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Background 

About ICMA 

The International City/County Management Association (ICMA) is a 100-year-old, nonprofit 

professional association of local government administrators and managers, with approximately 

9,000 members located in 28 countries. 

Since its inception in 1914, ICMA has been dedicated to assisting local governments in providing 

services to their citizens in an efficient and effective manner. Our work spans all of the activities of 

local government: parks, libraries, recreation, public works, economic development, code 

enforcement, brownfields, public safety, and a host of other critical areas.  

ICMA advances the knowledge of local government best practices across a wide range of platforms 

including publications, research, training, and technical assistance. Our work includes both 

domestic and international activities in partnership with local, state, and federal governments as 

well as private foundations. For example, we are involved in a major library research project 

funded by the Bill & Melinda Gates Foundation and we are providing community policing training in 

El Salvador, Mexico, and Panama with funding from the United States Agency for International 

Development. We have personnel in Afghanistan assisting with building wastewater treatment 

plants and have teams in Central America conducting assessments and developing training 

programs for disaster preparedness working with SOUTHCOM. 

ICMA Center for Public Safety Management 

The ICMA Center for Public Safety Management (ICMA/CPSM) is one of four Centers within the 

)#-!ȭÓ 5Ȣ3Ȣ 0ÒÏÇÒÁÍÓ $ÉÖÉÓÉÏÎȟ ÐÒÏÖÉÄÉÎÇ ÓÕÐÐÏÒÔ ÔÏ ÌÏÃÁÌ ÇÏÖÅÒÎÍÅÎÔÓ ÉÎ ÔÈÅ ÁÒÅÁÓ ÏÆ ÐÏÌÉÃÅȟ ÆÉÒÅȟ 

emergency medical services (EMS), emergency management, and homeland security. In addition to 

providing technical assistance in these areas, we also represent local governments at the federal 

level and are involved in numerous projects with the U.S. Department of Justice and the U.S. 

Department of Homeland Security. 

ICMA/CPSM is also involved in police and fire chief selection, assisting local governments in 

identifying these critical managers through original research and the identification of core 

competencies of police and fire managers and also by providing assessment center resources. 

Our local government technical assistance includes workload and deployment analysis, using 

operations research techniques and credentialed experts to identify workload and staffing needs, 

and identifying best practices. We have conducted approximately 140 such studies in 90 

communities ranging in size from 8,000 population (Boone, Iowa) to 800,000 population 

(Indianapolis, Indiana). 

Thomas Wieczorek is the Director of the Center for Public Safety Management. Leonard Matarese is 

the Director of Research & Project Development for the Center. 
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Methodology 

The ICMA Center for Public Safety Management team follows a standardized approach to 

conducting analyses of fire and other departments involved in providing services to the public. We 

have developed this standardized approach by combining the experience sets of dozens of subject 

matter experts in the areas of police, fire, and EMS. Our collective team has more than one hundred 

years of conducting research in these areas for cities in and beyond the United States. 

The reports generated by the operations and data analysis team are based upon key performance 

indicators that have been identified in standards and safety regulations and by special interest 

groups such as the International Association of Fire Chiefs (IAFC), the International Association of 

Fire Fighters (IAFF), the International Association of Chiefs of Police (IACP), International Police 

Association, ,and the Association of Public-Safety Communication Officials International, and 

through IC-!ȭÓ #ÅÎÔÅÒ ÆÏÒ 0ÅÒÆÏÒÍÁÎÃÅ -ÅÁÓÕÒÅÍÅÎÔȢ 4ÈÅÓÅ ÐÅÒÆÏÒÍÁÎÃÅ ÍÅÁÓÕÒÅÓ ÈÁÖÅ ÂÅÅÎ 

developed following decades of research and are applicable in all communities. For this reason, the 

ÄÁÔÁ ÙÉÅÌÄ ÓÉÍÉÌÁÒ ÒÅÐÏÒÔÉÎÇ ÆÏÒÍÁÔÓȟ ÂÕÔ ÅÁÃÈ ÃÏÍÍÕÎÉÔÙȭÓ ÄÁÔÁ ÁÒÅ ÁÎÁÌÙÚÅÄ Ïn an individual basis 

by the ICMA specialists and represent the unique information for that community. 

The Public Safety Management team begins most projects by extracting calls for service and raw 

ÄÁÔÁ ÆÒÏÍ Á ÐÕÂÌÉÃ ÓÁÆÅÔÙ ÁÇÅÎÃÙȭÓ ÃÏÍÐÕÔÅÒ-aided dispatch system. The data are sorted and 

analyzed for comparison to nationally developed performance indicators. These performance 

indicators (e.g., response times, workload by time, multiple-unit dispatching) are valuable 

measures of agency performance regardless of departmental size. The findings are shown in tables 

and graphs organized in a logistical format. Due to the size and complexity of the documents, a 

consistent approach to structuring the findings allows for simple, clean reporting. While the 

categories for the performance indicators and the overall structure of the data and documents 

follow a standard format, the data and recommendations are unique to the organization under 

scrutiny.  

The team conducts an operational review in conjunction with the data analysis. The performance 

indicators serve as the basis for the operational review. The review process follows a standardized 

approach comparable to that of national accreditation agencies. Prior to the arrival of an on-site 

team, agencies are asked to provide the team with key operational documents (e.g., policies and 

procedures, asset lists, etc.). The team visits each city on-site to interview fire agency management 

and supervisory personnel, rank-and-file officers, and local government staff.  

The information collected during the site visits and through data analysis results in a set of 

observations and recommendations that highlight strengths, weaknesses, opportunities, and 

threats of the organizations and operations under review. To generate recommendations, the team 

reviews operational documents; interviews key stakeholders and observes physical facilities; and 

reviews relevant literature, statutes and regulations, industry standards, and other information 

and/or materials specifically included in a prÏÊÅÃÔȭÓ ÓÃÏÐÅ ÏÆ ×ÏÒËȢ  

The standardized approach ensures that the ICMA Center for Public Safety Management measures 

and observes all of the critical components of an agency, which in turn provides substance to 

benchmark against localities with similar profiles. Although agencies may vary in size, priorities, 
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and challenges, there are basic commonalities that enable comparison. The approach also enables 

the team to identify best practices and innovative approaches.  

In general, the standardized approach adopts the principles of the scientific method: We ask 

questions and request documentation upon project start up; confirm accuracy of information 

received; deploy operations and data analysis teams to research each unique environment; perform 

data modeling; share preliminary findings with the jurisdiction; assess inconsistencies reported by 

client jurisdictions; follow up on areas of concern; and communicate our results in a formal, written 

report.  

ICMA Center for Public Safety Project Contributors 

Thomas J. Wieczorek, Director  
Leonard A. Matarese, Director, Research & Project Development  
Dov N. Chelst, Senior Quantitative Analyst 
Priscila Monachesi, Quantitative Analyst 
Duane J. Lovello, J.D., Public Safety Consultant 
James E. McCabe, Ph.D., Senior Public Safety Consultant ɀ Team Lead 
Dennis Kouba, Senior Editor  
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Executive Summary 

ICMA was commissioned to review the operations of the Chesterfield Township Police Department. 

7ÈÉÌÅ ÏÕÒ ÁÎÁÌÙÓÉÓ ÃÏÖÅÒÅÄ ÁÌÌ ÁÓÐÅÃÔÓ ÏÆ ÔÈÅ ÄÅÐÁÒÔÍÅÎÔȭÓ ÏÐÅÒÁÔÉÏÎÓȟ Á ÐÁÒÔÉÃÕÌÁÒ ÆÏÃÕÓ ÏÆ ÏÕÒ 

study was on identifying the appropriate staffing of the agency given its workload, community 

demographics, and crime levels. 

We analyzed departmental workload using operations research methodology and compared that 

workload to staffing and deployment levels. We reviewed other performance indicators, which 

allowed us to understand the implications of service demand on current staffing. We reviewed the 

ÄÅÐÁÒÔÍÅÎÔȭÓ ÏÒÇÁÎÉÚÁÔÉÏÎÁÌ ÄÅÓÉÇÎ ÔÏ ÄÅÔÅÒÍÉÎÅ ÉÆ ÔÈÅ ÍÁÎÙ ÆÕÎÃÔÉÏÎÓ ÒÅÑÕÉÒÅÄ ÏÆ Á ÍÏÄÅÒÎ ÐÏÌÉÃÅ 

agency are staffed appropriately. 

Our study involved data collection, interviews with key police and administration personnel, on-site 

observations of the job environment, data analysis, comparative analyses, and development of 

alternatives and recommendations. The general recommendations appear below and are described 

in detail throughout the report. 

Major Recommendations: 

In general, ICMA concludes that the CHTP is an organization in crisis. The department is 

understaffed and struggling to deal with the current financial and political situation. Providing 

more services with fewer resources is not possible and the township and the department must 

make critical decisions to modify service demands within the existing personnel complement. 

These service modifications will lead to more efficient operations and are consistent with the best 

practices of law enforcement.  

¶ Empanel a calls for service (CFS) committee to evaluate service demands and attempt to 

reduce and/or eliminate nonemergency responses.  Several recommendations in the report 

discuss altering the current demand model in Chesterfield.  ICMA contends that the police 

respond to a large number of CFS that are not necessary.  The report recommends 

eliminating a response, or at a minimum changing the response, to several categories of 

calls.  It is not intended that the department immediately cease CFS response, but the 

department should begin a dialogue with the community to evaluate the necessity of the 

police responding to certain calls. 

¶ Staff the patrol division with six squads of officers: four patrol teams of one sergeant and 

four officers and two impact teams of one sergeant and two officers. 

¶ Incorporate data management (caseload, clearances, etc.) into the operations of the 

detective division. 

¶ Develop an integrated intelligence and crime analysis function.  

¶ Create a special enforcement team to supplement investigations and patrol deployment and 

to develop a crime prevention and community engagement strategy. 
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¶ Improve the physical structure of the property room (reinforcing the door and lockers), and 

implement a system of regular and frequent property audits. 

¶ Train and support one uniformed officer to serve as the primary training officer. 

¶ Explore the possibility of either discontinuing the practice of administering preliminary 

breath tests on demand or limit the practice to normal business hours when uniformed 

personnel are already physically present in the building. 

¶ The department should designate one supervisor to serve as the professional standards 

officer (PSO). 

