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SECTION 1: GENERAL DEPARTMENT INFORMATION

1.1 CRIME STATISTICS

Provide the following data for Part I

offenses for the current report quarter

(as reported in the Uniform Crime Reports).

N

ACTUAL OR
TYPE KOIONN OFFENSES OFFENSES CLEARED ARRESTS
MURDER 14 11 8
FORCIBLE RAPE 110 58 21
ROBBERY 456 87 103
AGGRAVATED ASSAULT 1,541 870 145

b\BURGLARY 3,960 294 260

T LARCENY-THEFT 7,256 1,073 682

" MOTOR VEHICLE THEFT 1,111 19 29
TOTAL PART I CRIMES 14.448 2 412 11248




1.2 PERSONNEL ACTIVITY

. (for Patrol Personnel)
(Ay g Number of Sick Days 764.9
§ (Patrol only)

Number of Injury Days 461.9
{(Patrol Only) !

Number of Requests for
Transfer from Patrol to
Other Units _ELLQ__

Number of Requests for
Transfer from Other Units

to Patrol v N/A
3 ‘1.3 MANPOWER ALLOCATION

: Please indicate the numbers of sworn personnel assigned to major de-
i partment divisions and total sworn personnel. (Has.this changed since

the last report period? Yes[] ~ No If there has been
; no change proceed to question 1.4).

Patrol
Investigations
T
R Crime Prevention
Special Operating or
Tactical Units
Traffic
Other
U.S. Department of Justice ' Total Sworn
National Institute of Justice
Personnel
This document has been reproduced exactly as received from the
person or organization originating it. Points of view or opinions stated
in this document are those of the authors and do-not necessarily
represent the official position or policies of the National Institute of
Justice, b
Permission to reproduce this copyTigited material has been
granted by . '
Hughes-Heiss Associates )
to the National Criminal Justice Reference Service (NCJ!.S). '
Further reproduction outside of the NCJRS system requires permis- ‘ \/ {
sion of the cepwysigint owner. a Y .
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1.4 ORGANIZATIONAL CHANGES

Please describe changes 'in key personnel or organization (chief,
program director, manager, crime analyst or overall organizational
structure). Further, describe significant changes in city adminis-
tration. Indicate the time frames involved, the impact of the
changes on department operations and ICAP implementation.

Staff Analyst II, Avelina Wood, transferred to the ICAP
developed Operations Support Unit. 11-23-80

On November 23, 1980, San Jose's ICAP-developed Operations
Support Unit (0SU) bedgan operating in the Department's

Records DUDivision. ImpTementation will be phased with aTll
burglary and receiving stolen property cases being processed
i CThe Tirst phnase. ’

New case audit, enrichment, quality control, and screening
functions as described in the narrative final report attached
are being performed in addition to ongoing Crime Analysis
and Information Coordination Services. This -accomplishment
represents the major ICAP contribution to the improvement
of the investigative process in the San Jose Police Depart-
ment. Impact on investigative operations is anticipated to
be substantial. The 0SU's manager reports that OSU is pro-
cessing approximately 40% of all felony cases reported to
the Department and is screening out (retaining in inactive
status) 79.4% of those cases it processes.

el

- SUSPECT FILES

SECTION 2: MAJOR ICAP COMPONENTS

2.1 CRIME ANALYSIS -- PROCESS AND QUTPUT

2.1.1 Indicate files maintained and/or utilized by crime analysis.
"Files maintained" include those for which the crime analysis unit
is responsible for input and editing of data/materials. "Files
utilized" include those files used by the unit for purposes of data
collection and analysis. The unit may use certain files without
maintaining the file. (Has this changed during the report period?

Yes [] No

If no,'proceed to question 2.1.2. If yes, please indicate all files
now maintained or utilized by crime analysis. Do Not indicate only
the additions or deletionms.)

v

FILE

OFFENSE REPORTS

NON-CRIMINAL INCIDENT REPORTS
SUPPLEMENTAL REPORTS

ARREST REPORTS

CAREER CRIMINAL FILES

SUSPECT VEHICLE FILES

FIELD IN;ZRROGATION FILES
WANTED PERSONS REPORTS
PHYSICAL CHARACTERISTICS FILE
PROPERTY FILE

OTHERS

L O0000oooono
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2.1.2 Indicate use by the crime analvsis unit of other files maintained

Processing Division or other department units, e.g., a
gio;2§t3aéile maintaiﬁed by Invcstigatigns, on-line warr%nt files, etc.
(Has this changed during the report period? YesD' No
If no, please proceed to question 2.1.3. I? yes, list all files now
used; do not note just the deletions or additions).

MAINTAINING UNIT/DIVISION FILE

Indicate crime analysis products, the frequency of their.dlsFrlbuzlon
(monthly, weekly, daily, as needed) and.to yhom they are dlstr}bute "
(patrol commanders and officers, investlgatlonsf cglme preventionxunl s
etc.). (Has this changed during the report period? Yes [ ] 1;zor
If no, please proceed to question 2.2.1. If yes, please comp
all items.)

2.1.3

CHECK HERE,
IF APPROPRIATE

FREQUENCY ODISTRIBUTICN

PRCOUCTS (E.G., DAILY, WEEKLY, ETC.) {(FATROL, INVESTIGATIONS, CRIME PPEVENTICN)

s

INFORMATION BULLETINS

CRIME ANALYSIS RECAPS

CRIME SUMMARIES

PATROL OPERATIONS BULLETINS

CRIME SPECIFIC MEMORANDA

CAREER CRIMINAL BULLETINS

OTHERS:

FEER S S

[
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2.2 CRIME ANALYSIS -- ACCEPTANCE AND UTILIZATION

2.2.1 Indicate the number and source of special requests for crime analysis

information. (Sources, for example, include Patrol, Investigations
Division, Crime Prevention Unit, Administration, Tactical Unit, etc.
Also note requests from outside agencies.)

REQUESTING DIVISION/OUTSIDE AGENCY NO. OF REQUESTS

Patrol 20
Investigations 43
Administration 16
Outside Agencies 11

TOTAL REQUESTS FOR THE QUARTER 90

-

2.2.2 Indicate the number of responses made to special requests this quarter.

The number of responses includes responses to ''nmew requests' received
this quarter and any responses made in the current report period to

a request which was received in a prior quarter. Total responses within
the quarter are sought. ~

TOTAL RESPONSES FOR THE QUARTER 90

2.2.3 Have crime analysis products directly supported (i.e., provided the
basis for) any tactics or strategies initiated during this quarter?
Provide specific examples for each area listed below. Where data is
available, quantify those responses (e.g., "X'" stake-outs conducted.
based on tactical information provided by crime analysis).

CRIME PREVENTION ACTIVITIES: YES [3] NO *[]
IF YES, PROVIDE AN EXAMPLE

TACTICAL/SPECIAL OPERATING UNIT ACTIVITIES:
EXAMPLE (S)

ves [ ~o [
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PATROL DEPLOYMENT:

EXAMPLE (S)

(93]

INVESTIGATIVE SUPPORT: ves [X] N []
EXAMPLE (S)

OTHER ves [] " NO
EXAMPLE (S)

OPERATIONS ANALYSIS ,

.3.1 Total number of calls for service 51,149 .

.3.2 Number of calls for service handled through:

Patrol Unit dispatch 43,145
Telephone/Mail-in Reports 6,803
Walk-in reports 1,201
Community Service
Officer’or
Civilian Aide N/A*
*A process of integrating police records clerks into the report
taking function at the Department's Information Center (TeleServe)

has begun. Data as yet does not distinguish numbers of reports
taken by clerks vs. officers.

" f“z

2.3.3 Proportion of CFS by Time.
department receives by time of iv.
CFS by 8 hr blocks.

Plrase indicate the percent of CFS the
Frequently departments breakout
The grid bLelow provides space to note the times

of day for three eight hour blucks and the percent of calls re-

ceived within those blocks.
breakdown of CFS by time (e.g., by the hour).
most refined data available.
grid) as required.

Other departments have a more refined
Please provide the
Attach additional sheets (or add to the

Time % CFS Time 4 CFS Time % CFS
0000-0100 4.7 0800-0900 - 3.1 1600-1700 - 5.7
0100-0200 3.9 0900-1000 - 3.1 1700-1800 - 6.1
0200-0300 3.6 1000-1100 - 3.5 1800-1900 - 5.8
0300-0400 2.6 '1100-1200 - 4.0 1900-2000 - 5.7
0400-0500 1.8 1200-1300 - 4.1 2000-2100 - 5.5
0500-0600 1.5 1300-1400 - 4.3 2100-22n0 - 5.6
0600-0700 1.7 1400-1500 - 4.5 2200-2300 - 6.0
0700-0800 2.4 1500-1600 -~ 5.1 2300-2400 - 5.7

- Source: CAPSS Log
2.3.4 Does the department have a formal policy for: )
PRIORITIZING CFS YES [] - No[

STACKING CALLS YES No[]

With the first submission of this report form please attach formal
department policy/criteria for prioritizing and stacking calls. For
all other submissions, attach only revisions. ‘

2.3.5 Patrol Manhours b
Indicate the proportion of patrol hours consumed by:
% OF TIME

Calls for Service Not Available at this time.
Officer Initiated Activity

Personal § Administra-
tive Activities

Other (SPECIFY) Free Patro]
Car Stops Court

Trainina

Total Patrol Manhours n

Indicate the basis for the percents shown and the time frame within
which the data was collected (e.g., a study conducted June 1977, CAD
information for the current report period, an estimate based upon

a sample of dispatch and activity logs for the period October to
December 1978.) CAD information for the quarter.




2.3.6 Average Time per CFS _43:00

ii 2.4 PATROL AND INVESTIGATIONS

2.4.1 Number of patrol personnel assigned to each shift on the last day
of the reporting quarter.

TIME OF WATCHES

NO. OF PATROL PERSONNEL

" FIRST WATCH 0630 - 1630 100
SECOND WATCH 1530 - 0130 126
THIRD WATCH 2100 - 0700 83
FOURTH WATCH N/A . N/A

2.4.2 Indicate the number of investigations conducted during the quarter
according to: N

PATROL INVESTIGATORS
PRELIMINARY 13,233 1610
FOLLOW UP 209 6366

Please attach written policy governing investigative case screening
criteria to the first submission of this' report form. Indicate
changes/new policies on subsequent submissions.

-

2.4.3 Charging and Disposition Data

Number of felony cases presented by the department

to the prosecutor's office during this report period.
Felony Cases Presented N/A

Number of felony cases filed by the prosecutor during

this report period. (Only for the department cases).
Felony Cases Filed 773

Number of felony convictions obtained this report

period (Only for department cases).

Felon Convictions Obtained N/A
2.5 CRIME PREVENTION ACTIVITIES

2.5.1 Number of residential and commercial surveys conducted this report
quarter.
Residential Not Available

Commercial !

TOTAL 400 (Crime Prevention Unit Only)

o i ST

2.5.2 Indicate the number/proportiun of surveys conducted by:

NUMBER : PERCENTAGE

Not Available
Crime Prevention Unit "

Others (Specify) !

Patrol

I

2.6 DIRECTED PATROL ‘

The following questions a
patrol program.
cate in the space

pply to those departments with a directed
If not appropriate to your department, please indi-
provided and proceed to question 2.7

NOT APPLICABLE []

2.6.1 Describe,

by checking one or more of the followim .
the departme owing, and quantify

nt's directed patrol activities during the quarter.

E] Community Education and Organizatiom
L] Tactical Deployment

E] Saturation Patrol

E] Investigative Follow-Up

E] Other. Please indicate i

2.6.2 Total number of directed patrol plans/runs prepared

2.6.3 Number assigned/dispatched

2.6.4 Number completed as scheduled

2.6.5 Number canceled, delayed, or interrupted

Ogtional

2.6.6 Number of hours consumed during the quarter by directed patrol

2.6.7 Number of arrests attributed to directed patrol activities
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2.7

2.7.1

2.7.2

2.7.3

2.8

2.8.1

WARRANT SERVICE
Felony warrants issued in the quarter 247 .
Felony warrants served in the quarter 184

Felony warrants outstanding as of the last day of the report
quarter 515 .

t

ICAP TRAVEL
Describe travel undertaken with ICAP funds -- to other departments
conferences, or training sessions -- during the quarter. (Exclude

attendance at ICAP cluster meeting). Indicate the individuals who

made the trip, the dates and purpose. Attach to the Quarterly Report,

trip reports completed by those who made the visit{.
N/A

2.8.2 Describe visits made to your department by other ICAP departments.

Indicate the visiting department individuals who made the trip, dates
and general purpose (e.g., to observe crime analysis unit operations,
provide technical assistance in crime analysis, etc).

-

November 20, 1980:

Memphis P.D.: Earl Clark and three other members

of M.P.D. visited S.J.P.D. to gain technical assistance

regarding Mobile Computer Terminals.

(> 4

SECTION 3: PROJECT ACTIVITIES

This section of the report is t«= capture the unique activities of
each ICAP department, and to document those activities in relationship to
stated individual project objectives. Each agency's implementation plan
and schedule will be the basis for assessing agency activities and re-
sults. This section of the report includes Quarterly Objectives, Present
Activities/Results, Problems Encowuntered, and Status of Implementation.
Grantees should follow the instructions provided for completing each section.
Additional sheets and appendices may be attached as required.

3.1 Quarterly Objectives: Major implementation steps and objectives for
the reporting period are to be listed. These should include all

objectives for the reporting period which are included in the Project
Implementation Plan. ' '

3.1.1: Complete functional development of Operations
Support Unit (0QSU). "

3.1.2: Test OSU functions including Automated Case Enrich-

ment System (ACES) enhanced with new disk drives.

3.1.3: Complete 0SU staff selection and traininag.

3.1.4: Start OSU operation November 23, 1980

3.1.5: Complete patrol district/beat restructuring project
in anticipation of January 18, 198] implementation.

3.1.6: Accomplish ICAP project closedown process.
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Present Quartsr Activities/Resulrns: Provide the highlights of the
report period's project activit:-s and the results obtained. Activities
should be presented in a brief {%yrmat, and linked directly to the ob-
tives listed above. Significanr activities which do not directly
support a specific objective may be presented under the category of
"Othexr'. Detailed appendices may be attached as deemed necessary. To
the extent possible, answers should be quantified.

3.2.1: Functional development of San Jose's Operatians Suppart

Unit was compieted in anticipation of a November 23.1980
implementation date. An Automated Case Enrichment System

(ACES) purchased with ICAP second grant funds has been

enhanced with new disk drives, purchased with third grant
funds. (See attached narrative final report for details.)

3.2.2: Pre-implementation testing of 211 OSU functions was
accomplished by in-house and ICAP staff.

3.2.3: 0SU staff selection and training was accomplsihed during

this quarter.

*

3.2.4: 0SU operations began a phased implementatian process on
November 23, 1980. A1l burglary and receiving stolen
Property cases are being processed through the 0SU using

an expanded "Managing Criminal Investigations", unweighted

solvability factor, approach.

3.2.5: A comprehensive patrol district/heat rpiirnrfnriqgggpggect
was completed by a team of in-house and ICAP staff. A new
proportional allocation of patrol resources was also

accomplished by the team using the previously published
San Jose Allocation Method.

3.2.6: Closedown procedures for JCAP projects were accomplishad.

NOTE: A detailed description of above activities is attached

to this report.

3.3 Problems Encowntered: Briefly cutline the problems encountered,

corrective actions planned, and changes in program objectives or
schedules.

See attached narrative report.

«

Status of Implameniation: Using the following code, indicate the level
of success attained for each of the objectives listed:

@ "1" reflects an objective partially attained
s "2 indicates an objective totally attained
¢ "0" indicates that the objective was not implemented

Additional information may be provided in explanation of the assigned
rating. .

3.1.1 - 2
3.1.2 -2
3.1.3 - 2
5.1.4 - 2
3.1.5 -~ 2
3.1.6 - 2
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Final Report for Grant 79-DF-AX-0077
Integrated Criminal Ajrirehension Program
San Jose, Caliinrnia
(Grant Period Covered - July 1, 1979 to December 31, 1980)

PREFACE

This document constitutes the final report for the LEAA grant indicated
above. It is organized in five sections: Section I, Background, provides
information about the City of San Jose, the Police Department and some
introductory data about the project; Section II, Grant Administration,
describes various aspects of administration connected w{th the project;
Section III, The Project, the main hortion of the narrative, describes in
some detail the history, progress and product of the préﬁect; Section IV,
Conclusion, is devoted primarily to a brief assessment‘of the actual and
expected benefits of the product produced by the project; and Section V,
Appendices, contains the principal documentation associé%ed with the project,
that is related to Section III, The Project, above.

The grant on which this document reports is actually the second of
two parts of a project. The first of these was the research which determined
the need for and developed an Operations Support Model. This was accomplished
under grant number 78-DF-AX-0036 (termed ICAP-I) which covered the perijod -
June 1, 1978 through June 30, 1979 (with an extension until February 15,
1980 for the express purpose of expending equipment funds). The final
report for that grant indicated that it was, in reality, an interim report,
since it represented only the first half of the project - the research and
development phase - with the implementation to follow in the subsequent
(present) grant. The present grant has been devoted to the implementation
of the product of the previous grant. For fhe purposes of this report

the present grant shall be referred to.as ICAP-II.
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BACKGROUND

The City

San Jose is a city of approximately 610,000 residents, sjtuated at

the southern end of San Francisco Bay. Like othef local governments in
California, San Jose is attempting to cope with severe budgetary restrictions
as a result of Proposition 13, a voter initiative passed in June 1978, which
drastically reduced property tax revenues. This situation demands that the
City do everything possible to utilize its present resources to the fullest
in order to maintain at least current Tevels of service.T The ICAP Project

represents a part of that effort.

The Police Department

The San Jose Police Department operates from a central location in
the Civic Center area near downtown San Jose, except for-several small
specialized units which are quartered in other facilities. The Department
has a sworn strength of 850 which is augmented by 260 non-sworn employees.
This represents a ratio of approximately 1.4 sworn officers per 1000 citizens,
one of the lowest officer to citizen ratios for a city of this size in the
nation. Over the past 20 years, San Jose has experienced considerable
growth. During the last several years this has been greatly accelerated
and a high rate of growth is anticipated for some time to come. This
phenomenon, considered in the 1ight of the budgetary restrictions discussed
above has created a problem for the Department, since it can be expected
that only Timited increases in strength will be possible under the circum-
stances, at least for the foreseeable future. In order to maintain the
level of service the City Council and the Department desires - and the

citizens demand - it is necessary to find ways to better employ the resources

{ .
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which are available. That need has heen addressed by the ICAP Project

in the development of a model which is making substantial contributions

in the area of efficiency when operated as the Operations Support Unit.

The Project

The project is engaged in the conceptualization, development and
implementation of an operational entity which will improve the handling
of various types of crime and incident reports such that greater efficiency

is realized in both the paper flow and operational areas, The work is

divided into two segments: 1) conceptualization and development, and

2) implementation. The first of these two segments was accomplished during

ICAP-I. The second (implementation) constitutes the work of ICAP-II.

The Operations Support Unit, as this entity is known, is a response to

the need for better employment of existing resources described above.
Organizationally, the project has been placed in the Office of the

Chief, with the Assistant Chief of Police as Project Director. The Project

Manager is a Police Sergeant, who is responsible for the”day to day operation

of the project. The Project Manager is supported by a staff described

under Grant Administration. In addition to the ICAP Staff itself, the
project has been closely associated with the Department's Research and .
Development Division which has facilitated a mutually beneficial continuous
exchange of information.

Since what is now the ICAP Project (ICAP-II) had formerly been the
Patrol Emphasis Program, and then ICAP-I, there was no period of gaining
"acceptance" either in the Department, or in the rest of the City Government.

Consequently, the project has, from the beginning of ICAP-II, enjoyed the

support not only of various entities in the Police Department, but of the

City Government, as well.
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II. GRANT ADMINISTRATION

Application and Adjustments

Following submission of a Grant Manager's Project Summary and a
formal application for assistance, the Grant Aware in the amount of
$333,333 (including 10% City cash match) was approved on June 19, 1979
and indicated a grant period from July 1, 1979 to December 31, 1980.

During the course of this grant, a total of four adjustments were
applied for and approved by LEAA. The details of these adjustments are
as follows:

Adjustment #1: Approved by LEAA on September 24, 1979.
Reallocates funds between categories to j
increase Personal Services, Travel, Supp1ies,
and Indirect Cost. ‘

Adjustment #la: This adjustment was erroneously numbered #1
by LEAA, hence 1is 1isted as la. here.
Approved by LEAA on November 13, 1979. .
Retires the Special Condition in the Grant
Award which required submission and approval
of a current EEQ plan within 120 days of award.

Adjustment #2: Approved by LEAA on March 24, 1980.

Grants approval for sole source contracting

with Hughes-Heiss and Associates for local

evaluation.

Adjustment #3: Approved by LEAA on June 24, 1980

Reallocates funds between categories to
provide $40,500 for purchase of computer
equipment to expand the DEC PDP 11/34 system

purchased under ICAP-I.
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Staffing

The staffing at the beginning of this grant consisted of twelve
positions funded by LEAA:

1 - Police Sergeant (Grant Manager)

1 - Statistical Analyst

2 - Staff Analyst II

1 - Analyst I

2 - Typist-Clerk II (1 vacant - to be eliminated)
5 - Staff Aides (Part-Time) :

During the course of the grant the following personnel changes occurred:
July 9, 1979 - A Staff Analyst II was hired to rep]%ce the Tead
analyst who resigned in June, 1979. '
August 19, 1979 - The Project Manager, a Police Sergeant, was
removed from grant funding and placed on City General Fu;ds. No change
of function or personnel occurred as a result of this action.
September 24, 1979 - One Typist-Clerk II position deleted per
Grant Adjustment Notice approving budget adjustment.
October 19, 1979 - The Analyst I resigned from the grant. This
position was not filled again.
October 31, 1979 - Deletion of Analyst I position and addition
of two Staff Aide positions authorized by the City.

Phone authorization

from LEAA (David 0'Connor) obtained the same date. Followup Tetter of

authorization obtained from LEAA on January 22, 1980.
January 20, 1980 - One Staff Aide hired.
January 23, 1980 - One Staff Aide hired.

February 22, 1980 - The Statistical Analyst resigned from the grant.

This position will not be replaced. Functions will be absorbed by SJPD

Research and Development Division.
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May 2, 1980 - One Staff Aide rosigned from the grant. The position
was not filled again.

June 8, 1980 - One Staff Aide reclassified to new category of Staff
Technician. (See explanation below)

September 5, 1980 - One Staff Aide resigned %rom the grant.

November 13, 1980 - Staff Aide position filled.

November 24, 1980 .- One Staff Analyst II transferred from ICAP to
Operations Support Unit.

In addition to the "regular" staff shown above, thére is one other
position which requires mentfon. Thé project operates as a unit in the

Office of the Chief of Police, with the Assistant Chief‘Hesignated as

- Project Director. In addition to providing policy direction, the assistance

of the Project Director in liaison with the City Manager, the City Council,
and, on occasion, outside agencies has been invaluable fb the project.
Further, the placement of the project at this Tevel and the appointment of
the Assistant Chief as Project Director has clearly demonstrated to sub-

ordinate managers and staff the commitment of top management to the project,

which augmented greatly the credibility of the project within the Department.

Problems in staffing during the period of this grant were external in
origin. Passage of Proposition 13, .and the anticipation of Proposition 9,
a ballot measure which would further reduce City revenue, would pass,
resulted in the City Government instituting a "hiring freeze." This action
made it difficult to obtain approval to change the position structure of
the project as changing needs dictated. In the case of a vacancy in an
already established position, it was possible to fill the position, however
the hiring process involved delays, sometimes of considerable length. These

delays had a negative effect on the functioning of the grant. Had this

=

development not occurred, the work of the grant would undoubtedly have
been able to progress more smoothly and expeditiously. This situation
was alleviated somewhat in June, 1980 when Proposition 9 failed, and the
hiring freeze was relaxed in some degree. ‘

During the period of the grant, the City of San Jose contracted with
a consultant to conduct an in-depth study of the non~sworh, non-managerial
personnel structure. One of the results of this study was the establishment
of a new class of employee called Staff Technician. This class provides
paraprofessional help (full or part time) to ana]ytica]rpersonne1, and is
of more highly technical nature thah the cateqory of Staff Aide. As a
result of this study, one of the Staff Aides employed 16 the grant was
found to qualify as a Staff Technician, and the positibn was reclassified
accordingly.

