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Background
About ICMA

The International City/County Management Association (ICMA) is a 1@gear-old, nonprofit
professional association of local government administrators and managers, widlpproximately
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 ofqiats
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 involveith 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 personrién 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.

ICMACenter for Public Safety Management

The ICMA Center for Public Safety ManagemenCMA/CPSM is one of four Centers within the

y#-180 5838 001 COAI O $EOEOEITh DPOI OEAET C O0bBPDPI 00
emergency medical services (EMS), emergency management, and homelandiggc 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/CPSMs 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 cemésources.

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 appxonately 140 such studies in 90
communities ranging in size from 8,000 population (Boone, lowa) 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 developel 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 tbeited 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 @ Chiefs (IAFC), the International Association of

Fire Fighters (IAFF), the International Association of Chiefs of Poli¢gACP), International Police

Association, ,and the Association of Publgafety Communication Officials International, and

throughIG ' 6 0 # AT OAO A& O 0AOA&I Oi ATAA - AAOOOAIT AT 608 4EAC
developed following decades of research and are applicable in all communities. For this reason, the
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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
AAOGA EOT I A DPOAI EA -Gdedmfispuithsys@m.ThHe ddiatare Adtddar@ O A O
analyzed for comparison to nationally developed performance indicators. These performance
indicators (e.g., response times, workload by time, multiplenit dispatching) are valuable
measures of agency performance regardlesd 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
categoriesfor 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 datanalysis. 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-gite
team, agencies are asked to puide the team with key operational documents (e.g., policies and
procedures, asset lists, etc.). The team visits each city-site to interview fire agency management
and supervisory personnel, rankand-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 recommerniitans, 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 inapi EAAOE O OAT PA 1T £ x1 OES8

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 prdiles. 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 adais the principles of the scientific method: We ask
guestions 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; $iare 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 JWieczorek, 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 Pubdiiety Consultantz Team Lead
Dennis Kouba, Senior Editor
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Executive Summary

ICMA was commissioned to review the operations of th€hesterfield TownshipPolice Department.

7EEIA T00 AT Al UOGEO Al OAOAA Ail AOPAAOO 1T &£ OEA AAPDP
study was on identifying the appropriate staffing of the agencgiven 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  understand the implications of service demand on current staffing. We reviewed the
AADAOOI AT O8O 1T OCAT EUACEIT T AT AAOGEcT OI AAOAOI ETA E
agency are staffed appropriately.

Our study involved data collectionjnterviews with key police and administration personnel, onsite
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 th€HTPis anorganization in crisis. Thedepartment is
understaffed and struggling to deal with the current financial and political situationProviding
more services withfewer resources is not possible and théownship and thedepartment must
make critical decisions to modify service demands within the existing personnel comgrhent.
These service modifications will lead to more efficient operations and are consistent withe best
practices of law enforcement.

1 Empanel a calls for service (CFS) committee to evaluate service demands and attempt to
reduce and/or eliminate nonemergency responsesSeveral recommendations in the report
discuss altering the current demand modein 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 respong® several categories of
calls. Itis not intended that the deprtment 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.

i Staff the patrol division with six squads of officers: four patrol teams of one serget and
four officers and two impact teams of one sergeant and two officers.

9 Incorporate data management (caseload, clearances, etc.) into the operations of the
detective division.

1 Develop an integrated intelligence and crime analysis function.

1 Create a pecial enforcement team to supplement investigations and patrol deployment and
to develop a crime prevention and community engagement strategy.
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1 Improve the physical structure of the property room (reinforcingthe door and lockers), and
implement a system @ regular and frequent property audits.

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

1 Explore the possibility of either discontinuing the practice of administering preliminary
breath tests on demandor limit the practiceto normal business hours when uniformed
personnel are already physically present in the building.