¶ ICMA recommends that the department explore the feasibility of discontinuing its dispatch 

operations and partner instead with -ÁÃÏÍÂ #ÏÕÎÔÙȭÓ #ÏÍÍÕÎÉÃÁÔÉÏÎÓ ÁÎÄ 4ÅÃÈÎÏÌÏÇÙ 

Center (COMTEC) dispatch services. 

¶ The department should close the records room and secure this area after normal business 

hours. 

¶ Incorporate a leadership team concept that involves a cross-section of the workforce in 

important organizational decisions, process improvement, change management, and 

innovation. This group should be multidisciplinary and involve both sworn and civilian 

employees from various ranks, as well as union representatives. The leadership team 

should be involved in planning and implementing any cost-saving measures, as well as 

reorganization efforts. If correctly implemented, initiation of a leadership team will help 

boost morale, improve labor relations, and foster workforce innovation. 

¶ The department must develop a performance management approach to all operational and 

administrative elements in the department. This approach would feature systematic and 

regular reporting on activities and outputs, as well as a critical discussion of the outcomes 

associated with these efforts. 

Implementing these recommendations would culminate in an organizational structure shown in 

Table 1. 

TABLE 1: Recommended Organization Structure and Personnel 

 Chief Lt. Sgt. PO/Det. Civilian 

Executive 1    1 

Administration  1 1 2 3 

Operations  1    

Patrol   6 20  

CID   1 5 2 

SIU   1 2  

Total 1 2 9 29 6 

Total Sworn: 41 
Total All: 47 
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This report is intended to be an operational analysis of the Chesterfield Township Police 

Department. The ability to fund these recommendations is considered; however, the approach to 

the analysis is grounded in determining the fundamental and basic needs to support police 

operations in the township of Chesterfield. ICMA does not discuss mechanisms to fund this 

operation, but does identify operational efficiencies and staffing levels that potentially translate 

into cost savings. Decisions pertaining to these recommendations are inherently political and are 

difficult.  Services would be altered (eliminated or changed), but the high quality of life in the 

township and its professional police services would be maintained. In addition, the reduction in 

employee headcount, coupled with the shifting of services delivered, would undoubtedly lead to 

substantial cost savings for the department and for the township. The exact amount of costs that 

could be saved has not been determined by ICMA, and it is recommended that the full measure of 

the recommendations of this study be analyzed to determine the financial impact to the community. 

ICMA staff thanks the township and police administrations of Chesterfield Township for their 

assistance in completing this project. In particular, ICMA commends Township Supervisor Michael 

Lovelock and Police Chief Bruce Smith for their enthusiasm and cooperation with ICMA staff 

regarding documentation requests and the overall project.  
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Methodology 

Data Analysis 

We used numerous sources of data to support our conclusions and recommendations for the 

Chesterfield Township Police Department. Information was obtained from the FBI Uniform Crime 

Reporting (UCR) Program, Part I offenses, along with numerous sources of department internal 

information. UCR Part I crimes are defined as murder, rape, robbery, aggravated assault, burglary, 

larceny-theft, and larceny of a motor vehicle. Internal sources included data from the computer-

aided dispatch (CAD) system for information on calls for service (CFS). 

Interviews 

This study relied extensively on intensive interviews with Chesterfield Police personnel. On-site 

and in-person interviews were conducted with all division commanders regarding their operations. 

We interviewed representatives of the operational, administrative, and staff positions to get an 

understanding of the department and how it functions.  

Focus Groups 

A focus group is an unstructured group interview in which the moderator actively encourages 

discussion among participants. Focus groups generally consist of eight to ten participants and are 

used to explore issues that are difficult to define. Group discussion permits greater exploration of 

topics. For the purposes of this study, focus groups were held with representatives of the 

department.  

Document Review  

ICMA consultants were furnished with numerous reports and summary documents by the 

Chesterfield Township Police Department. Information on strategic plans, personnel staffing and 

deployment, evaluations, training records, and performance statistics were provided. 

Operational/Administrative Observations 

Over the course of the evaluation period, numerous observations were conducted. These included 

observations of general patrol, special enforcement, investigations, and administrative functions. 

ICMA representatives engaged all facets of department oÐÅÒÁÔÉÏÎÓ ÆÒÏÍ Á ȰÐÁÒÔÉÃÉÐÁÎÔ ÏÂÓÅÒÖÁÔÉÏÎȱ 

perspective. 

LƳǇƭŜƳŜƴǘƛƴƎ ǘƘŜ wŜǇƻǊǘΩǎ wŜŎƻƳƳŜƴŘŀǘƛƻƴǎ 

)#-!ȭÓ ÃÏÎÃÌÕÓÉÏÎÓ ÁÎÄ ÒÅÃÏÍÍÅÎÄÁÔÉÏÎÓ ÁÒÅ Á ÂÌÕÅÐÒÉÎÔ ÆÏÒ ÂÏÔÈ ÔÈÅ ÔÏ×Î ÁÎÄ ÐÏÌÉÃÅ 

administrations. The township supervisor should have periodic meetings with the police chief to 

ÅÎÓÕÒÅ ÔÈÁÔ )#-!ȭÓ ÒÅÃÏÍÍÅÎÄÁÔÉÏÎÓ ÁÒÅ ÉÍÐÌÅÍÅÎÔÅÄȢ )Ô ÉÓ ÓÔÒÏÎÇÌÙ ÒÅÃÏÍÍÅÎÄÅÄ ÔÈÁÔ ÔÈÅ ÃÈÉÅÆ 

of police identify and task one individual with lead responsibility for implementing these 

recommendations. This person should be given the authority and responsibility to effectuate the 
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changes recommended. The recommendations should be executed in a timely fashion and the 

ÄÅÐÁÒÔÍÅÎÔȭÓ ÐÒÏÇÒÅÓÓ ÉÎ ÍÅÅÔÉÎÇ ÔÈÅ ÒÅÃÏÍÍÅÎÄÁÔÉÏÎÓ ÓÈÏÕÌÄ ÂÅ ÅÖÁÌÕÁÔÅÄ ÅÖÅÒÙ ÓÉØ ÍÏÎÔhs for 

efficiency, effectiveness, and performance. 

!ÌÌ ÏÆ )#-!ȭÓ ÒÅÃÏÍÍÅÎÄÁÔÉÏÎÓ ÁÒÅ ÐÒÁÃÔÉÃÁÌ ÁÎÄ ÓÅÎÓÉÂÌÅ ÁÎÄ ÓÈÏÕÌÄ ÂÅ ÉÍÐÌÅÍÅÎÔÅÄ ÂÙ ÔÈÅ ÐÏÌÉÃÅ 

administration within a reasonable period of time. If the township desires, ICMA can provide a 

service to reÖÉÅ×ȟ ÍÏÎÉÔÏÒȟ ÁÎÄ ÅÖÁÌÕÁÔÅ ÔÈÅ ÄÅÐÁÒÔÍÅÎÔȭÓ ÐÒÏÇÒÅÓÓ ÁÎÄ ÅÎÓÕÒÅ ÔÈÁÔ ÔÈÅ 

recommendations are being implemented properly. If the police administration continues to have 

difficulty implementing the recommendations, ICMA can assist with implementation. 
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Background 

Policing involves a complex set of activities. Police officers are not simply crime fighters whose 

ÒÅÓÐÏÎÓÉÂÉÌÉÔÉÅÓ ÁÒÅ ÔÏ ÐÒÏÔÅÃÔ ÐÅÏÐÌÅȭÓ ÓÁÆÅÔÙ ÁÎÄ ÐÒÏÐÅÒÔÙ ÁÎÄ ÔÏ ÅÎÈÁÎÃÅ ÔÈÅ ÐÕÂÌÉÃȭÓ ÓÅÎÓÅ ÏÆ 

security. The police have myriad other basic responsibilities on a daily basis, including preserving 

order in the community, guaranteeing the movement of pedestrian and vehicular traffic, protecting 

and extending the rights of persons to speak and assemble freely, and providing assistance for 

those who cannot assist themselves. 

The Chesterfield Township Police Department provides a full range of police services, including 

responding to emergencies and calls for service, performing directed activities, and solving 

problems. Both the township and the police department are dedicated to the principles of 

community policing, and the department strives to provide a high level of service to the 

Chesterfield community. 

In the last quarter of 2007, the real estate and banking markets across the country crashed and 

property values plummeted. The main source of revenue to the department, property taxes, fell 

drastically. The department eventually lost over $2 million in budget revenue out of an $8.5 million 

budget. Fortunately, a fund balance had been built up to $6 million during the preceding good years 

and the budget has been supplemented using these 'rainy day' funds. By the summer of 2012, the 

township board realized the need for additional revenue and a millage increase was proposed in 

the November election, but rejected by the voters. While there is a sufficient fund balance to sustain 

operations through 2014, continued operations cannot be sustained without identifying additional 

revenue sources or cost savings. As the community struggles to find answers to this financial 

situation, there appears to be some interest in contracting for police services with the Macomb 

County 3ÈÅÒÉÆÆȭÓ $ÅÐÁÒÔÍÅÎÔȢ This study does not specifically explore this issue; however, the 

operational requirements of the Chesterfield Police Department are examined in order to provide a 

framework for this discussion. Similarly, this study by ICMA was authorized to assist the 

department in understanding the operational realities of providing police services in the township, 

perhaps suggesting a better structure the department, and making recommendations to increase 

efficiency if possible. 

After the defeat of the millage proposal, a call for a reduction in personnel was mandated by the 

township supervisor and layoff notices were given to fourteen employees in the spring of 2013. 

These notices were rescinded prior to any reduction; however, there is a perception that employee 

morale has suffered with the action, along with the knowledge that revenue will not increase 

without a positive vote of the community. The financial crisis facing the department, in the context 

of rumored transfer of policing services to the Macomb County Sheriff, is creating an adverse work 

environment in the department. Also, the political struggles surrounding these issues is leaving the 

rank-and-ÆÉÌÅ ÅÍÐÌÏÙÅÅÓ ×ÉÔÈ ÔÈÅ ÆÅÅÌÉÎÇ ÏÆ ÂÅÉÎÇ ȰÓÔÕÃË ÉÎ ÔÈÅ ÍÉÄÄÌÅȱ ÁÓ ÔÈÅ ÉÓÓÕÅÓ ÍÏÖÅ ÔÏ×ÁÒÄÓ 

resolution. 4ÈÅÒÅ ÉÓ ÁÎ !ÆÒÉÃÁÎ ÅØÐÒÅÓÓÉÏÎ ÔÈÁÔ ÓÔÁÔÅÓ Ȱ×ÈÅÎ ÅÌÅÐÈÁÎÔÓ ÂÁÔÔÌÅȟ ÔÈÅ ÇÒÁÓÓ ÌÏÓÅÓȟȱ ÁÎÄ 

this expression is relevant to the organizational climate present in the Chesterfield Police 

Department. 
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The community of Chesterfield Township should resolve these issues as soon as possible. It is 

strongly recommended that decisions be made quickly to settle the issues facing the department for 

the long-term future. The continued discussion of layoffs and consolidation is having a negative 

impact on the personnel in the department and putting an unnecessary strain on their already 

difficult jobs.  