ICAP Staff funded by LEAA at the end of the grant period (December 31,
1980) was as follows:

1 - Staff Analyst II .
1 - Typist Clerk II

1 - Staff Technician

5 - Staff Aides (Part-time)

At the termination of the grant, all Staff Aides and the Staff Tech~
nician were transferred to City General Funding, and remained in the Police
Department performing the same duties as during the grant period. A1l
other personnel who chose to remain in City service were transferred to
positions commensurate with thgjr qualifications. These positions were
with other City departments. One Staff Analyst II had already been trans-

ferred from ICAP to the Operations Support Unit, as noted above.
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Property

In the area of equipment, no funds were budgeted for this purpose in
the original grant award. A1l necessary office furniture and equipment
had been acquired during the Patrol Emphasis Proqram grant period, and it
was not necessary to purchase additional items of this kind for the ICAP
Project.

During ICAF-I, the grant purchased a Digital Equipment Corporation
PDP 11-34 computer system. The primary use to which this equipment has
been put is the housing of the Automated Case Enrichmen% System (ACES),
the first file of which was an automated Field Interview Report file.
This system also has the capability of performing some éasic word processing
(actually text editing) functions. In addition, sevefa] other applications
are being considered for the system. It was recognized at the time the
system was acquired that some future expansion would be‘needed. During
ICAP-II, an assessment was made of the capabilities of'the system with its
present configuration (CPU, two 5 megabyte disk drives,:one printer and
two CRT terminals, one of which is a systems terminal and so restricted in
its use). It was determined that several enhancements would be beneficial.

While core memory (256 K Bytes) was sufficient for our needs, storage
for data was sadly deficient, even considering the Field Interview File
system aione. For this reason, it was decided to increase the storage
capacity by adding two disk drives with a capacity for 6C to 100 megabytes
each. This would provide for the needed storaqe, and give backup capability
as well (vital in case of a head crash, etc.).

It was noted that the original configuration included one printer and

two CRT terminals. One of the CRT terminals is in the Records Division,

together with the printer. The second CRT terminal is a systems terminal

9

and is Tocated next to the CPU in a room remote from both Records Division
and Crime Analysis, the other prime user of the system. No terminal, hard
copy or screen, was present in or near the Crime Analysis Unit (which is
physically Tocated approximately 450 feet from Rgcords Division), making
it very inconvenient to use the system. To correct this deficiency, it
was decided that one additional CRT terminal and one additional printer
should be acquired and Tocated in the Crime Analysis area.

These items were only the most pressing needs, and, together with the
expansion chassis for the CPU (needed because there wasfno room available
to install the controller for the dfsk drives) and the controller for the
disk drives, represented a purchase estimated at approx}mate]y $40,500.

It was found that this amount could be made avai]ab]e'from ICAP funds due
to some underspends in other categories. Accordingly, a budget adjustment
was prepared and submitted tokLEAA, resulting in a Gran% Adjustment Notice
dated June 24, 1980 resulting in reallocation of funds'among categories
and authorizing $40,500 for equipment (previously zero).

Having secured this authorizaticn and having prepared specifications
in the interim, a request for proposal was sent to seven firms which would
be Tikely to be able to supply the equipment. Four of these responded.
International Data Services, Inc. of Sunnyvale, California was selected °
as the successful vendor on the basis of being the lowest responsive bidder,
and the necessary documentation was prepared (including a lease versus
purchase analysis) for forwarding to LEAA, through Search Group, Inc.,
Sacramento, California, for approval. Purchasing Division, meanwhile,

took the necessary steps to obtain City Council approval of the purchase.

Federal approval was given for the purchase October 30, 1980 and was

received via Search Group, Inc. A purchase order was issued on November 6,
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1980 to International Data Services, who delivered the equipment on
December 11, 1980 at the bid price of $40,187.78 (including sales tax).
This price did not include installation.

A1l the equipment being purchased was of DigitaT Equipment Corporation
(DEC) manufacture. In order for the equipment to be eligible for inclusion
uﬁder a DEC maintenance agreement, it must be inspected and certified as
eligible by a DEC maintenance representative. To facilitate this, a
purchase order was issued for DEC to install, inspect and certify the

-

equipment at a price of $1500.00. This process was completed on December 23

and 24, 1980.

Ll

The equipment purchase approval documentation will be found as

Appendix A to this report.

It was mentioned earlier that the equipment purchased with grant
funds, as described above, represented only the most pr;ssing needs in
this area. Also needed are additional items of hardwafe (beyond those

discussed here) and software enhancements amounting to between 40 and 50

thousand dollars, which the City expects to provide as part ot its ongoing

commitment to this project.

Local Evaluation

City policy dictated that a formal evaluation was needed for ICAP-II.
In addition, the members of the project itself felt that a neutral party
assessment would be beneficial to aid in determining what, if any, changes
were needed to improve the product of the ICAP Proje;t, the Operations
Support Unit. Therefore, the decisijon was made to contract with a consul-
tant to accomplish this.

As part of the contract for evaluating ICAP-I, Hughes-Heiss and

Associates of San Mateo, California, developed an evaluation design for
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ICAP-II. Because of this, and because of their familiarity with the
Project and the Department, gained during the evaluation of ICAP-I,
together with the high quality éf their work in ICAP-I, it was considered
that the Project, the Department, the City and LFAA would all be best
served if the services of the same firm could Be obtained to evaluate
ICAP-II. The advantages appeared to be several: 1) the expense of the
RFP process would not be necessary; 2) the process of familiarizing the
consultant with the Project and the Department would be eliminated;
3) this firm would be following a research design which they developed,
saving the time and expense of deveioping a design as part of this contract;
4) the total fee would be substantially Tower than it Qbu1d be with a new
consultant. Preliminary inquiry of Hughes-Heiss 1ndiéated that the fore-
going was, indeed, the case, and they indicated a tota1‘fee of $12,100
would be acceptable. Thislis a figure substantially Tower than could
reasonably be expected with another firm performing an.evaluation as detailed
as that called for in the research design mentioned above.

This information was communicated to LEAA in Washington, accompanied
by a request for authorization for sole source contracting with Hughes-
Heiss and Associates. This request was approved by LEAA in Grant Adjustment
Notice #2, March 24, 1980. A contract was concluded between the City and
Hughes-Heiss on May 23, 1980, under the terms on which that firm was to
evalrate the Project and its product, the Operations Support Unit, according
to the evaluation design developed under the contract for evaluation of
ICAP-1. The contract price for these services was $12,100, the amount

previously quoted.

The report of this evaluation is found as Appendix H.

...lo_
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National Evaluation and Coordination with Other Projects

The San Jose ICAP Project fully recognized its responsibility to
cooperate in the National Evaluation Program. This responsibility was
fulfilled through two media: 1local evaluations performed by independent
outside consultants on the San Jose ICAP Project,|and submission of
quarterly progress reports containing detajled information regarding the
activities and progress of this project. Prior to September, 1978, these
reports were submitted in a form which was primarily narrative in format,
consistent with direction received from LEAA. Fer the ﬁériod beginning
September 1978 until the present, a more structured reporting format
developed by LEAA has been used. In thfs connection, itjshou]d be noted
that, in order to respond as fully as possible to the data needs of LEAA,
a number of changes were found to be needed with regard to information
not routinely collected by the Department. Since some o% this information
is derived from automated systems, it was necessary to write a number of
new programs to access the data base and retrieve the information in the
form required. Other items are not under the control of the Department,
but had to be obtained from agencies not part of the City government.
These items also required new reports to be produced by automated systems,.
and, hence, new programming - in some cases, extensive in scope. This

effort was undertaken by request to the agencies involved, at Department

expense. Efforts have been ongoing to develop as comprehensive and refined

data as possible. This new data was included in the quarterly reports as
it became available.

Exchange of information with other Taw enforcement agencies has long
been a policy of the San Jose Police Department. During the period of

ICAP-II, and of ICAP-I and the Patrol Emphasis Program which preceded it,
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a significant increase in requests for information has occurred, compared
to past experience. We attribute this to our greater use of relatively
sophisticated automated systems than is the case in many other agencies,
and to the fact that awareness of these systems by other agencies has
increased through the medium of the ICAP Program.' It is interesting to
note that this awareness is not confined to ICAP agencies, suggesting that,
in many areas, information is being disseminated by ICAP agencies to
agencies not participating in the ICAP Program. This is evidenced by the
fact that San Jose receives requests from both ICAP and %on-ICAP departments.
Most inquiries are received by mail op phone. The volume reached a point
which made jt necessary to develop information packets oh the Crime Analysis
Unit and the Patrol Allocation P]an,kthe activities most frequently asked
about. Other areas in which interest has been frequently shown include
our computer ajded dispatch system (in San Jose it is cai]ed CAPSS - Computer
Aided Public Safety System) and various other automated.systems used by
the Department. Every effort is made to respond to each;request promptly
and as fully as possible, whether or not the requesting agency is ICAP
affiliated.
In addition to dissemination of information by phone or mail, a
aumber of requests were responded to by personal contact, either by hosting
a visit by representatives of other departments or by San Jose ICAP staff
visiting agencies tg render assistance which required more than coyld
be provided by phone or mail. San Jose was also represented at most
scheduled ICAP Cluster Meetings during the period of ICAP-II. These
meetings provided a valuable opportunity for the exchange of information

between participating agencies, in addition to the formal presentations

on the agenda.

-12-~
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Special activities, other than attendance at cluster meetings,

undertaken for purposes of National Evaluation or information exchange

were as follows:

July 30-31, 1979 - Hosted visit by David O0'Connor, LEAA/ICAP

Western States Program Manager. The visit was made to render assistance

in problem areas and to assess project progress.

September 26, 1979 - Dennis Moore, University City Science Center
(LEAA Contractor) visited to gather data and render technical assistance
in the area of quarterly reporting. iy

November 29, 1979 - Hosted a visit by five members of the Jackson,

Mississippi ICAP Project. The purpose of the visit was *for technical

assistance in the area of Operations Ana]ysis/Resource'A11ocation.

December 10-12, 1979 - An Operational Audit was conducted by Mike
Lamson of the Sacramento office of LEAA. ‘

March 19-20, 1980 - Three members of the Jacksonville, Florida ICAP
Project visited to obtain technical assistance 1in severil areas.

July 28-29, 1980 - Four members of San Diego Police Department visited
for TA on Patrol Allocation, Deployment, Decentralization and CAD.

August 18-19, 1980 - S.J.P.D. Crime Analyst attended.a meeting of CASS

Advisory Committee at Simi Valley, California, to evaluate software developed
for CASS and in use at that location. This participation was funded by San
Jose ICAP Project.

November 20, 1980 - Four members of Memphis, Tennessee Police Department

visited to learn about Mobile Computer Terminals in use here.

Administrative Problems

Under "Staffing," the problem of delays in hiring staff due to the

hiring freeze instituted by the City as a result of the passage of Proposition
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. III. THE PROJECT
13 is discussed. Since this prohlem has already been dealt with under

by

the appropriate heading, it is not necessary to discuss it further here.

The principal product of ICAP-1 was a conceptual design known as
Suffice it to say that, while some amount O

the Operations Support Model, which has been, during ICAP-1I, translated
F delay and consurption oF | into a working organizational entity called the Operations Support Unit.
staff time was occasioned by this, it did not rgsu]t in loss of time such . This Unit is intended to respond to three basic néedé of the Department,
that the final product was adversely affected. The jmplementation segment
of the project progressed as planned.

to fulfill the stated goals in the application for LEAA funding, and to

further the overall accomplishment of objectives of LEAA's Integrated

Criminal Apprehension Program. Specifically, these are as follows:

ICAP Mational Program Concept. - :
; The concept of the ICAP National Program found on page 1-1, ICAP
% / Program Implementation Guide (February 1978) is stated as follows:

! The Integrated Criminal Apprehension Program (ICAP) represents
k a recently developed police service delivery concept that

focuses on building a structured approach to the management

and integration of police services. The program has emanated

from the accumulated experience and Titerature developed through

a number of LEAA sponsored police programs. The unique feature

of ICAP is that it provides a framework for the integration of

the various police service delivery functions and support

services. Further, it establishes a solid developmental base

e ot e

for increasing overall effectiveness and efficiency of a police
organization.

s

The Operations Support Model developed and implemented as the Operations
Support Unit by the ICAP staff of the San Jose Police Department addresses

the elements of this strategy directly by providing for a structured approach

) services. It utilizes experience and insights gained in a previous LEAA
P
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grant (Patrol Emphasis Program), and builds upon these. The model makes
extensive use of integration of various services now performed in the area
of support, but presently independent of each other. Enhanced efficiency
and effectiveness has been, and is, a prime goal ?n the development of the
concept. The precise manner in which these objectives were attained will
be more clearly seen below, as the model is described in more detail. It
js appropriate (and necessary) to refer back to ICAP-I activities since
ICAP-I and II were two grants which funded two segments of a single ongoing
effort to develop and implement the concept described. &t is therefore
difficult to speak of ICAP-II withouf reference to previous work under
ICAP-I (and to some extent, the Patrol Emphasis Program kPEP)).

It should be mentioned here that another ICAP objective, that of
technology transfer, has also been kept in mind during the development of
the Operations Support Model. The model (and unit) prov;des a basis which
other agencies, with suitable adaptation, will find usefu] in seeking to

solve similar problems. »

Goals Stated in Application

The overall goal as stated in the application for LEAA funding
in ICAP-I is:
To increase the productivity of police manpower and strengthen
management and supervision's decision making processes that
allocate such manpower in order to effectively and directly
affect the potential victim, offender and opportunity for crime.
This broad goal was further defined by stating three sub-goals, each
of which included three objectives. The sub-goals were related to program

areas (labeled Program Area I, II and III, for convenience). They were

Program Area I, Patrol Methodology and Rationale.
Goal: To improve the capability of patrol forces to impact

the occurrences of crime and meet the demands for other police

services.

Objective A - To improve Field Deployment and Strategies

and Tactics.
Objective B - To increase the amount of Police Officer
effectiveness in Patrol Operations.

Objective C - To minimize response time.

Program Area II, Apprehension Techniques and Effectjveness.
Goal: To improve the capacity and effectiveness of "patrol and
investigative resources for apprehension of offenders.

IObjective A - To increase the level and quality of investi-
gative resources available for apprehension activities.

Objective B - To improve the procedures for preliminary

R

investigative and case assignment.

Objective C -~ To improve tactical deployment of special

units assigned to apprehension operations.

Program Area III, Supervision and Management Resources.

Goal: To strengthen management and supervision's capability 1in

improving and maintaining a high level of police officer productivity.

Objective A - To create a functional unity among Information
Analysis, Crime Prevention and Apprehension Operations.

Objective B - To systematically provide the information and
training needed by management to make decisions in allocating

personnel and deployment of manpower.

A=)

stated as folluws:

i RN A e e T
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~~ Results Sought

(a) Objectives. The major objective of ICAP-IT will be the successfyl

O

Objective C - To improve the relationships with external

implementation of the Operations Support Model in the Department, That
agencies that affect police productivity.

accomplishment wil] represent the achievement of the goals and objectives
These goals, originally stated in ICAP-I, continued to be the goals

of the Operations Support Model--to provide and promote:
of ICAP-II. Indeed, the fact that ICAP-II was a continuation of ICAP-I

Consistency in information gathering, quality control, storage,
would make this necessarily so.

accession, and dissemination in the Department.

Needs of the Department

Optimization of the utilization of Tine personnel in both the

-

The three basic needs of the Department are essentially

! patrol and investigative functions.

simplified restatements, in practical terms, of the foregoing. Needed informaticn for management ang line personnel to enhance

A\

The Department has a need to provide better information to the police service delivery capability.

management and supervisory personnel to assist in decision- Timeliness in identifying crime patterns and suspect/offense

making as relates to utilization of available. resources. correlations and advising management ang line personnel

There is a need for better information for field officers, to : of those conditions. ‘
enhance their effectiveness in daily operations. A third ; Responsibi]ity being fixed at al] Tevels for the most effective
need relates to investigative personnel - specifically to : and efficient completion of assigned tasks.

enhance theijr ability to solve cases. This third need is Operations/Crime Analysis information for informed management

addressed in two ways: 1) by reducing the paperwork with which i . Judgment  ang improved 1ine operations.

investigators now cope, thus providing more time for field Liaison withip the Department and with the public being improved

investigative work, and 2) by providing investigdtors with ' and strengthened.
more and better information with which to work. . (b) 1. Performance Goals. The following have been identified as
Through the Patrol Emphasis Program in San Jose, some of the goals - cr

Ttical measures of progress achijeved in terms of imp]ementing ICAP-II -
“and objectives of Program Area I were addressed. The ICAP Project utiljzed : | Operations Support Moder (0.5.M.):

and built upon the work of PEP, and so many areas which have already been Achieve basic operational status for the Operations Support

greatly improved, will be enhanced still further through the implementation Model not later than September 1979.

of the Operations Support Mode]. Complete and submit study of re-configuring beat structures

: 4
The specific objectives for the final phase of the project were '% (j by January 1980.
stated in the application for ICAP-IT funding as follows: 4 '

K**R
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Complete conceptual desiui of Operations Managers' Information

System by September 1980.

nitiate ICAP-II Phase-out plan by July 1980.

2. Impact Goal. The ultimate goal of }CAP-II - 0.S.M. to
conceptualize and operationalize an organizational entity that will manage
the flow of :.formation throughout the Department, perform and promptly
report the results of analyses of data on operations and crimes to the end
that the administration is capable of providing the highest level of pro-
fessional police service to the community in the most e;fective and efficient
manner possible. In this State at fhis time, police chief executives are
faced with severely constrained budgets. Yet, crime ha{ not appreciably
abated and the demand fur police services has increased. Such conditions

jmpose upon police executives the necessity for defining and achieving

comparable goals. The efforts undertaken in San Jose may serve as a model

for replication elsewhere.

The Research (Operations Support Model)

Historically, the Operations Support Model began with a Reorganization
Task Force in the San Jose Police Department, which began work in August ‘
1977. A component of its overall study was the consideration of a centralized
operations support function. At that time, this function was not precisely
defined. The PEP Project participated in the work of the Reorganization
Task Force, which was composed of experienced and knowledgeable representatives
of the various operating and administrative units of the Department. The
final report of the Task Force was published in June 1978, the month which
also marked the beginning of ICAP-I. In the report, attention was given to
some aspects of what has become the Operations Support Model, but none of

these was treated in depth, nor were the elements brought together to
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comprise a single functional entity. It became the task of ICAP to perform
the extensive research needed and to develop and implement the concept of
the model.

Prior to and during ICAP's participation in ;he Reorganization Task
Force, the PEP/ICAP staff engaged in a number of other activities, each
of which was ultimately to contribute to the development of the model. As
early as October 1976, the PEP staff provided support in the system develop-
ment of the Records Index System II (RIS II, an automated records index -
system housed on Santa Clara's computer system), and thé Computer Assisted
Public Safety System (CAPSS, a computer aided dispatch system). An analysis
-of the management of the Juvenile Division was done, beéinning in April 1977,
and in July of the same year an analysis of sex offensés was performed.

An in-depth study of the Court Liaison function was a]sq initiated in that
same month.

As a result of the participation in the Reorganizétion Task Force and
the other activities cited above, by June 1978, when thé ICAP-I grant period
began, a great deal of data on current resource management and deployment
had been gathered and analyzed. Two conclusions were formulated based on
the analysis. First, the data indicated that many of the problems hampering
the operating areas investigated were traceable to the flow of records and
information. A number of problems which appeared initially to be internal
to the operating units studied actually turned out to be problems external
to the units and not solvable except to the extent that the records and
information flow could be altered. Secondly, data indicated that the
records and information flow in the Department was excessively complicated
and inefficient. This condition had adverse affects on most, if not all,
areas in the Department. The evidence also indicated that it would not be

productive, and might even be counter-productive, to attempt to superimpose
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a new entity on the existing records and information flow. The most
Tikely result of so doing would be that of adding to the complexity.,
thereby increasing, rather than alleviating, the problem. The alternative
was a complete restructuring of the records and information flow, and it
was this course that ICAP undertook to follow.

To accomplish the task of restructuring, it was necessary for project
personnel first to have an intimate knowledge of the existing system,
since only with this knowledge could the system be effectively altered. -
Simply scrapping the present system en toto and beginning anew was not
considered a viable approach. Were such a method to be advocated by ICAP,
it was felt that the ICAP Project would suffer a great loss of confidence -
confidence which it enjoyed at the outset of ICAP-I a§ a result of the
accomplishments of PEP, its predecessor. This meant, then, that the entire
system of report generation, document flow and information flow would have
to be studied in great detail followed by sound recomméﬁdations for step
by step changes in procedures and work flow. .

As a result of this decision, the initial four months of ICAP-I
(i.e.,June through September 1978), were devoted to two principal activities,
carried on concurrently; 1) a period of intense gathering of highly
detailed data needed for flowcharting the entire report generation and
document flow processes; 2) a series of on-site visits, meetings, analyses,
and comparisons. By the Tatter part of September, extensive data had been
gathered, analyzed and compared, rechecked, further analyzed and compared
again until all the data wa§ consistent. Concurrent with this data gathering
process, a search of the literature was done to determine whether the
concept of an Operations Support Model had been explored in some other

agency. It was found that, while various features of the Model had been
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implemented elsewhere, there was no eviaence that the total concept had
been tried previously.

Next, it was necessary to present this data in a readily useable
form. The next three months were consequently dgvoted to flowcharting
the entire system. Despite the amount of data é]ready collected, the
complex nature of the system made it necessary to make still further
inquiries and observations during flowcharting as the process disclosed
real or apparent errors. In December 1978, the flowcharting was essentially
complete, although some minor changes were needed in thé months following.
The resulting flowcharts will be foUnd in Appendix B.

The second principal activity that was carried onjduring this period,
concurrent with the data gathering and flowcharting, was that of model
development. During the data gathering phase, a preliminary concept of
the nature of the Operations Support Model was formed a; a result of
discussion and comparison of ideas presented by variouégmembers of the
ICAP Project and some input from sources external to the Project. It
was essential throughout the activities of the project, and especially
crucial in model development, to encourage the free flow of jdeas not
only among members of the Project itself, but among Project members and:
all interested parties. Since the Project had a high level of acceptance,
many valuable ideas were contributed from resident staff in the Department.
As the data gathering and flowcharting progressed, the conceptual model
was refined so that when flowcharting was completed (December, 1978) a
fairly sophisticated model had been developed.

It was now possible to represent the model schematically from a

structural and a functional standpoint. It was also possible, with the

aid of the flowcharts developed for the existing system, to flowchart the
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~ At the beginning of ICAP-II, a model which promised a successful
iy Operations Support Model. The months January through June, 1979, were

solution to the problem of information flow was available, having been

largely devoted to these activities, to preparing material descriptive developed in ICAP-T.

It was now necessary to implement the Model as a
of the proposed functions and staffing, etc. of the Model, and to develop-

unit. To do this required additional research beyond that which was
ing a plan for implementation.

1

completed in the development of the model.

Selected schematics of the model which show the major steps in
development are to be found in Appendix C. The last two of the series
(Appendices C-6 and C-7) show the final version, the first being a structural
presentation, and the second a functional one. The f1oychart of the
Operations Supbort Model corresponding to the schematic diagrams will be
found in Appendix D. Funding and ofher impediments mad? it necessary to
alter, somewhat, the 0.S.M. in jmplementation. A flowchart of the Model
as implemented will be found in Appendix E. A comparison of the flowchart
of the Model with that of the original system (Appendix‘B) will convey &

sense of the dramatic change the Model achieves. This same comparison,

The developmental research
focused on the flow of documents within the Department, but took little

notice of how many documents were involved, nor were time factors critical

in the earlier research. Implementation would require considerable,detailed

information along these Tines. Consequently, beginning in July, 1979, a

series of studies, collectively termed Report Processing Studies, were

L]

done which measured numbers of documents generated at various
times, workload at different times of day and days of the week, and
provided detailed information on processing procedures, including time-motion

studies. Every effort was made to insure that the studies represented

; typical periods of time so that they would form a good historical base
when it is recalled that the changes were made incrementally on the basis

for determining what the staffing levels should be in the Operations

of study of each individual function rather than simply~scrapping the old Support Unit.

They would also point to specific skills that would be
and devising the new system, will provide graphic indication of the magni-

needed. The Report Processing Studies were the major effort of the Project

tude of the problem, and, hence, the task, of the Project staff during the through the month of September.

The results of these studies may be found
ICAP-1 grant period.

as Appendix F to this report.

