
~- -, 

.. 

This mit:rofiche \lias produced from documents received for 
inclusion in the NCJRS data base. Since NCJRS cannot exercise 

control over the physical condition of the documents submitted, 
the individual frame quality will vary. The resolution chart on 

this frame may be used to evaluate the ·document quality. 

1.0 

1.1 
111111.8 

111111.25 111111.4_ 111111.6 

MICROCOPY RESOLUTION TEST CHART 
NATIONAL aOREAU OF srANDARDS-1963-A 

, 
Microfilming procedures used to create this fiche comply with 

the standards set forth in 41CFR 101-11.504 

Points of view or opinions stated in this document are 
those of the author[sj and do not represe.nt the official 
position or policies of the U.S. Department .of Justice. 

U.S. DEPARTMENT OF JUSTICE 
lAW ENFORCEMENT ASSISTANCE ADMINISTRATION 
NATiONAL CRIMINAt JUSTICE REFERENCE SERVICE 
WASHINGTON, D.C. 20531 

i ,. 

111/5/75 ( 

""':"".,r;----::--",..-----------:-------------~-------------------~--~-....... 

i 
j.' 

i 
i 

t 

. i 

c=r FINAL EVALUATION REPO~T 

-'<~.-.. "''''._ of 
- . ~~.-~"""">"""~-...... ,,-

CHESTER'S TACTICAL SQUAD _l 
pI 

by 

J.P. ELLIOTT 

University of Arizona 

Sub-grant 
SE-312-73A/S 

r 

I:; " 

r 
~ . 
b 

If you have issues viewing or accessing this file contact us at NCJRS.gov.



" . . , 
• 

I. Introduction 

Chester is a city having a population of about 56,000, covering 

an area of 4.8 square miles. It is a port city and has several large 

industries, (Sun Ship Yard, and Scott Paper Company) • 

The city is policed by a department of about 130 sworn personnel. 

The Department operates out of a dingy, delapidated building in the 

center of the downtown area. The organization appears to be some-

what behind the times in terms of itsddrninistrative and personnel 

practices. This lag has been caused by a lack of technical know-how 

and has been aggravated by a severe lack of funds • 

. ---~. One- of the bright spots in the Chester Police Department is that 

there ar'e several individuals in the department at the middle manage-

ment level who appear to have the ability and interest to bring the 

department out of its doldrums. Given the correct political environ-

ment and the resources, these individuals could quickly bring the 

department into the mid-20th Century. 

In 1972 the city of Chester had a crime rate which was among the 

highest in the southeast region of Pennsylvania. The burglary and '. 
robbery rates were of particula;\t concern to the department. The de-

partrnent, at that time, felt that in order to ,control crime it would 

be necessary to adopt a more of~ensive posture. In early 1973, the 

Chester Police Department applied for a grant from the Governor's 

Justice Commission for the implimentation of a Tactical Patrol. Force 

(TFF). The Tactical Patrol would be committed 'solely to street crime 

problems. 
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In mid-1973 Chester was awarded the grant. The funds cover sala-

ries, equipment, and fringe benefits for eight policemen and one 

supervisor at the level of captain. In addition, funds were provided 

for two motor· vehicles and certain communications equipment. 

The TPF became operational in December of 1973. This report is 

an evaluation of the project through August of 1974. 
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II. Evaluation Procedures 

In the proposal for the sub-grant the'Department was not explic.tt 

in stating the goals for the program other than it ~as implied that 

the TPF would be effective in reducing crime (specifically burglaries 

and robberies). 

A program objective of reducing crime in the city, while laudable, 

is quixotic and ~nrealistic in the short-term sense, for several rea-

sons. 

First, there is sufficient evidence now available to indicate 

that the use of reported statistics to measure the amount of crime 

that actually occurs is not valid. * It appears that only 50-60 per-

cent of the crime that is actually perpetrated is ever brought to the 

attention of the police.** Thus the Chester TPF could be very effec-

tive in reducing crime by perhaps 20-30 percent, but because reported 

crime is inaccurate by 80-100 percent, such an improvement might not 

be detected. 

One of the reasons that a significant amount of crime is not re-

ported is that citizens have lost confidence in their police in the 

sense that they feel that the police will, or cannot, do anything 

~ffective about the crime.* Thus they do not report it. If the 

* See for example, President's Commission of Law Enforcement and 
. ,Administration of Justice, Task Four Report: A Report of a Na

tional Survey, Field Surveys II. Supel:intendent of DoCUments, 
Washington, D.C., May 1967, p.9. 

** Although it may not apply to Chester itself, more recent data indi
cates that within Philadelphia proper, the under reporting of crime 
is considerably more serious tharr. previous studies elsewhere would 
suggest. ApparentlYt only about 33 percent of the crime that is 
actually perpetrated is reported to the police. See National Wire 
Service articles, circa April l5, 1974; or Crime in the Nation's 
Five Largest Cities, Advanced Report, U.S. Dept. of Justice, Wash. 
D.C., April, 1974. 
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Chester TPF is successful in increasing the public's confidence in 

the police, then this success may have the effect of increasing the 

amount of reported crime. 

The final reason that reported crime is not a satisfactory measure 

for the program is that the TPF is apparently intended to be an aggres

sive unit in the Sense that it searches for crime. If it is success-

ful in doing this then many of the crimes it detects may well be those 

which would not be reported to the pol~ce. 0 .. , ... nce aga~n, ~ncreas~ng the 

amount of reported crime which would indicate that the'TPF was unsuccess

ful in meeting its objective of reducing crime. 

The amount of actual crime can be measured us~ng h . ... survey tec n~ques. 

However, the cost of such measurements is far beyond the resources 

available for the evaluation af this program. 

Thus for two reasons: (a) the inaccuracy of crime statistics, and 

(b) the lack of demonstratable evidence show~ng t ... a one- o-one correspon-

dence of the quality of a community police force to the amount of re-

ported crime; the use of reported crime data as an evaluation device 

must be dismissed . 