In the modern policing landscape, progressive police leaders are always searching for opportunities 

to collaborate. Collaboration in law enforcement is limited only by the imagination within the 

agencies. Collaboration not only fosters better working relationships but brings new 

stakeholdersɂand thus new ideasɂto the table. ICMA believes that the situation facing the 

Chesterfield Police Department offers several of opportunities for collaboration.  

Potential /ƻƴǎƻƭƛŘŀǘƛƻƴ ǿƛǘƘ ǘƘŜ aŀŎƻƳō /ƻǳƴǘȅ {ƘŜǊƛŦŦΩǎ hŦŦƛŎŜ 

(MCSO) 

Consolidation of police services is a fairly common practice in U. S. police organizations. In 1845, 

the New York Police Department (NYPD) was formed through the consolidation of several smaller 

police departments, thus becoming the first major metropolitan police department in the United 

States. Over the next fifty years, twenty-three more town and village police services were 

consolidated into what is now known as the NYPD. There are many more recent examples of local 

governments utilizing consolidation to cope with population growth, revenue changes, or 

legislative and regulatory acts.  

During the 1960s and 1970s several major commissionsɂÉÎÃÌÕÄÉÎÇ ÔÈÅ ρωφχ 0ÒÅÓÉÄÅÎÔȭÓ 

Commission on Law Enforcement and Administration of Justice, the Advisory Commission on 

Intergovernmental Relations (1971), the Committee for Economic Development (1972), and the 

National Advisory Commission on Criminal Justice Standards and Goals (1973)ɂshared views on 

police consolidation. These reports summarized the importance of shared or pooled services to 

accomplish some or all of the following goals: (1) reducing duplicate efforts, specifically in 

neighboring communities with similar crime problems; (2) providing services that smaller 

jurisdictions lack the resources to provide; (3) enabling specialized training, career development, 

lower attrition rate, and improved morale for personnel; and (4) providing departments and the 

communities they serve with enhanced technical capabilities based on shared equipment. These 

same reports acknowledged the political challenges associated with shared services, particularly 

the loss of autonomy at the local level.  

Local control of the police in the United States is common, with more than 17,000 police 

departments across the country. While the most common form of department is the city police 

department, there is a growing trend in which municipalities have chosen to disband their local 

ÄÅÐÁÒÔÍÅÎÔÓ ÉÎ ÆÁÖÏÒ ÏÆ ÃÏÎÔÒÁÃÔÉÎÇ ×ÉÔÈ ÔÈÅ ÌÏÃÁÌ ÓÈÅÒÉÆÆȭÓ ÏÆÆÉÃÅ ÉÎÓÔÅÁÄȢ 

The first instance of a municipality contracting with a county sheriff was in Lakewood, Calif., in 

1954. During a period of post-World War II growth, the newly incorporated city of Lakewood in Los 

Angeles County contracted with the L.A. County Sheriff for police services instead of establishing its 
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Ï×Î ÄÅÐÁÒÔÍÅÎÔȢ 3ÉÎÃÅ ,ÁËÅ×ÏÏÄȭÓ ÅØÐÅÒÉÅÎÃÅ ÉÎ ρωυτ ÎÕÍÅÒÏÕÓ ÃÏÍÍÕÎÉÔÉÅÓ ÁÒÏÕÎÄ ÔÈÅ ÃÏÕÎÔÒÙ 

have contracted for police services. These communities are either newly incorporated and seeking 

first -time police services, or communities with established police departments and which are 

looking for financial and service efficiencies. This phenomenon is most prevalent in California, and 

is also gaining popularity in Washington and Florida. 

The existing research on contracting (or consolidating police departments) does not paint a clear 

picture of the advantages and/or disadvantages of contracting. Generally thought of as part of the 

ȰÐÕÂÌÉÃ ÃÈÏÉÃÅȱ ÔÈÅÏÒÙ ÆÒÏÍ ÐÕÂÌÉÃ ÁÄÍÉÎÉÓÔÒÁÔÉÏÎȟ ÅÆÆÉÃÉÅÎÃÙ ÁÎÄ ÅÆÆÅÃÔÉÖÅÎÅÓÓ ÉÎ ÇÏÖÅÒÎÍÅÎÔ ÁÒÅ 

achieved by small units close to the public competing for support, approval, and resources. The 

potential success of contracting police services, compared to a separate police department, is the 

ÃÏÍÍÕÎÉÔÙȭÓ ÁÂÉÌÉÔÙ ÔÏ ÍÁØÉÍÉÚÅ ÓÅÒÖÉÃÅ ÄÅÌÉÖÅÒÙ ÔÈÒÏÕÇÈ ÃÏÍÐÅÔÉÔÉÏÎȢ &ÕÒÔÈÅÒÍÏÒÅȟ ÔÈÅ ÃÌÏser the 

police entity can be to the community and reflect its character, the more effective that organization 

will be in delivering police services. 

Many studies have explored the impact of contracting police services. Studies show advantages in 

contracting for efficiencies of service (Chapman, Hirsch, and Sonenblum, 1975; Skogan, 1976), and 

others demonstrate either no efficiencies gained or a neutral impact on contracting (Walzer, 1972; 

Ostrom and Parks, 1973; Gyapong and Gyimah-Brampong, 1988; Gyimah-Brampong, 1989; Finney, 

1997; Staley, 2005). The general consensus on contracting police services is that contracting labor-

intensive activities, such as patrol and investigations, offer little in the way of gaining efficiencies, 

while contracting capital-intensive activities, such as police academies, labs, and communications 

centers, have been shown to provide efficiencies. Essentially, economies of scale can be achieved 

through contracting by creating a larger organization that can produce capital-intensive services, 

with an underlying tension created by public choice theory which states that small, responsive units 

close to the community create the competition necessary to achieve effectiveness. 

This issue is not settled. Communities experience different things through contracting police 

services. Some gain, but others lose, efficiency. The key variables seem to be community 

engagement in the resulting police organization(s), and the ability to pool resources to create 

economies of scale in whatever organizational mix is desired in the contracting and host 

organization. 

The Chesterfield Police Department currently enjoys an excellent working relationship with the 

-ÁÃÏÍÂ #ÏÕÎÔÙ 3ÈÅÒÉÆÆȭÓ /ÆÆÉÃÅȢ The department assigns one police officer to the joint enforcement 

team (County of Macomb Enforcement Team, or C.O.M.E.T.) and participates regularly in joint 

ÏÐÅÒÁÔÉÏÎÓ ×ÉÔÈ ÔÈÅ 3ÈÅÒÉÆÆȭÓ /ÆÆÉÃÅȢ Building upon this relationship, ICMA contends that several 

services provided by the CHTP could be out-sourced to the MCSO, which would save money and 

make processes more efficient. Communications (911 dispatch), jail operations, and training are 

areas that the Chesterfield Police Department should consider shifting to the MCSO. Transferring 

these services to the MCSO would likely be a more cost effective and more efficient approach for the 

department.  In the short-term, shifting communications and jail operations to the MCSO is not 

viable. The MCSO would not be prepared to accept emergency communications from the 

Chesterfield PD for at least two years, and the MCSO contends that prisoners cannot be accepted 
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because of overcrowding issues. Nonetheless, these are two areas that present substantial potential 

cost savings for the township and it is recommended that these issues be explored. 

 

Chesterfield Township Demographics 

When determining the appropriateness of deployed resourcesɂboth current and futureɂa key 

factor for consideration is the demographics of the community. 

Chesterfield Township is located in Macomb County, and is northeast of Detroit. In 2010, 

Chesterfield Township had an estimated 43,381 residents, which is a 16 percent increase from 

2000. The population growth is undoubtedly associated with the high quality of life that residents 

of the township enjoy. The racial makeup of the city is estimated to be 92 percent white, 2.9 percent 

African-American, 0.8 percent Asian, and 1.9 percent other, with 2.5 percent of the total population 

reported as Hispanic.  

The median household income in Chesterfield Township is $68,004, which is about 40.3 percent 

higher than the median Michigan household income. Similarly, on average between the years 2005-

2010, 8.1 percent of the Chesterfield Township population was below the poverty level, which is 

substantially less than the statewide rate of 16.3 percent. Additionally, 83.2 percent of township 

ÒÅÓÉÄÅÎÔÓ ÌÉÖÅ ÉÎ ȰÏ×ÎÅÒ ÏÃÃÕÐÉÅÄȱ ÈÏÕÓÉÎÇȟ ×ÈÉÃÈ ÉÓ ÈÉÇÈÅÒ ÔÈÁÎ ÔÈÅ χςȢψ ÐÅÒÃÅÎÔ ÓÔÁÔÅ×ÉÄÅ ÒÁÔÅȟ 

and 90 percent of Township residents occupied the same house one year ago compared to 85.4 

percent in Michigan. 

The combination of these measures indicate that Chesterfield Township is a homogenous and 

stable community, with high income levels compared to the state. Furthermore, the population of 

Chesterfield Township during the day grows considerably due to the influx of workers, shoppers, 

and commuters. This has important implications for the style and size of the police department.  

 

Uniform Crime Report/Crime Trends 

As defined by the Uniform Crime Reporting (UCR) Program, the seven major Part I offenses are 

used to measure the extent, fluctuation, and distribution of serious crime in a defined geographic 

area. Part I crimes are the seven most serious offenses in two categories (violent and property 

crime). Serious violent crime is defined as murder, rape, robbery, and aggravated assault. Serious 

property crime is defined as burglary, larceny, and motor vehicle theft. 