1 The department should designate one supervisor to serve #se professional standards
officer (PSO).

1 ICMA recommend that the department explore the feasibity of discontinuing its dispatch
operations and partnerinsteadwith - AAT I A #1 O1 Oud O #7111 061 EAAOQEIT O
Center (COMTECQdispatch services

1 Thedepartment shouldclosethe records room and secure this area after normal business
hours.

1 Incorporate aleadershipteam concept that involves a crossection 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 fom various ranks, as well as union representatives. THeadershipteam
should be involved in planning and implementing any cossaving measures, as well as
reorganization efforts. If correctly implemented, initiation of aleadershipteam will help
boostmorale, improve labor relations, and foster workforce innovation.

1 The department mustdevelop 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 structurghown in
Table 1.

TABLH: Recommended Organization Structure andrBonnel

Chief| L. | Syt. | 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

Chesterfield TownshjMich., Police Operationand DataReport page2



This report is intended to be an operational analysis of th€hesterfield Township Police
Department. The ability to fund these recommendations is consideredowever, the approachto

the analysisis grounded in determining the fundamental and basic needs to support police
operations in thetownship of ChesterfieldICMA does not discuss mechanisms to fund this
operation, but does identify operational efficiencies and staffing levels that potentially translate
into cost savingsDecisions pertaining to these recommendations are inherently political andre
difficult. Services would be alteredeliminated or changed), but the high quality of lifdn the
township andits professional police services would be maintainedn addition, the reduction in
employee headcount, coupled with the shifting of services delivered, wtdl undoubtedly lead to
substantial cost savings for the department and for theownship. The exact amount of costthat
could be savedhas not been determined by ICMA, and it is recommended that the full measure of
the recommendations of this study be arlgized to determine the financial impact to the community.

ICMA staff thanks the towiship and police administrations ofChesterfield Townshipfor their
assistance in completing this project. In particular, ICMA commend®wnship Supervisor Michael
Lovelockand Police ChieBruce Smithfor 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 foe th
Chesterfield TownshipPolice Department. Information was obtained from the FBI Uniform Crime
Reporting (UCR) Program, Part | offenses, along with numerous sourcegdepartment internal
information. UCR Part | crimes are defined as murder, rape, robbeaggravated 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 inerviews with Chesterfield Policepersonnel. Onsite

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 toexplore 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 numeous reports and summary documents by the
Chesterfield TownshipPolice Department. Information on strategic plans, personnel staffing and
deployment, evaluations, training records, and performance statistics were provided.

Operational/Administrative Obserations

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 departmenbcdd OAOET T O A£0T i A OPAOOEAE

perspective.

LYLX SYSYUAy3a (KS wSLER2NIQa wSO2YYSy
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administrations. Thetownship supervisor should have periodic meetings with thepolice chiefto

AT OOOA OEAO )#-180 OAAT I 1 AT AAGETTO AOA EI bl Al AT OA

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
AADAOOI AT 660 DPOT COAOGO ET 1 AAOGET ¢ OEA OAAdfri AT AAGE
efficiency, effectiveness, and performance.

il T &£ )#-160 OAAT I 1 AT AAOET T O AOA POAAOGEAAT AT A O
administration within a reasonable period of time. If thetownship desires, ICMA can provide a
servicetoreOEAxh 11T EOI Oh AT A AOAI OAOA OEA AADPAOOI AT 660

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

OAODPI 1 OEAEI EOEAO AOA O DOl OAAO PAT PI AGO OAEAOU A
security. The police have myriad other basic respwibilities 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 TownshipPolice Department provides a full range of police services, including
responding to emergencies and calls for service, performing directed activities, and solving
problems. Both thetownship and the policedepartment are dedicated to the principles of
community policing, and the department strives to provide a high level of service to the
Chesterfieldcommunity.

In the last quarter of 2007, the real estatand bankingmarkets 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, afund balance had been built up to $6 nlion during the preceding good years
and the budgethas beensupplemented using these 'rainy day' fundsBy the summer of 2012, the
township board realized the need for additional revenue and a millagacreasewas proposedin

the November election butrejected by the voters While there isa sufficient fund balance to sustain
operations through 2014,continued operations cannot be sustained without identifying additional
revenue sourcesor cost savingsAsthe community struggles to find answers to thidinancial
situation, there appears to be some interest in contracting for police services withe Macomb
County3 E A OE £/&6 O Thissstdy @oed natispedfically explore this issudowever, the
operational requirements of theChesterfield Police Dpartment are examinedin 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 théownship,
perhapssuggesting abetter structure the department, andmaking recommendations to increase
efficiency if possible.