The proposal submitted for the evaluation of the Chester program 

suggested a different philosophy for measuring the success of the 

project. 

The reason that the Chester Police Department suggested the TPF 

program is that a TPF operation is a recognized p~lice tactic. The 

justification for using tactical patrol tactic is the same as that 

for using any other police tactic, be it, investigative, interception 
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patrol, or the preventive patrol tactic. It is simply a fact that 

no tactic exists at the present time that can be demonstrated to have 

a direct effect on the amount of crime occurring. Until such time 

that such a. demonstration is available police administrators must use 

whatever tactics they feel are effective. Thus, resources should be 

made 'available to police administrators so they can implement such 

units. 

From this point of view then, this program should ~e evaluated 

in terms of how well the Department implements its TPF as measured 

as' to how well it compares to recognized tactical patrol standards. 

An evaluation program based upon this approach would involve the 

following tasks. 

The first task would be to firmly fix the type of TPF that Chester 

has in mind. Essentially, this means that the administration must 

make a clear commitment regarding the general c.omple'.{ion of their TPF. 

This, then, is the first point of evaluation: Have the resources been 

used as made in this commitment? 

A second task is for the department to prepare a plan describing 

how their unit will be deployed and controlled throughout the year. 

This plan also contains a list of problems that must be addressed, 

with priorities assigned. 

A second point of evaluation then is the planning that has been 

devoted to the expenditure of this resource. The plan would be 

evaluated on: 

Its flexibility 

The degree to which it is followed 

The degree to which it is updated 
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The TPF uses different tactics than a conventional patrol. There-

fore, the third task to be accomplished is that each department pre-

pare a training program. The third point for evaluation then is the 

quality of the training. Specifically it would be evaluated for its: 

pertinence 

completeness 

quality of instruction 

effectiveness of instruction 

One of the dangers of implementing units such as a TPF is that 

they often cause divisions within departments because, either by 

statement or implication, the impression is given that the TPF per-

sonnel form the elite.of the department •. Thus, those who are not 

in the unit are made to feel that they are second-class policemen •. 

This division is often increased because the TPF units are not as 

closely supervised as the regular patrol, and they do not need to 

respond to the Inany non-criminal service requests, which many police-

men feel does not fall in the category of police work. The magnitude 

of this division can be used as a measure to evaluate the depart-

mentis managerial ability to implement change. 

TPF's are most effective when they are assigned to specific 

problems (purse snatches, commercial burglaries, residential burglar-

ies, etc.). ThUS another point of evaluation is to determine the 

number and quality pf individual problems addressed, and how many of 

these were successfully solved. 
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Another measure of operational effectiveness is the normalized 

arrest rate for the TPF unit, which would be compared to a similar 

measure for conventional patrol units. 

The fi~al point of evaluation addresses the question of whether 

the TPF was actually used as intended. This judgement can be made 

by examining the actual deployment scheme to see if it matches the 

geographic and temporal occurrence of crime in each of the communi

ties. 

The evaluation program, of course, must not be limited to the 

points suggested above. They are noted at this point only to out

line a suggested approach for evaluating the program. Certainly, 

if this approach is to be used, a more detailed plan for evaluation 

would be generated which would specify the evaluation details after 

consUltation with the Commission and the Chester Police Department. 

While the use of crime and arrest statistics as measures of the 

effectiveness of the program has been deemphasized, such data, for 

a number of reasons (e.g., convention and political) cannot be ig

nored. Therefore, it is necessary that s1lch data be acquired. It 

is equally important that some indication be obtained regarding the 

accuracy of this data. 

In summary, the evaluation of the Chester TPF consists of three 

areas. 

1. A pre-program evaluation of the accuracy 

of Chester's crime, arrest, and clearance 

statistics. 

.' 

;* •. 

2. The generation of a d.ocument between 

the evaluator and the Chester Police 

Depart~ent outlining the objectives 

oj; the program and specific items and 

measures to be used for. the evaluation. 

3. The obtaining of the data and informa

tion required to make the evaluation 

as stated in the above document. 

6 

At this point, some nine months into the program, the first two 

tasks listed above have been completed. The third task is underway 

and that data which is available c0llected. 

The rem~inder of this report discusses these matters in· detail. 
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III. PRE-PROGRAM EVALUATION ACTIVITIES 

In order that there be complete agreement between th'e evaluator 

and the Chester Police Department about such matters as to the nature 

and objectives of the planned program, and the specific points and 

,measures to be used in tile evaluation of the program, several meetings 

with the Chester Police Department personnel were held prior to the 

. program becoming operational. 

The need for firming up the program was obvious from the proposal 

submitted to the Governor's Justice Cowmission. The section on 

"Methods" of the proposal contained contradictory statements as to 

how the unit would be controlled and managed. For example: 

"The ei9ht-man squad will be directly 

supervise2 by the captain on duty, and 

he will be responsible to the chief of 

police. The mobile squad will be under 

the command of the Mayor." ('ilnderlining 

added by evaluator.) 

"The work schedule will be determined 

by the Mayor or the chief." (underlining 

added) 

And again in thd last paragraph: 

This unit may be loaned to any division 

or operation in the department. (underlining 

added) 

\ 
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Clearly if these statetments are to be taken literally, the 

members of the TPF would have at the minimum, seven different bosses 

a situation which would cE~rtainly minimize the effectiveness of the 

unit. 

The second area of concern to this evaluator, was the proposal 

was not at all clear how the unit was to be tactically deployed. 

Vague references in the proposal indicated the unit would be used 

to "reinforce police patrols in high crime areas • . • for surveil

lance, vide, narcotics, community relations, gang control, etc." 

These pre-program meetings resulted in a document which speci

fically defines and/or describes how the TPF will be deployed, the 

problems it will address, and how it will be controlled. 