As can be seen in Table 2, in 2011 Chesterfield Township reported a UCR Part I violent crime rate of 

278 violent crimes per 100,000 residents. For UCR Part 1 property crimes, the rate in Chesterfield 

Township was 2,045 property crimes per 100,000 residents. The violent crime rate in Chesterfield 

Township is 44.8 percent lower than the state rate and 28.2 percent lower than the national rate. 

The rate of property crime is 69.2 percent lower than the state rate and 28.5 percent lower than the 

national rate.  
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TABLE 2: 20111 UCR Crime Comparisons 

Agency Population Violent Crime Rate* Property Crime Rate* 

U.S. 311,591,917 387 2,859 

Michigan 8,069,120 504 6,639 

Population Comparison 

Novi 55,623 67 1,884 

East Lansing 48,701 238 2,039 

Roseville 47,400 479 4,082 

Portage 46,658 163 3,521 

Chesterfield Township 43,474 278 2,045 

Midland 42,106 90 1,085 

Bloomfield Township 41,367 53 1,093 

Saginaw Township 40,642 209 2,018 

Meridian Township 39,824 161 2,328 

Lincoln Park 37,779 588 4,100 

Note: * = per 100,000. 

 

We compared Chesterfield TownshipȭÓ ÃÒÉÍe rate to other communities in Michigan. To do this, we 

took information from the FBI UCR Program on Crime in the United States and compared 

Chesterfield Township with other jurisdictions of similar population. For this analysis Novi, East 

Lansing, Roseville, Portage, Midland, Bloomfield Township, Saginaw Township, Meridian Township, 

and Lincoln Park were selected. It should be noted that the demographics of these communities 

encompass a wide range and the analysis is not intended to compare Chesterfield Township with 

Novi or Lincoln Park, for example. It is meant as an illustration of communities in Michigan and how 

they compare with respect to rates of crime.  

Examination of the comparisons presented in Table 2 shows that Chesterfield Township has a 

crime rate that compares favorably with these jurisdictions. Out of the ten jurisdictions presented, 

Chesterfield Township is the fifth largest in population and has the third highest violent crime rate 

and fifth highest property crime rate.  

Over the past ten years, the rate of crime in Chesterfield Township has remained relatively stable, 

even in the context of a population increase. Figure 1 shows the rates of both violent and property 

crime between 2003 and 2012. During this time Chesterfield Township experienced an increase in 

violent crime between 2003 and 2006, and then since 2006 the violent crime rate has been on a 

steady decline. The property crime rate experienced wide fluctuations over the period, peaking in 

2008 and hitting a low in 2011, with the 2012 rate at about the same level as the start of the ten-

                                                           
1 At the time of this report only 2011 UCR data were available on comparison jurisdictions. 
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year period. Overall, it can be concluded that Chesterfield Township enjoys a relatively low and 

stable crime rate and the department does a commendable job managing crime in the community. 

FIGURE 1: Chesterfield Township Crime Rates 2003-2012 

 

 

Historical Performance Indicators 

In addition to the rate of crime in the community, the Chesterfield Police Department can also be 

examined in relation to certain key performance indicators. Table 3 il lustrates departmental data 

on motor vehicle accidents, use-of-force incidents, personnel complaints, and personnel headcounts 

for the years 2008-2012. 

The number of non-injury traffic accidents in the township has fluctuated over the years from a 

high of 1,379 in 2008 to 833 in 2011, and a similar trend is noticeable for traffic fatalities and traffic 

injuries as well. The traffic injury rate for the state of Michigan is approximately 523 injuries per 

100,000 residents. The rate of accident injuries in Chesterfield in 2012 was 558 injuries/100,000, 

and the five-year rate is approximately 526 per 100,000. Both rates, considering the presence of 

major traffic arteries in Chesterfield, is acceptable. 

The number of complaints made by the public against Chesterfield officers has decreased 

dramatically over the five-year period shown. Also, the use of force incidents logged by the 

department is very small. Considering that the department handles more than 11,000 CFS each 

year, physical force was used in fewer than 20 instances (0.18 percent), and weapons were used in 

even fewer instances. This shows a remarkably restrained and professional department.  

The personnel headcount has dropped slightly over the five-year period. Also, 2013 figures indicate 

that this headcount has decreased even further. The body of this report addresses personnel 

staffing in each of the units of the department.  
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In summary, these data illustrate a well-managed and professional department. 

TABLE 3: Chesterfield Police Department Performance Indicators, 2008-2012 

 2012 2011 2010 2009 2008 

Accidents 

No Injury (PDA) 1,140 833 999 1,041 1,379 

Injury (PIA) 243 252 185 182 281 

Fatal 4 6 2 2 6 

Total 1,387 1,090 1,296 1,596 2,022 

Tickets Issued 2,616 3,293 3,130 2,966 3,389 

Per Mile 19 18 16 16 17 

Use of Force 

Physical Force 19 13 10 14 21 

Taser Displayed 6 10 5 9 7 

Taser Used 9 8 9 6 5 

Weapon Drawn 12 17 5 12 7 

Lethal 0 0 0 0 0 

Personnel Complaints 

Inconclusive 2 1 6 8 8 

Unfounded 4 0 6 7 21 

Proper Conduct  4 2 7 9 6 

Improper Conduct 12 14 9 36 38 

Personnel Headcount 

Sworn Headcount 44 47 47 48 47 

Civilian Headcount 14 14 13 15 15 

 

Comparisons/Benchmarks 

In order to put the Chesterfield Police Department into perspective on a wider scale, it is important 

to compare it with police department benchmarks. In a 2011 study, IBM looked at several financial, 

organizational, and demographic variables to assess the relative efficiency of local governments. 

The resulting report, Smarter, Faster, Cheaper, presents data from the 100 largest U.S. cities in 

various regions.2 In addition, the Overland Park, Kansas, Police Department conducts an annual 

survey of 26 small- to medium-sized police departments each year on, among other measures, the 

ÓÁÍÅ ÍÅÁÓÕÒÅÓ ÒÅÐÏÒÔÅÄ ÉÎ ÔÈÅ )"- ÒÅÐÏÒÔȢ 4ÈÉÓ /ÖÅÒÌÁÎÄ 0ÁÒË ÒÅÐÏÒÔȟ ÅÎÔÉÔÌÅÄ Ȱ"ÅÎÃÈÍÁÒË #ÉÔÉÅÓ 

3ÕÒÖÅÙȟȱ3 is also useful for comparative evaluation. Furthermore, the Bureau of Justice Statistics 

                                                           
2 David Edwards, Smarter, Faster, Cheaper: An Operational Efficiency Benchmarking Study of 100 US Cities 
(Somers, NY: IBM, 2011), available at 
http://icma.org/en/icma/knowledge_network/documents/kn/Document/303182/Smarter_Faster_ Cheaper. 
3 http://www.opkansas.org/maps -and-stats/benchmark-cities-survey/  
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publishes periodic reports on the administrative and managerial characteristics of police 

departments in the United States.4 Keeping in mind that each community has characteristics that 

govern the style and size of its police department, these characteristics and comparisons can help 

assess the relative performance of the Chesterfield Police Department. 

These documents are useful in benchmarking the department on several key variables, including 

per-capita spending on police services, spending per crime, number of sworn personnel per crime, 

overtime expense, and sworn officers per capita (see Table 4).  

The ÔÏ×ÎÓÈÉÐȭÓ 2013 Revenue and Expenditure Report for the period ending 12/31/2013 (100 

percent complete) for the department indicates that $7,824,280 was incurred on police services 

(police and dispatch). This means that, on average, the Chesterfield Police Department spent 

approximately $180 per capita on police services, which is lower than the average of $323 per 

capita presented in the IBM report and lower than the $217 per capita presented in the Benchmark 

Cities Survey. Chesterfield TownshipȭÓ ςπρ2 crime rate of 2,323 serious crimes per 100,000 

residents is 54 percent lower than the average crime rate of 5,000 crimes per 100,000 among the 

cities in the IBM report and 29 percent lower than the average crime rate reported in the 

Benchmark Cities Survey.  

Also, according to the Revenue and Expenditure Report, the department spent approximately 

$340,000 on overtime expenditures out of an operating budget of approximately $7.8 million. This 

represents approximately 4.3 percent of the total budget. This overtime-to-budget ratio is lower 

than IBM report, but higher than the Benchmark Cities Survey. ICMA contends that an overtime-to-

budget ratio of less than 5 percent is indicative of appropriate overtime controls in an agency, thus 

the department is within the accepted level of overtime expense. However, closer analysis of the 

overtime expenses reveals that $100,000 of the $340,000 (29 percent) were spent on department 

dispatch operations. The department was required to use overtime to backfill two personnel 

vacancies in communications, which was the cause of the bulk of these overtime expenses. Thus, 

the $100,000 is approximately 15 percent of the entire amount of expenditures incurred on 

dispatch services.  

Lastly, according to the ÄÅÐÁÒÔÍÅÎÔȭÓ organizational chart dated August 2013, there were 46 sworn 

officers, or a ratio of 106 officers per 100,000. This ratio is substantially lower than the average of 

190 officers per 100,000 residents from the IBM study, and also lower than the 144 officers per 

100,000 residents from the Benchmark Cities Survey. 

  

                                                           
4 Bureau of Justice Statistics, Law Enforcement Management and Administrative Statistics (2007). 
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TABLE 4: Chesterfield Township Police Department in Perspective 

Benchmark Area CHTP 

IBM 

Benchmark 

Vs. IBM 

Benchmark 

Benchmark 

Cities Survey 

Vs. 

Benchmark 

Cities Survey 

Per capita police spending $168 $323 LOWER $217 LOWER 

Crime rate 2,323 5,000 LOWER 3,277 LOWER 
Overtime 4.3% 5% LOWER 3.4% HIGHER 
Officers per capita 106 190 LOWER 144 LOWER 

 

Overall, the Chesterfield Police Department earns excellent marks for financial benchmarks. The 

cost of operations is substantially lower compared to available benchmarks, while the crime rate is 

also substantially lower than the posted benchmarks. This is related to many factors that will be 

discussed in the body of the report. In brief, the department has fewer officers per capita, has a 

lower level of spending per capita on police services, a lower crime rate, and has a comparable 

experience with the use of overtime funds with the benchmark cities.  