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

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

These notices were rescinded prior to any reductiorhowever, there is a perception thaemployee

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

without a positive vote of the canmunity. The financial crisis facing thedepartment, in the context

of rumored transfer of policing services to the Macomb County Sherif§ creating an adverse work

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

rank-and-ZEE1 A Al b1 T UAAO xEOE OEA EAAIT ETI ¢ T &£ AAET ¢ 0000
resoluton.4 EAOA EO AT | ZFOEAAT AGPOAOOEIT OEAO OOAOAO O
this expression is relevant to the organizabnal climate present in theChesterfield Police

Department.
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The community ofChesterfield Townshipshould resolve theseissues as soon as possible. It is
strongly recommended thatdecisions be made quicklyo settle the issues facing thelepartment for
the longterm future. The continued discussion ofayoffs andconsolidation 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 polieleaders 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

stakeholders? and thus new deas to the table. ICMA believes that the situation facing the
Chesterfield Police Departmenbffers severalof opportunities for collaboration.

Potential/ 2y a2t ARIF0A2Y @GAOK GKS al O2Y0o
(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, twentyhree 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 t cope with population growth, revenue changes, or
legislative and regulatory acts.

During the 1960s and 1970s several major commissionsE T A1 OAET ¢ OEA pwex O0OAOE
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 (197 3hared views on
police consolidation. These reports summarized the importance of sharext 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) @abling 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 acknavledged 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 mostommon form of department is the city police

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

AADAOOI AT OO ET AZAOIT O T &£ A1 OOAAOET ¢ xEOE OEA 11 AA
The first instance of a municipalitycontracting with a county sheriff was in Lakewood, Calif., in

1954. During a period of postWorld War Il growth, the newly incorporated city of Lakewood in Los

Angeles County contracted with the L.A. County Sheriff for police services instead of estabhghits
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have contracted for police services. These communities are either newly incorporated and seeking

first-time police services, or communities with establishegholice 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 deparients) does not paint a clear

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

OPOAT EA AET EAA6 OEAT OU &£01i DOAITEA AAIT ETEOOOAOQEII
achieved by small units clos¢o the public competing for support, approval, and resources. The

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

AT i1 O1TEOUBO AAEI EOU O1 i1 AgGEIi EUA OAOOEAAseAthd EOAOU
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 serviceStudies 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 Gyimd&rampong, 1988; GyimakBrampong, 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, havebeenshown to provide efficiencies. Essentially, economies of scale can be achieved
through contracting by creatingalarger organization that can produce capitaintensive 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 differentitngs 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 organizenal mix is desired in the contracting and host
organization.

The Chesterfield Police Departmenturrently enjoys an excellent working relationship with the
-AAT T A #1 01 OU ThedegaEmErEasSigns ofiefibliiclofficer to the joint enforcemén
team (County of Macomb Enforcement Team, d€.O.M.E.J and participates regularly in joint

I PAOAOET T O x E OE Bdiding updrifsodianbrshit) |ICMAmatehds that several
services provided by the CHTP could be owourced to the MCSQyhich would save money and
make processes more efficienCommunications (911 dispatch), jail operations, and trainingre
areasthat the Chesterfield Police Departmenshould consider shifting to the MCSO ransferring
these services to the MCSO would Bky 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
ChesterfieldPD for at least two years, and the MCSO contends that prisoners cannot be aa@pt

Chesterfield TownshjMich.,Police Operationand DataReport page8



because of overcrowding issues. Nonetheless, these are two areas that present substaptgtntial
cost savings for thetownship and it is recommended that these issugbe explored.

Chesterfield Townshifpemographics

When determining the appropriateness of deployed resources both current and future? a key
factor for consideration is the demographics of the community.