Implementation

On July 1, 1979, a Police Lieutenant was appointed Commander of the
Operations Support Unit.

e,

Following a brief period of familization, he
The ICAP-II Project was committed to two major efforts; 1) the

embarked on a series of meetings with representatives of Patrol, Records
successful establishment of an Operations Support Unit in the San Jose

; Division, and Investigations. The purpose of these meetings was twofold:
Police Department; 2) completion of an analytical program to re-configure ] 1) to orient those who would be primarily impacted by the institution of
the patrol "beats." The narrative in this section is intended to document % . the Operations Support Unit, and 2) to solicit input from these persons

" the most important aspect of ICAP-II; how the Operations Support Model, ;% o as to how best to accomplish the change from one system to another with

GF& was implemented and operates. % ,

RS :
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the least amount of upheaval in ¢y to day operations. The orientations
were necessary since, though command staff and management were somewhat
familiar with the concept of the OSU (and even they, it turned out, were
not as familiar as they needed to be), subordina?e Tevels in all three
areas were quite unfamiliar with the proposed change, with the exception,
of course, of those particular individuals who had worked with the ICAP
staff in the research done during ICAP-I. Cooperative effort would be
needed on the part of a wide spectrum of people at all Jeve1s, as implemen-
tation proceeded, and so it was vital that these people have a clear under-
standing of just what it was they wére being asked to cooperate in doing.
How important and useful these orientations were was evident time and time
again as implementation of the OSU proceeded. The seéond aspect of these
meetings - solicitation of ideas - was also important. ‘It will be recalled
that, during the development of the model upon which the Operations Support
Unit is based, ideas were solicited from various peopfe outside ICAP, with
beneficial results. Because the new unit would impact @ broad spectrum of
peopie and activities throughout the Department, input by these people
would be beneficial in two ways. First, greater insight was gained not
only concerning the positive impact, but the negative as well. Although”
the negative impact was found to be minimal, it seemed important to attempt
to neutralize any negative effect (real or perceived) to the maximum
feasible extent. Feedback, both positive and negative, was received at
each stage of implementation, and many 6f the suggestions were incorporated
into the changeover. The second benefit was the realization of a low level
of resistance to the change in procedures. Change of any kind can be

perceived as threatening to many. This perceived threat, combined with

inertia which affects many others, has often proven a formidable barrier
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to organizational change. By making those affected participants in the
change, the size and nature of this barrier can often be reduced to minimum
Tevels. Such was the case here. Instead of resistance to change, which
might well have been encountered, positive particjpation became the prevail-
ing pattern - a condition which greatly facilitated the implementation of
the Operations Support Unit.

Although, at this point, the functions of the Operations Support Unit
had been determined, its physical location had not, except that it would.be
part of, and occupy space, in the Records Division. A geries of planning
sessions took place, involving ICAP‘staff, Records staff and the OSU
commander to resolve this question. A floor plan of thé existing space
utilization was prepared. The opening of the new wing‘of the Police Admin-
istration Building resulted in the movement of activities adjacent to
Records Division. This, in turn, permitted Records Div{sion to expand its
physical area, and therefore, to provide space for the'new Operations
Support Unit. Two alternative floor plans were devised swhich incorporated
0SU into the Records Division. These two plans were considered as working
documents, and not necessarily as final determinations of the physical
location of any entity. As initially implemented, the OSU looks similar -
to Alternative I with all systems terminals located in the area labeled
"Enrichment." As with any organization, it is realized that, over time,
the physical arrangement will probably change for any number of reasons.
Suffice it to say that the Unit was successfully integrated into the Records
Division. The floor plans noted above are found as Appendix F -58 & 59.

In implementing the 0SU, at least two alternatives were possible in

methodology. The first of these would be to simply install the new unit,

give it full scope responsibility from the start, with relation to all
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crime types, and "debug" the system as probiems arose. The experience of
others, both in San Jose and elsewhere, when instituting broad organizational

change, led to the conclusion that this approach would be the more disruptive

and, should the system require adjustment (as we. expect it will, inevitably), .

adjustment would be more difficult to accomplish because of the volume and
variety of the cases handled. The second alternative, therefore, was
selected by management as the more desireable. This method involved the
selection of one crime type which would be handled by the new 0SU while ,

other crime types continued to be handled as before, be{ﬁg added to the

.responsibility of OSU incrementally as it proved itself able to absorb the

additiona] load and was able to acquire the increased sfaff to make handling
of other crime types feasible. (It should be noted that this phased imple-
ment&tion applies only to the Case Control Section. Crime Analysis and
Information Coordination were both 1in existence prior ta the development
of the 0SU, and were handling all crime types, and they continue to do so
as part of 0SU.) |

The crime type selected for initial implementation of 0SU was burglary.
Two reasons can be cited for this choice. First, there is_sufficient
volume (f12,000 per year) to provide a good test of 0OSU functfon, while at
the same time providing needed assistance to the Burglary Investigation

Unit. Second, a high proportion of burglaries have 1ittle prospect of

~solution in that solvability factors are Tow or virtually nonexistent.

" That means that a significant number of these cases are "early closed"

(see the description of functions, below), and are not assigned to the
Burglary Investigation Unit, thereby freeing investigators from a heavy
unnecessary paper burden which they bore prior to implementation of 0SU.

As indicated earlier, other crime types will be added to the 0SU operation
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as the unit indicates jts ability to handle them and as personnel
resources become available.

At the heart of the functioning of the 0SU is the information
contained in the report submitted by the officer who performs the prelim-

inary investigation. Since this is so, the ability of the patrol officers

to properly conduct a preTiminary investigation assumes great importance.

With this in mind, surveys were done to determine the level of this ability.

One survey involved the patrol officers themselves while another surveyed
detectives to gain their impressions based on the crime:}eports and other
material submitted to them as a resuit of preliminary investigations. The
results of the two approaches were surprisingly simi]ar,'and served to
point up both strengths and weaknesses in this vital area. Based on these
studies, training programs were developed to maintain the strengths and
correct the weaknesses found. This training will be con%inuous in ordef
to continue to improve the quality of preliminary invesfigations‘

Several other important pieces of research were necéssary before the
OSU could be made a functioning unit. Screening methods and solvabiTity
factors had to be developed. A number of alternatives for each of these
Was possible. ICAP staff worked together with Bureau of Investigations
staff as well as members of the Records Division to develop a system for
Case screening that was both efficient and agreeable to all concerned.
Solvability factors for use in determination of cases to "early close"
were devised, also by conference. Nationwide Titerature was researched.
An unweighted screening approach was selected. The need to achieve a
consensus on these areas made this a rather time consuming process involving
many revisions before agreement was eventually reached. It is anticipated

that experience, over time, may well result in further alteration.

~-29.-



A

R
¥

The new procedures made it necessary to take a close look at the
forms which were being used to determine whether changes in them would
be necessary or helpful in implementing and operating the OSU. Particular .
concern was given the fact that greater use of auFomated systems than had
previously been the case might necessitate changes in format of report
forms of various types to achieve both consistency of data and ease of
entry into the computer systems. It was found that several forms needed
revision. There were also needs for forms which had not been used before,
and so had to be designed from scratch. These revisiong and designs were
undertaken with several purposes 1n'mind. The forms had to be functional
with relation to the internal operation of the Operatioﬂs Support Unit.
They needed also to provide for the submission of information as complete
as possible while, at the same time, providing the patrol officer (in the
case of report forms) with a form which was easy and refative1y quick to
complete, both to encourage completeness and to reducegéas far as possible,
the paperwork load on the patrol officer. With these cditeria, it is
obvious that this was no easy task. In the deve]opmenﬁ of the forms, a
considerable amount of time was expended in obtaining suggestions from
members of the Bureau of Field Operations (Patrol Division) and incorporating
these comments into the new forms where they were not inconsistent with
other goals. The end result accomplished, to a high degree, all the purpoées,
as can be seen by reviewing the forms, shown in Appendix G. One form
| deserves particular mention, since it represents a departure from past
procedure on the part of all patrol officers. This it the "Information
Bulletin for the Crime Victim." This form is found in Appendix G-3. The
form, besides providing a fairly large amount of general information to

the victim, also indicates the case number assigned to the occurrence, and
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the status of the case. This means that the patrol officer now has the
responsibility to perform a complete preliminary investigation and make
a determination, based on the solvability factdrs discussed earlier, as
to whether the case will be submitted for follow-up investigation or not.
Of course, this initial decision can be Chanéed by reviewing officers in
0SU, when justified, or upon receipt of additional information which would
change the "solvability" status of the case, but normally, the recommendation
of the patrol officer performing the preliminary investigation acts as the
primary guide in this respect.

Staffing considerations Toom large in the institution of any new
entity, and they were cexta1h1y a major area of concern in implementing
the Operations Support Unit. The problem arose in connection with the
Document and Case Control Sections, since both the Crime Analysis and the
Information Coordination functions were already operating entities in the
Department, and were staffed. For Case Control, however, personnel would
be needed from one source or another, since this was an entirely new
entity. It is true that some of the functions had been performed by Records
Division personnel, but most had not. Originally, it was planned to acquire
the necessary clerical personnel from within the Records Division insofar as
it was possible to do so, and rely on new hiring only to a minimum extent.
Sworn personnel would be selected from among experienced officers and
sergeants in the Department. These officers would be replaced gradually
as new personnel were hired and graduated from the academy. During the
Tast half of 1979 and the first part of 1980, the private sector in Santa
Clara County experienced a period of expansion which resulted in many job
opportunities and higher wage offers. Because of the severe financial |
constraints imposed by Proposition 13, the City was unable to prevent the

Toss of many of its employees, sworn and non-sworh. The resulting
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personnel shortage in the Department (and throughout the City government)
made it unfeasible to divert the necessary pérspnne1 from their present
assignments to staff the new OSU. The solution was found in the availa-
bility of State of California Office of Criminal Justice Planning Mini-
Block Grant funds for Plan Year 1980. An application was prepared which
requested funding to support one Police Sergeant, two Police Officers,
and four Police Records Clerk II, together with certain non-personal
expenses. This request was approved on June 18, 1980. In addition to
the personnel supported by the Mini-Block Grant funds, the Department was
able to make available one Police Lieutenant (OSU Commander), one Police
Sergeant and Police Officer. This was enough to staff the OSU provided
certain adjustments were made to the design.

As has been noted, the design of the Operations Support Model is
quite flexible. This flexibility was now to prove valuable (as we believe
it will if and when other agencies attempt to implement a unit on the
same design). It was found that by consolidating the funcfions of the

Document Control Section and the Case Control Section into one entity,

the 0SU could operate and carry out the functions called for in the design.

The fact that management had already decided on a phased implementation

with relation to crime type (beginning with burglary) meant that the initial
volume would not be as great as it otherwise would have been. As implemented,
then, the functions of Document and Case Control are handled by one section
called Centralized Case Control. It is planned that, as the OSU proves
jtself, and. other crime types are added to its area of responsibility,

that additional personnel would be available for the increased workload
entailed. A determination will be made at the appropriate time as to

whether a consolidated Centralized Case Control Section is the best way to
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continue, or whether it is better, because of volume, to return to the
idea of separate Document Control and Case Coﬁtroi Sections, as originally
envisioned.

The Operations Support Unit, as implemented, consists of a Centralized
Case Control Section, Crime Analysis Section-{Operations Analysis now made
a function of the Research and Development Div. ) and Information Coordination

Section. ‘The functions of each section are briefly described below:

Centralized Case Control Section

- Collects: A1l original crime reports, offense reports, citations,supple-

mental reports, property/evidence reports, etc. are being routed to

the section. Each police response is given a computer-generated

discrete identifier. Each document associated with the event is given

the same number.

- Audits: A "log" is generated by the Computer Assisted Dispatch System

(CAPSS) at 0400 hours daily containing all events to which a response
was made. The log contains a "disposition code" indicating the closing
status. The code will indicate if a report(s) had been made. The
section uses the log to ensure that reports for each event nave been
received. Any discrepancies noted are immediately repaorted to the
appropriate watch commander with a request that the document(s) be
submitted without defay. The notification is documented and a copy
routed to the unit in which the delinquency occurred. A "tickler"
file is maintained in the control section.

- Collates: A1l the documents associated with each event are then assembled

to form a preliminary case file.

- Prioritizes: The County "CJIC" System generates a report at 0600 hours

daily of all bookings by agencies in Santa Clara County for the
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; (motor vehicles, drivers Ticense, etc.) information systems.
preceding twenty-four hours. The most current custody status Ts

| According to enrichment procedures established for each type of
shown. The Section scans the report for San Jose arrests and for

| case and the preliminary evidence reflected in the report, an
n ." The associated case file is located; .
custody status shown as “held The associated case €1s a extensive data base search will be conducted.

ATT results obtained
a worksheet is affixed with the Tabel of "priority case" being assigned

Will be attached to the case. (Development and operation of this
(in this Tocality the Sheriff will release all arrestees after twenty-

component will be supported by experienced investigators and experienced
four hours from initial booking if no complaint has been filed). The

Police Records Clerks who will bring their experience, intuition,

-and
"priority" notation alerts all personnel handling the document that

ingenuity to bear in directing the data base search process. )
processing needs to be expedited and it must be received by the appro-

: - Evaluates: This is one of the most critical functions in the entire
priate court liaison officer as soon as possible. If a complaint ;

model. It involves the evaluation of the merit of a case and determin-
received from the District Attorney is not filed prior to the arrestee’s

% ation as to whether further investigation is warranted. The criteria
release, an arrest warrant must be obtained, the suspect located, :

for the case evaluation process have been developed. At present,
re-arrested and booked. This process provides the medium for early

? copies of cases "not to be assizned" are being routed to detectives
identification of in-custody habitual offenders which are priority ; Q’F\ for information only

[T the investigative commander wishes to assign
cases in the prosecutor's office.

the case, justification for such action must be documented and severe
- Distributes: When a case has completed processing within the Operations

time constraints established for the supplemental investigation.
Support Unit, it is faced with a sheet indicating the units or agencies i

; - Assigns: A formal case assignment procedure has been developed. This
to receive copies. This section is responsible for reproducing the i

; ;omponent will determine on the basis of the offense type, ages of
document, as required, and routing it as indicated.

§ suspect(s)/victim(s) the investigative unit(s) to handle the case
- Reviews: A preliminary "sort" process is conducted at this step. Some ! - ,

solely or jointly. The unit(s) of assignment are entered on the case
report(s) forms (cases) by their nature are not intended for further

face sheet.
investigation. Such items are jdentified and assigned low priority

- Systems Entry: In the review and enrichment processes critical case
for further processing, but also flow through the "Assignment" element

control (status-assignabi]ity) and crime analysis data elements are

for verification of status of assignability. This unit is responsible highlighted

The data elements so indicated are entered into the
for ensuring all crjtical elements of each document are completed.

R.I.S. (Records Index System) and thus initiate the on-Tine status of
Inadequacies are handled in the same manner as in the "audit" function.

P} the case (ASSiQHEd/Unassigned/Unit(s)) and crime analysis elements
- Enriches: This section is furnished with computer consoles to access all

(crime type, location, time, victim, suspect(s), witnesses, etc.).
local, regional, state, and national criminal justice, and allied

~35-
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A responsibility of this section is systems quality control. Supple-
mental reports received necessitate "calling-up" of the case on the
screen face. Quality control personnel ensure all data elements

recorded are carrect and that apy errors are corrected without delay.

- Victim Liaison: In the event a case 1is determined not to merit investiga-

tive assignment, a brachure will have been provided the yictim/reporting
party of that decision by the officer conducting the preliminary
investigation. The brochure also advises the recipient that in the
event they become aware of additional, related information it is
assential they telephone the Section at the number found in the brochure
and report the matter. The Unit records the information on a supple-
mental report form, re-activates the case, and routes it to the case

evaluation function for decision-making as to its assignability.

Crime Analysis Section

- Analysis: The Crime Analyst directs the activities of this section. In

the area of crime analysis, ready access to the crime event data bases
is available. Present production reports will be refined and expanded
as justification and resources warrant. Copies of reports of selected
target crimes (sexual and aggravated assault, robberies, burglaries,
etc.) are routed to the section and scanned by support staff in the
belief that reading only selected cases will promote the ability to
make early identification of pattern, trends, etc. Such speculations
will be tested by the crime analyst in programmed searghes of data
bases. The function will provide management, operations, and Tine
personnel with timely crime data of high utility. '

The Operations Analyst, although disassociated from 0SU and now

part of Research and Development, will impact OSU operations since he/
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she wiT] continue research to re-evaluate the Patrol Allocation Plan,
expand the concept to other field units; and with more reliable work-
Toad measures for the investigative branch being developed as a result
of the functioning of the Operations Support Model, will initiate
studies into investigative resource allocation models. A setvof
Timited management reports are generated by that section. The Operations
Analyst will assume Tead responsibilities for the conceptualization of
an Operations Managers' Information System. These products will dove-
tail with those of the Crime Analyst to provide better information

for command and management use.

- Recommends: The Section develops and submits to management recommendations
for strategic/tactical deployments, allocations, etc., based upon the
results of the analytical process and any discernable, unique features
of identified series of events.

- Assesses: This section and the Operation Analysis Section in Research
and Development bear the responsibility for the in-house evaluation
of those plans and programs instituted by operations elements of the
Department upon the recommendations generated by this unit.

- Reports: The obligation to keep management and operations informed as
to the results achiéved from furictions performed by the section are
of the utmost importance. Strategic and tactical plans based upon or

incorporated into such reports will be developed and implemented with-

out delay.

Information Coordination Section

- Disseminates: The Department publishes a dajly "Watch Bulletin" utilized
by Tine members of this and other nearby police departments. That

function is performed by this section. Additionally, plans are being
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developed to expand the "Watch Bulletin," identify appropriate other
media (videotape, television time, cassettes, etc.) for the widest,
most effective dissemination of information that will facilitate

" operations in the identification and apprehension of wanted persons.

Implementing this Model meant that addiéiona] personnel with specific
skills would be needed. Previous management commitments had been made to
reassign some existing staff to Operations Support, where they would
perform duties virtually identical to those they performed in their previous
assignments. Such reallocations could not satisfy personnel requirements
in the Case Control Section for two reasons: the first, that new and
special skills had to be developed in the staff selected for the Case Review,
Enrichment, Evaluation and Victim Liaison componenté; the second, that there

are not sufficient personnel, generally funded, to provide staff for assign-

‘ment to the above identified critical tasks.

It was determined that two levels of sworn personnel would be required
for the Review, Evaluation and Victim Liaison functions. A supervisory
sergeant would be needed to coordinate all functions of the section during
a shift. Most importantly, that individual would have final authority for
confirming decisions made by a police officer to early close, reclassify,
unfound, or reactivate cases and to make the screening and investigative
unit-assignment determinations. The supervisors would be required to acquire
new skills, but must also be generally regarded and respected for their
expertise in preliminary and supplemental investigative practices and pro-
cedures and their knowledge of existing prosecutorial requirements and

judicial philosophies. The police officers must have many of those same

'skills but not to such an advanced degree. The distinguishing characteristic

between the two positions is that the police officer would recommend; the
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sergeant would be held accountable for the final decisions made. The
volume of work estimated to be flowing through the Case Control Section
supports the need for one officer and one sergeant on two shifts daily,
five days per week. The assignment of a sergeant also provides for overall
shift supervision.

The Case Enrichment functibn is performed by Police Records Clerks.
Essentially, the staff selected must be trained to acquire a broad knowledge
of all existing criminal information systems and how to access the systems
in an interactive, dynamic fashion so as to obtain all possible information
related to fragmehtary information elements contained in preliminary investi-
gation réports. Those selected for thig specialized assignment must have
demonstrated knowledge of automated systems and especially an acute interest
in police investigatory practices and procedures. The personnel required
for such positions are in addition to the Police Records Clerks reassigned
from the Records Division, who are responsible‘for the Case Systems Entry
function. Two positions of Police Records Clerks are required for each of
two shifts five days per week.

As mentioned earlier mini-block grant monies available for State of
California OCJP Plan Year 1980 were successfully requisitioned to support
the funding of two positions of police sergeant, two positions of police
officer, and four positions of Police Records Clerks to perform duties as
outlined in the foregoing. The utilization of block grant funds as proposed
reflects the commitment of the Department and the City to full implementation

of the Operations Support Model.
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Results (0SU)

The processing of all burglary and receiving stolen property cases by
San Jose's 0OSU represents a workload during first phase of approximately
40% of all felony cases handled by the Department. The OSU reports that
it, during its first ten Weeks of operation, screened out (held open but
inactive) 79.4% of the 3,266 cases it proceséed. This resulted in the
0SU's retention of responsibility for 2,594 cases. 20.6% of the total
cases processed (672) were sent to the Burglary Investigation Unit for
followup.
Highlights of the ICAP local evaluator's findings with regard to OSU
are that:
- Pre and post measurements indicate positive changes in Burglary Unit
operating patterns.
e Patterns of time usage by investigators showed positive changes
in three areas.
e Investigator attitudes toward OSU impact showed moderate positive
shifts.
® A higher proportion of "assignable" cases are being assigned and
_receiving some followup.
e. Burglary complaints filed have increased in number and in proportion
to numbers of assigned cases.
- Analysis of OSU. . .activities indicate that:
e Most Tow probability cases are being screened out by the 0SU.
e The great majority of cases forwarded to burglary are subjected
to enrichment. . .
e A high proportion of enrichment. . .activities are successful.

o About 11% of those cases forwarded to burgliary by 0OSU had new
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solvability elements added. .
. . .there appears to be a direct 1ink .-between 0SU enrichment
activities and ultimate disposition of those cases by Burglary
(Unit).

The OSU manager's closing comment on the Unit'sbfirst status report
represents the majority opinion of all San Jése Police Department members
who are affected by the existence of the 0SU. It merits repetition here.

"We are optimistic that we are on the right track and that the effort is

worthwhile."
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IV. CONCLUSION

Operations Support Model (Unit)

As can be seen from the information given above, the Operations
Support Model provides for an integrated, coordinated and efficient
means of‘provfding direct support to the operational entities of the
Department. While many of the functions were already being performed,
they were not organized into a simple functional entity. It is antici-
pated that those functions will be enhanced by the very fact of close
operatioﬁa1 relationship with other functions in the Operations Support
Unit, over a period of time. It is also anticipated that certain
functions, particularly Crime Analysis and Operations Analysis (although
not an OSU function, but part of R & D, an ICAP product, nonetheless),
will be expandéd so as to provide even greater contributions to the
overall performance of the traditional police mission. We fully recognfze
that because the Department does not operate in a static environment
sbhe changes may be necessary as implementation proceeds. The Operations
Support Model has purposely been designed with this in mind. As can be
seen from the presentation above and in the appendices indicated, the
Model is flexible, and has been designed to meet changing requirements.
Indeed, its flexibility was crucial in enab]ingyits implementation, as
discussed above.

While the Model is designed to increase efficiency, and is expected
to result in savings over time, it did require a degree of financial
expenditure in the initial stages to accomplish the needed changes.

Th&t financial ﬁeed was met, in part, by State of California Mini-Block
Grant funds, as described earlier. Current and continuous budget

constraints may require some changes (or require changes from the original
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design now in being to become permanent) particularly where additional
personnel resources are required. Since some of the key functions of

the Model already existed in the Department, changes in implementation
which were necessary because of funding limitations were not so severe

as to prevent the resulting entity from accomp]ishihg its stated goals.
It is hoped that, over time, those areas whiéh are affected can be funded
(even incrementally) so that the end result will be fuil realization of
the Operations Support Model as planned.

District/Beat Restructuring Project

A performance goal written into San Jose's ICAP II application was
to "complete and submit study of reconfiguring beat structures by Janu-
ary, 1980". This study was accomplished; the resulting plan was imple-
mented by the Department on January 18, 1981.

| After the close of ICAP I San Jose ICAP's local evaluators, Hughes-
Heiss, during their exit meeting with the Chief and fssistant Chief of
Police stated that it was their opinion that ICAP II, which was already
in progress, was over committed. They felt that 1) implementation of
"OSu", 2) completion of "ACES" installation/testing, 3) development and

jmplementation of a new district/beat system, and 4) designing an Opera-

 tions Managers' Information System were more than could be achieved by

"the Project at the then existing resource level.

A succession of resignations of all three of the Project's original
analysts compounded this identified problem. The remaining key staff -
were the manager and two relatively new staff analysts. Halfway through
the grant (the nine month point) the Project was without a statistical
analyst, confronted by a City hiring freeze and, allowing that the freeze

could be bypassed, was hard pressed to find a statistical analyst who
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1) would take a nine-month job or 2) could accomplish the district/beat
project in the remaining nine months.

A1T of the above resulted in the Dgpartment's decision to postpone
implementation of the district/beat project to January, 1981, and to not
hire a statistical analyst for ICAP. The grant manager teamed with the
Department's Crime Analyst, also a statistical analyst, and the newly
selected Operations Analyst in the Research and Development Division;
together they, with support staff, accomplished the district/beat project.

This project is documented in Appendix H. .

As can be seen from a careful study of the foregoing, the Law Enforce-
ment Assistance Administration's Integrated Criminal Apprehension Program
through the San Jose Project has had and will have in the future substan-
tial impact on the operation of the San Jose Police Department. The
functions, methods and processes of the Department which have been
affected by the incorporation of ICAP- -articulated concepts we feel will
provide a rich return to the’ people of San Jose on the1r investment in

terms of improved, cost effective police services.