The key to operational efficiency, however, is not found exclusively in financial austerity. The size 

and style of a police department and the types of services that it provides are a reflection of the 

character and demands of that community. The challenge is to determine how many police officers 

are necessary to meet that demand, and how to deploy those personnel in an effective and efficient 

manner. The above analysis demonstrates that the Chesterfield Police Department is financially 

efficient in its personnel deployment. The analysis that follows is an attempt to build upon this 

ÄÉÓÃÕÓÓÉÏÎ ÁÎÄ ÁÎÓ×ÅÒ ÔÈÅ ȰÈÏ× ÍÁÎÙȱ ÁÎÄ ȰÈÏ× ÔÏ ÄÅÐÌÏÙȱ ÑÕÅÓÔÉÏÎÓ ÔÈÁÔ ÁÒÅ ÔÈÅ ÅÓÓÅÎÃÅ ÏÆ ÐÏÌÉÃÅ 

operational and personnel resource decisions. 

Our report now turns to the various elements of the department and an assessment of those 

elements in context with prevailing industry standards and best practices.  
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Patrol Division 

The Chesterfield Police Department provides the community with a full range of police services, 

including responding to emergencies and calls for service (CFS), performing directed activities, and 

solving problems. The department is service-oriented, and thus provides a high level of service to 

the community. Essentially, every call for service from the public gets a police response and every 

criminal case gets investigated. The department embraces this approach and considers every 

request for service from the public important and deserving of a police response.  

 

Demand  

It was reported to the ICMA team that no call is considered too minor to warrant a response and no 

case is too small to warrant an investigation. The result of this policing philosophy is the delivery of 

comprehensive policing services to the Chesterfield Township community. The department has the 

hallmark of a small-town approach to policing, in which people are not just citizens but members of 

a community. Service is personalized, the police are part of the fabric of the community, and 

expectations for police service are high. 

This approach is not without costs, however. Considerable resources are needed to maintain the 

small-town approach. The patrol division must be staffed with enough officers to respond to 

virtually every  call placed to the department. 

7ÈÅÎ ÅØÁÍÉÎÉÎÇ ÏÐÔÉÏÎÓ ÆÏÒ ÔÈÅ ÄÅÐÁÒÔÍÅÎÔȭÓ ÄÉÒÅÃÔÉÏÎȟ ÔÈÅ ÔÏ×Î ÁÎÄ ÔÈÅ ÄÅÐÁÒÔÍÅÎÔ ÆÁÃÅ ÔÈÅ 

choices of a) continuing to police the community in a full-service mode, or b) taking steps to 

restructure demand and still promote order and safety. That is, the department must decide 

whether to sustain its comprehensive level of police service or take the steps necessary to manage 

public demand. Essentially, this is a political decision regarding the quantity of police services 

offered to the Chesterfield Township ÃÏÍÍÕÎÉÔÙȢ "ÕÔ ÑÕÁÌÉÔÙ ÄÏÅÓÎȭÔ ÎÅÅÄ ÔÏ ÓÕÆÆÅÒȢ 4ÈÅ 

recommendations offered regarding operations, if implemented, will permit the Chesterfield Police 

Department to continue its full-service model of policing yet run the agency more efficiently. 

Recommendation: 

¶ Empanel a calls for service (CFS) committee to evaluate service demands and attempt to 

reduce and/or eliminate nonemergency responses. 
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TABLE 5: Calls for Service  

Category 

Police-initiated Other-initiated 

Calls 

Units 

per Call Minutes Calls 

Units 

per Call Minutes 

Accidents 35 1.7 38.0 1,198 1.5 44.5 

Alarm 10 1.6 8.1 1,124 2.2 12.0 

Animal calls 10 1.0 14.8 377 1.2 24.9 

Assist other agency 58 1.3 23.4 2,202 1.6 24.4 

Check/investigation 651 1.0 12.9 775 2.2 48.7 

Crimeςpersons 65 2.1 94.5 559 1.7 55.0 

Crimeςproperty 71 1.8 55.8 1,505 1.7 52.6 

Disturbance 9 1.9 13.0 711 2.1 17.4 

Juvenile 8 1.8 44.3 202 1.7 32.9 

Miscellaneous 308 1.1 11.2 2,220 1.6 26.4 

Prisonerςarrest 158 1.3 54.9 0 N/A N/A 

Suspicious 

person/vehicle 279 1.5 10.0 1,707 2.0 20.1 

Traffic Enforcement 2,927 1.2 13.6 1,230 1.4 31.5 

Total 4,589 1.2 16.7 13,810 1.7 31.0 

 

Table 5 presents information on the main categories of calls for service received from the public 

that the department handled between the period November 1, 2012 to October 31, 2013. In total, 

department officers were dispatched to 18,399 calls during that twelve-month period, or 

approximately 50 calls per day. 

In general, CFS volume in Chesterfield Township is within acceptable bounds. To evaluate the 

workload demands placed on the department, it is useful to examine the number of CFS received 

from the public in relation to the population size. With a population estimated to be approximately 

43,000, the total of 18,399 CFS translates to about 428 CFS per 1,000 residents. While there is no 

accepted standard ratio between calls for service and population, ICMA studies of other 

communities show a CFS-to-population ratio ranging between 400 and 1,000 CFS per 1,000 

persons per year. Lower ratios typically suggest a well-managed approach to CFS. The value of 428 

CFS/per thousand/year would suggest a fairly aggressive policy for accepting CFS. A well-managed 

dispatch system would include a system where CFS are screened and nuisance calls eliminated 

before they are dispatched.  

It also appears, however, that the Chesterfield Police Department can be more aggressive at triaging 

CFS. Certain types of calls do not necessarily require the response of a sworn police officer. For 

example, at motor vehicle accidents involving only property damage, the police role is largely 

administrative: preparing and filing reports. Similarly, industry experience also tells us that greater 

than 98 percent of all burglar alarms are false alarms. Also, the indiscriminate assignment of police 
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officers to medical calls results in officers doing nothing more than observing a patient being loaded 

into an ambulance and transported to the hospital. The bottom line here is that a substantial 

number of CFS dispatches to officers could be eliminated. 4ÈÉÓ ×ÏÕÌÄ ÆÒÅÅ ÏÆÆÉÃÅÒÓȭ ÔÉÍÅ ÔÏ ÁÄÄÒÅÓÓ 

other conditions present in the community as opposed to spending time at CFS at which their 

services are not needed. 

The alarm industry is a strong advocate of developing ordinances and procedures to address police 

response to false alarms and will work closely with any law enforcement agency that wishes to 

explore this issue. The 98 percent of alarm calls that are false are caused by user error, and this can 

be addressed by alarm management programs. For example, a double-call verification protocol is 

becoming the norm across the country. Alarm reduction needs to be addressed aggressively in 

Chesterfield Township. Adopting an alarm callback program has the potential to reduce calls for 

service by more than 1,134 calls, or roughly 6 percent of all CFS. 

Currently, the Chesterfield Police Department has an alarm reduction program. This program calls 

for certain classes of alarm owners to be fined for continued occurrences of false alarms. Although 

the policy exists, and may be practiced by officers responding to false alarms, apparently the 

department does not recoup any fines associated with the program. Examination of the 

ÄÅÐÁÒÔÍÅÎÔȭÓ ȰÃÁÓÈ ÒÅÇÉÓÔÅÒȱ ÆÏÒ ÔÈÅ ÃÁÌÅÎÄÁÒ ÙÅÁÒÓ ςπρς ÁÎÄ ςπρσ ÒÅÖÅÁÌÓ ÔÈÁÔ ÎÏ ÐÁÙÍÅÎÔÓ ×ÅÒÅ 

received in conjunction with this program. Undoubtedly, the large majority of alarm CFS are false 

alarms, and the CHTP should be aggressively executing this policy. The department stands to gain 

increased revenue, as well as a more efficient patrol operation. 

Automobile accidents are another category for which the response by a sworn officer is 

questionable. Most accidents involve only property damage to vehicles and the role of an officer is 

simply report preparation. When injuries occur or vehicles are inoperable and blocking traffic, 

however, police response is important. Proper training of dispatchers and inquiries by dispatchers 

during the initial call-taking process can easily triage vehicle accident calls to determine which ones 

require a police response. Dispatching police officers to all vehicle crashes is not recommended. 

Examination of Table 5 indicates that 6.7 percent of all CFS during the study period were traffic 

accidents. Arguably, most of these calls were administrative in nature and did not necessarily 

warrant the response of a sworn police officer. 

According to Michigan law, if a motorist is involved in a motor vehicle accident in which a person is 

injured or there is property damage in excess of $1,000, the motorist must report the accident to 

the state and notify the police. Police departments across the state have interpreted this regulation 

as a mandate to respond to every traffic crash and prepare a report. This results in numerous hours 

spent by patrol officers responding to and documenting traffic crashes. ICMA contends that this 

approach is not an efficient use of patrol officer time. ICMA recommends that only a limited number 

of vehicle crashes require a police response. When a motor vehicle is disabled or blocking the 

roadway, or there is a dispute between motorists, or one motorist is intoxicated, or other criminal 

activity is alleged, a police response is required. When the crash is routine and none of those factors 

are present, the motorist should be advised to prepare the required Michigan forms and submit 

them to the state: no response by the police is necessary. The 911 call by the motorist satisfies the 
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state regulation to notify the police, and the simple exchange of information between motorists 

documents the incident and satisfies any insurance requirements involved. This process also spares 

the need for an officer to respond to the scene and keeps them free to perform other, more critical 

functions. 

Table 5 also indicates that Chesterfield officers handled 2,600 ȰÍÉÓÃÅÌÌÁÎÅÏÕÓȱ CFS (14 percent of 

all CFS). This category of CFS is generally used to label calls that are not criminal in nature and have 

a limited relationship to police responsibilities. This category essentially becomes a catch-basin for 

calls that are dispatched to patrol units, but that are not police-related. In addition, the department 

ÒÅÃÏÒÄÅÄ ςȟςφπ ȰÁÓÓÉÓÔ ÏÔÈÅÒ ÁÇÅÎÃÙȱ #&3ȟ ×ÈÉÃÈ ÉÎÃÌÕÄÅ ÍÅÄÉÃÁÌ ÃÁÌÌÓȢ 4ÈÅÓÅ ȰÁÓÓÉÓÔȱ #&3 ÁÃÃÏÕÎÔ 

for more than 12 percent of all CFS. 