In addition, a list of tasks was generated. The degree to which 

these tasks are accomplished by the Chester Police Depar~~ent is to 

be the principle measure used to evaluate the Chester TPF program. 

The Chester Police Department has indicated their acceptance of 

both the program description and objectives, and the task list. 

During these pre-operational visits the accuracy of Chester's 

crime reporting and clearance rate was evaluated. The results of 

this evaluation are summarized below. 

Program Description and Objectives 

The Chester Tactical Unit will be crime oriented. That is, its 

objectives will be limited exclusively to preventing crime, intercept

ing crime while it is in progress, making apprehensions of the per

petrators of crime and for the control of civil disorders. Only under 
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unusual circumstances will the manpower of the Squad be committed for 

supplying police responses for non-criminal requests for service. 

The unit will use a variety of tactics for preventing and inter-

cepting crime and for apprehending perpetrators; these will include 

preventive and interception patrols, surveillance, community rela

tions, initial investigations, as \'lell as others. 

It is realized that the effectiveness of the unit ,'iill depend 

upon, among qther things, the planning of its operations in both the 

short and long range sense and upon its flexibility. For this reason 

the commande~ of the unit will be given the authority and hence held 

accountable for such matters as personnel selection, training, de

ployment, selection/of problems and the maintenance of suitable 

records which can be used to review the detail activities of the 

unit during the course of the program. 

'Evaluation Procedures 

The evaluation of the Chester TPF program will be made upon the 

degree to which the following tasks are accomplished. 

I. Management 

A. Development of a plan for the general deployment 

and control of the ~,it. 

l. A list of problems to be'addressed and priorities 

2. Flexibility of the plan 

3. The degree to which it is followed 

4. The degree to which it is updated 

.' 
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B. The development of a procedure for controlling 

the unit in the field. 

c. The development of a procedure dispatching of 

units by the communications section. 

D. Moral effect of the unit on other elements of 
• I 

the Department 

II. Training 

A. Development of training schedule 

B. Training for 

1. Pertinence 

2. Completeness 

3. Quality of instruction 

4. Effectiveness 

III. Results 

A. Problems addressed 

1. Of highest priority 

2. Successful solution 

B. Generalized deployment corre,sponds with the t:emperal 

variation of the occurrence of crime in Chester. 

IV. Records 

A. Plans and procedures 

B. Manpower deployment 

C. List of problems addressed and the results of the police 

response 

D. Arrest and clearance data 
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ACCURACY OF CHESTER'S UNIFORM CRIME F£PORTING 

Methodologl' The means of assessing the accuracy of a city's crime 

reporting system consists of extracting a sample of requests for ser-

vice which-appear to be of a criminal nature, and examining this sam-

pIe in some detail to determine if in fact a crime did occur, and if 

it did whether it was entered into the UCR tally. 

In order to determine if there is any under-reporting of crime 

it is necessary to extract the sample from the point that the police 

first make a written record of the request for service (a radio log 

or complaint card). This first record contains all the information 

that is available at the time. 

As the log or complaint card is used by ~~e dispatcher it will 

usually contain some notation if the complaint clerk has any indica-

tion that the request for service is of a criminal nature. 

The aCQ~racy of a department's clearance rate can also be esti-

mated - by using a sampling technique. The sample of cleared crimes 

is examined to see if they meet the definition of a cleared or ex-

ceptionally cleared crime. 

Crime Data for Chester. A schematic outline of Chester's record 

,system and the means by which information is entered and correlated 

is shown in the accompanying diagram. This system is such that it 

is completely impossible to assess the accura~T of Chester'sUCR 

data. 

The radio log does not contain any indication why the patrol unit 

was 'dispatched, w~~t was the nature of the police response, nor 
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whether a report of the incident was generated. Thus, if patrolmen 

are down-grading incidents so they are not being reported as crimes, 

it would be impossible to detect this by examining the department 

records. 

The second point at which incidents could be do~m-graded is in 

the records section. Only at this point is an incident number 

assigned to reports, and then only those which are classified as 

criminal are numbered. Thus once again it becomes impossible to 

determine whether or not a criminal ,event has been entered into the 

UCR tally. 

The above should not be interpreted that Chester is not keeping 

accurate UCR data. It is only pointing out that there is no simple 

way of demonstrating that they keep accurate tallies. 

It should also be noted that when the above weaknesses in their 

,system were pointj~d out to the Chester people they immediately took 

corrective action so that it would be possible to assess the accuracy 

of theix UCR tallies in the future. 

I 
<-

Clearance Rate. The Chester Police Department keeps a iisting of only 

Part I crimes that are cieared. There is no means of extracting from 

the record system any oth~r crime that has been cleared. ' 

A sample of 50 crimes that were classified as cleared during the 

month of July, 1973 \'las selected for examination. Of this sample, 

the records of 12 of the incidents were not immediately available 

(1. e. I they were being used in court).. The remaining 38 incidents 
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were examined in some detail. Of these only one was found not to 

fulfill the definition of a cleared crime; Thus the study would 

indicate ~~at the clearance data for Part I crimes at least is 

accurate; that is, the tally of cleared crimes is in error by only 

about three pex'cent. 
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IV. Results 

The Chester TPF has been operational approximately ~ine months 

at the time of the preparation of this report. Several of the tasks 

upon which the program is to be evaluated have been completed. In 

so far as th~ data and/or information is available it is displayed 

in the following pages. 

QUALITATIVE RESULTS 

I. Management 

I-A. ~!'2l?}!;:.:le:;;.:n~t=--o=f.....::a-=:.p.::l:.::a:.::n:....;:f:;;.:o:.:r=--th.::::..:.e=--.:::G.::e:.:.n:.::e.::r.::a:..::.l 

DeplbY1M::nt and Control of the unit. The Chester TPF is 

under the command of a Captain who selected his personnel from v,olun-

teers. Of particular note is that the commander generaged a document 

prior to the deployment of the unit which specifies hmv the unit will 

be controlled, planning tools to be used, dispatching procedures, how 

'the Unit will interact with the other elements of the Department, and 

planned training (see Appen9.ix I). 

