The broad objective of the training was to introduce the
officer to the program and to develop those skills necessary to
participate in the program. The training objectives can be
catalogeé as follows: ‘

SACRAMENTO FLEXIBLE bIRECTED PATROL

1. Problem Introduction

2. Developing "Beat Awareness" through profiling

a. Geographic Profile

b. Demographics Profile

C. Community Leaders Profile
d. High Interest Profile

e. Crime Problem Profile

f. Traffic Problem

g. Strategies Profile

h. Needs Assessment Profile
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1. Problem Identification

Short and Long Range Plans

Needs Assessment

How N

Evaluation

Problem Identification

The sector sergeant shall review the District
Analysis Reports of each of his districts. He shall
evaluate each identified problem or problem area and
prioritize them on two 1eye1s. First, thcse problems
that are identified sector wide. These are problems
that affect more than one district and require the
resources of the entire sector or more than twe units to
diminish tﬁat particular problem. Second, the sector
sergeant identifies problems that are exclusively district.
problems. These are problems that the district officer
should be able to handle by himself and require limited
resources, usually one or two units. In this manner, the
sergeant is able to prioritize all of the problems identi-
fied in his sector on his watch.

Short and,Long,Rangg Plans

The settokiigrgeant shall prepare recommendations and
plans in response to the identified sector-wide problems.
The team will develop day to day objectives dealing

with short range problems. For instance, newly developed

"burglary series will have to be addressed.

Long Range plans shall address team objectives to
reduce or diminish the magnitude of specific crime types.
In the case of burglary, the team may implement a Crime

Prevention program as a long range means of diminishing
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the problem and, at the same time, they may engage in

some specific Directed Patrol_apprehension or deterrent

activities.

Needs Assessment

This category, like the District Analysis Report,
has four basic sub-headings:
1. Equipment
2. Training
3. Interdepartmental Assistance
4. OQutside Agency Assistance
Those categories are used by the sergeant to identify

specific needs as they relate to those sub-headings. In

addition, the sector éergeant should not forget the

resource of time. It is very important that the element-
of time usage be addressed in his Sector Plan to allow for
the better managing of manpower at the sector level.

Evaluation of Operation

The sector sergeant should identify what means will
be employed to monitor the success or failure of the
employed strategies. The idea behind this portion of the
report is to pull together the most successful strategies

used in the City of Sacramento and not to affix blame or

. in any negative way impair the creativity and imdgination

of the officers in developing their strategies. This
evaluation portion of the report will also be used for ’
purposes of future plans, watch plans, training and,

hopefully, the preparation of budget items for the Police

Department.
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XIV.

WATCH REPORT:

The Watch Report will be a report prepared by both
the A and B‘Shift Lieutenants. The scope will encompass
the total watch, including both shifts. The report will
review and list recommendations on the.Sector Plans
submitted for the watch.

Crime Analysis

The MPO Advisory Committee developed three information
reports to be provided to patrol teams. ' The first report
is a daily Sector Crime Summary which will be a 1isting‘of
the major cases that occurred within the previous %4-hour
period. This will keep the Sector Teams aware of the |
activity-on a daily basis. A copy of the Sector Crime
Summary wi]l be placed on the bulletin board inside each
team conference area. Additionally, there will be a copy
placed in the Patrol Reference Station and a copy in the
Sergeant's conference package.