Combined, four categories of CFS (1,233 automobile accidents, 1,134 alarms, 2,600 miscellaneous 

calls, and 2,260 assist calls) amount to 39.2 percent of total CFS in the study period. Essentially, 40 

percent of all CFS handled by the CHTP are nonemergency, and possibly nonpolice-related 

activities. These categories of CFS must be examined carefully. It is strongly recommended, 

therefore, that the CHTP establish a committee that includes all the principal stakeholders in this 

process and which has the responsibility of evaluating the CFS workload with an eye toward 

reducing nonemergency CFS response. This committee should begin with these four categories of 

CFS response and formulate the response (or nonresponse) protocols for these assignments.  

ICMA recommends that from a policy perspective the responses to major categories of CFS be 

reduced, including responses to traffic accidents involving only property damage; an alarm callback 

system be instituted; and 911 call takers and dispatchers be trained to trigger a police response in 

cases only when warranted. Again, the ICMA recommendations presented here do not call for an 

immediate cessation of responding to these types of CFS. However, best practices in American 

policing indicate that by working in collaboration with stakeholders in the community a dialogue 

can be started and a critical evaluation of these types of calls can be started. With community input 

and approval a decision can be made about the necessity of a police response to these CFS. If the 

community maintains that a police response is necessary then the funds need to be committed to 

ensure sufficient police personnel are available. Good government and efficient management, 

however, require that scarce resources be committed only when and where they are absolutely 

necessary, and this is an area that is ripe for evaluation. 

Further examination of various elements of the CFS and patrol response data also warrants 

discussion. Data from various tables and charts in the data analysis section of this report provide a 

wealth of information about demand, workload, and deployment in Chesterfield Township. Four 

key pieces of information need to be highlighted to demonstrate the effective use of patrol 

resources in the township. These three statistics are found in the data analysis section under Figure 

$ςȟ %ÖÅÎÔÓ ÐÅÒ $ÁÙ ÂÙ #ÁÔÅÇÏÒÙȠ 4ÁÂÌÅ $φȟ 0ÒÉÍÁÒÙ 5ÎÉÔȭÓ /ÃÃÕÐÉÅÄ 4ÉÍÅȠ 4ÁÂÌÅ $χȟ .ÕÍÂÅÒ ÏÆ 

Responding Units; and Table D12, Average Response Time Components. Taken together these 

statistics provide an excellent lens through which to view the efficiency of patrol operations. 
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According to Table D2, the department commits 11 percent of patrol time to administrative and 

out-of-service functions. This time is on par with other agencies of similar size. ICMA uses a 

benchmark of 14 percent of total time dedicated to out-of-service activities. These activities include 

administrative work, meal and personal periods, etc., and the #ÈÅÓÔÅÒÆÉÅÌÄ ÄÅÐÁÒÔÍÅÎÔȭÓ time 

devoted to these activities is less than other agencies examined by ICMA. According to the data in 

Table D6, Chesterfield patrol units on average take 31.0 minutes to handle a call for service. This 

figure is slightly higher than the benchmark time of about 28.7 minutes for a CFS, based on our 

experience. Also, the department, according to Table D7, dispatches 1.7 officers per CFS. The 

number of officers dispatched (like occupied time) varies by category of call, but is slightly higher in 

the CHTP than policing norms of about 1.6 officers per CFS. In other words, the CHTP uses more 

officers to handle a CFS, and it takes longer than the average police response of similar size 

agencies.5 

Similarly, according to Table D12, response time for CFS in Chesterfield Township averages 13.1 

minutes per call. This is lower than many communities of similar size and well below the generally 

ÁÃÃÅÐÔÅÄ ÔÁÒÇÅÔ ÒÅÓÐÏÎÓÅ ÔÉÍÅ ÏÆ ÆÉÆÔÅÅÎ ÍÉÎÕÔÅÓ ÐÅÒ ÃÁÌÌȢ 2ÅÓÐÏÎÓÅ ÔÉÍÅ ÔÏ ȰÈÉÇÈ-ÐÒÉÏÒÉÔÙȱ #&3, 

however, is 10.7 minutes, which is substantially higher than the five-minute benchmark for this 

category of CFS. Determining the reasons behind this lengthier response time to high-priority CFS is 

beyond the scope of this report; however, the department must examine this very closely with an 

eye towards reducing the time it takes to respond to high-priority calls . 

Taken together, our analysis of occupied time, number of officers per call, and response time shows 

an efficient deployment of patrol officers to CFS in Chesterfield Township.  

 

Patrol Deployment and Staffing 

5ÎÉÆÏÒÍÅÄ ÐÁÔÒÏÌ ÉÓ ÃÏÎÓÉÄÅÒÅÄ ÔÈÅ ȰÂÁÃËÂÏÎÅȱ ÏÆ !ÍÅÒÉÃÁÎ ÐÏÌÉÃÉÎÇȢ "ÕÒÅÁÕ ÏÆ *Õstice Statistics 

indicate that more than 95 percent of police departments in the U.S. in the same size category as the 

Chesterfield Police Department provide uniformed patrol. Officers assigned to this important 

function are the most visible members of the department and command the largest share of 

resources committed by the department. Proper allocation of these resources is critical in order to 

have officers available to respond to calls for service and provide law enforcement services to the 

public. 

Schedule and Staffing 
General patrol operations in the department are staffed using two 12-hour shifts. There are four 

platoons with sergeants in charge of each platoon. Each shift is supervised by a sergeant and if the 

assigned sergeant(s) is on vacation, or not present for any reason, another sergeant is assigned on 

overtime. The contractual minimum staffing for patrol in the Chesterfield department is one 

sergeant and three police officers. Officers work steady shifts. Every six months the department 

                                                           
5 ICMA benchmarks are derived from data analyses of police agencies similar to the CHTP. 
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ȰÂÉÄÓȱ shift changes by seniority. In other words, officers are given the opportunity to select the 

shift they desire (day or night), and this selection is done on a seniority basis, with the most senior 

officers selecting first. The day shift works 6:00 a.m. to 6:00 p.m. and the night shift works 6:00 p.m. 

to 6:00 a.m.  

The 12-hour shift schedule used by the department offers both advantages and disadvantages. The 

advantage of this shift is that it separates the patrol function into evenly staffed platoons. As the 

platoons rotate in and out of their schedule, the department has a uniform and predictable 

deployment of officers on patrol at all times. The 12-hour configuration also works evenly into the 

24-hour day and there are not excessive overlaps in staffing. This, however, is the extent of the 

advantages of the 12-hour shift as deployed by the department. 

One of the disadvantages of this schedule is rotation from day to night. If a shift maintains 

consistent start and end times it is less disruptive on the lives of the officers working it. However, 

rotating start times from day to night and back on a regular basis has been found to be the most 

counterproductive arrangement and the one with the most negative personal side effects to the 

officers working the rotation. The damaging part of shift work, therefore, is not length of shift, but 

the rotation from night to day and vice versa. The use of semi-annual shift bids is a policy that 

mitigates the negative repercussions of switching from day to night. Officers, under the current 

system, can maintain their existing schedule or change it to meet their individual needs. This builds 

in not only flexibility, but makes it less disruptive on the lives of the officers.   

Another disadvantage to the current schedule is the uniform staffing level present throughout the 

day. Under the current schedule, with each platoon equally staffed, there are equal numbers of 

officers assigned throughout the day. Demand for police services fluctuates during the 24-hour 

daily cycle, thus it is likely that there are parts of the day when not enough officers are assigned to 

handle the workload and other times when there are too many officers assigned. Staggering shifts 

to meet this demand is recommended, but often difficult to accomplish with available personnel. 

Lastly, a schedule like the one in use in the CHTP creates four separate patrol units that almost 

ÎÅÖÅÒ ÉÎÔÅÒÁÃÔȢ 4ÈÉÓ ÃÁÎ ÃÒÅÁÔÅ Á ȰÓÉÌÏȱ ÅÆÆÅÃÔ ÔÈÁÔ ÉÎÈÉÂÉÔÓ ÃÏÍÍÕÎÉÃÁÔÉÏÎ ÁÎÄ ÃÒÅÁÔÅÓ ÃÏÍÐÅÔÉÔÉÏÎ 

for scarce resources. 

The available literature on shift length provides no definitive conclusions on an appropriate shift 

length. A recent study published by the Police Foundation examined 8-hour, 10-hour, and 12-hour 

shifts and found positive and negative characteristics associated with all three options.6 ICMA 

contends that the length of the shift is secondary to the application of that shift to meet service 

demands. 

                                                           
6 Karen L. Amendola, et al, The Shift Length Experiment: What We Know about 8-, 10-, and 12-hour Shifts in 
Policing (Washington, DC: Police Foundation, 2012). 
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In its totality, however, the patrol shift schedule in the CHTP is sound. Officers enjoy the extended 

periods of time off each cycle, and given the availability of resources, the current plan appears to 

meet the needs of the department. No change in schedule is recommended. 

 

Deployment 

Although some police administrators suggest that there are national standards for the number of 

officers per thousand residents that a department should employ, that is not the case. The 

International Association of Chiefs of Police (IACP) states that ready-made, universally applicable 

patrol staffing standards do not exist. Furthermore, ratios such as officers-per-thousand population 

are inappropriate to use as the basis for staffing decisions.  

According to Public Management ÍÁÇÁÚÉÎÅȟ Ȱ! ËÅÙ ÒÅÓÏÕÒÃÅ ÉÓ ÄÉÓÃÒÅÔÉÏÎÁÒÙ ÐÁÔÒÏÌ ÔÉÍÅȟ ÏÒ ÔÈÅ ÔÉÍÅ 

available for officers to make self-initiated stops, advise a victim in how to prevent the next crime, 

or call property owners, neighbors, or local agencies to report problems or request assistance. 