The Captain appears to have been given the responsibility and the 

necessary authority to deploy his unit effectively. That is, he can 

deploy the Unit as he sees fit, both in a temporal and geographical 

sense, and can select specific problems to address. 

The Commander has made full use of the flexibility inherent in 

his authority. The TPF has been deployed on general problems, speci-

fic problems, as a single unit, as a split unit, and at various eight 

hour periods during the day and week. 

" 
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Control of the Unit in the Field The Commander of the TPF 

of course cannot always be lo'n th f' ld h e l.e w en the uhit is deployed 

I-B. 

(because of administrative duties, department meetings, training, etc.). 

Control of the TPF under such circumstances is del)rgated to one of the 

members of the TPF. This position (deputy commander) is rotated among 

the ,members of the unit on a weekly basis. 

I-C. Development of D:{spatching Procedure TPF units are not 

dispatched by the communications section except in extreme eme'::gencies. 

It is stanaard operating procedure that at 1 east 'b/O TPF units will 

respond to all serious calls (i. e., assist an officer, crime in pro,

gress, etc.). Any additional redeployment is at the discretion of 

the TPF commander. 

In addition, the TPF has developed its own signal code and identi

fication code for inter-communication arnong the members of the unit 

(see Appendix I). 

I-D. Morale Effect on Other Elements of the Department In the 

comprehensive plan document (Appendix I) this point was addressed directly. 

The plan outlined two approaches to minimize adverse intra-departmental 

conflict. The firs't approach was implemented prior to the TPF becoming 

operational. It consisted of the TPF commander explaining the priori

ties and purposes of the unit at a staff meeting of the Chester Police 

Department, and to all othe~ pe~sonnel at roll calls. 

The second approach outlined procedures for the TPF members to 

follow in their day-to-day interfacing with other departmental units. 

• to l.nsure that other It also addresses the very important po~nt of how . 

j,. 
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units are given due credit in operational activities both in depart-

mental reports and in news -releases. 

At the present time there does not appear to be any conflict 

between the TPF and the remainder of the department. In fact, there 

are indications that the interrelationships are of a very positive 

nature. 

II. Training 

II-A. Training Schedule The comprehensive plan contained the 
. . 

following training schedule: 

Physical Fitness - Widener College - 3 one hour 

sessions per week 

Survival school - FBI National Academy 

Stake-out School - Philadelphia Police Departm~nt 

Confrontation Management School - U.S. Army 

Weapons Training - Internal 

As of now the only portions of the training schedule that have 

been met are the physical fitness and weapons. These are continuous 

and on-going. 

The TPF is on the waiting list for the survival . ' stake-out and 

confrontation management schools. A t d t h s ye no a e as been set for 

this training. 

III • Resul ts 

III-A. Problems addressed the Chester TPF have in its five 

months of operation, be~n very flexible in the variety of problems 

addressed. Listed below are some of their specific problems, and 

the results of their efforts 

" 
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December - Downtown (district 3) patrol during 

Christmas Season for purse snatches and robberies. 

During this period only one theft and one robbery 

were reported. The TPF arrested six individuals 

whic:h. cleared five major crimes. 

January - Protective stake-out of a police officer's 

home whose life had been threatened. 

'~February - Three week stake-out at Park Terrace 

Apartments. This site had been plagued with 

burglaries, auto thefts and larcenies during the 

previous month. No arrests were made. Intelli-

gence information indicates the perpetrators of 

tile previous months activities were arrested in 

a burglary away from the apartment complex. 

April - Extensive aid given in the search of 

two lost children. 

There seems to be no question but what the commander of the 

TPF haS the authority to move on any problem that he feels is track-

able wi th the unit. 

A more detailed summ~ry of the squad activities is contained 

in IV-D. 

III-B. Deployment Matches Temporal Variation in Crime Thel'PF 

is generally deployed from 1000 to 0300 hours Monday through Saturday. 

Chester does not maintain a data system on the time of crime occurrence 

thus-it is not possible to quantitatively determine if this deployment 
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19 Apr. May June July Aug. Sept. oct. 

. Jan. Feb • Mar. 

schedule matches the times when the bulk of crimes occur. However, 
1 1 3 5 

in general, in most municipalities crimes occur i~ late afternoon 8 3 l' 

through 0200 hours, and peaks on Friday night. The Chester TPF de-
1 7 6 3 

ployment schedule approximates this. The deployment of the TPF as 
2 1 

early as 1000 hours is not understood by the evaluator. 1 

IV. Records 3 16 15 15 19 

IV-A. Plans and Procedures As commented upon previously, the 10 1 17 15 25 21 32 

Nov. ,Dec. 
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lother Activities 

1,1\ Assault· 1: 

\ 

l~obbery 

l Burglary 14 

\

1\, Rape 

Homicide 

\! 
\ Theft 
! 

Auto Thef't 

2 l' 

30 10 5 10 8 11 
8 

27 10 10 10 16 18 
4 

2 4 

2 

5 5 

TPF commander generated a document prior to the unit be~ng committed 

which outlined the proc~dures of the unit and techniques to be used 

in planning deployment (see Appendix) • 
• 

IV-C and IV-D. List of problems Addressed, Results, Arrests and 

Clearance Data. These data are summarized in the following table. 

(Because the TPF is not deployed in a constant geographical location, 

'and because it does not have investigative authority beyond the initial 

investigation, clearance rate is not a germane performance measure 

for the unit. 
Gun Com-

55 25 28 10 13 25 
plaints 19 4 

10 11 7 6 4 3 
Prqwlers 6 .. 