The second report recommended by the Committee will
be a Crime Pattern Notice (information only). This report
serves-to provide information regarding a possible pattern
of which the Patrol Teams should be aware. The CPN will
be similar to the one afready being used by the Crime
Analysis Unit. No followup or feedback to Crime Analysis
is required at this point. |

In the event additional crimes are reported, Crime
Analysis will check with the detail in the Detective
Division handling the cases to confirm, if in fact, thaf
it is a pattern. If the Detectives agree with Crime
Analysis and a consensus is reached that there is a

- 308 -

B e o ’ - 5 i, & " N » OIS ; o " " i
pres v drmapia, e R e A A s o o :

]

RN R R M Sk 5

D -

»as the Sector Sergeant.

pattern, a CPN Update report will be prepared conta1n1ng

all available information. The CPN Update will indicate,

minimally, if there are fingerprints, eve W1tnesses, the
name of the investigator and list all suspects and
suspect vehicles with the reason as to why these persons
are. 11sted as suspects.

| In the event that a crime "series" is detected rather
than a pattern, a Crime Pattern Notice series will be sent

to the Sector Team which will contain all available infor-

mat1on A crime series is generally defined as repeating

crimes occurring w1th1n a relatively short period of time
and committed by a specific person, or group of persons,
Where an identified series is one in which the
crime is of a violent, or potentially violent, nature --
such as rapes, armed robberies, or where physical injury
has been 1nf11cted, the CPN series first Update Report

will be stamped with "Feedback Required". The Sector

.Sergeant shall Prepare a report describing what steps, if

any, have been taken to address the problem.

In the event the series cont1nues, and Cr1me Analysis
issues a second CPN Series Update Report, with "Feedback
Required" stamped on 1t, copies will be routed to the
Deput Chief of Operations, the Watch Commanders, as well]
The Watch Commander is then
requ1red.to formally notify the Deputy Chief and Crime
Analysis what steps are being taken to address the problem.

This process shall continue untii such time as the problem

is solved.
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3. Crime Analysis
a."Role
b. Reporting capabilities and products
c. Feedback requirements
4. Directed Patrol Indoctrination
a. Strategy types
(1) Crime Prevention
(2) Crime Deterrent
(3) Criminal Apprehension
b. Operational Planning
(1) Long Raﬁge Problem Solving
(2) Short Range Problem Solving
5. Role of the Team Conferences
6. Introduction to the Patrol Reference Station

7. "Obligations and Rights" of Patrol Officers Under M.P.O.

TRAINING STRUCTURE

The M.P.O. Advisory Committee divided the patrcl officer train-
ing into two sessions. Phase I training commenced in November
1979, three months before the annual rotation. The training was
conducted on the overlap day when both teams were présent._ This
allowed the entire "A" and "B" shift teams to train simultaneously.
All training was conducted at the classroom in the Police Annex

Building, 625 H Street.

Phase I utilized the lecture/workshop concept which was success-
ful in training the supervisors. Phase I was a ten hour basic
orientation on the Sacramento Flexible Directed Patrol Program.

The first half was a lecture on the theory and program design of
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the chosen model. The second half was a_hands-~on workshop in
which the district officers were paired for the joint preparation
of selected dascriptive portions of the District Analysis Report.
Since greater than half of all patrol officers would ultimately}
change districts or watches in the February 1980 rotation, it was
felt that the current district officer could a@dress certain
profiles with a greater knowledge than the incoming officer.
PhasevII began in February 1980, two weeks after the annual
rotation. This session lasted five hours on the overlap day. As
before, both sector teams trained as a unit. Again, district
officers were paired for the joint review and completion of the
District Analysis Reports. Phase II focused upon Problem Identifica-
tion, Problem Solving (strategies), and Needs Assessment. 'Integral
components, e.g., crime analysis products, were also reviewed to

reinforce previous lessons.

M.P.O. INSTRUCTORS

Each Watch Commander selected a sergeant and a patrol officer
to bé the M.P.0O. instructors for his watch. All of the instructors
met with the project staff to outline the lesson plans and review
team teaching techniques. The personnel selected to'bé instructors

were:

First Watch
First Watch
Second Watch
Second Watch
Third Watch
Third Watch

Sergeant Anthony Stella
Officer Victor Sanchez
Sergeant Joe Harrington
Officer Jeff Gibson
Sergeant James Deaton
Officer John Boyle

All of the instructors participated in team teaching Phase I.
Unfortunately, Officers Sanchez and Gibson transferred out of the

Patrol Division and were not available for Phase II.