~44-
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Appendix A
Computer Equipment Purchase

Approval Documents
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Appendix A

T e s
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CITY OF SAN JOSE, EZALJE*@HN@A
—_—

' A PO Hox a7y

U5103

201 W. MISSION 1160t ,
TELEPHONE (408) 277.4000" -

POLICE DEPARTMENT

Septenber §, 1980

Search Group, Inc.
925 Secret River Drive
Sacramento; CA 95831

Attention: Mr. Joe Sharp

Dear Joe:

Attached is qur request for approvai for the Epp equipment tq expand

our Automated Case Enrichment System. As Jou know, the Privary file

on the system is the Field Interview Card file. As a seconaary function,
the system will be used ds a word processor to update our Duty Manual

and Beat Book Index, as wel] as other similar work as the needs arise,

We also plan to use the system for a variety of other files, to be ot
on at a later time,

The eauipment to be purchased will correct two deficiencies. The Tirst
of these is a Tack of adequate storage space, which the disp drives
will greatly expand. The second is f]exibi]ity Which will be enhanced
by the addition of a CRT terminal and printer to he Tocated in the

Crime analysis area and which wiij be available not only for crime
analysis Purposes, but for input of data, etc., as well,

Since prior LEAA approvai IS needed before oyr City Council can autlnor-

ize the purchase, yoyr early action on this request will be yreatly
appreciated,

Any questions You may have may be directed to Bud Bye, Icap Project
Manager, at (408) 277-4106.

Sincere]y,

JOSEPI 1. McHAMARA
Chief or Police
'/‘) )
Tﬁj,ncxétbﬁadb'

ROBERT v, BRADSHAY

Assistant Chief of Police .

JDM/RVB/MRB/crf -
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i. Recommendation of SPA

i ‘ j i "track one" grant, the
i City of San Jose ICAP PrOJegt is a rac ! rant
ggRC%O%?$ce o¥ CriméﬁaE Justice Planning) is not 1nvolveq‘1n t?ethe
administration of this grant. Therefore, the recommendation o
SPA is not applicable.

A-3
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2. Specific Eguigp@gﬁ_igmpp_nggﬁgﬁggi

The following equipment is to be purchased:

1.

One (1) Digital Equipment Corporation Expander Chassis,
Model BA 11-KE.

One Disk Drive, with disk pack and- controller, Digital Eouipment
Corporation Model] RJP-04, 88 megabyte capacity. :

One Disk Drive with disk pack, DRigital Equipment Corporal jon
Model RP-04, 88 megabyte capacity

One CRT Terminal, Digital Equipment Corporation Model VT-100.

One Matrix Printer, Digital Equipment Corporation Model LA-180
(operating speed of 180 characters per second).

A-4




J. Project Goal

The project goal, as stated in the granl application is:

To increase the productivity of police manpower

and strengthen management and supervision's decision-
making processes that allocate such manpower in order

to effectively and directly affect the potential victin,
offender and opportunity for crine.

This rather broad goal has been translated into the development of
an Operations Support Mode], a schematic of which is attached. This
model is being 1mp1emented in the third grant period, and will bocom
a permanent system in the Department.

The equipment to be purchased is for expansion of a DEC PDP 11-34
computer system purchase during the second grant period. The expansion
is needed to provide sufficient storage for the applications contemplated
(including the Field Interview File, currently on the systew). and to
enhance flexibility of the system. Since the computer systen (ca]]nJ

the Automated Case Enrichment System - ACES) is used almost enrt 11e1) 9y
the Operations Support Unit, this purchase represents a direct enhance-
ment of an ICAP product - namely the Operations Support Unit.

Report

\___/

>

DOCUMEHT CONTHROL

! Ihase One

Gollection
Transcription
uptication

Collation
Prioriti

Phase Two

2ation

Yuality Check
Audil-Tickler

Distribution

’( Case
x
X
CASE COMTRUL 1
Phase One  Phase Two

Data Entry

Case Revipw
Case OTnrichre

ng
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Case Evaluation

LI Ty

WU il

- SCHEMAVIC CHARY

Operations

~\
\\____/

Automated
Systems
\\__’/

\_\_‘_/

/ _

_E—'—"--—'—-n—-w e

Selecled
B peports

—

/_J
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4.

The following is the Tist of org
San Jose in its Request for Prop

Bidders List

Digital Equipment Corporation*
100 Bush Street, ‘Seventh Floor
San Francisco, CA 94104

Digital Accessories and Supplies

632 East Carribean
Sunnyvale, CA 94086

Systems Industries
525 Oakmead Parkway
P.0. Box 9025
Sunnyvale, CA 94086

Xebec Systems, Inc.
2985 Kifer Road
Santa Clara, CA 95051

* Response received fr
item 5, following.

** Response received fr
item 5, following.

anizations solicited by the City of
osal (RFP):

lest, Coast Comnuter Exchange, Inc.
248 Sobrante Way -
Sunnyva]e, CA 94086

Internatioha] Data Services, Inc.**
453 D Ravendale Drive
Mountain View, CA 94043

Pacific Data Systems
/01 Welch Road
Palo Alto, CA 94304

om office in Santa Clara, CA. See Tisting in

om office in Sunnyvale, CA. See Tisting in

A-7
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The following is a 1ist of organizations responding to the RFp:

. Responses,

Digital Equipment Corporation

2525 Augustine Drive
Santa Clara, CA 9505]

International Data Ser
1020 Stewart Drive
Sunnyvale, CA 94086

West Coast Computer Ex
248 Sobrante Way
Sunnyvale, CA 94086

Systems Industries
525 Oakmead Parkway
P.0. Box 9025
Sunnyvale, CA 94086

vices, Inc.*

change, Inc.

* Selected as the Towest vesponsible and responsive by

The Ffirm will supply

all ditems of equipment indicate

A-8
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Lxplanalory Hotes

1. If the Cily wore Lo lease the equipment, Tease payimenls vwould
begin after installation. 1In the case of the present proposcd
purchase, it is anticipated thal this will be accomplished in
October 1980, and, therefore, an implementation dale of Hoverboer 1.
1980 has been used, since that would be Lhe date of the first lcasc
payment.

2. It is anticipated that the equipment will serve Lhe purposes
for which it is being acauired for a period of ten years. Aiso,
given the post Proposition 13 funding situation in the City, it

is doubtful that funds for replacement of tha system would b
available any time soon, and it can be reasonably anlicipatod Lhat
the system will have to be used to its maximum feasible time hofore
a replacement system could even be considerad. In that thore is
now computer equipment in use in the CiLy which is approachirg Len
years in age, it would appear that ten yecars ia a reasonable
anticipated use time. For these reasons, the release date of
Movember 1, 1990 is used, and the analysis is predicaled on an
anticipated use of ten years.

3. 0On a Tong term lease, the City would ordinarily make ann .l
payments, and so the Distributed Payment Factor was not used.
Maintenance costs in a purchase situation will be by contrac’, and
paid annually.

4. The discount factors used are for 147 intorest. the rate @ ost
recently paid by the City for leasing of equipent .

A-15

7.

v

sole Source Juslification

Not Applicable.
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Uosy Dhepantoent ot o e

Burcau ol Jostice Siatisties

e reers 2
oy
/

8. Programming Languade 2 &

‘ v —— e
Wl 1)1 NEARY)

Not Applicable.

: N s
o OUT 30 1827
i

Mr. Joe Sharp
SEARCH Group, Inc.
925 Secret River Drive, Suite H

Sacramento, California - 95831

Dear Mr. Sharp: ‘

! SEARCH Group, Inc. letter of October 7, 1980 reguested 4pproval
for the San Jose Police Department, an ICAP aygzsncy in

California, to procure certain ADP zquipment.

We have reviewed the equipment listed in the enclosures to thz2
letter and concur with the proposed expansion and procutrzment

r Sincerely,

[
1

- . - .

Wayne P. Holtzman
Director

Systems Development Division

A-18
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APPENDIX B

REPORT GENERATION AND PROCESSING
FLOW CHARTS
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SAM JOSE POLICE DEPARTMENT
REPORT GENERATION AND PROCESSING
FLOW CHARTS -
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It

vi.

Vil,

VI,

X,

XL,

SAN JOSE POLICE DEPARTMENT
REPORT GENERATION AND PROCESSING

FLOW CHARTS
Iupex To Frow CHarr PLaves
REPORT GENERATION - FIELD FORCES KIT. REPORT PROCESSING - FORM 4
- EXTERNAL ORGANIZATIONS ’
XII1., REPORT PROCESSING - EORM [
REPORT GENERATION - [HFORMATION CENTER
~ INVESTIGATIVE SERVICES - XIV. REPORT PROCESSING - FORM 4

OFFICER DECISION BLOCK

XV, FORM 4 - STOLEN PLATES

REPORT PROCESSING - FORM 19; FORM 16; FORM 1

REPORT -PROCESSIHG - FORM 2; JCR; DUI

REPORT PROCESSING - ACCIDENT; HOMN-ACCIDENT

MISSIHG REPORT PROCESS
CASE NUMBER CORRECTION

RESEARCH AND DEVELOPMENT CODING PROCESS

CITATION PROCESSING -  ADULT CRIMINAL

CITATION PROCESSING - ADULT TRAFFIC

XVI, FORM 4 - FELONY VEHICLE AND MISSING PERSON PROCESS
XVII, FORM 4 - STOLEN VEHICLE (SAFEKEEPING)

XVITI, FORM 4 - STOLEN VEHICLE (SAFEKEEPING)

1

KIX. FORM 4 - IMPOUNDS

XX, FORM 4 - I(POUNDS
XXI. FORM 4 - ABANDONED VEHICLE

XXI1., OFF PAGE CONNECTORS

CITATION PROCESSING - HOM-MOVING; JUVENILE

TAPS LOG PROCESS

LATENT PRINT PROCESS
FIELD INTERVIEW PROCESS

--SPECIAL THANKS TO STAFF INSPECTIONS FOR THEIR ASSXSTANCE‘
AND TO ALL DEPARTMENTAL PERSONNEL INTERVIEWED,

1CAP
8-79
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CONECTOR  ITFORMATION

Clerical process to facilitate data

@ Includes: in " .
entry-GJIC flagged booking pending @ A "case" requires one or more of the forms

Stand - ups bookab
e o
Taped interviews on bockable cites identified below

Fingerprints

By instructors from records command

Identify § detail process of PRN correction
Mig shots @

when CIT tui
en CII rap return content of report may. not be

Report distribution and altered by records clerks with the

Refer to indexing distribution procedures .
system processes - See vchicle reports : exception of beat number & case number

after records sort
t. LA, ,court o s
Pink copy to central case file Records stamps with D.A.,co i Un-named suspects § vehicles associated

do not rep e w/those suspects have limited indexing,

All forms that flow as an refer to procedurs entitled "Hierarchy of

If it fits supervisor sign - off “

offense report(1,2,4,16,19,J(R,DUT} categories for indexing.

criteria, § has not been signed - off

: fon s sent to quality control
Per directive in Police manual

Physical evidence retained by Latent fingerprint

& el &

Currently being. converted

el

section - exccp:ion,' too bulky? All homicide
to automated systenm
evidence, latents, 200-10c,10g reports,

- . A elimination prints kept in case folder
Officers' file copy for court testimony
.until ajudicated

G2-14

constitutes offense report for traffic cases

1f mmi code violation, dismissal § citation
13b is also the packaging & cannot be
forearded to asst.chief; prepares letter to

&l

N .. separated from contraband
city attorney for dismissal

. . Action dependent upon Bureau invelved;
Physical descriptors, charge information,
no follow-up by pruperty

¢l

date/tirme of offense, case number entered

from cite
If currency, take to police records safe; retumn

o<l

F13 to property area; leave xerox w/13
All types of report forms ki i ’

Refer TAPS log process
Day shift - before 8:00a.m § 10:30a.m M P

G

Swing shift-
Refer case number correction process
Mid shift- ¢ number P

Refer missing report process

a ad

PLATE XXII
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APPENDIX C

SCHEMATIC DIAGRAMS
OPERATIONS SUPPQORT MODEL
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DOCUMENT AND
QUALITY CONTROL

Collects

Collates
Prioritizes
Distributes

Audits \\\\\\\\

CASE CONTROL

Reviews

1

Enriches
Evaluates

Assigns

Enters in System

‘Communicates w/victim

)SAN‘JOSE POLICE DEPARTMENT
osu ‘ .
FUNCTIONAL SCHEMATIC

1

ANALYSIS AND

INFORMATION

Analyses
Recommends
Disseminates
Assesses
Renorts

C-4

Systems
————

N—

e e e e

LEERERET, . Sa

P

R

R T T S

Report
»
DOCUMENT COMTROL
Phase One Phase Two
Collection Collation

Transcription Prioritization
Duplication YQuality Check

* |istribution Audit-Tickler

CASE_CONTROL
~ Phase Two

Case Review
Case Enrichment
Case Evaluation

OPERATIONS SUPPORT MODEL

SCHEMATIC CHART

Opcrations fF»\\\\;¥

' lInformatfon

INFORMATION COORDINATION
Phase One and Two

Information Reception
Information Prioritization
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Automated|
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~— Reports
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ANALYSLS
Phase One and Two

Data Collection
NData Analysis
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Selected

7
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Sumary of Environment Profile Study conducted in the Records and

Identification Division, Operations Command, San Jose Pulice Department.

Purpose of the study: To obtiain a profile of staffing, the reliability

of machine support systems, and interruptions and influences that

impact upon the work of the Police Records Clerks (PRC's) assigned to

report processing.

This study is a part of a broad work measurement study being conducted

by Operations Support staff of ICAP (Integrated Criminal Apprehension Project).
Prior to initiation of the survey, supervisors on euch of the three shifts
were consulted and briefed on the purpose and details of the questionnaires.
The survey was initiated on Thursday, July 26th, after a one-day trial

run. Data was collected for one week on each shift. An extra day of

data was collected for the day shift as one sample day was adverscly

affected by an eight hour power outtage. Samples of the questionnaires

circulated among supervisors and PRC's arec attached to this report.

e

Survey Findings

Day Shift

Positions assigned per shift: 3 - 8
Average number of positions filled: 6.7
Interruptions, other duties and activities
Phone calls/Average per day; :
Sworn: 13 calls/6 minutes per call )
Non-sworn: 33 calls/6 minutes per call |
City/Dept.: 4 calls/4 minutes per call
Wall-in requests: Average 7 requests /6.0 minutes 5
Training: One l-hour training period reported.
An avervage of 69.5 percent of PRC's time per day devoted to report ' i
processing.

 Swing Shift . | . |

Positions assigned per shift: none - 2.
Average number of positions Filled: 1
Interruptions other duties and activities

F-3

o it

Phone calls/Average per day
Sworn: 7 calls/7 minutes per call
Non-sworn: 6 calls/3 minutes per call
City/Dept.: 1 call/6 minutes per call
Walk-in requests: Average 2 requests/4 minutes
Other duties: _
Relieve other stations, translating, etc., average of
2.56 hours per day per position. '
Training: None reported.

An average of 41% of PRC's time per day devoted to report processing.
g P Y i P e

Midnight Shift

Positions aSsigned per shift: 5 - 8
Average number of positions filled: ©
Interruptions other duties and activities
Phone calls: Average per day;
Sworn: 1 call/7 minutes per call
Non-sworn: 1 call/4.5 minutes per call
City/Dept.: Less than 1 call/2 minutes per call
Walk-in requests: 2 requests/3 minutes per call
Other duties: Average of 1 hour per day per position
Training: 3 training periods rcported, average time 40 minutes
per period.

An average of 81% of PRC's time per day devoted to rcport processing.

F-4



B et |

| Conclusions
| " conctis lons
! .

' Report processors on the day shift experienced the greatest number
Support Systcms* |

of interruptions from phones; an averuge of 50 calls per shift,
also, the greatest number of walk-in requests; 7 per shift.
Percent of time non-operative in 24 hour pcr%od

Midnight shift report processors were the least disturbed by

; interruptions; 3 phone calls per shift, less than 3 walk-in
Days Copiers CRTS Mini-tricve Other 2 requests per shift.
i
1 0 R , 0 0 i \ Interruptions on the swing shift had the grcatest impact on report
2 33.3° . 5.3 33.3 0 % processing considering no more than two PRC's were ever assigned to
3 25.0 ‘ 10.0 17.3 ?~ ) : this task. Phone calls averaged 9.5 per shilt. Time taken up by
4 100.0 48.3 48.3 33;5 % walk-ins was nominal. Swing supervisors reported a training
5 9.3 8.8 12.5 8.3 ] | brogram is currently being conducted on this shift. Report
6 0 0 o 0 ‘ processing is performed only if there is an overlap from days and if
7 0 3.5 126 ' there is édequate personnel present.
; ‘;Q During the test period several power outtages occurred. Supervisors
? report such occurrences arc not unusual. In addition, any of the
* Several power outtages occurred during the survey period.

machines that break down on swing or midnight shift ave ineperatlive
Day 3, Midnight shift, 2 hours 15 minutes : ;

for the balance of that 24 hour period, that is until the following
Day 4, Day shift, 8 hours

day when service personnel can be called.
Swing shift, 3 hours

s D Hift. 2 hours Attachments - Graph: Comparitive Staffing and Productivity.
Day 5, Day shizt, our

Swing shift, 30 minutes

B

Supervisor's Records and Identification Profile Questionnuire
form.

- Police Records Clerk Questionnairc form.
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e
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&Th Records and [dcntiljfnltion Elflflbl

Shift Bricfing Tune

AT

Duration

Special problems presented at briefling:

WORK FORCE ASSIGNED TO REPORT PROCESSING.*

NO. PRC POSITIONS ALLOCATED
NO. PRESENT® THIS SHITT:

Full Time:

Part Time:

Status of Support Systems:

% OF SR
NO. NOT-OPER\ITNG 3T

NO. NO. OPERATING
IBM COPIERS
43 CRTS

. MINI-TRIEVE

OTHER SYSTEMS
(describe).

i
CeBRAL TS

_ Summarize any interruptions to vork fliow.

Incoming‘info. réquest/business calls
Walk-in officer info. requests
Individual training/spec. directions
Other (DESCRIBE)

Describe any unusual occurrances

NO. TOTAL TTME

, €.g. power outtage, bomd threat

, etc.,

- et -

Completed by:

Nuanie

Title

* Do not include .library, micro-film processing or froui counter personncl
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Police Records Clerk

Name

DNate

Work Station

Shift

As part of the Records processing workload study please assist us by

tallying and summarizing work activities performed in addition to

your regular processing duties.

Phone calls:
Information requests
Sworn
Non-Sworn

Inter-city/Dept. Business calls

Special directioms from supervisors
Training sessions

Other activities: (Describe)

Walk-in requests

No. Total Time (min.)

Thank-you,

Operations Support Unit Sta(f
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ICAP PROJECT PHASE | AUGL 21, 10
Report Processing Document Count

Purpose of the study: It was the purposc of this study to identify the

pattern by which reports are submitted for processing and to discover how
this pattern impacts on the workload of report processing persommel. This
data will be used to assist in developing detailed recommendations for Phase
I processing adjustments.

Procedures:  An hourly log was kept of all reports rctricved {rom the

BFO report depository, the front counter, the mail box, and the sworn report
writing desk. The measurement period began August 13 at 0800 hours and
ended August 20 at 0600 hours. Tabulation was made cach hour by type of
report. Two time gaps occurred, one of three hours, onc of two hours when
reports were not retrieved. These gaps were closed by taking a document
count during the week following the study at appropriate times.

Findings

Table I shows the number of reports submitted by hour of the day and day

of the week. The three shifts are also indicated to assist in illustrating

relative workload. Within the period of the study, the greatest nusber of

reports was submitted between 1500 hours and 1700 hours on the {ifth dny  of

the study, Friday. The next highest peak had occurred at 0200 hours of the
same day. The high of 71 reports at 0800 on the first day of tha stuiy
probably contained a number of reports accumulated in the carly hours of

that morning and is therefore not a truly accurate measure.

From the data it appears each shift has a distinct peak period for report
retrieval; Days between 0600 and 0800, Swings between 1500 and 1700, with
Mids between 0100 and 0200. This tvend is more apparent in Tahle 2,

Median Number of Reports by Time of day.
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Report retrieval distribution was fivly even between shifts,  Of
a total of 20698 scparate veports tabulated, 994 or 37 percent were
retricved on Swing shift, 957 or 35 percent were retricved on Mid

shift, lecaving 747 or 28% rctrieved on Day shift.

Table 3

REPORTS BY TYPE AND DAY OF ‘THE WEEK

TYPE M T W TH F 5 5 TOTALS
F1 65 61 65 58 48 45 40 382
F2 143 158 130 147 119 99 108 904
Fd 12 14 15 16 11 14 18 100
F16 48 46 48 36 46 60 27 311
F19 16 10 26 21 18 22 A 134
JCR 36 29 37 30 25 32 19 208
DUI 10 6 14 21 26 33 12 122
OTHER 65 72 54 59 92 100 86 537

395 396 389 388 385 414 331 2698

F1 - INCIDENT REPORT - Crimecs against property only
F2 - Crime Report
F4 - Vehicle report

F16 - Traffic Collision Teport .
F19 - Traffic Collision report, short fomm
JCR - Juvenile Contact Report h

DUI - Driving Under the Influence

OMMER - Includes; Pre-booking forms, supplemental crime
reports, supplemental traffic collision rceports,
Chemical analysis reports, property descriptions,
etc.

: - - et
i LSS

quite well.

shifts in initiati CeS3
1N 1nitiating processing of reports

An altern

s S]lO 1 Py v ) 1C B S §

O 2 - . ., - - H™
E reports were submitted on saturday.  lowever, the viriance is not
marked ’ he medi
from'day to day. The median number of reports subimitted per

day is 373 a variance of 427,

Fo i c "epor . i
llowing current report processing procedures, all TCPOrLs must

be s i ced for rout] i
tamped in, marked for routing, duplicated and copies distributed
to a variety of locations depending on the crine type
b

indexed, stamped,
and filed.

Processing time varies with the skill and experience of the
oper ] - i
perator and with the amount of work Interruptions. The recent Environ-

ment Profi . 3
ofile Study, completed 8/3/79, showed most interruptions occur

during the day shift,

Table 4

Comparison of Current Shift Hours with Peak Report Retrieval Time

Shift Peak lours
I 'hﬁds 23:30 - 7:30 0200

" II Days 7:30 - 16:30 0800

S IIT Swings = 16:30 - 23:30

1609

Curr ift times
ent shift times accomnodate the peak report submission times

A thirty minute delay is possihle botween day and swing
at the peak hour of 1600,

ative schedule employing two 10-hour shi

fts is =hown in Tahie 5.

F-14



Table §

Alternative Shilt Schedule

Shift ‘ Peak heurs
I 0700 - 1700 ‘ 0800 and 1600
II 1700 - 0300 : 0200

This schedule provides for the major portion of report processing
to be accomplished on Shift I. A carry over of some process steps weuld
occur from the end of Shift I to the beginning of Shift IT. However, most:
of the report "handling" could be accomplished on the 0709 - 1700 shift.
Indexing would then be completed during the first part of shift TT.

There are indications that the concentration of report indexing on an
evening shift would result in a reduction in entry errors as weoll ag
terminal time. Given an experienced operator, reports could be indexed
more quickly. Both the Environment Profile Study and the Terminal Response
Time study support these contenfions. Reports with high priority would be
fully processed at the time received. All others would be indexcd in
accordance with a priority protcdure, to be established, but with the
bulk of reports assigned to thc evening hours.