Chesterfield Townshipis located inMacombCounty, and isnortheast of Detroit. In 2010,
Chesterfield Townshiphad an estimated43,381 residents, which 5 a 16 percent increaserbm
2000. The population growth is undoubtedy associated with the high quality of life that residents
of thetownship enjoy. The racial makeup of the city is estimated to b82 percent white, 2.9 percent
African-American,0.8 percent Asian, andL.9 percent other, with 2.5 percent of the total population
reported as Hispanic.

The median household income itChesterfield Townshipis $68,004, which is about40.3 percent
higher than the medianMichigan household income. Similarly, on average between the years 20
2010, 8.1 percent of theChesterfield Townshippopulation was below the poverty level, which is
substantially lessthan the statewide rate of 163 percent. Additionally, 83.2 percent oftownship
OAOCEAAT OO 1 EOA ET Oi xT1 A0 T AAOPEAASG EI OOET Ch
and 90 percent of Township residents occupied the same house one year ago compdeds.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 stat€urthermore, the population of
Chesterfield Townshipduring 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 sevenjoraPart | offenses are
used to measure the extent, fluctuation, and distribution of serious crime in a defined geographic
area. Part | crimes are the seven most serious offenses in two categories (violent and property
crime). Serious violent crime is defied as murder, rape, robbery, and aggravated assault. Serious
property crime is defined as burglary, larceny, and motor vehicle theft.

As can be seen in Tabl2, in 2011 Chesterfield Townshipreported a UCR Part | violent crime rate of
278 violent crimes per 100,000 residents. For UCR Part 1 property crimes, the rate @hesterfield
Township was 2,045 property crimes per 100,000 residents. The violent crime rate itChesterfield
Township is 44.8 percentlower than the state rate and28.2 percent lower thanthe national rate.
The rate of property crime is 69.2percentlower than the state rate and28.5 percent lower than the
national rate.
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TABLE: 2011 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 comparedChesterfield Townshid O  dr@tétd other communities in Michigan To do this, we
took information from the FBI UCR Program oi©€rime in the United Statesnd compared
Chesterfield Townshipwith other jurisdictions of similar population. For this analysisNovi, East
Lansing, Roseville, Portage, Midland, Bloomfield Towngh Saginaw Township, Meridian Township,
and Lincoln Parkwere selected. It should be noted that the demographics of these communities
encompass a wide range and the analysis is not intended to compa&hesterfield Townshipwith
Novi or Lincoln Park for example. It is meant as an illustration of communities iMichiganand how
they compare with respect to rates of crime.

Examination of the comparisons presented in Tabl2 shows thatChesterfield Townshiphas a
crime rate that compares favorably with thesgurisdictions. Out of the ten jurisdictions presented,
Chesterfield Townshipis thefifth largestin population and has the third highest violent crime rate
and fifth highestproperty crime rate.

Over the past ten years, the rate of crime in Chesterfieltbwnship has remained relatively stable,
even in the context of a population increasd=igure 1 shows the rates of both violent and property
crime between 2003 and 2012. During this timeChesterfield Townshipexperienced an increase in
violent crime between 2003 and 2006, andhen since 2006 the violent crime rate has been on a
steady decline.The property crime rate experienced wide fluctuations over the periogpeaking in
2008 and hitting a low in 2011, withthe 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 onomparison 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.

FIGJRE 1Chesterfield TownshifCrime Rates 2003012
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Historical Performance Indicators

In addition to the rate ofcrime in the community, the Chesterfield Police Departmentanalsobe
examinedin relation to certain key performance indicators.Table 3 illustrates departmental data

on motor vehicle accidents, usef-force incidents, personnel complaints, angiersonnel headcounts
for the years 20082012.

The number ofnon-injury traffic accidents in thetownship 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 injurieg Chesterfield in 2012 was 558 injuries/100,000,
and the five-year rate is approximately 526per 100,000. Both rates, considering the presence of
major traffic arteries in Chesterfield,is acceptable.