- 313 -

T D B 8 DY AT TG 1, i L T T SR T £




-

PHASE I TRAINING

e

[T

- 314 - | | >

PHASE I TRAINING SUMMARY

Phase I training provided the first real opportunity for the

department to explain the Sacramento program to the patrol officers

in detail. 1In addition to the goals set forth above, it was
hoped that all rumors would be laid to rest and any resistance to
the program would diminish.

After the first two sessions (there were thirteen in total),

the lecture outlining other Directed Patrol experiments was deleted.

Most of the officers felt what other cities were doing had no

affect on them and was a waste of time. The same officers, however,

were intently interested in learning what was expected of them in
the Sacramento program.

As the training'seSSion progressed into the detailed explana-
tion of each "Profile" in the District Analysis Report, the
officers raised the same issues as the supervisors during the
forty hour course. Almost without exception, patrol officers
agreed the Geographic Profile was both useful and desirable.
During the‘practical.application segment, sixty-seven out of the
seventy District Analysis Reports were prepared correctly.

Two profileé were prepared in their entirety by staff
personhel. The Demographic Profile was prepared by MPO/SPUDS
étaff. Many officers felt the profilé was “nice to know, but‘who

cares" and questioned its potential worth. The Community Leaders

"Profile was prepared by Community Resources Section personnel. It

‘was a very controversial profile even though the officer wasn't
required to do anything beyond reading it. Many officers believed

it was a method of legitamizing crackpots and their organizations.
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Officers complained it was a management trick to establish a list finished approximately one-half hour early which permitted the

of individuals who warranted special treatment. The theory and

officer to complete his weekly administrative reports.

p— e i

intent of the profile was repeated in explicit terms, but it still

At the conclusion of Phase I training, the initial profiles
did not alleviate the suspicions in the minds of some officers. ‘

for three districts (two of them foot beats) out of seventy (the

High Interest Profi W consi ‘ N .
’The H.gh nteres file was nsidered to be of the most combined total of all watches) were not prepared. Those districts

value by the majority of officers. Most officers viewed the

had been vacant due to injuries and vacations. Ten districts’

profllg ds one having a direct correlation to police work. In had duplicate reports filed because all officers assigned to Crime

neral, officers were more enthusiastic duri his actical . . . . .
ge ! : ng t practica Suppression attended the training session. Since those officers

ication session than duri P . .
application session than during all other Phase I training The were not assigned to a specific district, they were given the

most common complaint by the officers was a lack of preparedness.

~option of analyzing any district of their choosing.
Officers would come into the training session not knowing what to

expect, and they would not have their field notes handy. In

retrospect, the MPO/SPUDS staff should have provided an outline

or a shopping list to each officer at least a week in advance.

Since the remaining profiles were not going to actually be g;

Aprepared for three months, most officers showed a moderate interest

in the profiles. The Phase I class presented an overview of the

remaining profiles but it did not spark a great deal of discussion.’
| The Crime Analysis lecture led into the Team Conference build-

ing. After the officers were introduced to the new forms and

products of Crime Analysis, they used an actual crime series

notice to formulate a team strategy. Unfortunately, there were

only two active crime series at the time. This meant many officers

"had to develop a strategy for a crime problem on a different watch

and in an unfamiliar sector. This section was successful in team.
building, notwithstanding the aforementioned difficulties.
The final session, the Patrcl Reference Station, was abbre-

viated because most officers were already using it. Most classes
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PHASE II TRAINING
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PHASE Il TBAINING SUMMARY

Phase II training was designed to serve as a review and valida-
tion of the previously completed profiles, in addition to completing
the remaining profiles. The Phase I profiling waé prepared by
officers assigned to a district before the annual rotation. On
February '1, 1980, many officers changed their assignment within the
Patrol Division and were assigned to new districts. Phase II train-
ing was delayed until the third week in February to permit an
orientation period. The first hour was reserved for the review
and validation process. The "A" and "B" shift officers were paired
in the same fashion as the Phase I Training. Officers were given
the Demographic and Community Leaders Profiles for insertion into
the District Analysis Report. The information contained within
those two profiles pertained orly to the individual district. The
information on District One was identical for Second and Third
Watches as they have the same boundaries. The information for
First Watch District One included Districts One, Three, and Four,
as all are combined into one district during the First Watch.