Under this alternative shift schedule, no civilian personnel wonld

be present during the hours 0300 - 0700. F[xperience and the cirrent study

~ show these are the least active hours for veport submission,

The impact of an extended shift time on productivity would need to
be assessed along with the apparent merits of this plan.  Some of the
tasks related to report processing require intensive attention o derail
and productivity could be affected by longer hours. Htilization of purt: -

time employces could be a solution to a Tatigue problem.  However, this

F-15

e RN

L it

~
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i = votrrom

R , g ?P_ f\nulysié of Report Process ing Procedures in the Records hivision, San
( Purposc:  To count when and how many reports are turned in for Rocords 3 '{~ Josc Police Department.
Processing. Introduction. This study was undertaken in support of a general plan
) for the development and implementation by the ICAP Project of an Operations
?fcquency: Thl? count will be done hourly during each shift for a scven day Support Unit, in the Police Records Division. Early in the development
period. of the project it was recognized that in order for management decision
. making, impacting all areas of police operﬁtions, to be effective and
Directions: . . . . . .
—_—— } efficient it must be based on the consistcent and timely availability of
1. Pick up all reports at the followine locations: g quality information. It has been generally acknowledged that information
a) BEO lock box = z now available for crime and operations analysis is oCten inadequate, of
3 b) Records Report Writing Roon f i) mediocre if not poor quality, and not always timely. A principal objective
) Front Desk E of Phase I of the project is to identify those conditions that contribute te
d) Records Mail Box 3 ' the inadequacy and poor quality of information available to managers as well
/ as to line personnel in the Department. Basced on this and related studices
2. Bring the reports to Records. performed by the ICAP staff, Phase I of the project will be concerned witl
resolution of these inadequacies and the development of a reliable ard
3.. Count the number of each kind of report (for example, how many tinely information system with an enphosis on QuiLlty Teporring.
JCR's were in the pile of reports?) ‘ i Purposec of the Study. This study had a very specific purpose: to tdentis
4. Vrite the total for each type of report on the tally sheet. in detail the current processes applied to the retriceval, distribution,
automated system entry, updating and quality check of all reports sub-
5. If there were no reports of a particular type, put a zero (0] mitted to the Records Division for processing and to determine the
on the tally sheet. i T approximate time requived to perform each task. In concert with other
6. If there were no reports on any of the four locations, put zcros studies recently completed by the ICAP staff, it is cxpected this report
in each space on the tally sheet. | | will assist in determining optimal staffing requircments, task and ocquip-
! ment allocation, and serve as a base for futurc modification and iLmprove-
7. Stack the reports on the indexer's dosk. ! ’ ment in the methods now employed in processing reports. In anticipation
| ‘ of a Case Control and Analysis Section in Phase I[ of the TCAP Project,
8. At the end of shift, puf the tally sheets back in the folder for | | ? thoro?gh understanding.of Feport broccs%ing methodalogy 15 considered
the next shift to use. 1 imperative by the Operations Support staff.
} Design of the Study. Based on a comprehensive (Jow chart developed by
ICAP ¢ lysts during the past year, a detailed ontline ol processing
Thanks . for your help. z tasks was developed. The outline was divided into sections describing
, % the nonnal processing of each type of veport, steps in the quality controtl
(‘=% LEAR Staff % } f‘;Q of each type of report, related activities such as transcribing, indexing,
. . x41N6 ‘ :
:
F-17 ' F-18




£iling, making corrections and additions, and the handling of photos
and other miscellancous data. ‘lwo Operations Support Analysts hiad
principal responsibility for the study. Time and motion measurcments
were performed for each processing step described in the outline. These
measurements were made with the cooperation of Police Records Clerks and
their Supervisors on each of the three shifts; Day, Swing, and Mids.
Personnel participating in these task measurcment studies varied from
individuals with long years of experience to others who had recently

completed training. It was anticipated this cross section approach to

the selection of subjects would give a rcalistic measure of average times

required to perform specific tasks. Due to stalling shortages plaguing

the Police Records Division currently, analysts in actuality were

limited to measuring performance of the incunbents in particular positions

regardless of their level of expertise.

Measurements were made over approximately a month.
were compared and evaluated for reliability by the two analysts and tho

final few days of the measurcment phase were spent in verifying results

as being reasonable and accurate within the time and staffing construaints

of the study.

Results of the time and moticn measurcments werc compiled on the data
cellection form described previously and are located in the Appendix of
this report. Data usually recorded in seconds was tvanslated to minutes
required per task, per twenty-four hour period basud on calculated
averages of reports submitted. A summary report was developed high-
lighting principal tesks, a narrative description of the task, and time
in minutes required for complction. This summary may also be found in

the Appendix. General task groupings to be found in the sumnary avc;

1)  Processing of Reports with lnvestigative priovity.
2) Normal report processing and distribution by type.
3) Quality control of reports.

4) ALl other tasks associated with report processing.

Total hours were computed for each of the above tasks, lollowed a

grand total for all report processing activitics measured in this study,

Critical measurcmenis

e SIS
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rindings and Recommendat tons

At the time this study was conducted cssentially the sanme stalling was
observed as during the Environment Profile study, (8/3/79).

Mids 6.

are taree peak periods in the 24-hour day for report submission, 0800, 1600

and 0200 hours.

The Document Count study completed in mid-August indicated ther

In this stuly
the average number of positions [illed on each shift was; Days 6.7, Swing

T
o

¢

1

<

Median number of reports received respectively was 44, 43,

?

and 48 with a sccondary influx of one-half to one-third this mmber occurring

at 1200, 2000 and 0400 hours.

is being done on the 1630 to 2330 shift, the burden of processing all reports

submitted in the late afternoon and evening hours, which would routinely be pro-

cessed on swing, is held over for the next shift, Mids, possibly with a pro-

gressive delay extending on to the day shift.

The day shift, subjected by far to the most interruptions ol rcutine pro
cessing duties as currently structured, is not well equipped to clear up
this stack of accumulated reports.

shift times are quite well adapted to peak report retridval times if all

shifts are adequately stalfed. It is thercforc recommended that throush the

recruitment of new Police Records Clerks and the shift transfor of inciehon®

personnel a balance bc maintained on all shifts.

i

employing two 10-hour shifts and still accommodaling the peak report sub-

mission times noted.

hours and 1700 hours with no civilian personncl present from 0300 to N0
hours.,

This schedule provides for shifts beginning at 0700

)

be performed on the second shift taking into account the high incidence of

interruptions on days.

should not be regarded as irrvemediable.

Responsibitity for screcening in-

An alternative schedule was offered for consideration in the Document study

coming cialls and handling walk-in officer requests could be assionad to ope

L
clerk ar nis/her primary task. Presently no clear-cut procodures for ha

ling calls and requests appears to be followed,

1
a-

Choice between the retention of the cicht-howr shift or the adontion of the

two shift plan should be based on productivity and efficicency consideration:
such as “hich would provide for optimum supervisory control, optimes utilization

and performance of terminals and other support systoms, and elloct on conloys

F-20

However, daytime interruptions of routine processine

The document study indicated that curve ¢

Under this plan it is suggested the majority of report indexine would

oy

If, as observed in this study, no report processing
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morale. Use of part-time cmployees might also be consideved as a1 possibio

means to increased flexibility in the implementation of any schedule.

An analysis of police report processing procedures revealed the following

time averages per shift devoted to the major tasks performed.
1) Forty-five minutes is devoted to stamping reports.
o All Reports are time and date stamped in as soon as
retrieved.
o Approximately 22 percent o[ crime reports arc stauiped
"Court'' and '"D. A.".
o All indexed reports are stamped "Indexcd" and initialed
as this process is completed.
o All reports are time and date stamped out.
2) Thirty-five minutes is devoted to sorting reports.
o Reports are first sorted to determine investiputive
priority.
o After reports are marked and copied, copies are sorted
for distribution.
0 The Records copy 1s arranged in case number order prior
to indexing and filing.
3) Twenty-five minutes is spent marking reports for distribution.
4) One hour is required to distribute rcports to various plck-up
stations and filing locations
5) One hour and twenty-five minutes is spent making copies of
reports for distribution.

6) Six hours is spent at a computer tervminal, indexing

< )

making
corrections and additions, querying the Driver's License

system, etc,

These avcrages were computed from data collected during the conrse of this

study. Total time required to perfovim cach tusk wis divided cqually bet

ween the three shifts. Due to understalfine nronlems these tipe estimnates

do not accurately reflect current operations. As previously mentiongd

1 : eport processing i ing accomplished on the swing shift.
little or no report processing is being accomplished tl g shift

Processing costs have been estimated in previons stafll roports,  post

recently in Captain Horton's response, (4-20-79), to the Assistant (hiel's

directive to a group of Captains and Licutenants to identify prohlems

' F-21
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and veconmend solutions in the Records Division. The following cost
estimiates were reported in connection with Qffense Report and related
crime reporting forms. ‘

1) A conservative estimate for proparation is 30 minutes or
$7.00 x 100,000 (the number of reports submitted in one year) =
$700,000 per year.

2) Records processing (at present sta[fing level) to collect, duplicate,
index, distribute, file, ectc., costs $500,000 per ycar or $5.00 a
report. This does not include reproduction costs - 5¢ a page or
Vehicle Records stafF.

By the time a report leaves Records, it has alrcady cost §12.00 or a total

cost of $1,200,000 a year.

With due regard to the serious understaffing problem now existing in Records,
the feasibility of staffing and procedural modifications cannot be realistically
anticipated in the very near future. However, the continued drain on the

Department's fiscal resources cannot be tolerated indelinitely cither.

F-22




Police Peport l"r‘ocos.qi._t_gl_

NARRNT IV

TLME CONSHAED

(MINITES) #

Per Shift

24 Tlour

Totul
RETRIEVE ALL Reports are retrieved 3 times per shilt on cach 15.0 45.0
REPORTS of 3 shifts.
All Reports are then time and date stamped 8.8 26.5
Dete;mine J£ REPORTS | Reports are sorted to determine priority 2.2 6.5
HAVE INVESTIGATIVE
¥ PRIORITY.
PRbCESS HIGH-PRIORITY | Priority reports are then marked Cor distribution, 20, 2.0
REPORTS copied, stamped Court and D.A. time-stamped out as
completed, and distributed
TOTAL T
;ébCESS REMAINING F-1 form is burst; White i1s Records copy, Pink
REPORTS BY TYPE: copy to BFO. If crime type is maliclous mischicl
FORM 1 the pink (Beat) copy is destroyed 2.3 6.9
INCIDENT REPORT If another crime type, the form is marked for
distributivn, copled and distributed 4.7 16.0
TOTAL
703 2.0
FORM-2  CRIME REPORI' | Form 2 is burst, carbon and supplemental page 5.5 16.5
removed (if blank) ‘
Forms are marked for distribution, copied, stamped
for court and D.A. and distributed S5.0 ins. o
TOTAL '
AN 181.5

s

* TIMES BASED ON CALCULATED AVERAGES OF REPORTS SUTTITTED.

., o+

F-23
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NARRATIV '}

Amcum TASK
&

TIME Covrgisy

Per Shif

CRIEDE

' 24 o,

i

* TIMES BASED ON CALCLL

T e eiw e

R |

ATED AVERAGES OF REPORTS SUBMLTIRED
F-24

—— L Toral
(JCR)
JUVENILE CONTACT If crime type is 601 all copies are transmitled
REPORT to the S. C. County Juvenile Probation Dept.

m (JPD) . 12.3 36,9
If another type crime, the original is retained 2.5 7.5
for Records, copy is transmitted to JpD.

TOTAL L
14.8 41,1
- L.
1) ALl reports are copied .5 ool
PALVING UNDER THE DL system is queried for driving history. ;
INFLUENCE System output copied or second copy ohtained i
from system. 15.0 45 p
Chemical Analysis Form copied 2.5 7.5
All forms merged (DUI, CLETS, Chemical Analysis)
with Pre-Booking Teport and Transmitted to
Accident Investigation Bureau (AIB) 3.2 9.5
TOTAL B |
210 63.0
[ l
— -
Form 4, Vehicle Transmitted twice per shilt te Auto Desk 3.0 9.0
Report Form i
Form 19 Collision All copies marked for distribution, copied 5.3 £5.8
Information‘Noticc and distributed per procedures
TOEAL | o
. ‘5 5.0 15.3%



NCIPAL TASK

NARRATTVE

Per Shift

TIME (Gatigh

MINTTS ) e

i

24 lonr

Totnl
Form 16 All copies marked for distribution, copics 18.0 54.0
Traffic Collision made (3/5 in reduced sizg), then distributed
Report per procedures.
TOTAL o
| 18.0 54 .10
1 —
) Further Processing; . ‘
All reports Prior to distribution all F-1, F-2, 16's and -JCR's
are date and time stamped 6.1 P18
Each group of reports processed is put in case
number order for Quality Control review and Filing. 1.2 5 L
oran o4 j_w o
y 10.3 RIVIRY
Reports entered in Reports entered by type
Records Index F-1 60.0 120.0
System, RIS. F-2 102.6 3N8.G
16 316 ag.-
DUT 9.3 29.5
JCR 20,7 62,2
Estimated terminal delay 7.0 22
Estimated 10% re-entry 2.0 6.0
TOTAL
2155 a6,
Final Processing A1l names arc underlined on report, stamped
after RIS Entry "Indexed'" and initialed by PRC. [S 34
- Reports are then sortced into accident,  non-
(‘;3 accident and distributed to the appropriate
quality Control Desk., 4.3 15
TOTAL I
F-25 15.7 ! 47

FOTTHEC PATON AN CATCTTATEN AUVPDACES O DEMOST S eI prpn

e

e S BT
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’:;}NC[PAL TASK

i

NARINTTVE

i
Per Shift
|

TIME CONsURED
)

24 Hour

Total
TOTAL REPORT TOTALS IN HOURS b 53Min (20U 554
PROCESSING AND
DISTRIBUTION

.
Quality Control of Distribution marking is checked for accuracy.
CRIME REPORTS: If omissions found, copies arc made and dis-
" by type, tributed. 2.1 5.3
F-1 Underlined names checked. If errors founid, ,
screenface is called up and correct entry
made. 3. ' a3
If other indexing errors found, report is re-indexed 2.0 ; 6.
Julian date matched. If ervor, correct date is !
entered. 1.3 i 5
8 Reports are stamped with PRC's N # and filed up- :
7 right for merging and CLETS L2 S
TOTAL ,
9.7 ? ZSTg
|
F-2 Distribution marking is checked for accuracy. z
If omissions found, copies made and dis- %
tributed. ' 8.8 26.%
Underlined names checked. If errors found g
screenface called up and corvrect entry made. 3.6 | 70,
Where 2nd and 3rd page cntered, info. checked
for accuracy and crrors covrected. 5.2 ! 15,
Julian date matched, if error , corvect date (B !
entered. 30 9.
Report checked for cross refevenced coses. T
\ omissions found, additions made to note {icld. 18,0 P50
.f‘;; Stamped with PRC N # and set aside for CLEYS pickup U 70
TOTNL B
6h,5 el
_F-2 |

*OTIMES BASED ON CALCHLATED AVERAGES OF REPORTS SURMIUTTED.
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| - o QTNC[PAL TASK NARRAT VT : 'l'h‘»i!". (El \‘( .l«“l)
gmcmu. TASK NARRAT TV - Rt | . . R RN G IR
= ‘ USSR IR OCARMULE Per Shift 21 Hour
i Por ShiCe 1 Hour 'Totul
l | Total Quality Control i Form 2 is called up on the terminal to
TRANSCRIPTION Transcription Eull'page Sgpplomcntal TePoOr LS 248.3 744.8 % of Form 3b determine 1if Form 3b rcconciles. :
Transcription for % page reports. | .. 29.8 89,4 ; : If not, CAPSS log is reviewed for‘Casc it 1.1 3.3
. If a match, form is stamped in, copied, marked
\ ‘ 1 . for distribution, copies distributed. | 1.5 4.6
Entry made in log book P 10.5 31,5 é . Report entered in RIS, N # cntered on report, :
FOTAL % X interfiled with FORM 3's. N
‘ | | 288.6 | st S — e
(Sifes, 1240 ) (1, | e 0
| j
— i E Permanent Suspect RIS is queried for case # 5 B
Quality Control Reports are retrieved from transcription arca, . L ; Form Processing If no mdtch, dotective is called (inFrequent) g ? -
of Form 3 from sorted by type and time stamped. | q,4 ! 1: o £ match, suspect is ontered ac seimaiont Lo, | :
TRANSCRIPTION Peports arranged in case nuiber order. 7%'1 | mi. % ‘gether with other data. Tomm is time stamped, | I
<eviewed for transcription errors. ) i “h.i l:.? | stamped indexed, one copy marked '"Records' . ) E Lot
‘r%& v Checked for CN #, if omitted, ?UCTY in R1S. i 1.: ,;.: | Original transmitted to detoct ive. f e ; o,
' Single sheets copied, multicopics sopurnt?d. d.2 P : Filed upright by case . i P j o
Coples marked for distribution, stamped with N # § . } |
and sorted 2.5 RS f TOTALL ! —— !
"Official Copy" stamped on BFO, Records copy time- i 1.8 j 5.4
stamped, distributed ‘ 2.8 8.4 : . :
o ' Case Number ' Card retrieved from front counter, arranged ‘ f
HOTAL % ; Card Processing by number, blanks discarded, Ffiled, ! 5.0 ; 15.0
) 45,4 130.2 ' | ,
—_ Tracking of - The following procedure is followed when | !
Form 3 Form 2 1s called up on the terminal to Missing Report a report is discovered to be missing as ! i
Indexing determine if Form 3 reconciles. If ycs, ' a result of a no-match with F-3, 3h, por- , ,
enter in RIS, 2005 e manent suspect form or citizen call-in 5 3
If no, this nrocedure is followed; N Name queried in RIS (CRON). CAPSS log ! '
Query RIS | searched for IR and nage copied. :
Review CAPSS log Lo 2 g ‘ Form 202-59 prepared and copicd CAPSS E
Enter corrections in RIS and on report ; 15\ log page and 202-59 perged. | 6.8 0.8
(‘!$ | Make copies of corrected report and dis- | - The original and a copy of the log trans f
‘ tribute 1.6 SER : mitted to BIO. : 1o ' .
TOTAL | _ o , : F=28 i
i , F_07 "-”,_" .“‘.u ‘( ,,1_:1],'_" : d T'Ix\HZS BASED ON CALCULATED AVERAGES OF AEPORTS SHUBMETTED

TOTTIO DASCNY AY ST O VTUR AVEDACRG (T DEDPODIC CL Py
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PP INCLPAL TASK IRIAT LV 'l'I.‘-(?ii (10 i 2o \ @)[NCH‘AI, TASK NARIAT{VE TIME CONSHMED
g —— s e e ~-~—'5U~~“';-"“"§~ - . A , | (MINITITS)
' Per Shife 120 Hour i ' Per Shift |24 lour
v Totald o Total
Form 202-59 placed in tickler filc which ' Quality Control Correct distribution is verified. 1.5 4.4
; is checked periodically ‘ -3 - 1.0 : ! of Form 19 If incorrect, o .
If report received, it is then processcd g . : copied and distributed ' 1.7 5.1
normally Correct case # is verified (visual) . .6 1.9
If not received, 202-59 process is rcpeiated 1.1 3.3 | . If incorrect, CAPSS log is checked and
IF THEN NOT RECETIVED, Supervisory TOTAL B ; ‘ case # corrected .0 2.9
Sergeant is called. ! 10.0 300 n Reports are verified for officer errors ‘ 2.1 5.3
y | i If error discovered, a kickslip is T
NQuality Control of Correct distribution is verified g 3.2 : 9.8 i prepared,.copi§d and transmitted to BFO. 533 160.0
Form 16 If incorrect; report is marked correctly, ’ f y Copy of kickslip and facesheet stapled }“d
copied, out-stamped on last page and i i | distributed ’ 3 10
distributed ‘ 22,0 Gnen If error is lack of cross street, CAPSS log
Correct case # is verificd (Visual) 1.7 5.7 is checked and report corrected .9 2.7
, If incorrect; CAPSS log is checked and ; j Reports ave filed by case number . .5 1.5
ﬁ page cOpied. Correction entered in RIS, , f’ A list of 16's and 19's CN's typed. . 3.3 10,6
corrected copy transmitted to AIB 2.3 i 0 TOTAL |
RIS -entry verified 1o A0 4_ 65.2 195.3
If incorrect; correction entercd g | Ly o ' ' ’
TC reports are under investigation; i ; Quality Control of Original reports are pulled from "hold" o
The face sheet is copied and filed in | 5 Accidents; box. Incident up date queried (CRUIL) . 93.6 280.9
suspense file, original in "Under Invest- Releases and RIS updated and checked for additional info
gation" file ' 1§~§ ‘ 12-8 Supplementary and input and referenced to case. 12.2 36.7
Reports are verified for officer error. R ' ! Reports Supplementary reports marked for distri-
If error discovered, a kickslip is prepaved, i | ' bution, copied, and distributed. 4.1 12.4
copied, transmitted to RFO. L 3 Original merged into suspense file 18.1 54.4
Copies arve pulled pending officer infu, , . TOTA,
stapled, corrected and distributed. S & Lo ! | | 128.0 334_4.
If error is lack of cross strect; CAI'GS : : :
log is checked and report corrected. . ; i, E‘ e :
Reports are filed in susnense File R ; St
LT 200
N s - b T . : * TIMES BASED ON C/\LCUUWED 'AVT.‘IRAGES OF REPORTS SURMITTED,
* TIMES BASED ON CALCULATED AVERAGES OF REPORTS SUBMITTED ‘ ;
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b
i

ﬂﬁNCIPI\L TASK NAREATIVE TIME (‘.N.\'Slf.‘ﬂ:’.ﬂ
(. B (MIMITTES)®
Per Shift |24 Hour
Total
Précessing of
Photographs Set of ncgatives are counted, placed in
envelope, number and N 7 marked on |
envelope. F-16 marked with quantity of
negatives. 1.8 . 5.3
Negatives are filed. .8 2.5
TOTAL
- 2.6 7.8
Summary of Total time in hours 6 hrs 19 M
Quality Control 26 nin 10 o
ggﬁmmary of Total time in hours ‘
1Tfanscription, |
additional in-
dexing and i
processing of
miscellaneous 6 hr 18 h.
reports 15 min S5t
Summary
ALL POLICE RECORD Total time in hours 19 hrs | 537
REPORT 6 min 18 m

PROCESSING

% TIMES BASED ON CALCULATED AVERAGES OF REPORTS SUBMITTED.
F-3]
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RECOINS. REFOIT PRAGESSING *

T, TASK

Av. Tire  Units/ Total Totdi
(scc.) 24 Irs. Sec.  Min.
Retrieve all reports (all areas - 3 X per shift) T=5 min x 9 - 45.0
Time & Date stamp in (1,2,16,19,JCR,NI,Other) 4.3 368 1582.4  26.37
Petermine if any reports have investigative/ 65 6 390 6.50
processing priority
If yes:
Mark priority reports for distribution - 15 303 4545 7.58
(Av # F-2 24,7; Av # 16's 5.6) . ,
Make copies F-2's = 60 sec x 24.7 60 24.7
16's = 30 sec x 5.6 30 5.6 21650 27.50
Stamp copies with Court & N.A. 10 61.75
24.7 reports av, 2.5 pages av each pages
Stamp copies out w/Time/Mate stamp 3 30.3 90.9 1.52
Distribute report copies 30 * 30.3 809 15.15
If no priority reports present:
process' reports by report type - ;
Form 1 (Av. 50/24 hr.) | |
Burst form 7.5 50 375 6.25
Determine if crime type is malicious mischief .03 50 1.5 .03
If yes:
Destroy pink copy 3 14 42 .70
- If other crime type:
Determine distribhution L1.25 36 NG 6:75
Make copies ' : 1 36 36 60
Distribute copies 11.25 30 405 0.75

* Excluding functions of front cownter, library, and microfilm

F-32
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1 i REPORT PROCESSING (continuecd)

} Coa Av. Time Inits/ Total Total
: (sec.) 24 Tirs. Sec. Min.

REIORT PROCESSING (continued) j

Av. Time I'mits/  _Total Total
(scc.) 29 llrs. Sec. Min.