The number of complaints made by the public again&hesterfeld 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 ifewer than 20instances(0.18 percent), and weapons were used in
even fewer instances. This shows a remarkaplestrained and professional department.

The personnel headcounthasdropped 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.

Chesterfield TownshjMich., Police Operationand DataReport pagell



In summary, these data illustrate a welimanaged and professional department.

TABLE 3hesterfield Police Department Perfcmancelndicators 20082012

| 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
ImproperConduct 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 Departmentnto 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 reaulting report, Smarter, Faster, Cheapgpresents data from the 100 largest U.S. cities in

various regionszIn addition, the Overland Park, Kansas, Police Department conducts an annual

survey of 26 smalt to medium-sized police departments each year ommong other measures, the

OAiT A 1 AAOOOAO OAPT OOAA ET OEA )" - OADPI 008 4EEO /O
3 O O & A vl$o diseful 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 @ministrative and managerial characteristics of police
departments in the United Stateg.Keeping in mind that each community has characteristics that
govern the style and size of its police department, these characteristics and comparisons can help
assesghe relative performance of theChesterfield Police Department

These documents are useful in benchmarking th@epartment 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 Tab9.

TheOT x T OE3REVENUe and Expenditure Report for the period ending 12/31/2013 (100
percentcomplete) for the department indicates that $7,824,280 was incurredon police services
(police and dispatch).This means that,on average, theChesterfield Police Departmenspent
approximately $180 per capita on police services, which is lower than the average of $323 per
capita presented in the IBM report andower than the $217 per capita presengd in the Benchmark
Cities SurveyChesterfield Townshid O 2grime rate of 2,323 serious crimes per 100,000
residents is54 percent lower thanthe average crime rate of 5,000 crimes per 100,000 among the
cities in the IBM report and29 percent lower than the average crime rate reported in the
Benchmark Cities Survey.

Also, a&cording to theRevenue and Expenditure Reportthe department spent approximately
$340,000 on overtime expendituresout of an operating budget of approximately $.8 million. This
represents approximately4.3 percent ofthe total budget. This overtimeto-budget ratio is lower
than IBM report, but higher than the Benchmark Ciies Survey. ICMA contends that an overtim&o-
budget ratio of less than 5 percent is indicatig of appropriate overtime controls in an agency, thus
the department is within the accepted level of overtime expense. However, clasanalysis of the
overtime expenses reveals that $100,000 of the $340,000 (2frcent) were spent on department
dispatch operations. The department was required to use overtime to backfill two personnel
vacancies in communications, whiclivas the cause of the bulk of thesavertime expensesThus,
the $100,000 is approximately 15 percent of the entire amount @xpendituresincurred on
dispatch services

Lastly, according to theA A B A O O brdahiZatial chart datedAugust2013, there were 46 sworn
officers, ora ratio of 106 officers per 100,00Q This ratio is substantially lower than the average of
190 officers per 100,000 residents from the IBM study, andlso lowerthan the 144 officers per
100,000 residents from the Benchmark Cities Survey.

4 Bureau of Justice Statisticd,aw Enforcement Management and Administrative Statisti&)07).
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TABLHE: Chesterfield TownshifPolice Department in Perspective

Vs.
IBM Vs. IBM Benchmark | Benchmark
Benchmark Area CHTP | Benchmark | Benchmark | CitiesSurvey |CitiesSurvey
Pe capita police spending $168 $323 LOWER $217 LOWER
Crimerate 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, theChesterfield Police Departmenearnsexcellentmarks for financial benchmarks. The
cost of operationsis substantially lower compared to available benchmarksyhile the crime rate is
also substantially lower than the posted benchmarksThis is related to many factors that will be
discussed in the body of the report. In brief, the departmentas fewerofficers per capita, hasa
lower level of spendingper capitaon police services, a lowecrime rate, and has @omparable

experience with the use of overtime fundsvith 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 dleetion 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 thde Chesterfield Police Departments financially
efficient in its personnel deployment. The analysis that follows is an attempt to build upon this

AEOAOOOEIT 1
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operational and personnel resource decisions.
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Our report now turns to the various elements of thelepartment and an assessment of those
elements in context with prevailing industry standards and best practices.