\ 
64 37 53 23 38 42 

stake-outs 16 22 

Alarm, open 10 
\ 

17 10 9 18 
door 3 4 

i,/ 
Recovered 1 

3 3 :3 1 
Autos 3 1 

purse 
16 3 2 4 3 

Snatch 9 2 

27 4 3 7 9 6 
Misc. 18 5 

As.sist an 8 9 8 12 15 
officer 24 2 32 

,0 

Field Inter-
18 10 rogation 31 9 68 13 12. 10 

-..,~~~~~.-.....-
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In a summary report submitted by the TPF commander, City wide 

n~ta has been compared for a comparable period of 1973 - 1974 (December 

I \\rough June. This is displayed in the following table. 

1973 1974 

Part I Crime 2498 2236 

Clearance Rate 13% 25%' 

Burglary dO\m 78 crimes 

Robbery down 37. crimes 

Auto Theft dO\\'U 167 crimes 

Assault dov·n1 14 crimes 

I 

Theft up 34 crimes 

Homicide up 4 crime 

The commander points out, that among those 'crimes which the TPF 

~~Rn presumably effect (burglary, robbery, auto theft (?» I there has 

Q~~n a deQrease of some 282"crimes, and there has been an increase 

~~~ ~learance from.336 to 565. He also notes that those crimes which 

~~ve increased (assault, theft, homicide) can presumably not be 

~;':-ffected by the TPF. 

~
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V. Conclusion 

It would be premature to draw any but the most generalized con-

elusions about the Chester 'l;r'$:~ program. At the time of writing this 

report the unit has been operational only about nine months, a signi-

ficant portion of this time must be regarded as a shake down period. 

The managerial tasks concerned with the administration and opera-

tional procedures appear well in hand. The commander of the unit is 

a capable leader and has apparently ~eceived sufficient authority. 

The mode of operation ~as been set and sufficient procedures developed 

to allow its implementation. 

The morale of the unit seems extremely high. The commander of 

the unit and his people are eager and have a personal interest in the 

TPF mode of policing. The unit seems to be perfectly capable of in-

dependent operation. Officers who have this .facility should be 

encouraged to exercise it to the limit. 

It is of some importance to note that the ChE!ster and the Norris-

town TPF's differ in their implementation in three major ways. 

First, the Chester TPF is commanded by a captain, the Norristown 

TPF by a Sergeant. This difference appears to have given the Chester 

unit several advantages. The Chester TPF has been able to acquire 

a surveillance truck, and works out of a clean usable office. These 

resources were obtained probably because of the captain's easy entree 

into the office of the mayor, chief, and business leaders. Because 

of the commander's great7r knowledge of moder~ police and management 

methods, he has successfully introduced several innovations into the 

unit. His rank in the department is probably a 'significant reason 
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why the TPF has been readily accepted as an institutionalized unit 

in the Department. 

In addition, it is this evaluator's opinion that the motivation 

of the unit is higher in Chester. This probably results from the 

f~ct that the officers feel that they are something special being 

given the opportunity to work under such a high ranking, capable 

officer. Furthermore, it is obvious to the people in the unit that 

the commander has enough rank to protect them and to minimize inter-

ference from other commanding officers in the department. Such an 

envirohment is of course condusive to high motivation and risk 

taking. 

The se~ond difference is that Chest.:.": has eight men and a com-

mander, whereas Norristown has only five men and a commander. This 

difference in manpower has allowed Chester to be much more flexible 

in its deployment and operations (e.g., use of split shifts). 

The third difference is that Chester TPF has city wide jurisdic

tion, Norristown is confined to a specific area of the city. This 

flexibility has allowed Chester TPF a much wider range of problems 

from which to select. When confined to a small fixed geographical 

area a ~~F soon becomes little more than a plain clothes patrol 

operation. 
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VI. Recommendations 

First Reco~~endation 

All the evidence available to this evaluator indicates the 

Governor's Justice Commission should look with favor upon a proposal 
. 

to continue the Chester TPF program. 

Second Recommendation 

TheCllester Police Department is sadly out of date in its esta-

blishment and maintenance of basic files for intelligenqe activities. 

For example, there,is no formalized effort f.or soliciting, and index-

ing intelligence type information (observation of reports), in the 

department. The Chester TPF has seen this need and consequently 

started several files. Although the need has been recognized the 

technical expertise required is not available in the Chester Police 

Department. 

The Chester TPF should be encouraged to continue these efforts 

in this area. The encouragement should extend at least to providing 

funds for a member of the TPF to visit several police departments with 

effective intelligence operations and to provide funds for a member 

of the TPF to attend an intelligence training course. 

Third Recommendation 

The Chester TPF is limited in its intelligence gath~i:'ing acti-

vities because of a lack of funds for this purpose in the Chester 

Police Department. 

It is recommended that if the program is to be continued there 

should be a budget item of 300-600 dolla.rs for intelligence gathering 

activities. These funds should be expended and accounted for accord-

ing to the LEAA guidelines. 
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Fourth Recommendation 

The Chester TPF is active in surveillance and/or intrusion 

detection. These acti vi ties should be encouJraged, however, the 

Chester Police Department has no equipment to aid in these activi-

ties. 

It is recommended if the program is to be continued that the 

new bu~~et contain an item which provides for the purchase of sur-