Understanding discretionary time, and how it is used, is vital. Yet most police departments do not 

compile such data effectively. To be sure, this is not easy to do and, in some departments may 

ÒÅÑÕÉÒÅ ÉÍÐÒÏÖÅÍÅÎÔÓ ÉÎ ÍÁÎÁÇÅÍÅÎÔ ÉÎÆÏÒÍÁÔÉÏÎ ÓÙÓÔÅÍÓȢȱ7  

%ÓÓÅÎÔÉÁÌÌÙȟ ȰÄÉÓÃÒÅÔÉÏÎÁÒÙ ÔÉÍÅȱ ÏÎ ÐÁÔÒÏÌ ÉÓ ÔÈÅ ÁÍÏÕÎÔ ÏÆ ÔÉÍÅ ÁÖÁÉÌÁÂÌÅ ÅÁÃÈ ÄÁÙ ×ÈÅÒÅ ÏÆÆÉÃÅÒÓ 

are not ÃÏÍÍÉÔÔÅÄ ÔÏ ÈÁÎÄÌÉÎÇ #&3 ÁÎÄ ×ÏÒËÌÏÁÄ ÄÅÍÁÎÄÓ ÆÒÏÍ ÔÈÅ ÐÕÂÌÉÃȢ )Ô ÉÓ ȰÄÉÓÃÒÅÔÉÏÎÁÒÙȱ ÁÎÄ 

intended to be used at the discretion of the officer to address problems in the community and be 

available in the event of emergencies. When there is no discretionary time, officers are entirely 

committed to service demands, do not get the chance to address other community problems that do 

not arise through 911, and are not available in times of serious emergency. The lack of 

discretionary time indicates a department is understaffed. Conversely, when there is too much 

discretionary time officers are idle. This is an indication that the department is overstaffed. 

Staffing decisions, particularly for patrol, must be based on actual workload. Once the actual 

workload is determined the amount of discretionary time is determined and then staffing decisions 

ÃÁÎ ÂÅ ÍÁÄÅ ÃÏÎÓÉÓÔÅÎÔ ×ÉÔÈ ÔÈÅ ÄÅÐÁÒÔÍÅÎÔȭÓ ÐÏÌÉÃÉÎÇ ÐÈÉÌÏÓÏÐÈÙ ÁÎÄ ÔÈÅ ÃÏÍÍÕÎÉÔÙȭÓ ÁÂÉÌÉÔÙ ÔÏ 

fund it. The Chesterfield Police Department is a full-service police department, and its philosophy is 

to address essentially all requests for service in a community policing style. With this in mind it is 

necessary to look at workload to understand the impact of this style of policing in the context of 

community demand. 

To understand actual workload (the time required to complete certain activities) it is critical to 

review total reported events within the context of how the events originated, such as through 

directed patrol, administrative tasks, officer-initiated activities, and citizen-initiated activities. 

                                                           
7 *ÏÈÎ #ÁÍÐÂÅÌÌȟ *ÏÓÅÐÈ "ÒÁÎÎȟ ÁÎÄ $ÁÖÉÄ 7ÉÌÌÉÁÍÓȟ Ȱ/ÆÆÉÃÅÒ-per-Thousand Formulas and Other Policy 
-ÙÔÈÓȟȱ Public Management 86 (March 2004): 22-27. 
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$ÏÉÎÇ ÔÈÉÓ ÁÎÁÌÙÓÉÓ ÁÌÌÏ×Ó ÉÄÅÎÔÉÆÉÃÁÔÉÏÎ ÏÆ ÁÃÔÉÖÉÔÉÅÓ ÔÈÁÔ ÁÒÅ ÒÅÁÌÌÙ ȰÃÁÌÌÓȱ ÆÒÏÍ ÔÈÏÓÅ ÁÃÔÉÖÉÔÉÅÓ ÔÈÁÔ 

are some other event. 

Understanding the difference between the various types of police department events and the 

staffing implications is critical to determining deployment needs. This portion of the study looks at 

the total deployed hours of the police department with a comparison to the time being spent to 

currently provide services. 

From an organizational standpoint, it is important to have uniformed patrol resources available at 

all times of the day to deal with issues such as proactive enforcement and community policing. 

Patrol is generally the most visible and most available resource in policing and the ability to 

harness this resource is critical for successful operations.  

&ÒÏÍ ÁÎ ÏÆÆÉÃÅÒȭÓ ÓÔÁÎÄÐÏÉÎÔȟ ÏÎÃÅ Á ÃÅÒÔÁÉÎ ÌÅÖÅÌ ÏÆ #&3 ÁÃÔÉÖÉÔÙ ÉÓ ÒÅÁÃÈÅÄȟ ÔÈÅ ÏÆÆÉÃÅÒȭÓ ÆÏÃÕÓ ÓÈÉÆÔÓ 

to a CFS-ÂÁÓÅÄ ÒÅÁÃÔÉÏÎÁÒÙ ÍÏÄÅȢ /ÎÃÅ Á ÔÈÒÅÓÈÏÌÄ ÉÓ ÒÅÁÃÈÅÄȟ ÔÈÅ ÐÁÔÒÏÌ ÏÆÆÉÃÅÒȭÓ ÍÉÎÄÓÅÔ begins to 

shift from one that looks for ways to deal with crime and quality-of-life conditions in the 

community to one that continually prepares for the next call. After saturation, officers cease 

proactive policing and engage in a reactionary style of poÌÉÃÉÎÇȢ 4ÈÅ ÏÕÔÌÏÏË ÂÅÃÏÍÅÓ Ȱ7ÈÙ ÁÃÔ 

ÐÒÏÁÃÔÉÖÅÌÙ ×ÈÅÎ ÍÙ ÁÃÔÉÏÎÓ ÁÒÅ ÏÎÌÙ ÇÏÉÎÇ ÔÏ ÂÅ ÉÎÔÅÒÒÕÐÔÅÄ ÂÙ Á ÃÁÌÌȩȱ !ÎÙ ÕÎÃÏÍÍÉÔÔÅÄ ÔÉÍÅ ÉÓ 

spent waiting for the next call. Sixty percent of time spent responding to calls for service is believed 

to be the saturation threshold.  

Rule of 60 ς Part 1 
According to the department organizational chart dated August 2013, patrol is staffed by seven 

sergeants, and twenty-one police officers assigned to a CFS response capacity. These 28 of the 40 

sworn officers represent 70 percent of the sworn officers in the Chesterfield Police Department.  

Accordingly, the department does not ÁÄÈÅÒÅ ÔÏ ÔÈÅ ÆÉÒÓÔ ÃÏÍÐÏÎÅÎÔ ÏÆ ÔÈÅ Ȱ2ÕÌÅ ÏÆ φπȟȱ ÔÈÁÔ ÉÓȟ 

about 60 percent of the total sworn force should be dedicated to patrol operations. The patrol 

function is not balanced appropriately compared to the entire department, and more than the 

expected amount of resources is dedicated to patrol. For the Chesterfield Police Department, this 

likely points to a situation where not enough officers are assigned to other, nonpatrol  functions in 

the department.  

Rule of 60 ς Part 2 
4ÈÅ ÓÅÃÏÎÄ ÐÁÒÔ ÏÆ ÔÈÅ Ȱ2ÕÌÅ ÏÆ φπȱ ÅØÁÍÉÎÅÓ ×ÏÒËÌÏÁÄ ÁÎÄ ÄÉÓÃÒÅÔÉÏÎÁÒÙ ÔÉÍÅ ÁÎÄ ÓÕÇÇÅÓÔÓ ÔÈÁÔ ÎÏ 

more than 60 percent of time should be committed to calls for service. In other words, ICMA 

suggests that no more than 60 percent of available patrol officer time be spent responding to the 

ÓÅÒÖÉÃÅ ÄÅÍÁÎÄÓ ÏÆ ÔÈÅ ÃÏÍÍÕÎÉÔÙȢ 4ÈÅ ÒÅÍÁÉÎÉÎÇ τπ ÐÅÒÃÅÎÔ ÏÆ ÔÈÅ ÔÉÍÅ ÉÓ ÔÈÅ ȰÄÉÓÃÒÅÔÉÏÎÁÒÙ 

ÔÉÍÅȱ ÆÏÒ ÏÆÆÉÃÅÒÓ ÔÏ ÂÅ ÁÖÁÉÌÁÂÌÅ ÔÏ ÁÄÄÒÅÓÓ ÃÏÍÍÕÎity problems and be available for serious 

emergencies. This Rule of 60 for patrol deployment does not mean the remaining 40 percent of time 

is downtime or break time. It is simply a reflection of the point at which patrol officer time is 

ȰÓÁÔÕÒÁÔÅÄȱ ÂÙ #&3.  



Chesterfield Township, Mich., Police Operations and Data Report page 23 

4ÈÉÓ ÒÁÔÉÏ ÏÆ ÄÅÄÉÃÁÔÅÄ ÔÉÍÅ ÃÏÍÐÁÒÅÄ ÔÏ ÄÉÓÃÒÅÔÉÏÎÁÒÙ ÔÉÍÅ ÉÓ ÒÅÆÅÒÒÅÄ ÔÏ ÁÓ ÔÈÅ Ȱ3ÁÔÕÒÁÔÉÏÎ )ÎÄÅØȱ 

ɉ3)ɊȢ )Ô ÉÓ )#-!ȭÓ ÃÏÎÔÅÎÔÉÏÎ ÔÈÁÔ ÐÁÔÒÏÌ ÓÔÁÆÆÉÎÇ ÉÓ ÏÐÔÉÍÁÌÌÙ ÄÅÐÌÏÙÅÄ ×ÈÅÎ ÔÈÅ 3) ÉÓ ÉÎ ÔÈÅ φπ 

percent range. An SI greater than 60 percent indicates that the patrol manpower is largely reactive, 

and overburdened with CFS and workload demands. An SI of somewhat less than 60 percent 

indicates that patrol manpower is optimally staffed. SI levels much lower than 60 percent, however, 

indicate patrol resources that are underutilized, and signals an opportunity for a reduction in patrol 

resources or reallocation of police personnel. 

Departments must be cautious in interpreting the SI too narrowly. For example, one should not 

conclude that SI can never exceed 60 percent at any time during the day, or that in any given hour 

ÎÏ ÍÏÒÅ ÔÈÁÎ φπ ÐÅÒÃÅÎÔ ÏÆ ÁÎÙ ÏÆÆÉÃÅÒȭÓ ÔÉÍÅ ÂÅ ÃÏÍÍÉÔÔÅÄ ÔÏ #&3Ȣ 4ÈÅ 3) ÁÔ φπ ÐÅÒÃÅÎÔ ÉÓ ÉÎÔÅÎÄÅÄ 

to be a benchmark to evaluate overall service demands on patrol staffing. When SI levels exceed 60 

percent for substantial periods of a given shift, or at isolated and specific times during the day, then 

decisions should be made to reallocate or realign personnel to reduce the SI to levels below 60. 

Lastly, this is not a hard-and-fast rule, but a benchmark to be used in evaluating staffing decisions. 