Chesterfield TownshjMich.,Police Operationand DataReport

pagels

]|



Patrol Division

The Chesterfield Police Departmenprovides the community with a full range of police services,
including responding to emergencies and calls for service (CFS), performing directed activities, and
solving problems. Thedepartment is service-oriented, and thusprovides a high level of serviceo

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 ba 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 policirg services to theChesterfield Townshipcommunity. The department has the
hallmark of a smalttown 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 cmunity, 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 thedepartment.

7EAT AQAIT ETEITC 1 POEITO &£ O OEA AAPAOOI A1 660 AEOAA
choices of a) continuing to police the community in a fubervice mode, or b) taking steps to

restructure demand and still promote order and safety. That is, thegppartment 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 TownshipAT | | OT EOU8 " OO0 NOAI EOQU AT AOG1 60 1A,
recommendations offered regarding operations, if implemented, will permit theChesterfield Police

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

Recommendaon:

1 Empanel a calls for service (CFS) committee to evaluate service demands and attempt to
reduce and/or eliminate nonemergency responses.
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TABLB: Calls for Service

Policeinitiated Other-initiated
Units Units
Category Calls | per Call| Minutes | Calls | per Call| Minutes

Accidents 35 1.7 38.0 1,198 15 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
Crimepersons 65 2.1 94.5 559 1.7 55.0
Crimegproperty 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
Prisonecarrest 158 1.3 54.9 0 N/A N/A
Suspicious
person/vehicle 279 15 10.0 1,707 2.0 20.1
Traffic Enforcement 2,927 1.2 13.6 1,230 1.4 315

Total 4,589 1.2 16.7 | 13,810 1.7 31.0

Table5 presentsinformation on the main categories of calls for service received from the public
that the department handled between the periodNovember 1,2012 to October 31, 2013 In total,
department officers were dispatched t018,399 calls during thattwelve-month period, or
approximately 50 calls per day.

In general, CFS volume i@hesterfield Townshipis within acceptable boundsTo evaluate the
workload demands placed on thelepartment, it is useful to examine the number of CFS received
from the public in relation to the population size. With a populatiorestimated to be approximately
43,000, the total of 18,399 CF$&anslates to about428 CFS per 1,000esidents. While there is no
accepted standard ratio between calls for service and population, ICMA studies of other
communities show a CF$o-population ratio ranging between 400 and 1,000 CFS per 1,000
persons per year. Lower ratios typically suggest @ell-managed approach to CFS. The value4#8
CFS/per thousand/year would suggesa fairly aggressive policy foraccepting CFS. A wethanaged
dispatch system would include a system where CFS are screened and nuisance calls eliminated
before they are dismatched.

It also appears, however, that th&€hesterfield Police Departmentan be more aggressive at triaging
CFSCertain 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 eliminatetEEO x1 01 A A£OAA T EEEAAOOGC
other conditions present in the community as opposed to spending time at C&Bwhich 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 anjaw enforcementagencythat wishes to
explorethis issue. Thed8 percent of alarm calls that are false are caused by user error, and this can
be addressed by alarm management programs. For example, a doubddl verification protocol is
becoming the norm across the country. Alarm reduction needs to be addressed agggively in
Chesterfield Township Adopting an alarm callback program has the potential to reduazlls for
service by more than 1,134alls, or roughly6 percent of all CFS

Currently, the Chesterfield Police Departmenhas an alarm reduction program. Ths program calls

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

the policy exists, and may be practicely officers responding to false alarmsapparently the

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

AADAOOOAROBE OOACEOOAOG &I O OEA AAI AT AAO UAAOO ¢mpg
received in conjunction with this program. Undoubtedly, the large majority of alarm CFS are false

alarms, and the CHTP®ould be aggressivelyexecuting 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
guestionable. Most accidents involve only property damage to vehicles and the role of an officer is
simply report preparation. When injuries occur or vehicles are inopeable 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 responseDispatching police officers to all vehicle crashes is not recommended.
Examination of Table5 indicates that6.7 percent of all CFSluring the study period were traffic
accidents. Arguably, most of these calls were administrative in nature and did not ressarily

warrant the response of a sworn police officer.