veillance and intrusion detection equipment. 
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DES0RIPTION AND OBJECTIVES : 

The Chester Police Departmen~ Tactical Squad' 

will be crime oriented. That is, its objectives 

will be limited exclusively to preventing crime, 

intercepting crime while it is in progress, ma~ing 

'apprehen~ions of perpetrators of crime, and for the 

.control of civil disorders. Only under unusual 

',circumstances vTill' the manpovler of the squad be ~:"~' 

committed for supplying police responses for·non

criminal ~eqUests'f6r service •• 
........... '. ": The Squad will use a variety of tactics for 

preventing and intercepting crime ,and for ... apprehend

,ing.perpetrators;' these ~iil include' prevention and 

... , ,i 

.' 

> • 

" .,' 
, . 

o· ; • 

" , 

,interception patrols, surveillance, co~unity 

" relations, initial investigations, as well as,otherso 

'-It is realized that the effectiveness' of "the ., 

.... ,'. ',Squad vJill depend upon., among othe~_ things, the 
4 '" ' •. 

.. . .. ' 

" 

" 

planning of its operations in bpth the short and 

long range sense and upon its fle'xibility. For :this :!";'~'!' 

'reason the' squad has instituted ,r Comprehensive Plan 

which is documented on the pgges of this text. 

,< We feel-~that th'is plan may meet ,the requirements 

al so feel that it is . of todays pr~p1ems; HOvlever, we 
. 

fle~ible enough so that future innova~ions and studies 

may require its coristant updating. VIe" hope that by 

',' ,i ts ~nception it '''ill lead to ,pro-activ'~, rather than 
, , 
re-active thinking. 

. " .. ,,' 

\ 
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• " 
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I, 
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I. PLANNING 

" ' .. 

~, ....... , .......... ~,.-- ... ' .. . 

... 

,'. . .. ! . . 

• 

'. 

... . , . 
:- " 

A. Long Range , " 
• • ' • .,. I 

" ... 

1. The squad will institute a pin map to 

'cover 'Lhe period of one 'year,~s crime 

< in the city. This vall be started on 

: " ", January 1,1974 and conclude on December 

, . 

.. ':, 

" '31,1974• ...... 

i '., ' 

a. Purpose 
'O' ~. - ; 

.. ' '. 

:' . 

, 

1); establish long range patterns 

of crime in the city. This will 

enable us to evaluate the pro

cedures and the,pl~cement of 

the squad, aC,cording to the 

changing long range patterns. 

2. The Squad Commander will study the annual 

Uniform Crime Reports in order to compare 

.. ,each year's statistical data for any 

': particular crime that increases or 

decreaseso 
- .' 

~. Purpose 

. ', : 1) to ascertain whether squad is 

having effect ,on .certain crimes' 
" . 

and to establ'ish what, fields of 

training should be' increased. We 

;hope to gain knovlledge on pre

ventative measures in stopping 

the i~creasing crimes • 
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B. Short Range 

1. A monthly pin map will be kept to document 
~\ ~ . 

. ... :: . 
' ..... _ .. 

the following eight major crimes : 

plJJ:'se snatching, burglary, rape, robbery, 

: P; '.0 theft, and homicide. 

ae ;Purposes 
.... 

" 

1) to'keep a close watch on the 

locations of the monthly 

>( ." .;..; ',~)' :;t:::::i:~ P::::::S develop '., 

: <,~ then the squad will be utilized 
'1, 

to control the pro~Iem. 

, -.3) monthly patterns can be checked 
.. ..... ""' ...... ,.......~ ~ .. lO"'l ". "._ 

.., " , ,"to see what effect the squad has . 
. . .. -'" ~ 

.., 
.' had in the areas it is concentratM 

.' .. ' ". ... ', ~ _. . , 
,: ing on" . ' 

2 •. The' commander vlill have monthly staff 

" 

meetings with the squad. This will enable 

him to discuss the problem areas and to 
.' . 

"" inc,orporate the ideas and changes that 

may be' proposed by members of the squad • 
• 

". ... 
,II. MANAGEMENT 

, 

• 

•• _. I .. .. 

" 

A. A commander will pe placed in charge of the 

squad who will ,be 'responsible to the Chie:f 

of Police. ' 

1 
", 

-2-
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1. Duties of the Tactical Squad Commander 

a. He will constantly che~~ the daily, 

; " monthly, and yearly reports to , '. 
" ... 

ascertain the critical areas where 

the unit should be utilized. 

:b. He will make daily decisions on 

,' .. the problems to be addressed and 

···the priorities. 

c. The 'plans of any given day, 'rill 

, be flexible so that it can be 

.... :.' changed by the commander at any .. ,.' ~ 

given time. 

d~ The commander will constantly attend 
" 

seminars, clinics, and read police 

technical manuals in order to keep 

:., abreast of changing police tactical 

Squad methods 0 

0" e. He will spend as much time in the 

field ~o determine the degree to 

.which all plans are followed. 
w" ... 

. ~. III. PROCEDURE FOR CONTROL OF SQUAD IN THE FIELD 
( ... 

• . 
" 

, .. . . 
~, . 

-, 

A. The Squad will be under the ,command of the 

unit commander at all times • 

, , 

1~ The commander will appoint one man 

each week and he ",lill asslJ~me command 

-3- " 

" " 
... 

'. 

" 

: .~, , ,r 

.' 

" 

I-~'·~ ': ! ".' 
" . 
t 
'\ 
\ ., 

, . 
.............. .... .. 

: t. 

. " 
" 

.. .. ... . ~..... '...... ' .. .. ..... ~ .... -~ -_. 

" 

... 

.' 

, ..; 

at all times when the commander i~ 

not on the street. He will make all 

decisions when the commander is not 

available. (NOTE: By extending this 

'command to each member of the squad, 

< . more cohesive. It gives each man 

an opportunity to develop his 

, ':." ,. .. ,... ~ .. , 
. leadership traits; It YTill give the 

squad a team feeling concept rather 

,than a one man do it all, and where 

the commander is absent ror any length 

.\ 

" 

- ,,' .. 'j'. 

, " 

. .~ . .. . 
, " 

, .' 
. .. ~ .... 

" 

... - .. 
" 

, 

'" 

... 
, ' 

of time, it will i~sure the continuity 

f fUnctions with learned individuals.) .0 

" : IV. DISPA~CHING OF UNITS OF THE SQUAD BY CONHUNICATIONS • 

! ,-

,. 

'. 

. .. ." 
•• Ii. 

,'.A. The communications section will not dispatch 
" 