Form 2 (Av. 132/24 hr.) Form 16 (Av. 42/24 hr.)

i
i
P
:
|
I
H
i
{

»

h : ' e ‘ ‘ :2: ﬁa
( 3 Burst fomm 7.5 132 200 _16.5 ; co Mark for distribution . 20 42 - 840 14.00
. Mark reports for distribution 15 132 1980 33.0 | ‘ Make copies of report 25 sec regular 25 42
: . 15 reduced size 15 42 1680 28.00
Make copies as appropriate~—:;;r 60 132 7920 132.0 | ‘. . .
A e : A Distribute copies per procedures 120, 6 Y 720 1200
Mark copy DA; court/,/f;s" , . : ;
Distribute copies -~ ~ ' : ' " Further processing for all reports except those done previously as investigative
. | —= : 2 :
JCR (Av 33/24 hr.) o : priority. :
Determine if crime type is 601 only 66 33 2178 36.3 e Stamp 1's, 2's, 16's, JCR's, with date 4.3 253.4 1089.¢2 18.16
" . a § time stamp .
: L76% R ' | L . N
* %fagg;it(igl 3CRO£032255%0 10 s 3.6 36 60 Case number order reports for QC & filing 3.0 2535.4 760.2 12.67
If no: ‘ Enter reports in RIS ‘
tear off and retain original 7.5 29.4 2205 3.68 : A ~ .
transmit JCR copies to Juvenile 7.5 294 2205 368 | 1 106 ‘ .50 5300 86,35
DUI (Av. 15/24 hr.) : | | 2 140 132 18480 218,00
Make copies of reports 3.5 15 52.5 .88 16 133 42 5536 I
Query T% System for driving history 120.0 15 1800 A0.0 Supplemental (Prelim.-Z2a,3a,l6a) 60 5 300 5.0
Wait for DL response 300 15 450 7.5 _ I 118 ;15 1770 298.5
1
Copy DL output 3 b 13 450 5 8 | JCR (less 601's) 127 29.4  3773.8  62.23
Copy chemical analysis form (accompanies DUI) 30 15 - 450 7.5 ] Determine if RIS accepted entry | 5 275 1375 22.92
Merge copy DL cutput, chemical analysis 30 . 15 450 7.5 i 1f ?Oé (arbitrary 10%) 13 é - S s ag
copy and pre-booking with copy report ' Te-1inaex . ERTRE .
Transmit copies to AIB ' 7.© 15 112.5 1.88 f Underline names on reports (Av. 2.5 names) 2 645 129n 21.50
Form 4 Transmit to Auto Pesk (twice/shift) Q0 6 540 9.00 i , Stamp 'indexed'; initial 3 283.4 760 .2 12.67
Form 19 (Av. 19/24 hr.) : : | { Sort into accident/non-accident 2 253.4 760.2  8.44
Mark for distribution : 10 19 190 3.17 : Transmit to OC § Accident QC (3x/shift) 30 9 . 270 4.5
Make copies of report 1n 19 1an 3.17
Distribute copies per procedures 30 19 570 9.50
. X :
gi
F-33 i% F-34
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Non -Ace tdent ()\1]:.1}_1_@1\_'_ Control

Non-Accident QC (cont inued)

Av. Time  Ihits/ Totil Total ‘F::3 Av. Time thits/ Tot !l Total
el 9, H e S b | . ' (eoe, X s S e
Form-1 QC _lsee) 2t bee SRR A% Form-2 G C(sec.) 24 Hr R Min
Q{k- Check routing for accuracy 0 G0 Eo 50 E Check routing accurate : 10 R R
. 1f no: _ - If no:
L. Make copy 4 5 20 .53 e make copies
Reroute ' 6 5 20 .50 ; : distribute coples an ) -3”____ 270 4 -'_'n
Check to see if underlined properly 1N SN 500 8.33 § Check indexing accuracy by looking for 27 132 3564 qu 4
i underlined nares
If no: ) ] | .
ery for name (CRON) 6 5 3N 500 If no: . ]
Query : ( ; call up screenface; correct/enter info 15 45 675 1.,
. . 1 17 ' ) : -
Check indexin 5 50 250 4.1 * ) . ' -
' & » E Check 2nd, 3rd page info by looking for 6 . an 504 R
1f no: = underlined items (75% reports have 2.5 pgs.)
Change screenface & re-index 15 7 mns 175
- ‘ . If no:
Check Julian date match ' 4 50 200 0 3.%%0 call up screenface; enter info 1N 3 30 5
If no: L ) ' ~ . .
Enter correct date of f# 5 5 25 LA ‘ Check Julian/date match 4 132 _sa8 R,
3 50 2,50 If no:
Stamp M # 3 50 e el : - _
P , k call up screenface; enter correction 3 7 56 -
File copies upright for merging & CLETS 2N 3 L T ; (Av. CN correction/day = 1)
Check for presence of cross rcfenced case *'s 25 132 3300 55 °
-If yes: Average 2-3/day cross refercnce #'s
query all #'s involved 5 3 _ 15
check note ficld; put refecrence # 6 3 s
Sta_mp N # ‘ L 3 132 _ -..._3_{3}..._, 6.
| Set aside for CLEIS pickup 10 3 L
i
TRANSCRIPT [ON
§ v Transcribe F-3's full page 11272 012 LA NI AR
| GYpage  6:23 0 ML 13 sl 8s
3 Log ¥ shects transcribed all forms A T L F 51} I )
i
i )

F-36
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Non-Accident QC (continuced)

Av. i

it s/

Total Total

) faee) 24 s, Fec. M
(‘ Form 3 QC (from transcription) :
Retrieve rcports from transcription 105 3 315 5.2.
. Sort reports by type 75 3 o225 576
Time stamp 3's in 4 63 262 . a.a0
Put in Case # order T=3min 17 L 197 5,85
: " . , Eull a0 49 4410 7500
Review report for transcr:.ptlox} eTToTrS y 27 17 Ry 6L ;
Check for CN # presence on report 5 63 318 5.2
If no: ;
Run name in RIS to get CN # 5 2 o '
Xerox single sheet F-3's 6 14 84 t.ar
Separale edgings from nulticopies 13 52 676 e
Mark all F-3's for distribution 1 __ 63 LA 7 '
stamp with N #; sort into piles
‘n' according to distribution
i
Stamp BEO copy with "official copy' and 8 2 LG .z
annotate |
Distribute copies 100 3 _Sbp 5.0
Time stamp Records copy out 3 63 180 3.1
Form-3 Index _,
Call up F-2 screenface %
i
Determine ‘if F-3 reconciles with F-2 by 6 __ 63 58 6. {
comparing data - i
If yes: {
Enter -3 into RIS (full page) o R M SR U
short 3 5 page) 2 R S A S
it no:
RIS inquiry , : 7T Ty asns 2Uat
Review CAPSS log for # o5 205 15e0G 26010
ﬁ Enter correct # on report T L R 2 O T R (P 2
: Enter correction RIS 5 s ann s ] L
Preparé copics of report with corrected ¥V 21.5 & 1.4 : !
Distribute copies R 21.5 0 AR2TLR S S !

F-37
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Non-Accident QU (continued)

AL T e
Form 3b (Av. 3/day) : _{see

Retrieve from franscription basket

System Query to check casc # correct 6

it/

;J T,

j_r&f]_u:!wi W/l 35

Totd

NYRT

—0 3 18
If no: T
Review CAPSS log for casc 75 2 150
Stamp form in -;-_- "‘"‘:““ T
Make copies “T_ M—j"— e

3 2
Mark distribution: distribute copies 6 M;:“— ~i~:~—
Distribute copies —”-7”7-“—* 3 ) —-7“”‘1;—_“
Enter report ("3h") into RIS ) 4 3 ":i*”“
J <&
Put N # & indexcd on report 5 ~~;w~ _'_l:""'
Interfile with 3’3 26 __“3_"" NJ—;L‘“
) ) 8
Permanent Suspect Fonnv
Query RIS for case # 6 2 2
I'f no: T T R
Call detective (infrequent)
Enter suspect permanent & other info 3 2 ;
Time stamp form 1 2 M—-EL_-
Mark iprdexed -—_"H “7—;” T
3 )
Make. copies -“—Rﬁﬂ '_“;"“"" “1“:)).‘““
Mark copy as Record's ~-4-—. -h’)w _“:“q
Distribute original to DNetectjve - 8N 2 ) -;;:,”""
File in upright by cage # —-.":“——- — ““: B m{”‘:w*
tase Number Cards
Retricve cards (rom Cront comnter
Put cards in nimber order \ .
Throw away hlanks />~ "“~"" ST T
— 1S min - 7T
FlIC in dTr’l'.'.'(‘ rs /’/ o —IN-—WJ— - o
(This process takes 20-30 minutés when cap.ls Con d;r:-.'nh!".n:;'z (;);1.—1 -

F-38
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Non-Accident Q6 (continued)

MISSING REPORY PROCESS

R

Quality Control when report determined missing alter receipt ol

PR, o

it o i ro Time Thits/ Total Total
g 5 t form or by citizen call-in. Av. Time  Thiils ;
permanent suspect form ) ! (sec.) 24 ilrs. Sec. Min.
. T ————T Ty r" e
Run names in system (CRON, RIS) 25 .47
. E ‘ (
Identify IR from CAPSS log’ 108 2 BEL LU
< cg
Copy CAPSS log page -1 S 35 a8
Prepare form 202-59 a0 5 450 7.50
' 3 2.1
Make copy of 202-59 26 5 130 17
' BA
Merge original 202-59 & copy CAPSS log 10 S S0 B3
. ) ' - .
Transm;{ original & copy log to EFQ 62 5 .00 517
Put copy 202-59 in tickler file : 2 5 w1
- - - . . r I\ "I
Check tickler periodically to determine if 5 = ___- S 35 IR
report received
If ves:
Normal processing
If no: L. - T 0
Repeat 202-59 process T =3 min 15__19% S
If no again: , ) )
Call supervisory sergeant - - -
Missing Person (Form 3)
Bureau of Investigative generated:
Enter Case # RIS to check accuracy ) 2 mo Lt
If yes: Prepare and send copy CT1 b P oW %E
Interfile original w/F-3's 15 15 e
Information Centevr generated:
Time stamp report & . b L
Fnter Case # RIS to check, accuriacy and R T A S U 17
F-2 presence
IEnot rynck greenies for juv, or walkaway _ 300 1. _3ne 5.0
Annotate report with findines . R L 0a
Make copies for CIT; Juvenile Div. o = 1 b b
Route copies o 8h 1 --—Eé-*— Lz
Afix N , _ S T U S Agu
Interfile w/F-3's 1S 1l R A

F-39
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Form 16 OC

Verily distribution correct

If no:
Mark distribution: make copies

Stamp out last page
Distribute copies :::>
Verify case # correct (visual comp.)

If no:
Check CAPSS log:

Copy page of log

Input RIS w/correction
Check RIS took entry
Pull copies; correct

Xerox new page for AIR

A

Verify RIS entry correct (includes CR''T)

If no:
Input/correct RIS

Check RIS took entry

If report under investigation:
Nuplicate face sheet

File sheet in susp. file

Put original report "'under invest. file”

Verily reports have ne officer error

If error:
Prepare kickslip BEO

Copy kickslip and facesheet

Nistribute

Pull copies pending of ficer info:
staple: distribute copies correction

F-40

Av, Time Units/ Total Total
_fsecl) 2 dhs. o Sec. in,
H_]d ] 42 one a8
61.5 42 25873 43,0
33 42 1380 25,

5 42 210 3.5
86 2 172 2.8
5 2 1 Y
17 2 34 S
T 2 W
76 2 1572 2
14 2 28 T
60 42 2520 12
23 3 62 1.1
7 3 21 3
20 21 420 7.0
AT ST 71 N T
an 21 1840 31
o0 12 840 L1,
L RS SR 2.
L I B
n 3 i V5
0N 3 ans 15.



A

If error is Tack of cross street:
Check CAPSS 1og for street; correct rveport 80

File reports suspense file

Form 19 QC .

— ST

Verify distribution correct

If no:

Mark distribution; make copies

Distribute copies

Verify case # correct (visual comp.)

If no:

Check CAPSS log; change case f

Verify reports have no officer errors

If error:

Prepare kickslip RIO
Copy kickslip and facesheec
Staple; distribute

I1f error is lack of cross street:
Check CAPSS log for street

File reports by Case # in box

Type Qi's of 16's-19's on list of #s

Accident QC - Releases and Supplementary Reports

Pull original reports from "hold" box
CRUT case to screenface
lipdate RIS release info
Check for additional RIS info i input

(o to pace 2 RIS nask
(3 sec input: response time depends

R1S)

Input referenced case present

Av. Time e/ - Totad Tt ol
(sec. ) ' 20 0 fec. Hin.
R -m-}‘_ oo b
60 21 1260 RART
14 19 266 4.4
82 2 14 2.7
70 2 140 2,38
6 19 . __JJIL~ _.111
86 ? 172 A
20 19 380 .
48 2 a6 b,
1 2 28 .
W 2 o .
80 2 160 2.8
an 1 . a0 1.3
T = 10 min - e __l_(‘_._»
2.5 21 52.5 .8
8 21 108 208
IR 21 vt h,
83 21 LS 200
3 10 n
oy ST e - -
n 2 o

Mark supps for distribution,

(5/day av.)

1F necessary

Make copies of SUpps as necessary

Distribute copies of supps

Mark report indexed, if supp.

Merge original into suspense file

Pull copy (25 sec.); shred (20 sec.)

Photographs
Count negatives, mark envelop § N #

Mark F-16 with quantity § N I

File negatives

F-42

Av. Time Mjtey

o)

Sl

30

;J’A' !,":;.
§
S
5
5

J.9

4.9

4.0

[CAD
R-70

Tot il

Uy
O

50

r
RI0E

150

2520

745

Total
Min.

LH0

8.75

2.50

.33

—————— e

42.0

12,41
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Records Index Roesponse Tire Study

COEBSRINLTLI

Purpose of the study

P

It was the purpose of this study to systematize a sample of data on
RIS response time to determine whether terminal time significantly impacts
on report processing.

]

‘Methodology

Response times for processing police reports on computer terminals in
the S.J. Police Department were analyzed as part of the ICAP report process-
ing study. This study covered response time patterns and level of usuage for
five cormon query codes by hour of the day and day of the week. The pericd
studied was one week, July 26 through August 1, 1979. The data source usad
was an edit program in RIS, titled "Teleprocessing Logtape Analysis, Systcins
Facilities Usuage." As this data is stored on microfiim, copies were vopro-
duced on the microfilm printer to facilitatz the rccording of data. CRAT,
the add code and CRUI, the update code were analyzed separately. Thrce case
tracking codes, CRQM (Mame), CRQI (Incident), CROB (Business), were crouwned
and analyzed together. Graphs were developed which show response times and
number of queries for each day of the week by hour of the day. Averaqe
response times and number of queries are shown on another set of granhs.

Findings ‘
For RIS response by Hour by Day of the Week - §
CRAL (Add)
Response time:
Max. R/T = 8.9 min. at 2400 hrs. - Friday

Min. R/T = 0.2 min. at 0800 hrs. - Tuesday
Average R/T = 0.7 min.

]

Mumber of queries:

151 at 0600 Vednesday
0

Averace - 34 per hr.

i S g e g

i

Max

Min

F-43

§emion i e ictin St s S

CRUI (Update)

Response time:
Max. R/T - 1.7 min. at 1800 hrs. - Monday
Min. R/T = 0.2 min. at 1700 hrs. - Monday
Average R/T = 0.6 min.

Number of queries:
Max. = 79 at 1500 hrs. - Tuesday
Min. = 0
Average - 21 per hr.

A1l CRQ's
Response time:
Max. R/T = 12.5 min. at 0600 - Tuesday
Min. R/T = 0.2 min. at 0400 - Thursday

Average R/T = 1.3 min.

Mumber of queries:

Max. = 208 at 1600 hrs. - Friday
Min. = 0

Average = 40 per hr.

For all queries studied, response times bhetween the hours of 0ano
1800 appear longer than response times between 1900 and 0500.
for all CRQs, the case tracking codes, are sianificantly Tenoer than for the

Add and Update codes. Response times vary least for the update query with a
range between 0.4 min. and 1.1 min. -

and
Response tires

Usage 1is most clearly illustrated on the averages graphs. For tae Add
Query usage is highest between 0100 and 0700.

1s up between 0600 and 1600. For case tracking queries most quories ware
made between 0800 and 1600 hours.

evening and early morning hours.

For the update auery usaae
AT queries drop significantly in the
It is unfortunate that understaffing and scheduling prohleps Lave

prevented hetter use of terminals during these hours
are generally aood.

where vosponse Lives
Mso, terminals are underutilizod on Saturday
when response times for the Add
satisfactory.

and Sunday
and Update codes, in particular, are ouite

F-44
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g These are givens:
A :
. The minitrieve isg stationary for now.
v "The pneumatic tube moves only 1-2 feet,
/] . The transcription console is immobile.and nceds to
i be placed for roar access in case of repairs.
. i The safe will be moved out of the area.
] ; Terminal 43 Ja (SLETS) and sJ07 (CTIC) will be relocated

; in the Identification/Communications Section.

: New terminals are to be installed in the corner where

f , ’ the day supervisor ‘of Report Processing is locaced.
L Space for the review, enrichment,. and liaison Ffunciiony

\ in Operations Support must be designatoed at this bEime.

Space for Services must be resecrved necar the Teeletype Room
Captain's secretary "will remadin in present locction.

Alternative I

Pro's =~ Separates functional areas.
Minimizes cross Eraffic patbterns.
Centralizes hard Copy & "historical documenty
for easy access and officer walk-in.
Centralizes terminal work space for report
, processing & enrichmnnt function..
FLOOR SPACE ANALYSIS Transcription isolated in quiet arca.
Case review located near enrichment clerks,
but not directly in terminal area,
Terminal SJ18 not too far from FI or liaison.

OPERATIONS SUPPORT UNIT ;

Con's - Terminal avrea somewhat removaed from onrichment .
Distribution somewhat removed from copier.
Case control unit integrity violated by
maintpassageway.

Alternative TII:

Pro's - Attempts to separate functions geographicaily
with files & historical documoents;.
Contrally located Spre.
Expanded Eranscription spaco.
. f Case control unit integrity maintain. .
Moderate change from currcent contigquration.

Hot adequate space for new terminaley .
Wasted space in curtained area ecnd of micro-
film room.

: ; Con'

4]
!
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OPERATION IDENTIFICATION

The San Jose Main Library and its neigh-
borhood branches have available to you
on a free, two week loan, electric engraving
tools which may be checked out at the
circulation desk. We urge you to take ad-
vantage of this service, and etch your driver’s
license number or California identification
card number on valuahles.

The problem of ownership identity of
stolen goods is widespread. Unidentifiable
property is continually being recovered by
police departments throughout the state.
Without identifiable markings, most of these
valuables cannot be returned to the victim/
owner,

Remember, “Operation Identification’ can
help YOU get your stolen articles back. Take
advantage of the program by visiting your
nearest library and checking out these free
engraving tools.

- - o - B
s v
. :
L

L

HOME OR BUSINESS SECURITY

Expert security advice can be yours at no
cost. Just call and make an appointment
with our Crime Prevention Unit. We will
conduct a home or business security survey
and advise you on ways to make your pro-
perty less vulnerable to crime. No method
is foolproof, but there are techniques you
can employ to discourage the would-be
intruder. You are in no way obligated to
buy expensive devices, but may choose or
pass on any or all of the suggestions made.
There are many things you can do that cost
you nothing.

By request, “Home Alert” meetings are
conducted in neighborhoods to inform
citizens of security techniques and to en-
courage cooperative crime prevention efforts
such as informing police of suspicious persons
or vehicles. Remember, your interests are our
interests, and through mutual aid, we can
defeat the intruder.

For information contact . ..
SAN JOSE POLICE DEPARTMENT
Crime Prevention Unit

277-4133

JOSEFH D). MC NAMARA
Chief of Folice

POLICE
DEPARTMENT

INFORMATION BULLETIN

for the

CRIME VICTIM



{ “B).1TION FOR A
BURGLARY VICTIM

The officer who took the initial report of
yveur case will file the report at Police head-
cuarters. Your case has been assigned a case
number to which you should refer when
making inquiries,

Your case number is
At present, vour case is classified as:

1 .
i l “QOpen, active.”

If yvou have additional information or need
to' inquire concerning the progress of your
case, please call the Burglary Investigation
Unit at 277-4401, Monday through Friday,
9:00 a.m. to 5:00 p.m.

‘ l “Open, but inactive.”
At this time, it appears vour case has limited

—rcotential evidence for solvability. Be assured
Levery report of a burglary is reviewed by

officers concerned with this type of crime
and every possible investigative step is taken
to identify those responsible for the burglary
and to recover your property. If you have
additional information from your own obser-
vations. from neighbors or others who may
have witnessed any suspicious activity in the
vicinity, please call the Victim Services
Officer, 277-5428 XNionday through Friday,
9:00 a.m. to 5:00 p.m.

Each case is important and we will give
your case as much consideration as possible.
Please be advised you will ordinarily not be
contacted unless we need further information,
new information has come to our attention,
or we have solved your case. The following
procedures are utilized in developing investi-
gative leads which may result in the solution
of a crime.

<.
ACTIVE AKD INACQ’E PROCESSES

© All crime reports are entered into the Police
Departnient’s autcmated Records Indexing
System. This system and other state and
national systems are queried continually to
discover crime patterns; similar crime cpera-
tions concentrated in particular geographic
areas or having distinctive characteristics such
as method of entry, type of articles stolen,
anything left at the crime scene, etc.

© Arrests of criminals made by the San Jose
Police Department or other agencies are
closely checked to see if they could be
responsible for your offense. Their finger-
prints are checked when applicahle.

© All serial numbered items are entered into a
statewide computer.

© Very valuable items are entered into a national
computer. This applies to stolen articles
valued at $5,000 or more or coupled with
more serious crimes such as murder, rape,
and federal violations.

€@ Teletypes are sent out to other agencies
where the items stolen, or the supsects, if
known, can be identified.

@ Local pawn records are checked periodically.

® Teletypes from other agencies are checked
daily,

® Property held by this department or other
departments is closely checked in an effort
to return it to the legal owner.

P

- "r:l
YOU HAVE A RESPONSIBILIQ TO...

© M:ke every effort to obtain any serial numbers
of articles stoleti.

® [Keep the Police Department advised of any

information you may learn that will be of
assistance to the investigation. :

® Make sure that you list all stolen items in
your report as accurately as possible so that
officers of this agency or any other police
agency receiving our teletypes will have the
best possible descripticns of your property.

©If the return of your property, or prosecu-
tion of the offender, are important to you,
you must keep your police departnient
notified of any change of address you may
make.

OTHER POINTS TO CONSIDER

© Take measures to make yourself, your house,
apartment, or store, more secure against
future attacks or intruders. Consider marking
your valuable items with your driver’s license
number or California identification card
number.

® Record serial numbers of items and keep
them in a safe place.

©® Place valuable items such as jewelry in a safe
deposit box.

Keep in mind thar your police department
will make every effort to locare your pro-
perty andfor arrest the offender, but officers
must rely on-you ro supply the most accurate
and up-ro-date information available.
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Note checkrd items/comments (()“S'U' lixt. 3 /‘?(S)

fleturn corrected forms within . days
—  INFORMATION ONLY

ASSIGNED INVESTIGATOR: CASE NUMBER:

INVESTIGATOR COMMENTS:

QUALITY REVIEW FINAL RS, DISPOGITWON

o w-w;::.‘_....._,.,,_,_‘w

A
ATTENTION: - ROUTE TO: B L
1. Crime Type/Elements 6. M.0. Scction
2. Beat/Location 7. Time Elements o .
3. Case No. 8. Property/Evidence _
4. Names/Descriptor: V, W, RP. 9. Missing Reports Needed T
5. Names/Descriptor/Suspect/Arrestee 10. Narration - l‘
COMMENTS: . ?
VICTIM/WITNESS CONTACT INFORMATION
£.D. No., — R )
] . Circle: V=Victim W=Witness - RP=Reporting Party
' CASE ENRICHMENT )
Lot First M-I TYPE OF CO
N ay S NTACT: DATE REPORT
INIRRY ATTACHED N ATTACHED v W RP
—re —_— In Person
Address Ph
‘ Ph, Citizen Initiated
Bus. Address Ph
i Ph. OS Initiated
5 Foreign language needed? Yes No Type .
4 Ph. Inv. Initiated
i Reason for contact/notes:

Q ™ TELETYPES REQUESTED FOR: F/U Letter

* Ak
COMMENTS: ) , 5 ‘

Prop. Retease

Case Status Change

OOoOoooodd

SOLVABILITY ELEMENTS

ACTIVE [
CE RPT

INACTIVE [}

CE RPT

SUSPECT(S)

PROPERTY LOSS

1. Suspect(s) in custody?

2. Suspect hamed or namable?

3, Suspect identifiable, describable or locatable?

PHYSICAL EVIDENCE

WITNESS(ES)

12, Evidence technician invoived !

4. Witness with pertinent knowledge of suspect(s)?

13. Significant_physical evidence?

SUSPECT VEHICLE(S)

14, Uscable/comparalsie prints?

5. License number obtained?

15. Weaponts) used?

G. Registration available and useable?

7. Vehicle identiliable, describable or locatable?

8. Vehicle traceable to suspect{s)?

. 16. Si)ugﬂic M.O. identilied?

VICTIM(S)

9. Victim{s) attacked by suspuct(s)?

OFFICER_RECOMMENDATIONS

10. Major impact on community concern?

17. Follow-up recommended?

p NOTE: SEE OTHER RELATED CASE(S):

COMMENTS:

REVIEWED BY:

1.D. NO.

{FOR CIT{ZEN CONTACTS SEE OTHER SIDE)

11. Proputy locatable with reasunable follow-up? ‘

1.0, No. Name
Last
TYPE OF CONTACT DATE
vV W RP
In Person
Adclress

Bus., Address

Ph. Citizen Initiated -

Foreign language needed? Yes No - Type

Reason for contact/notes:

Ph.OS Initiated

Ph. Inv. Initiated

F/U Letter

Prop, Release

Case Status Change

1.D.Noy .. Name

Ooooooooo

COMMENTS:
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APPENDIX H

DISTRICT/BEAT RESTRUCTURING PROJECT
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This report was prepared as an account of work
partially sponsored by the United States Department

‘of Justice, Law Enforcement Assistance Administration.