According to Michigan law, if a motorist is involved in a motor vehicle accideim 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 respondng to and documentirg traffic crashes. ICMA contends that this
approach is not an efficient use of patrol officer timdCMA recommends that onhalimited number

of vehicle crashes require a police response. When a motor vehicle is disabled or blocking the
roadway, or thereis 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 ihigan 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 satisfs any insurance requirements involved. This process also spares
the need for an officer to respond to the scene and keeps them free to perform otherore critical
functions.

Table5 also indicates thatChesterfield officers handled2,600 01 E OA A1 CHS{14pkeréetr 6f

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 catblasin for

calls that are dispatched tgoatrol units, but that are not policerelated. In addition, the department

OAAT OAAA ¢hgoen OAOOEOO 1 OEAO ACAT AUu6 #&3h xEEAE E
for more than 12 percent of all CFS.

Combined,four categories of CFS1(233 automobile accidents,1,134 alarms, 2,600 miscellaneous
calls, and 2,260 assist callsamount to 39.2 percent of total CFS in the study periodssentially, 40
percent of all CFS handled by the CHTP are nonemergency, and pogsibhpolice-related
activities. These categories of CFS must be examined carefully. It is strongly recommended,
therefore, that the CHTPestablish a committee that includes all the principal stakeholders in this
process and which has the responsibility of evaluating the CFS workload witim &ye toward
reducing nonemergency CFS response. This committee should begin with théser categories of
CFS response and formulate the response (or nonresponse) protocols for these assignments.

ICMA recommends that from a policy perspective the respoas to major categories of CFS be
reduced, including responses to traffic accidents involving only property damage; an alarm callback
system be instituted; and 911 caltakers and dispatchers be trained to trigger a police response in
cases only when warramed. 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 diadgue

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 neceary then the funds need to be committed to
ensure sufficientpolice 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 aa 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 inChesterfield Township Four

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

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

$¢h %OAT OO0 PAO $AU AU #AOAcioun 4AAT A $eh O0OEIiI AOU
Responding Units; and Table [A, Average Response Timéomponents Taken together these

statistics provide an excellent lens through which to view the efficiency gfatrol operations.
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According toTable D2, thedepartment 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 dedicatedo out-of-service activities. These activities include
administrative work, meal and personal periods, etc., andthe EAOOAOEAE Al AmeAADAOOI AT O
devoted to these activitiess less thanother agencies examined by ICMA. According to the data in
Table DG Chesterfieldpatrol units on average take 3.0 minutes to handle a call for service. This
figure is slightly higher than the benchmark time of abou28.7 minutes for a CFS, based on our
experience. Also, thelepartment, according to Table D7, dispatchek? officers per CFS. The
number of officers dispatched (like occupied time) varies by category of call, butsightly higher in
the CHTPthan policing norms of about 1.6 officers per CFS. In other words, tl#HTPuses more
officers to handle a CFS, arititakes longer than the average police response of similar size
agencies

Similarly, according to Table D2, response time for CFS i@hesterfield Townshipaverages B.1

minutes per call. This is lower than many communities of similar size and well belothie generally
AAAADOAA OAOCAO OAODPI T OA OEI A 1T £ FEEFANAEGU G&EABO
however, is 10.7minutes, which issubstantially higher than the fiveminute benchmark for this

category of CF®etermining the reasons behindhis lengthier response time to highpriority CFS is

beyond the scope of this reporthowever, thedepartment must examine this very closely with an

eye towards reducingthe time it takes to respond to highpriority calls .

Taken together, our analysis of ccupied time, number of officers per call, and response time shows
an efficient deployment of patrol officers to CFS i€hesterfield Township

Patrol Deployment and Staffing

51T E&Al Of AA PAOOI T EO Al 1 OEAAOAA OEA dSfichBalisficAi T Ad 1 £
indicate that more than 95 percent of police departments in the U.S. in the same size category as the
Chesterfield Police Departmenprovide uniformed patrol. Officers assigned to this important

function are the most visible members of thelepartment 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.