any Tactical Squad cars unless it would be in 
.. ; ~ 

. ;. " . .. ' . 
". " 

" .. ~ , 

'extreme emergency:, 

,f. Reasons 
' .... 'to 

.. . 

-. },' 

. a: Tactical Squad may be involved in 
, (-

stake-outs which necessitate their 
, 

remaining. 

b. Squad Co~mander 'will make decision 

to dispatch cars of squad. (NOTE: 

all information or ~alls to squad . .' 
members ",ill, be given through Squad 
1 

:'f. 

" , . 
. : 

.. . 

" 
~' 

I. 
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Commander. This will pertain to 

~on-police related calls or messages. 

~. Tacti?al Squad's standard procedure 

is to assist on all serious calls 
. . ..... ~ 

....... ; ....... ,.: ... 'such as : assist officer, robbery in 
...... 

. , 

" 

" , . 

...... ~ ' ... - , 

' . 
. ,.progress, burglary in progress, etc. 

(iWTE: at the ,present time the squad 

, .' will be utilizing four vehicles on 

.~' their tour of duty vThen po~sible and 

cars are available. Khen feasable two 

of the cars 'oJill be designated to 

re~pond to abov~ calls while the 

other two ,-Fill remain on the as sign

ment. squad is re,sponsi ble for.) 

B. Inter-squad corrmupications 

.1 
! 
; 

. " 

1. Signal Code : Along vii th .the regular police 

comr:lUnications code and system, --:a: signal"" 

.. code was establish~d to be used by the 
, 

membe~s of the Tactical Squad to create . .... 
teamwork within the squad. This code was 

'also established for the purpose,' of 

;, confidentially. These codes are . used to 
, . 

advise squad officer's that a certain crime 

"is or may be in progress. This will alert 

tactical squad officers to position 

. , 

-5-

I 

! 
. ~' 

1 
-I 

,;' 

I. 

,'. 
" 

" 

" " 

.. " 
.. 
• 

,', 

• 

" 

" 

", 

." ... , ... ,., .. -..... ,' ' ........ ' ... 

. ! \ . 

... 
" ... . , 

", 0 

• 

. . 
,I 

, ; 

. 

-----,-

'", 

, . 

,,.' 
.,.' 

&i~ .&l)~.j;:'~!!l.€t.Y- ·Y.?f5:~: ?J~S!-~P:u~ :!J.9t _mov~ 

l-ll..,~!}9'~l:l~F ~~ g;~~§.~ yj:JJ 'pe ~,~.ven ~tp m9ve 

~E.. ?}~~BS.9sle ,;wJl.:J. :l?-9t p~ p:ub.l i shed and . 
.. ¥l~:f &nl;Y 'p~ ~.y.€-1-2-.gp:J.,~ ·t9t.lfe .m~mb~rs of 

. " t;JM: ,t&-S·tJS§.1- §9-y.~ ,. Ji.9wev~J:, ,O[~ :w.;iJ..l .~ak~ 

~R!§ S99@ 8.ye~~gp~§ t9 ~11 9~m~aij~ 9ff~ger~ 

, .' 

'. , 

leF ~~~ @~P~~9~t ?g~p9~e of bav~p~ the 

&e!E~~n9 ·8f!~9~K§ }.g~,9Yl1-n.~ wpat ~s ·t*..:!.ng 

l1ies~ ;§!h§E :th@! §:pg gn, gg=!;l f' ~h.~ g9~e 4-§ 

§-8 fe~~8~'f§ ; 

... . 
. ~.Qhb.e;ry ••••••••••••• ,· ••• ~ • t c : ••• t~,-" ~ ............. _ •• c •••• , • .. • •• ..,' _. ~ ~ .. f r 

-' 

. . PiH!§@ §n§.tsh~!!e : ~ t t : : r t' t t t t f f t p 

. M~ 9!! t!9!!!§!R- W!~h §@. n t p t ff rt , 

J' 

BHF ~± §P!, :::::::: f : : : t , t f f f f T t t , 
, 

§H§p'!e!e~e P€:!§2!1 9!? p@!,?gn~ .f f t 

§HeE!S!21d~ t:1d~Q 

t.!§§~ Q£f!g@! A~ 

'\ . , , 

,-6--v-
" 

: t , '.f , t f ! 1 t t , t f t 

. . 
~ , ~ ~ , ,.~ ~ , , ! , t , , , 

'. .. 
", . . , . .. 

-' 

. ' 

... 

" 
II 

Ii 

" 
!I 

u 

\1 

.. 
; . 

," -. 
' . 

'.. .. .. 

~ ... . , 

I, 



.(11 

" 
-. " ~ 
. " 

, '. 

. , . , ...... 

."~ . .' 

' .. ' 

, , 

. ) 

. . 

, . 

I 

'.' .. 

; 

" 

. .' . 
...... ",.. 

C. Tactical Squad Identification 

1. Cars will be identified as N1 ,1-12,1-13 ,M4, etc '. 

.... ":. 2. Commander on street will al~ays be identified 

as M1. 

3. Officers in stake-outs will be 81,82,S3, etc. 

. 4. vlhen commander is not on street the officer . 
. who is in charge that "leek will be M1 ~ 

V. MORALE EFFECT OF SQUAD ON OTHER UNITS OF DEPARTNENT 
" 

, .' 

" ' 

• 

... . , 

A. In order to assure good, relations with other 
! I 

departmental units, the squad commander will 

follow the follow~ng'procedure : I 

' .. 

1. Explain to all unit commanders the 

priori~ies and purposes of the unit. 
i 

They should also be informed of the 

contents of this comprehensive plan~ 
t 

2. Check periodically with all unit 'command-
• ' J • 
, , 
ers ror reed-back on problem area's and 

.. to maintain ongoing good ·relations. 

. 3.·Be careful of all press releases in order 

that they reflect favorably on other 

units when tactical squad and other 

units are jointly involved in an assign-

mente 

. 4. Meet at the s,tart of the program and :: 

. .... 
I 

0' • 

explaip the functions or the tactical 

unit to all personnel of the department . , 
at their rIDII calls. " 

., . 
-7- " 

.. ' 

," 

,.._ 4 •• 

" 
" 

, .. 
, ' . 

.. ... ,.. .. ........ .. ........... -. .' 
, 

,". ,,', 
• ..... '.,! ......... 

" 

" 

. ., 

'. 

: < ,,' 

.'~ 

.. 
:' t ' : ',5., v;hen Tactical Squad comes upon intelligence 

information that is useful to other units 

..... " ... 'C?f',the department, then the'squad c6mmand-
..... er will transfer this information to the 

interested unit. 

B. ~rocedure for l1embers of Tactical Squad to Keep 

Good Rapport with other Department Personnel. 

,1. Whenever assisting other units, be pre

, , pared to take ol'ders from the other unit 
• ';1 

commanders. 

" 2. 'Constantly talk teamwork with other 
.", '. 'f 

~ , >", ,mi ts • . . . . 
3. Play down your, own role, in joint assignments. 

,.... ..t.· . r ... h. ." 

" 

....... 

. . . . . , 

• 

IT,~ '. . lr. Never miss documenting names and activities 
,. , . 

of other unit personel in joint assign-
,. . , 

',' mEmts 
. ." . '.. . .. 

. 5. ,If for any reason you are assigned a task 

. by another unit commander and it is a 
. ....... 

proper police assignment but does not 
. 

conform to the pI!ocedure or objectives . /~/ 
of'the tactical squad, you will do ~he 

... ' " assignment, and thep report, same to your 

" 

: . 
, ' , 

-. 

, 

co'mmander. It will ,be his re.sponsibility 

, . to correct the situation. 
..•. . , : . . ,. 
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VI. TRAINING 

,r> 

, .' 

, A., Development o'! Training Schedule 
. 

, ....... 
, 

1., Tactical squad members vrill take one 

hour of physical fitness training three 

times a week. This activity will take place 
'.-.- . ~ .. ' .......... - '.-... .." ~ 

~ . at Widener College, and th.e following 