Points of view or opinions stated in this publication
are those of the authors and do no necessarily represent
the official position of the United States Department

of Justice. | '
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PURPOSE

The primary purpose of the Beat Restructuring Project was to
review the existing forty-three beat configuration and, if the
need was identified, to devise an improved beat plan for im-
plementation in January 1981, The secondary purpose was to
develop the necessary methodology and provide sufficient docu-
mentation to facilitate future projects of the same nature.

BACKGROUND

In the San Jose Police Department, the most common and well-
known reporting area is the police beat. Patrol officers are
assigned to beats and the beat number is captured in most docu-
ments generated by the Department, A police district is com-
posed of several beats; a beat, in turn, is composed of several
BBB's (Beat Building Blocks).

In 1973, the basic BBB map was deveioped by experienced Bureau

of Field Operations personnel, using natural boundaries such as
rivers, railroad tracks, and major thoroughfares, and taking in-

to account personal knowledge of neighborhood characteristics

to form neighborhood clusters, Initially, two hundred forty-

eight BBB's were devised; these were then revised and finally

grouped into a forty beat structure, 1In 1975, three of the forty
beats were subdivided to allow for increases in population and

police workload. 1In 1976, in preparation for the implementation of
an automated geo-reference file as part of the CAPS (Computer Assisted
Public Safety) system and to facilitate demographic analyses, the
BBB's were further split into a total of three hundred thirty-six
blocks that stayed within Census Tract boundaries. The forty-three
beat configuration remained unchanged from 1975 until 1978, when
beats were regrouped from seven into eight districts without altering
beat boundaries, The purpose of re-districting was to equalize the
District Sergeants' span of control in addition to placing all of the
downtown area within one district, '
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In summary, the initial forty beat structure develoved in

1973 has remained baéica]1y unchanged for the past seven

years except for the subdividing in 1975 of three peripheral
beats to allow for population growth. In the meantime, the
Department has handled workload increases and changing demands
for police services by re-districting, adjusting work hours,
prioritizing calls, diverting calls to an Information Desk, and -
utilizing computer modeling and proportional manning methods to
deploy patrol officers. The management philosophy that has
evolved is that, in order to preserve area identification and
continuity, beats should be designed for the long term, with
fairly equalized workload demands but with allowances for size
of area and remoteness and considerations of neighborhood integrity.
Short-term adjustments such as day-to-day, shift-to-shift, and
other changes in workload demand are reflected in manpower allo-
cation plans, which are currently revised every six months.

CONSTRAINTS

If the Beat Restructuring Project identified a need for a new

beat configuration, the only specific management constraints,

based on realistic expectations of future personnel resources,
were that the new plan require no more than nine districts and
no more than fifty beats. This direction, originally based on
a management judgement, was later reinforced by analysis.

In addition, it was decided from the onset of the project, that

the project staff would work closely with Bureau of Field Operations
personnel and with County Communications. The input from the

Bureau of Field Operations would insure that plans were oneration-
ally sound and feasible; the input from County Communications

would insure that plans incorporated radio channel coverage
considerations. Any plan submitted to management would have

to have the prior approval of the Bureau of Field Operations.
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REVIEW OF EXISTING BEAT STRUCTURE

A. O0BJECTIVE

The objective of reviewing the existing beat structure was to
document any significant imbalances and.problems in order to
facilitate the decisibn regarding whether or not a new beat
structure was necessary. ‘

B. METHODOLOGY

Review of the existing forty-three beat configuration consisted of:
1) a brief review of changes in population, area, and crime
statistics from 1975 to 1979.

2) analyses of workload, response times, queuing of calls
and cross-beat dispatching.

3) interviews with patrol personnel to field problems
such as elongated travel times, difficuit-access areas,

isolated neighborhoods, and lack of neighborhood integrity.

The data sources were official FBI statistics, SJPD Annual Reports,
SJPD Demographic Data Books, and CAPSS dispatch records for a 52-
week period encompassing from 9/17/78 to 9/15/79. For additional
documentation, including file layouts and computer programs, please

see Appendix A - Technical Documentation: Review of Existing Beat
Structure,

C. RESULTS

1. Population, Area and Crime Statistics from 1975 to 1979.

As explained in the Background section, the existing forty-
three beat configuration has remained basically unaltered
since 1975. Between 1975 and 1979, the City of San Jose has
experienced a population growth of 9% or approximately 50,000
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persons. Population density (i.e., persons per square mile) has

also increased by 4% or by approximately one hundred fifty add-

itional persons per square mile. Many studies have pointed out

the high correlation between population density and crime rates.
San Jose has been fortunate in experiencing a reduction, albeit
a very slight one, in the number of éctuai reported offenses per
thousand population from one hundred twenty-five to one hundred
twenty-three in spite of increased population density; however,
the nature of the offenses has been changing to include an ever-
increasing number of violent felonies, up 71% from 1975 to 1979,

which require considerably more patrol and investigative resources
than property crimes.

Exhibit 1 displays the city-wide comparative statistics on

population, area and crime as cited above. Comparisons on

patrol workload in terms of calls for service per hour, actual
field strength versus calls for service, or consumed time versus

free patrol time would have been desirable, but data was unfortun-

ately not available for 1975. It was also felt that comparing

authorized field personnel would be misleading, since actual field
strength can fall very short of the authorized number of personnel

due to vacancies and long-term disabilities. In July 1980, for

example, only 319 out of 407 patrol officer positions were currently

filled, It is therefcre highly recommended that the Department

maintain accurate, sysiematic statistics on actual field strength,
hours worked, consumed time, free patrol time, and number of events

handled; evaluation of different beat structures and deployment

strategies would be greatly assisted. Much of the information is

produced routinely, and thus the cost of maintaining such documen-
tation would be minimal,

While the city-wide changes from 1975 to 1979 were relatively

modest, the changes at the beat level fluctuated widely, as seen

in Exhibits 2 and 3. Exhibit 2 displays the changes in population

by beat, which ranged from an increase of almost 50% in Beat 38



to increases of less than 1% in Beats 24, 25, 52, 75 and 76.
Beat 25, with a loss of almost 30%, was an anomaly due to the
de-annexation of the western-most part of the City. - In terms
of sheer numbers, Beat £4 increased by over 7000 persons while
Beat 75 increased by less than 50.

Exhibit 3 show the changes in reported offenses by beat, which
ranged from an increase of over 110% in Beat 11 to a decrease of
almost 16% in Beat 12. Beat 35 increased by the most number of
reported offenses (over twelve hundred) while Beat 16 decreased
the most (over three hundred).

The picture that emerges from an analysis of Exhibits 1 - 3 is
therefore that of a fast-growing city, with population increasing
faster than area, and with extremely wide differences in population
and crime changes at the neighborhood or beat levels. These large
shifts in population and reported offenses mean that demand for
police services have also shifted significantly within the city
boundaries.

2. lorkload, Response Times, Queuing of Calls, and Cross Beat
Dispatching,

As expected from the shifts in population and crime, an analysis
of calls for service (Priorities 1-4) revealed severe disparity
in workload at the beat and district levels. Exhibit 4 shows the

number of calls for service (CFS) by beat during the 52 week period;

CFS ranged from 2375 per year in Beat 13 to 6765 in Beat 76.
Exhibit 5 displays the number of CFS by district; CFS ranged from
19,978 per year in District 2 to 31,989 in District 7.

The Department has corrected for these disparities by reallocating
patrol personnel proportionally every few months. ThisAprocess

has provided a capability to respond to CFS Tevels and maintain
average response times to priority 1 and 2 incidents within desired
Timits. However, addressing CFS disparities only by proportional
staffing at ‘the officer level has created a span of control problem
at tHe supervisory levels. For example, field supervisors in
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District 2 span four to seven officers; supervision in District
7 span six to nine officers and, since District 7 is a training
district, the span of control can double when trainees are
graduated from academy classes,

In addition, while city-wide average. response times were within
desired limits, response times to different parts’of the city
differed significantly. As shown in Exhibit 6, the city-wide
average for Priority 1 CFS was 5 minutes and 7 seconds; however,
the average for Beat 25 was 7 minutes and 53 seconds while the
average for Beat 34 was only 3 minutes and 31 seconds. Priorities
2 and 3 show similar wide ranges in average response times.
Similarly, Exhibit 7 displays an analysis of queued calls which
reveals even greater disparities. For example, the desired
average response time for Priority 2 CFS is 10 minutes; city-wide,
34% of Priority 2 CFS had to wait longer than 10 minutes, but

at the beat level, 52% of *he Priority 2 CFS in Beat 67 had to
wait Tonger than 10 minutes compared to only 17% of the Priority
2 CFS in Beat 72,

An analysis of cross-beat dispatching (dispatching a unit other
than the beat car to a given beat) during the 52-week period was

conducted after excluding traffic events, since policy on dispatching

on traffic events was not consistent during the study period. The
data is displayed in Exhibit 8. Considering both primary units
and fill units, Beat 56 had the Teast amount of cross-beat dis-
patching (44%); i.e., 56% of the time, the beat car handled the
assignments in Beat 56. In contrast, Beat 13 was assigned a car
other than the beat car 76% of the time; i.e., 24% of the time the
beat car handled the assignments in Beat 13. The large percentage
of cross-beat dispatching (62,4%) is a symptom of imbalanced beats
and workloads; the imbalance creates a vicious circle in which a
relatively light beat must furnish its beat car to other beats and
then must borrow an outside beat car to service its CFS, hence



extending travel times and therefore response times.

In general, the analyses revealed severe imbalances in workload,
response times and queuing of calls as well as a high degree of
cross-beat dispatching. ‘

3. Interviews with Patrol Personnel’

Project staff conducted a series of meetings with patrol super-
visors during which the supervisors were asked to identify tactical
or response problems with the existing district/beat structure.
Meetings were schedu]éd during working hours of each shift and
repeated for each "half" of the work week so that availability |
was maximized.

PROBLEMS IDENTIFIED:

a) District 3: Beat 35 was identified as being excessively large
and heavy in workload. This problem is compounded by Eastridge and
the development of Lake Cunningham Park.

b) Beat 36 north of Story Road was identified as being a tactical
problem because of Timited access from the south from where the
district's units normally respond.

c) Beat 38 was identified as an access problem which will com-
pound as residential development continues during the 1980's.

d) District 4: District/beats and radio channel assignments were
no Tonger oriented to the Willow Glen community; it was fragmented
by three districts on three radio channels.

e) District 5: The extreme length.of this district #ad the re-

moteness of the Alviso community was viewed as a substantial problem.

Industrial development is heavy in the southern area of the Alviso
Beat. Reduction of the north-south length of this district hy
re-attaching Alviso to the District 1 area was suggested.

f) District 7: Portions of the district which lie east of Hwy. 101
and south of 1280 were identified as being tactical problems.
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They have Timited access from the interior of District 7
(freeway crossings only) which isolated them from the main

part of the district and its assigned team(s), District 7

teams were the only operators on the assigned radio channel

(SJ 9) which comipounded the geographical isolation problem

with a communications problem; all d%strict teams bordering

the areas in question were normally on other radio channels,

g) District 8: The southern boundary of the district where it
meets District 6 was identified as a tactical and communications
problem. The assigned radio channel (SJ 3) was not designed to
serve the area south of the ridgeline defined by San Ramon,
Skyway, and Blom Drives, however no BBB boundary existed which
would provide'for the use of the subject ridgeline as a district
and channel boundary, Access to streets from Skyway north is
from the north (D-8); access to streets south of Skyway is from
the South (D-6). District 8 units which crossed the ridgeline
to reach the southernmost area of their district were forced to
change radio channels.

Meetings with GSA-Communications managers revealed channel
overload problems on SJ 1 (D-1 and D-3) and SJ 4 (D-4 and D-6).
Their view was that these pairings should be changed as soon as
possible.

D, CONCLUSIONS

Analysis of the existing beat structure revealed severe imbalances
in terms of population, crime, patrol workload, response times,
queuing of calls, and cross-beat dispatching, Specific problems
were pinpointed by Bureau of Field Operations personnel which could
not be addressed with the existing beat structure. It was therefore

“concluded that a revised beat structure configuration was necessary.



A.

i V. DESIGN OF NEW BEAT STRUCTURE

OBJECTIVES

The design of the new beat structure had the following objectives:

1. To establish the number of beats which the Department can reason-
ably expect to staff during the expected 1ife of the plan
(approximately 5 years).

2. To reduce the imbalance of calls for service at the beat and
district levels.

3. To reorient districts and beats to communities and street Tayouts
in order to provide a more effective police response to people
and places needing services.

4. To have a positive impact on response times, cross-beat dis-
patching, radio operator workloads, and supervisory spans of
control.

METHODOLOGY

The first step in the design of the new beat structure was to
establish the maximum number of beats that the Department could
reasonably expect to staff during the next five years. In order to
do this, several factors were taken into account: the percentages
of actual strength required to staff proportionately by watch or
shift, the fact that there were twenty special assignments such as
parks and walking units, the Department's policy of assigning a
minimum of eighty positions to the third watch (widnight shift)

for officer safety considerations, and an estimated 25% absenteeism
factor which includes vacations, sick leave, disability leave, and
court appéarance. The results are shown in the next section.

Before any analyses or beat designs could be attempted, a geo-coded
data base was necessary. The same data used in the review of the
existing beat system was passed against a geo-reference file in
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order to append BBB (Beat Building Block) and state-plane
co-ordinate information; any rejects were geo-coded manually.
The resulting data base encompassed the 52—wéek period from
9/17/78 to 9/15/79 and consisted of 190,326 dispatch events.
For additional documentation on file layouts and the geo-coding
process, see Appendices B and C,

Once the data collection phase was over, a project team was
established consisting of sworn officers, civilian analysts and
appropriate support staff. The sworn and civilian staff worked

in parallel: the sworn staff would design different alternatives
based on statistical data and their specialized knowledge of the
city and police problems, while the civiiian staff analyzed the
various alternatives and fed them back to the sworn officers.

The process flow is depicted in Exhibit 9.

Most of the beat design was accomplished by manually drawing
boundaries on map overlays, A paraliel mapping effort was carried
out with the assistance of the City's Information Systems on the
newly-acquired computer graphics system. Due to the tight timelines
of the project and the need to digitize a very detailed base map,
the automated maps were not available for use in time to eliminate
the need for manually-created maps. The parallel mapping effort
served, however, to validate results, to produce a base map which
will be very useful, and to create small-scale maps for dissemina-
tion; the effort also served to pave the way for a powerful new
tool that can be used efficiently in the future, The computer
graphics system also produced summary reports that were used to
check statistical anaiyses carried out using SPSS (Statistical
Package for the Social Sciences) software.

The initial statistical analysis consisted of aggregating CFS

(calls for service) at the BBB Tevel in order to provide the

sworn officers with a measure of workload to aid them in beat

design. A base map was drawn with BBB boundaries and CFS information.
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Each alternative was then drawn on a map overlay. One ad-

vantage of this process was that sworn officers increased

their awareness concerning inherent access problems as well

as particularly busy areas; as a result, the number of feasible
combinations was greatly reduced and only ten different alternatives
were initially designed. A second édvantage of performing the first
preliminary designs manually was that it provided a way of elicit-

ing additional input from other patrol officers who stopped by the
work area.

While the pre]iminary'design process went on, the question of how
to choose the best design was addressed. Analysis using the
Hypercube Model could provide a number of useful performance
measures, and it was decided to use the model as part of the
design process. However, some of Hypercube's constraints, such
as the maximum number of atoms or BBB's that could be analyzed
at one time and assumption that all cars are available to any
call unless busy, violated the Department's w=stablished policies.
Inputting a great number of combinations into the model was also
very time-consuming. For these reasons, it was finally decided
to use the Hypercube Model toward the end of the process, when
fewer alternatives would be under consideration and beats were
being grouped into districts and districts into radio channels.
Until the model could be used, it was desirable to have an
intermediate process that would allow comparison among the
various alternatives in a quantifiable manner.

In order to accomplish this, a new data file was created which
consisted of one event record per BBB. The record contained
data which would be needed for Hypercube analysis as well as
many other variables relating to workload by priority or by

time of day or day of week. The data file initially had 336
records and 44 variables per record (See Appendix C for the file
layout). A correlation analysis was then performed on all the
variables relating to workload, A 42 x 42 correlation matrix
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was studied and, as expected, total CFS correlated highly

with most variables. Total CFS was therefore considered the

primary variable. ATl variables correlating Tess than 0.95
with total CFS and with each other were isolated and considered

secondary variables; this yielded five variables that could be

used in addition to total CFS to judge the various beat and
district designs. Finally, in order to be able to compare
widely different beat designs with different number of beats,
the coefficient of variation was selected as the statistic to
be computed for the primary and for each secondary variable.
The coefficient of variation is a measure of relative dis-
persion which expresses the standard deviation of a distribu-
tion as a percent of the mean; in other words, the coefficient
of variation would allow comparison of the imbalance in, say,
a 40-beat design versus a 48-beat design by standardizing the
standard deviation relative to the mean or arithmatic average.

At this stage, it was formulated that the intermediate "beat"
designs would have the following characteristics:

1, Be acceptable from a tactical point of view;

2. Reduce the existing imbalance at the beat and district Tevel

(measured by the coefficient of variation or CV) with regard
to CFS and the five secondary varijables.

After comparing the iri“ial ten beat designs, minor modifications
were made, including the splitting of three BBB's to allow better
radio coverage and easier road access within the beat. Three
beat designs were identified as the best from both tactical and
statistical reasons, and these three designs were presented to a
committee from the Bureau of Field Operations (BFQ). The BFD
committee was composed of command officers selected by the BFO
Deputy Chief and of volunteer officers from all ranks. After
several meetings, the committee had chosen a specific beat design

with some additional recommendations on boundary changes.to be
evaluated. |
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The new design was evaluated and then analyzed relative to district
and radio channel considerations. The Hypercube Queuing Model was
employed at this stage; the model utilizes queuing theory to calculate
performance measures such as workloads of units, travel time, and
probability of calls having to wait for'an available unit. A special
FORTRAN program was written to interface between the BBB data file and
the Hypercube Model and thus facilitate data input to the model. The
FORTRAN program and the data requirements for the moggl are listed

in Appendix C. A final comparison was made on the primary and
secondary criteria earlier established as well as on the performance
measures calculated by Hypercube. The final design, specifying beats,
districts and radio channels, was reviewed by the project staff
committee, and finally approved by the Department's command staff.

The Tast step in the design process was to identify computerized
files that would need revision prior to implementation. The two
automated systems affected by the beat changes were the dispatch
system (Computer Assisted Public Safety System - CAPSS) and the
reported offenses system (Reporting Indexing System - RIS). The
specific revisions pertained to the following files and programs:

Beat centroids (CAPSS)

Valid centroids (CAPSS)

Recommended units (CAPSS)

Geographic reference file (CAPSS)
Weekly and monthly batch reports (RIS)

o W=

Appropriate Departmental and inter-agency notification was made

to insure that the revisions would be completed in time for the
project's ihp]ementation date. In addition, one satellite receiver
change was requested of GSA Communications to correct one weak area
of hand radio reception caused by the reassignment of radio channels.

RESULTS

Exhibit 10 shows the results of calculating the number of beats
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that the Department could expect to staff given different resource
levels, The first resoufce level, 320 pbsitions, was the existing
Tevel, and the estimated number of beats staffed (i.e,, positions
fielded) per day was confirméd by BFO command staff, It appeared
then that even the existing 43 beats could not be staffed every day,
and it was debated whether beat restructuring should proceed, However,
reducing workload imbalance and etminating some serious access
problems still could be achieved by beat restructuring, while the
Department was training many new recruits and was embarking on a very
active recruiting campaign to bring available strength closer to
authorized strength (440 positions), In Tight of the difficulty

in staffing beats, 48 beats rather than 50 beats was considered the

- maximum number that the Department should consider during the next

5 years,

Exhibit 11 shows the comparative statistics on the primary and
secondary variables for the three "best" beat designs, The primary
variable was CFS; the five secondary variables (variables that

correlated less than .95 with CI:s and with each other) were named
as follows:

CARS = total number of units assigned

PRI1 = number of Priority 1 CFS

HIBLK = number of CFS from 2100 (Sat) to 0059 (Sun)
EBLKZ = number of Priority 1 & 2 CFS from 0700 to 1559

AEBLK1= number of cars assigned to Priority 1 & 2 CFS
' from 0100 to 0659

It can be seen that all three alternatives were a vast improvement
over the existing beat structure, with the coefficient of variation
in the distribution of CFS reduced from 25.90 in the existing design
to 5,79 in the "best" case, ‘The secondary variables also were more
balanced in all of the proposed new designs,

Similarly, Exhibit 12 displays the comparative statistics for the
initial three district designs and the existing district design,
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Again, the imbalance in total CFS as reflected by the coefficient
of variation dropped from 15.36 to 2.67 in the "best" case, with
modest improvements in the secondary variables, as weii.

The Hypercube Model was next used to compare the existing structure
with the three best alternatives, with radio channel assignment
options determined by GSA Communications and project staff. Hand-
pack radio testing was carried out in questionable areas. One.
specific beat/district design and three radio channel alternatives
were finally selected; all three alternatives were about 25% better
balanced in terms of CFS by radio channel than the existing structure.
To make the Hypercube comparisons as vaiid as possible, the same

time of the day (1600 - 2100) was used in all analyses; this time

is a stab]e,'high—vo1ume period during which all beats are normally

covered.

A summary of the performance measures calculated by the Hypercube
Queuing Model is shown in Exhibit 13. The Tlast three performance
measures (average travel time, average travel for queued calls, and
standard deviation of workload) had to be estimated for the existing
structure since one of the radio channels (District 8-Channel 3) _
exceeded the model's maximum saturation point. This illustrated the
danger of having a fairly small district, with few resources, be‘1n

a channel by itself with no other district as backup. In real Tife,
of course, out-of-channel units would be dispatched and also units
might work without taking lunch or dinner breaks if priority calls
were queued. Hypevrcube computed an average utilization factor of 76%,
indicating severe staffing problems. The three new designs all
produced about a 10% improvement in queue saturation (i.e., the .
probability of a call having to wait in queue dropped from 33.1% in
the existing structure to about 30% in the alternatives), Improve-
ments were observed in all other performance measures. The three
alternatives seemed fairly comparable, with alternative 2 showing the
most impact in reducing workload imbalance compared to the other two
alternatives.
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Alternative 2 was finally chosen by the BFO committee upon the recom-
mendation of the project staff, Exhibit 14 displays the ‘comparison
between the existing design and the final proposed design for the
coefficient of variation analyses and the Hypercube'Queuing Model
analyses. It can be seen that the distribution of CFS for the new
design was significantly more balanced than in the existing design at
all levels: the coefficient of variation dropped from 25.90 to 9,24

(a 64% improvement) for the beat structure, from 15.36 to 10.73

(a 30% improvement) for the district structure, and from 44,22 to 20.78
(a 53% improvement) for the radio channel structure. The improvements
in the five secondary variables were also substantial, ranging from

14% to 57% improvement, with only one variable (HIBLK meaning CFS from
Sat. 2100 hrs. to Sun. 0059 hrs.) showing a‘1arger relative dispersion.
The increase in the coefficient of variation in that case was explained
by the decision of maintaining neighborhood intearity. in areas such as
the downtown core area or the King and Story area, traditionally very
busy areas on week-end nights; it was still the consensys of the project
staff and the committee that those areas should stay undivided.

Exhibit 14 also shows that the Hypercube Model's performance measures
were encouraging: a decrease in the probability of queue saturation
from 33,1 to 29.6 (a 10.6% improvement), positive small reductions in
percent of out-of-beat dispatching and trave] times, and a reduction in
the standard deviation of workload by unit from an estimated minimum
017 to .012 (a 29% decrease).

The percent changes in the performance measures are summarized in
Exhibit 15, with a (-) change indicating an improvement in the given
measure and a (+) change indicating no improvement in the given measure,
Over-all, the performance measures indicated substantial improvement.
Finally, Exhibits 16 and 17, respectively, show the out]ine of the
existing beat structure and the proposed structure.

D. CONCLUSIONS

The proposed new design was substantially more balanced at the beat,
district, and radio channel levels, Given the same level of calls for
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service and the same Tevel of resources, it would be expected that

the proposed new design could improve performance measures, primarily
the probability of a call having to wait for an available unit and, to
a lesser extent, travel times and percent of out-of-beat dispatching.
Given the same level of calls for service and the same level of
resources, patrol unit workload could also be substantially better
balanced. '

SUMMARY AND RECOMMENDATIONS

- The present report and the technical appendices provide a detailed

The existing structure was a 43-beat configuration grouped into 8
districts and 5 radio channels. Analysis of the existing beat
structure revealed severe imbalances in terms of population, crime,
patrol workload, response times, queuing of calls, and cross-beat
dispatching. Specific problems were pinpointed by Bureau of Field
Operations personnel which could not be addressed with the existing
beat structure. It was therefore concluded that a revised beat
structure configuration was necessary.