The Crime Problem Profile is one of the final steps in beat
awareness. The profile design had undergone extensive debugging
during the 40 hour supervisors course. However, once the patrol
officers began analyzing the data supplied for their individual
districts, some probléms arose. Most of the problems involved the
the~data. The remaining problems dealt with analysis.

The data was presented to the officers on maxtrix charts entitled
"Monthly Crime Summaries". The charts displayed tﬁe total number of

offenses reported in that district in any given month for each
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targeted crime category.
1977, 1978, and 1978.

effectiveness of the crime summaries.

The initial data base covered the years

Programming limitations reduced the

The following list

represents the best numeric reporting format for crime statistics

by district.

1. Residential burglary - daylight 0600~1800 hours . ) )
burglaries occurring on Third or First Watches. Secondly, the
2. Residential burglary - night 1800-0600 hours
.number of burglary unknowns nearly equalled the knowns and there
3. Residential burglary - unknown 0000-2400 hours ) o
| 3 is no possibility of determining when those burglaries actually
4. Commercial burglary - daylight 0600-1800 hours §
E took place or what percentage occurred during the officer's watch.
5. Commercial burglary - night 1800-0600 hours ; L ‘ )
Similar problems arose in obtaining the monthly summaries
6. Commercial burglary - unknown 0000-2400 hours- ’
for both Auto theft and Auto burglary/Car clout. The SCARS system
7. Auto burglary/car clout - unknown 0000-2400 hours 3 . : )
£ produced a monthly total by distirict but could not differentiate
8. Auto theft - unknown 0000-2400 hours g
i by watch. The gross numbers would reflect the reported level of
9. Robbery (weapon) on business premise 0700-1600 hours . ) ) .
QQ 2 crime in a twenty-four hour period. 1In order to obtain specific
10. Robbery (weapon) on business premise 1600-2200 hours o , . ) ) _
watch information, the district officer would have to initiate a
11. Robbery (weapon) on business premise 2200-0200 hours .
. special SCARS extract query. The detailed extract would include
12. Robbery (weapon) on business premise 0200-0700 hours

13. Purse snatch and strongarm robbery

14. Purse snatch and strongarm robbery

15. Purse snatch and strongarm robbery

16. Purse snatch and strongarm robbery

17. Rape and attempt rape

0700-1600 hours

1600-2200 haurs

2200-0200 hours
0200-0700 hours

6700-1600 hours

TR
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Robbery (weapbn) on business premise (1600-2200 hours and 2200-0200

hours), Purse snatch and Strongarm robbery (1600-2200 hours and
2200-0200 hours), and finally, Rape and attempt rape (1600-2200

hours and 2200-0200 hours). Programming limitations would not

permit the district officer to differientiate between those night

only those variables requested. A sampling of deﬁailed extracts

were analyzed to determine if there was a constant percentage of

occurrence by watch.

85% reportedly committed during Third Watch in one month, and as little

as 10% in another.

Often the same district would have as much as

The statistical data base involving crimes against the person is

%

W

18. Rape and attempt rape 1600-2200 hours .

much more exact. Monthly gross totals are easily separated into
19. Rape and attempt rape 2200-0200 hours . .

four time periods:
20. Rape and attempt rape 0200-0700 hours

A typical package for a Third Watch unit would include:

Residential burglary-night and unknown, Commercial burglary-night

and unknown, Auto burglary/Car clout-unknown, Auto theft-unknown,
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1. 0200 hours to 0700 hours First wWatch

2. 0700 hours to 1600 hours Second Watch
3. 1600 hours to 2200 hours Third Watch

4. 2200 hours to 0200 hours
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First Watch districts would be provided with information exclu-
sively for their watch.plus duplicate information covering the overlap
period. The information would appear to inflate the actual total
because it is reported by more than one watch. It is important to
note that watch totals are intended to refiect all of the crimes
which may have occurred during the officer's tour of duty. The
inflated totals, of course, are not fed back into the system but
are used only as a barometer.