The ICMA data analysis in the second part of this report provides a rich overview of CFS and 

staffing demands experienced by the Chesterfield department. The analysis here looks specifically 

at patrol deployment and how to maximize the personnel resources of the department to meet the 

demands of calls for service while also engaging in proactive policing to combat crime, disorder, 

and traffic issues in the community. 

Figures 2 through 9 represent workÌÏÁÄȟ ÓÔÁÆÆÉÎÇȟ ÁÎÄ ÔÈÅ ȰÓÁÔÕÒÁÔÉÏÎȱ ÏÆ ÐÁÔÒÏÌ ÒÅÓÏÕÒÃÅÓ ÉÎ ÔÈÅ 

Chesterfield Police Department during the two months (seasons) on which we focused our 

workload analysisȢ "Ù ȰÓÁÔÕÒÁÔÉÏÎȱ ×Å ÍÅÁÎ ÔÈÅ ÁÍÏÕÎÔ ÏÆ ÔÉÍÅ ÏÆÆÉÃÅÒÓ ÓÐÅÎÄ ÏÎ ÐÁÔÒÏÌ ÈÁÎÄÌÉÎÇ 

service dÅÍÁÎÄÓ ÆÒÏÍ ÔÈÅ ÃÏÍÍÕÎÉÔÙȢ )Î ÏÔÈÅÒ ×ÏÒÄÓȟ ÈÏ× ÍÕÃÈ ÏÆ ÔÈÅ ÄÁÙ ÉÓ ȰÓÁÔÕÒÁÔÅÄȱ ×ÉÔÈ 

×ÏÒËÌÏÁÄ ÄÅÍÁÎÄÓȢ 4ÈÉÓ ȰÓÁÔÕÒÁÔÉÏÎȱ ÉÓ ÔÈÅ ÃÏÍÐÁÒÉÓÏÎ ÏÆ ×ÏÒËÌÏÁÄ ×ÉÔÈ ÁÖÁÉÌÁÂÌÅ ÍÁÎÐÏ×ÅÒ ÏÖÅÒ 

the course of an average day during the months selected.  

The figures represent the manpower and demand during weekdays and weekends during the 

months of August 2012 and February 2013. Examination of these figures permits exploration of the 

second part of the Rule of 60. Again, the Rule of 60 examines the relationship between total work 

and total patrol, and to comply with this rule, total work should be less than 60 percent of total 

patrol.  
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FIGURE 2: Deployment and Main Workload, Weekdays, Winter 
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FIGURE 3: Workload Percentage by Hour, Weekdays, Winter 
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Workload vs. Deployment ɀ Weekdays, Winter 

Avg. Workload: 1.4 officers per hour 

Avg. % Deployed (SI): 24 percent 

Peak SI:  44 percent 

Peak SI Time:  2:00 p.m. 

Figures 2 and 3 present the patrol workload demands and SI for weekdays in winter 2013. As the 

figures indicate, the SI never exceeded the 60 percent threshold. The SI ranges from a low of 

approximately 5 percent at 6:00 a.m. to a high of 44 percent at 2:00 p.m., with a daily average of 24 

percent.  



Chesterfield Township, Mich., Police Operations and Data Report page 25 

FIGURE 4: Deployment and Main Workload, Weekends, Winter 
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FIGURE 5: Workload Percentage by Hour, Weekends, Winter 
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Workload v. Deployment ɀ Weekends, Winter 

Avg. Workload: 1.6 officers per hour 

Avg. % Deployed (SI): 28 percent 

Peak SI:  54 percent 

Peak SI Time:  5:15 p.m. 
 

Figures 4 and 5 present the patrol workload demands and SI for weekends in winter 2013. As the 

figures indicate, the SI never exceeds the 60 percent threshold. The SI ranges from a low of 

approximately 12 percent at 2:00 a.m. to a high of 54 percent at 5:15 p.m., with a daily average of 

28 percent.   
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FIGURE 6: Deployment and Main Workload, Weekdays, Summer 
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FIGURE 7: Workload Percentage by Hour, Weekdays, Summer 
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Workload v. Deployment ɀ Weekdays, Summer 

Avg. Workload: 1.5 officers per hour 

Avg. % Deployed (SI): 30 percent 

Peak SI:  55 percent 

Peak SI Time:  1:00 p.m. 

Figures 6 and 7 present the patrol workload demands and SI for weekdays in summer 2013. As the 

figures indicate, the SI never exceeds the 60 percent threshold. The SI ranges from a low of 

approximately 5 percent at 6:00 a.m. to a high of 55 percent at 1:00 p.m., with a daily average of 30 

percent.  
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FIGURE 8: Deployment and Main Workload, Weekends, Summer 
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FIGURE 9: Workload Percentage by Hour, Weekends, Summer 
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Workload v. Deployment ɀ Weekends, Summer 

Avg. Workload: 1.5 officers per hour 

Avg. % Deployed (SI): 31 percent 

Peak SI:  62 percent 

Peak SI Time:  3:15 p.m. 

Figures 8 and 9 present the patrol workload demands and SI for weekends in summer 2013. The 

workload exceeds the 60 percent threshold briefly at around 2:45 p.m. The SI ranges from a low of 

below 5 percent at 7:45 a.m. to a high of 62 percent at 2:45 p.m., with a daily average of 31 percent.  
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In Figures 3, 5, 7, and 9, the patrol resources available are denoted by the dashed green line at the 

top. The 100 percent value indicates the total police officer hours available during the 24-hour 

period. This amount varies during the day consistent with the staffing of the shifts, but at any given 

hour the total amount of available manpower will equal 100.  

The red dashed line fixed at the 60 percent level represents the saturation index (SI). As discussed 

above, this is the point at which patrol resources become largely reactive as CFS and workload 

demands consume a larger and larger portion of available time. The blue line represents workload 

generated by calls for service from the public and the solid black line represents total workload 

experienced by the CHTP. 

Looking at the comparisons of the green, red, and black lines in the SI figures, comparing workload 

to available staffing, the data indicate that workload demands in Chesterfield Township are easily 

met by the resources available. It appears that the patrol function in the department is staffed 

appropriately. The busiest times of the day are between 10:00 a.m. and 6:00 p.m., with another 

spike after midnight on the weekends. The staffing of the four shifts, and the rotation of these shifts 

from day to night, indicate that the current staffing levels are appropriate to meet the demand. If 

the shifts did not rotate from day to night and vice versa, slightly fewer officers would be required 

on the later shift to meet demand. However, given the current patrol work plan, the resources are 

appropriate.  

Spatial Representation of CFS Demand 
The figures presented above provide a thorough examination of the service demands placed on the 

Chesterfield Police Department during different times of the day and week. In addition to these 

ȰÔÅÍÐÏÒÁÌȱ ÄÅÍÁÎÄÓȟ ÉÔ ÉÓ ÁÌÓÏ ÐÏÓÓÉÂÌÅ ÔÏ ÉÌÌÕÓÔÒÁÔÅ ÔÈÅ ȰÓÐÁÔÉÁÌȱ ÄÅÍÁÎÄÓ ÏÎ ÔÈÅ #(40Ȣ %ØÁÍÉÎÉÎÇ 

the spatial demands permits the exploration of where incidents are occurring.  

According to Figures 10 and 11ȟ ÔÈÅÒÅ ÁÒÅ ÓÅÖÅÒÁÌ ÄÉÓÔÉÎÃÔ ȰÈÏÔ ÓÐÏÔÓȱ ÉÎ #ÈÅÓÔÅÒÆÉÅÌÄȢ 4ÈÅ ÆÉÒÓÔ ÁÎÄ 

largest is the police station house. Apparently, when members of the public appear at the 

Chesterfield station to prepare a report the department logs it as an incident, which gets included in 

the CFS count and workload. While tracking this activity is appropriate for workload and staffing 

considerations, it is not appropriate to consider in calls for service calculations. 4ÈÅ ÆÉÒÓÔ ȰÈÏÔ ÓÐÏÔȱ 

map includes all of the CFS, including the CFS generated at the station. 4ÈÅ ÓÅÃÏÎÄ ȰÈÏÔ ÓÐÏÔȱ ÍÁÐ 

shows the locations in the community that generate the most demand for services from the 

Chesterfield Police Department. 

From the second map, it appears that at the most critical response areas in Chesterfield are the  

23 Mile Road Corridor from Gratiot Ave, including the Aspen Creek complex of apartments. Also, 

the 21 Mile road corridor and the Rosso Highway corridor present areas of high demand as well. 

These observations point to issues raised during the site visit. First, the police facility is a source of 

high demand. Consideration should be given to minimizing the focus of patrol on the police facility 

by reducing the need for officers to disrupt patrol to handle administrative matters that occur 

there. Additional administrative support, as well as restricting the public hours of operation of the 
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station house, should be strongly considered as a means to reduce this burden on patrol. 

!ÄÄÉÔÉÏÎÁÌÌÙȟ ÅÁÃÈ ÏÎÅ ÏÆ ÔÈÅ ÁÃÔÕÁÌ ȰÈÏÔ ÓÐÏÔÓȱ ÉÎ ÔÈÅ ÃÏÍÍÕÎÉÔÙ ÓÈÏÕÌÄ ÂÅ ÔÈÅ ÆÏÃÕÓ ÏÆ Á ÓÐÅÃÉÆÉÃ 

and targeted strategy that aims to eliminate, or drastically reduce, the conditions present at those 

locations. Undoubtedly, these locations receive the lionȭs share of attention from patrol officers in 

the department, but a deliberate plan of attack must be formulated to deal with these locations in a 

proactive fashion. 

Conversely, many areas of the community see low levels of CFS volume. Indeed, the areas of the 

community that are NOT along major arteries or part of Aspen Creek show almost no call volume. 

On the plus side, the argument can be made that there are no problems in these areas in general, 

thus a police presence is not required. On the negative side, officers are initiating a small amount of 

ÃÁÌÌÓ ÉÎ ÔÈÅÓÅ ȰÏÔÈÅÒȱ ÁÒÅÁÓȟ ×ÈÉÃÈ ÕÎÄÅÒÍÉÎÅÓ Á ÃÏÍÍÕÎÉÔÙ ÐÏÌÉÃÉÎÇ ÐÈÉÌÏsophy that should be 

central to the ÄÅÐÁÒÔÍÅÎÔȭÓ approach to policing the community. 

FIGURE 10: Spatial Representation of CFS Demand by Grid Count 
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FIGURE 11: Spatial Representation of CFS Demand by Hot Spot 

 

 

 