~~~ procedures will be followe~ : 

•. < 

a. Jogging one mile for first three 

months and then t mile added each 

m0nth until five miles are reached. 

'be Exercises will be taken each session 

according to the Federal 'Bureau of 

'. Investigation physica:J. fitness . . ". ~ 

manuel. . . 
c. Weight -lifting according to the 

F.B.Ie physical fitness manuel. 

B. SurYival School . l. 

1 • ,Squad is placed on waiting list for 

attendance at this' school at the F.B.I. 

National Academy. 
/' 

'/ : .:. C. Stake-Out School 
, :. 

. ,: 1. Squad is placed on wai ting ;List to attend 

this school.at the Philadel~hia Police 

Academy , . 
, . 

.-' .. 

D. Confrontation Management School 
,r; , 

, 
'. , -9-

:. 
'; I. 

.' 
" , , 

" .. 
I. 

;) .. :: 

" 

• ~_J 

I 

" 

I 
" 
i 
I 

" , . , 
J 

'" 

, " 

... ," 

, , 

, .. 
, . 

" 

.... 

/ 
, . 

, .. 
' .. 
. . 

• 

. " 

, ' , 

" . . . 

1. Squad Commander ,'iill make arrange:" 

ments to send one or more members 

. of the squad ~o the U. S. Army 

COnfrontati~~--Management School. 

,," . E ~ vleapons Training '" "" .... 
.. 

1. Squad Co~mander will make arrange~ents 

. ~. .. to have in-service traIning ,.;1 th all 

police weapons at various police 

- " .:' '" .. ranges • ,. ' 

'. .r. .... 
, . , , ..... . " 

" 

f' , .,:" f .... 

" - . 
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'IV: MEf~NS At.TD EVALUATION 

It appears that the:means of evaluation of ':he 
tactical unit plus the equipment requested '",ould be the 
crime statistics and arrest records of the Chester Police 
Departmel} t in comparison with' i'',l;~vious reports. 

. We ,anticipate a more efficient coverage of the 
entire city with emphasis on high-crime areas. This unit 
of men and cars on the street should result in an increase 
in the number of arrests which will gradually level off 
and in turn shm.,r a marked decrease in our crime statistics. 

The pressure 'applied by this, unit on the criminal 
element and the potential offender should, without doubt, be 
a deterrent factor resulting in decreased figures in our 
final cr.ime report tabula,tions. 

Since this trant vlill be funded with impact funds 
and, the entire package is over. $100, 000, a.n independent 
objective evaluation of the tactical squad program will be 
pr,ovided by a private consulting firm or an evaluator upon 
approval of Evaluation Management Unit in Harrisburg. ' 
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MAJOR EVALUATIONS UNDERHAY OR COMPLETED IN YOUR SPA 

.Project or Program tieing Evaluated: 

Grant Title:..: SE-3J2-73A Innoyatjon of Poli.ce Servi.ces 
'( inc 1 ude grant number) 

Grantee': Tactical'Squad for city of Chester 

Bri'ef'Descrl'ptiun-: Establishment of' a tacti~al force w~ich would 
(both project and evaluatlon.effort) 

in essence be a mobile strike force for high er~me areas. 

--------------,----

Scheduled date of final Evaluation Report:_-..::::l:.:::,O!...:/1:.:5:..!,./..:...7..:...4 ____ _ 

Person to contact concerning the Evaluation: 

Christine A. Fossett, Chief, Evaluation & lVbnitoring Unit 
(
name ) 'Co " De arf-:ment of Justl' ce Governor's. Justlce mmlSS10n, p v 

(~~~rn.5t, Harrisburg, PA., 17120 

717-787-1422 
(telephone) 

,*~ .... , '_0'-)_ 

f If completed, is Evaluation Report on file with NCJRS? .. ~-yes~_no 
, , --"-----------------

Plpasemail completed form to: 

I(eitl. l1i1 es 
Office of Evaluation 
LEAA-NILECJ 
Department of Just'ice 
Washington~ D.C. 20530 



'. 