RESULTS OF TRAINING

Direct results of the training can be observed in two major

areas; 1improved beat awareness and greater operational planning on

the team Tevel.

The .profiling process was unquestionably successful in enhancing
beat awareness. The wide range of areas queried in the profiles drew
upon the collective experience of all officers. Most of the officers
used a wide variety of textual sources in the completion of their

District Analysis Reports. Several officers who had established

theimselves as experts in specialized areas were solicited for

information. An informal, non-scientific survey was conducted. The

survey substantiated those observations made during the training sessions.

The team building exercise was beneficial in developing problem
identification, goals and priorities. Each officer was permitted to
express his own iqeas as they related to probiem resolution. The collage
of ideas was then molded by the team as a whole and strategies emerged.
The team conferepces have continued beyond the training sessions and
are currently an integral component of operational planning on a daily

basis.
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" awareness during the training..

LESSONS LEARNED:

A1l of our predictions were confirmed to a certain degree
during the training process. As expected, some officers excelled

1n demonstrating beat awareness; some lacked even rudimentary

knowledge; and the vast majority showed some basic knowledge.
Without exception, each and every officer expanded his beat
Those with the least knowledge
generally learned the most.

It came as no surprise to learn that officers and sergeants
would rather be out on patrol than in the office prepar1ng Directed
Patrol reports, i. e., District Ana]ys1s Reports and Sector Plans.

To their credit, most officers accepted that the prof11es would be
properly filled out and made an honest effort, A few officers,

however, used the profiles as a medium for sarcasm. Those officers

were brought back into the station and -the inappropriate replys

were stricken.

To a much greater degree than earlier predicted, officers had
not been utilizing the informational systems within the Department.
The consolidation of textual Sources and EDP terminals in the Patrol.

Reference Station, coupled with the changes in Crime Anafysis,

enhanced the entire profiling process. Officers now have a clearer

understanding of the informational systems and are being used more

extensively,

In retrospect, a greater measure of success could have been
realized if the officers had received more frequent MPO Project
Progress reports, detailing the various components and decisions.

Officers would have been better prepared for profiling. Advertising

the MPO program more may have alsc diminished the misconceptions and

rumors. O‘f1cers had suspicions about the same issues the
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supervisors brought up:' "MPO is a subtle scheme to end the
4/10 pian" énd "MPO i; just another program to be tolerated
until the Federal monies run out".

An additional training session will have to be scheduled
to clarify any misconceptions about the profiling validation
process. The District Analysis Reports will be validated and
reviewed in February 1981, after the annual rotation. This
training session will require two instructors, team teaching all
patrol officers and sergeants. Using the same two instructors
for all sessions will help guarantee standardization of the

District Analysis Reports.

SUMMARY . OF OFFICER TRAINING:

By and large, the training program was successful. Officers
were paired forAthe joint preparation of the District Analysis
Reports which were completed within the allotted time. Most
officers demonstrated an acceptable level of understanding the
various components of the program.

The quality of information in all of the District Analysis
Reports was not as high as we had hoped. The two problem areas in
the District Analysis Report are Crime Problem Profile and Strategies
Profile. These profiles were more foreign to the officers than the
others and wi]I take longer to develop an expertise.

We recognize the need to monitor future Directed Patrol planning
efforts on the team level. Additional training sessions will have
to bhe scheduled to resolve the difficulties encountered with the

Crime Problem and Strategies Profiles.
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