The proposed new design consisted of a 48-beat configuration grouped
into 9 districts and 5 radio channels. The proposed new design was
substantially more balanced at the beat, district, and radio channel
levels. Given the same level of calls for service and the same level

of resources, it would be expected that the proposed new structure
could improve performance measures, primarily the probability of a call
having to wait for an available unit and, to a Jesser extent, travel
times and percent of out-of-beat dispatching. Given the same Tevel

of calls for service and the same level of resources, patrol unit
workload could alsc be substantially more balanced.

account of the methodology employed during the project and sufficient
documentation to allow the process to be replicated in the future.
Finally, although resource allocation was not within the scope of the
Beat Restructuring Project, beat design and resource allocation are
inextricably bound together, and the same project staff went on from
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this project to provide initial recommendations on resource allocation
to the Bureau of Field Operations.' While carrying out the Beat
Restructuring Project and the resource allocation analyses, the project
staff noted significant strengths and weaknesses in the Department's
process. These noted strengths and weaknesses are summarized in

the following recommendations.

Future beat designs or resource allocation recommendations should
be performed by sworn/civilian teams working in close coordination
with the Bureau of Field Operations, the Systems Development Unit
in Research and Development, and County Communications.

Channel overload problems should eventually be resolved by adding
a new channel; reassigning areas to channels cannot fully alleviate
a very serious problem of channel overload.

Additional personnel within the Department should acquire skills
in computer graphics systems, computer modeling, and complex data
manipulation using software packages. Lack of continuity in these
analytical skills may be a serious problem in the future.

Statistics on actual field strength, hours worked, consumed time,
free patrol time, and number of events handled should be collected
and maintained within one unit or section. Much of the information

" is routinely made available but scattered throughout the Department

or not saved for later analysis.

Use of the CAPSS Geo-file by County Communications should be
encouraged whenever operational needs are not adversely affected

in order to avoid dispatching the wrong units to calls for service,
thereby lessening out-of-beat dispatching. Geo-coding the project's
data base showed that when the geo-file was bypassed, the incorrect
beat was often listed.

The Hypercube Queuing Model should be incorporated into future
resource allocation plans in order to optimize the placement of units.
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- A staggered watch-start time should be explored in order to
alleviate congestion at Central Supply, reduce the time lag until
units arrive at their beats, and improve coverage at the beginning
and end of shifts. One simple approach might be to have each
channel with two districts begin one of the districts one hour
earlier than the other district, thereby still maintaining team

integrity.

A flexible "Basic Car Plan" similar to L.A.P.D. should be investigated
to avoid leaving beat-sized holes in staffing when not enough
resources are available. However, it should be stressed that much
planning effort would have to go into implementing such a plan.
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Exhibit 1

POPULATION, AREA, AND CRIME:  1975-1979

City Totals

Population
Area (Square Miles)

Population Density
(persons per sq. mile)

Total Crimes

Total Crimes per
1,000 Population

Part I Violent Crimes*

Part I Violent Crimes
per 1,000 Population

1975

557,700

149.5

3730.4

69,769

125.1

1,892

3.4

* Includes homicide, robbery, rape and

1979 'vs. 1975

1979 Difference % Change
607,900 +50,200  +9.0%
156.6 +7.1 +4.7%
3881.9 +151.5 +4.1%
74,789 5,020 +7.24
123.0 2.1 “1.7%
3,236 1,344 +71.0%
5.3 1.9 +55.99

aggravated assault

T et i ey

. BEAT#

11
12
13
16
18
19
21
22
23
24
25
33
34
35
36
38
41
42

- 43

44
45
51
52
53
54
55
56
62
64
65
66

1975

17,251
6,266
4,514

21,604
8,760
8,899

11,750

16,862

15,439

13,896

34,564
7,825

12,548

16,190

14,802

10,040

25,135
17,057
18,774
19,762
28,841

6,000

7,542

8,456

8,582
8,654
5,383
22,132
20,252
17,795
13,564

Exhibit 2

POPULATION BY BEAT: 1975-1979

1979 -

19,966
6,440
5,846

23,045

12,357

10,335

12,019
18,242
15,675
14,024
24,314

8,333
13,700
22,952
17,608
15,016
26,156
18,179
20,218
21,680
34,714

6,173

7,606

9,139

9,789
10,173

5,801
25,277
27,331

20,063

14,966

DIFF.

2,715 -
174
1,332
1,441
3,597
1,436
269
1,380
236
128
-10,250
508
1,152
6,762
2,806
4,976
1,021
1,122
1.444
1,918
5,873
173
64
683
1,207
1,519
418
3,145
7,079
2,268
1,402

15.
2.
29.
6.
41.
16.

-29.

41.
19.
49.

20.

14.
17.

14.
35.
12.
10.

% CHANGE

nNo ~

RANK*

13
32

6
25

3
11
34
21
37
39
43
27
20

29
26
24
19

31
40
22
15
10
23
14

16
18



Exhibit 2, cont'd. | | Exhibit 3
POPULATION BY BEAT (cont'd) REPORTED OFFENSES BY BEAT: 7975-197¢
U OBEAT # 1975 1979 DIFF. % _CHANGE RANK*
BEAT # 1975 1979 DIFE.. k CHANGE RANE .
L " . . | 11 734 1,549 815 111.0 1
67 13,409 14,933 ’107 L 28 12 | 1,055 889 -166 -15.7 43
1 8,151 8,258 5 1.6 36 13 838 746 - 92 IR 36
72 3,640 3,698 ; 16 2,144 1,834 -310 -14.5 40
73 3,836 3,938 igZ | i-; _ :z 18 1,620 1,884 264 16.3 13
74 7,169 7,328 9 . 19 1,833 1,891 58 3.2 20
75 10,605 10,647 42 0.4 ‘2 21 1,397 1,239 -158 -11.3 37
76 9,076 9,153 77 0.8 40 22 1,412 1,413 1 il 26
81 6,037 6,227 190 3.2 30 . 23 2,049 2,057 8 .4 25
82 8,402 - 8,858 456 5.4 28 3 24 1,304 1,377 - 73 5.6 19
83 8,540 11,375 2,835 33.2 25 1,745 1,477 -268 -15.4 42
84 18,564 23,390 4,826 26.0 ) 33 2,067 1,819 -248 -12.0 38
85 4,709 5,454 745 15.8 12 / | 34 1,158 1,224 66 5.7 18
| | : 35 2,303 3,531 1,228 53.3 4
| 36 2,070 1,954 -116 - 5.6 31
38 513 981 468 91.2 2
41 1,661 1,525 -136 - 8.2 35
42 1,187 1,308 121 0.2 15
43 - 1,499 1,396 -103 - 6.9 33
44 1,821 1,763 - 58 - 3.2 29
45 1,581 2,126 545 34.5 9
51 1,098 1,562 464 423 6
52 1,260 - 1,087 -173 -13.7 39
53 1,082 1,112 30 2.8 21
54 1,215 1,031 -184 -15.2 41
55 1,318 1,273 - 45 - 3.4 30
56 1,225 1,726 501 T 40.9 7
62 1,426 1,753 327 22.9 11
64 2,124 2,655 531 25.0 10
*Beats are ranked according to the percentage change from 1975 to 1979. A | \\% 63 2,049 ‘ 2,248 199 07 16
rank of 1 indicates the highest increase. 1 - 66 935 994 59 6.3 17




Exhibit 4
Exhibit 3, cont'd.

CALLS FOR SERVICE BY BEAT

: . (9/17/78-9/15/79)
REPORTED OFFENSES (con't)

Y BEAT 1975 1979 DIFF. % CHANGE RANK*

| | Beat CFS Beat CFS

67 672 1,170 498 74.1 :
71 1,350 2,000 720 53.3 11 3703 51 3710
72 2,034 1,877 -157 - 7.7 34 | | ' 12 3191 52 4141
73 1,365 1,377 12 0.9 23 : “ ' 13 2375 53 3191
74 1,517 1,529 12 0.8 24 | | ~ 16 4360 54 3541
75 863 985 122 14.1 14 § 18 4571 55 3691
76 1,431 1,423 - 8 - .6 27 ; 19 4857 56 5162

81 1,137 1,060 - 77 - 6.8 32 ;

82 1,060 1,027 - 33 - 3.1 28 ? | 21 3549 62 4638
83 1,822 1,841 19 1.0 22 22 4380 64 6164
84 1,775 2,422 647 36.5 8 23 4860 65 6072
85 1,133 1,375 242 21.4 12 24 3507 66 . 3126
; .25 3682 67 3642
g 33 4725 71 5327
| 34 3316 72 6129
| 35 5622 73 4894
§ 36 5997 74 5304
3 38 2527 75 3070
| 76 6765
| 41 3905 - |
42 3424 81 3886
43 4360 82 3204
44 4374 - 83 5013
45 5111 84 6353
85 3753

*éeats are ranked according to the percentage change from 1975 to 1979. A rank 1
of 1 indicates the highest increase. _ _ P T
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CALLS FOR SERVICE BY DISTRICT

District

Exhibit 5

(9/17/78-9/15/79)

os
23,057
19,978
23,187
21,174
23,436
23,64é

31,989

22,209

S

Exhibit 6

CURRENT BEAT STRUCTURE :
AVERAGE RESPONSE TIME

(Min:Sec)
Priority City Total Highest Beat Lowest Beat Range
1 5:07 7:53 (B.25)1 '3:31 (B.34)2 4:22
2 10:17 12:59 (B.67) 7:18 (B.72) 5:41
3 ' 23:07 29:17 (B.67) 19:00 (B.81) 10:17
1

Beat 25 had.ZO Priority 1 calls during the 52-week period.

2 Beat 34 had 12 Priority 1 calls during the 52-week period.



Exhibit 7

EXISTING BEAT STRUCTURE

Percentage of Calls Waiting Longer than
Desired Average Response Time

DESIRED fercentage Waiting Longer than Desired Average

~ PRIORITY AVERAGE CITY TOTAL HIGHEST BEAT LOWEST BEAT
1 5 min 36.0% 80.0% (B.25)'  8.3% (B.34)°
2 10 min 34.2% 51.9% (B.67)  17.2% (B.72)
3 25 min 29.8% 39.1% (B.38)  16.1% (B.72)

1 L. :
2Beat 25 had 20 Priority 1 calls during the 52 week period.
Beat 34 had 12 Priority 1 calls during the 52 week period,

o o

e L T e

v

Beat

Total Assignments

Exhibit 8

EXISTING CROSS-BEAT DISPATCHING

Assignments to Beat Car

% Assignments to Beat Car

Primary Fills  Total Primary Fills Total % Primary % Fills % Total

11 3431 1159 4590 1692 165 1857 49.3 14.24 ‘40.46
12 2949 1609 4558 1273 156 1429 43.2 9.70 | 31.35
13 2085 | 1150 3235 715 63 778 34.3 5.48 24.05
16 4000 1399 5399 1795 130 1925 44.9 9.29 35.66

| 18 4383 . 2116 6499 1838 209 2047 41.9 9.88 31.50
19 4400 1912 6312 1763 212 1975 40.1 1.09 31.29
21 3085 1361 4446 1188 82 1270 38.5 6.03 28.57
22 4072 1792 5864 2202 242 2444 54.1 13.51 41.68
23 4401 - 1824 6225 2407 316 2723 54.7 17.33 43.74
24 3213 1166 4379 1753 179 1932 54.6 15.35 44.12
25 3301 978 4279 2171 177 2348 65.8 18.10 54.87
33 4448 2188 6636 1803 224 2027 40.5 10.24 30.55
34 3003 1242 4245 1399 195 1594 46.6 15.70 37.55
35 6258 2397 8655 2949 368 3317 47.1 15.35 38.33
36 5507 2203 7710 2452 311 2763 44.5 14.12 35.84
38 2405 730 3135 1179 57 1236 49.0 7.81 39.43
41 3415 1244 4659 1580 123 1703 46.3 9.89 36.55

| 42 3067 - 1210 4277 1530 110 1640 49.9 9.09 38.35
: 43 3773 1552 5325 1959 173 2132 51.9 11.15 40.04
44 4070 1706 5776 2136 255 2391 52.5 14.95 41.40
45 4611 1601 6212 2874 285 3159 62.3 17.80 50.85



E _ , Exhibit 9
‘ DESIGN OF NEW BEAT STRUCTURE: PROCESS FLOW
FA’—'L’—_"‘ el | Al e 3 e e e "
i UR A ! B — . ] Lo Coe e .’""t —_ s
Exhibit 8, continued b OEU ! l | I PROJECT | ' ; T orouecT
R . : - 1 + ' ! . SWoRW ! : | vt o
- "ross-Beat Dispatching % ! OPERATIONS | ' ~ > , ; ‘ < CIVILIAMM L
‘& Lo g Lot | ST | SIATF
ek R e —— e o e N
Total Assignments Assignments to Beat Car % Assignments to Beat Car ‘ -
; . Bl = b - e . ‘
Beat Primary Fills Total Primary. Fills Total % Primary o Fills % Total | “E E-Bz + : :,—53 - ; B4 e ey s __ﬁ.‘
! - i L : ! ! ! Initial |
51 3288 1036 4324 1429 112 1541 43.5 10.81 35.64 { { | ; ! i ; | analysis
. S SR oo e U | R
52 3777 1667 5444 1704 197 1901 45.1 11.82 34.92 R R
i —Cl— = = 1 € m e e =y e T3 A ey - o -
53 2776 1107 3883 1189 107 1296 42.8 9.67 33.38 | e ] { b ‘ rcd : B
ndividual i ! ) N '
: 1 " input - 5| Initial beat |, ! { CFS by BBB
54 3147 1242 4389 1483 101 1584 47.1 8.7 36.09 i ! ! design |~ ; : -
: : e L_--___,____‘_J e — !.. L ﬁ_! L_\/—!
55 3409 1212 4621 1789 173 1962 52.5 14.28 42 .46 i i ——
A e S 02 == ~0T e
56 4411 1168 5579 2938 163 3101 66.6 13.96 55.59 ; i | : TR : Za. s - x 1§ e~
‘ , % 'lf W:L ~:r l} ] alternatives ‘ f Statistical :
. : 1 ] I : 4 1
62 4225 1457 5682 2505 255 2760 59.3 17.50 48.58 1 b e Lo e ] &/_j, | | analyses
‘{ = e —To ===
64 5603 2029 7632 3072 376 3448 54.8 18.53 45.18 ? FEl = — (E2 - -
| ! ‘ R e e
65 5630 2320  7950° 2938 359 3297 52.2 15.48  41.47 i ! o i | ‘ { ! Comparison ]
' i 1 T 1 Review < . ‘ a]tgﬁnggives -
66 2896 890 3786 1044 83 1127 36.0 9.33  29.77 N IR L L. R ;
: | . - st e eSS
67 3227 1017 4244 1802 110 1912 55.8 10.82 45.05 e 4 .
S ST s SIS SIS S
g ; 1 J| : _Review : ! : -}'
1 ae53 1920 6573 1885 326 221l 40.5  16.98  33.64 % . | i T ] Siem sarr | : T :
1 % - —— - Lo ; i i
72 5520 2366 7886 2041 324 2365 37.0 13.70 29.99 \ H R R R L_~_~4._~_J'
1 g Al e ,
73 4287 2028 6315 1689 285 1974 39.4 14.06 31.26 B 5! ! (G2 =y P AT o GhA— - G5 i e
. L ‘! i : :, Sv}a]ecteo'3 I "} :
74 5243 2326 7569 1880 213 2093 35.9 9.16 27.65 | *,I 4,! i i -;T.Eg'r";g;:?g 5 i 5| sutistical |
: £ ) : | cations~ i f
75 2546 1131 3677 980 120 1100 38.5 10.61 29.92 | ke Lo b VI e oy o 1
76 5925 2140 8065 2181 320 2501 36.8 14.96  31.01 § ] e == SCERIEEE RO, bs W
‘ { : Rev&% >y ” : 5 : : ) ' Comparison ‘-;
5 committee | \ ) ( ; : of 3
81 3371 1499 4870 1678 190 1868 49.8 12.68 38.36 g ! , ! ! ; 1 alternativoe |
l‘” b e e e v reed L e w b e e 4 e v em e ot L. e e _‘] [ T e __._.'.
82 2777 1163 3940 1229 93 1322 44.3 8.00 33.55 ! j
1.{ R e D e e . e e e e .
83 4539 2030 6569 2103 222 2325 46.3 10.94 35.39 5 biglt%%g(tirict‘ : i ——————*——*Design - r 1 B e o
% 1 designs " > radio ﬁ' ! Statistical !
84 5802 2207 8009 2812 389 3201 48.5 17.63 39.97 ‘f ) : } channels : ; - analysis "
i 7 - e e e —r——— L (
85 3537 1325 4862 1810 167 1977 51.2 12.61 40.66 \ 4 =
) é A R (~KE = * - R S S
Y ! ] ' ) ' K -0 LT AT
. Review & i i ' ! ] .
TOTALS 170,466 67,819 238,285 80,839 8,717 89,556 47.4 12.80 37.60 - approval & - - Review L 5 § Comg“]:ai;m
: —_— — ' C&’ A | Co T ] i "ok

*dUj] Panop IE 3PN PIOi'—'_;‘“i
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f Exhibit 11

Exhibit 10 % '3
i e ‘
g WORKLOAD COMPARISOM FOR BEAT ALTERNATIVES
CALCULATION OF BEAT STAFFING BASED ON AVAILABLE RESOURCES § ATt
! ernatii
| VARIABLE*  STATISTIC  EXISTINg A 1 VBe
Available Resources ; , | ‘ Beats | T - . - )
(Positions) Aliocation by Watch Work Days per Week Staffed on CES "
Total Actual Watch Ideal Actual - Maximum  Expected Average Day : ean 4387.72 3930.67 4192.71 4288.00
St D ’
. 1136. 30 227.44 352.05 676.43
320 300 1st 88.5 85 340 255 36.4 cv 25.90 5.79 8.40 15.77
2nd 140.7 135 540 405 57.8
CARS
3rd 70.8 80 320 240 34.3 Mean 6244 .67 5594.19 5967.13 6102.75
| St D 1629.93 471.35 571.21 987.7
340 320 1st 94.5 93 372 279 39.8 cv 26.10 79
. . 8.42 9.57 16.18
2nd 150.0 147 588 441 63.0 :
3rd 75.5 80 320 240 34.3 PRI1 Mean 1514 20 4
‘ ' . 43.13 44,11
. St D 29.: '
360* - 340 1st 100.4 101 404 303 43.3 oV o s; 22.13 22.53 24,83
2nd 159.4 159 636 477 68.1 ’ 54.72 52.24 56.29
3rd 80.2 80 320 240 34.3 HIBLK
Mean 171.81 153.92 164.18 167.91
44Q** 420 1st 124.0 124 496 372 53.1 St D 48.33 29.12 30.37 41.06
2nd 196.9 197 788 591 84.4 cv 28.13 18.92 18.50 2445
3rd 99.1 99 396 297 42.4
EBLK2
Mean 528.84 473.75 505.33 516.82
474%** A54 1st 139.9 140 560 420 60.0 St D 169.10 82.24 88.74 .
2nd 222.2 222 888 666 95.1 cv 31.98 . 114.66
. 17.36 17.56 22.18
3rd 111.8 112 448 336 48.0 '
AEBLK1 Mean 736.07 659.40 703.36 719.34
* Break-even for Third YWatch (provides 80 positions under ideal distribution) St D 216.29 134.47 .
** Current plus vacancies (50) plus 70 new positions oy . 134.22 161.83
*#** Fi1] 48 beats during Third Watch ’ 29.38 20.39 19.10 29 50
Assumptions: No. of Beats 43 18 45
v 44
1. Twenty special assignments subtracted from actual available resources.
2. Minimum of 80 officers on Third Watch, the rest proportionally allocated,
3. Percentages for proportional allocation: 29.52% to First Watch, 46.89% to
Second Vatch, 23.59% to Third Watch.
4., Twenty-five percent absenteeism factor.
* . .
>ee Section V(C) for explanation of variable names



Exhibit 12

WORKLOAD COMPARISON FOR DISTRICT ALTERNATIVES

Alternative

VARIABLE*  STATISTIC EXISTING A B D
CFS Mean 23584.00  23584.00 20963.56 23584.00
S.D. 3621.50 629.40  821.01 -2294.61
C.V. 15.36 2.67 3.92 9.73
CARS Mean 33565.12  33565.12 29835.66 33565.12
S.D. 5453.78 1296.28  1283.58  3489.03
C.V. 16.25 3.86 4.30 10.39
PRI1 Mean 242 .62 242 .62 215.67  242.62
S.D. 64.01 48.26 37.35 52.54
C.V. 26.38 19.89 17.32 21.66
HIBLK Mean 923.50 923.50 820.89  923.50
S.D. 140.74 107.33 85 .69 96.95
C.V. 15.24 11.62 10.44 10.50
EBLK2 Mean 2842.50 2842.50  2526.67 2842.50
S.D. 464.44 188. 38 184.09  402.73
C.vV. 16.34 6.63 7.28 14.17
AEBLK1 Mean 3956.38 3956.38  3516.78  3956.38
' S.D. 861.49 470.11 434.86  687.95
C.V. 21.77 11.88 12.36 17.39
No. of Districts 8 8 9 8

*See Section V(C) for explanation of variable names

e

T

b

Exhibit 13

HYPERCUBE ANALYSES

Alternatives
Existing 1 I 111
AvggiggkUtilization .763 .763 .763 .763
Probability of 33.1 29.4  29.6 29.4
Queuea Saturation
o *

% gisgg§;g§;3eat 62.40+ | 60.85 60.95 60.76
Average Travel 7.0+** 6.8 6.9 7.4
Time (minutes) )

Average Travel Time 10.5+** 9.1 9.6 1
for Queued Calls (minutes) 0
Standard Deviation 0174 014 .012 014

of Workload

NOTE: The same time of day (1600-210C) and same number of units (58) were
used in all of the above analyses.

I Actual.da@a; hypercube estinates would be higher since priority 3 calls do
not wait in queue in the model as in real 1jfe.

** Estimated from four out of five existing radic channels.



| ‘ Exhibit 15
Exhibit 14 , -

PERCENT CHANGES IN PERFORMANCE MEASURES

gy

EXISTING DESIGN VS. PROPOSED DESIGN

: *
Percent Change in the Coefficient of Variation, Proposed versus Existing

'Coefficient of Variation Calculations

: Kok
l ' VARIABLE Beat Design District Design Radio Channels
Beat Design District Design Radio Channels . ‘
CFS -64% -30% -53%
VARIABLE* Existing Proposed Existing Proposed Existing Proposed '
— CARS ‘ -57% -28% ~26%
CFS 25.90 9.24 15.36 10.73 44.22 20.78
' , PRI1 -14% -15% -20%
CARS 26.10 11.19 -16.25 11.68 27.10 20.00 i
. : ] HIBLK -32% +13% ~37%
PRI1 64.98 55.87 26.38 22.32 34.90 27.95 Q
: ] EBLK2 -39% A -30% -38%
HIBLK 28.13 19.14 15.24 17.26 32.08 20.33 /
i AEBLK1 -26% -35% -18%
EBLK2 31.98 19.35 16.34 11.42 ©30.48 18.79 ; :
AEBLK1 29.38 21.60 21.77 14.19 24.24 19.83

*
Percent Change in Hypercube Model Measures, Proposed versus Existing

Hypercube Model Calculations Existing Proposed Average Utilization Factor 0
Average Utilization Factor .763 .763 Probability of Queue Saturation ~10%
Probability of Queue Saturation 33.1 29.6 % of Out-of-Beat Dispatching -2%.
% of Out-of-Beat Dispatching 62.40+ 60.95 Average Travel Time -1%
Average Travel Time (minutes) 7.0+ 6.9 Average Travel Time for Queued Calls . ~-8%
Average Travel Time for Queued Calls (minutes) 10.5+ 9.6 Standard Deviation of Workload A -29%
Standard Deviation of Workload 017+ .012

* A (-)% change is an improvement; a (+)% change is not an improvement.

FUE SNEIEL

¥ PR o
I e i R
hw‘,‘ma—aw«\-ﬁx\/m

** See Section V(C) for explanation of variable names.

ﬁfh * See Section V(C) for explanation of variable names.
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Exhibit 16

EXISTING BEAT DESIGN

67

Districts

Radio Channel

™M Lo w
e QD A~
— O\ <

— N < OY
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EXHIBIT 17

PROPOSED BEAT DESIGN

Districts

Radio Channel

N < Oy
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Appendix I

Local Evaluator's Report

(SEE ATTACHED REPORT)
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