Scledule and Staffing

General patrol operations in thedepartment are staffed usingiwo 12-hour shifts. There are four
platoons with sergeants in charge of each platookach shift issupervised by a sergeanand if the
assigned sergeant(s)s on vacation, ornot present for any reason, another sergeant is assigned on
overtime. The contractual minimum staffing for patrol in theChesterfield departmentis one
sergeant and three police officersOfficers work steady shifts. Every six months the department

5 ICMA benchmarks are derived frondata analyses of police agencies similar to tHeHTR,
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O A E hifb éhanges by seniority. In other words, officers are given the opportunity to select the
shift they desire (day or night), and this selection is do@on a seniority basiswith the most senior
officers selecting first.The day shift works 6:00a.m. t06:00 p.m. and the night shift works @0 p.m.
to 6:00 a.m.

The 12-hour shift schedule used by thelepartment offers both advantages and disadvantages. The
advantage of this shift is that it separates the patrol function into evenly staffed platoons. Aset
platoons rotate in and out of their schedule, thelepartment has a uniform and predictable
deployment of officers on patrol at all times. The 1hour configuration also works evenly into the
24-hour day and there are not excessive overlaps in staffinghis, however, is the extent of the
advantages of the 1zhour shift as deployedby 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 |es of the officers working it. However,
rotating start times from day to nightand backon 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 versaThe use of sem@nnual shift bids is a poliy that
mitigates the negative repercussions of switching from day to night. Officersnder the current
system, can maintain their existing schedulerachange 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 theniform 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-Bdur

daily cycle, thustis 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 withvailable personnel.

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

T AOAO ET OAOAAO8 4EEO AAT AOAAOA A OOCEIT o6 AEEAAOD

for scarce resources.

The availableliterature on shift length provides no definitive conclusions on an appropriate shift
length. A recent study published by the Police Foundation examinedr®ur, 10-hour, and 12hour
shifts and found positive and negative characteristics associated with d@liree optionss 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 alfhe Shift Length Experiment: What We Know about 80, and 12hour Shifts in
Policing (Washington, DC: Police Foundation, 2012)
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In its totality, however, the patrol shift schedule in theCHTPis sound. Officers enjoy the extended
periods of time off eat 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 numbef o
officers per thousand residents that a department should employ, that is not the case. The
International Association of Chiefs of Police (IACP) states that readyade, universally applicable
patrol staffing standards do not exist. Furthermore, ratios sutas officersper-thousand population
are inappropriate to use as the basis for staffing decisions.

According toPublic Management ACAUET Ah O! EAU OAOI OOAA EO AEOAOA
available for officers to make seHnitiated stops, advse 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 dhta effectively. To be sure, this is not easy to do and, in some departments may

OANGEOA Ei POT OAI AT 6O ET 1 AT ACAT AT O ET &£ OI AGET 1T 0OU
%OOAT OEAT 1 Uh OAEOAOAOQGEI T AOU OEIi A6 11 PAOOIT EO OE
arenotAl I 1T EOOAA O EATATETC #&3 AT A xT OEITAA AAT AT AO

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 discretionatiyne, 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 § 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

AAT AA T AAA AT 1 OEOOAT O xEOE OEA AAPAOOI AT 060 DIl E
fund it. TheChesterfield Police Departments a full-service police departnent, 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 underdand 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, officerinitiated activities, and citizen-initiated activities.

*TET #ATI DAAT T h *1 OAPE " OAddr-ihousdndiFogndlas Bl OtheE Polick AT Oh O/ AL
- U O EPalicdManagemen86 (March 2004): 22- 27.

Chesterfield TownshjMich., Police Operationand DataReport page21l



$TETC OEEO AT Al UOEO All i1 x0 EAAT OEAZEAAOQOEIT 1T &£ AAOE
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, tiis 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.

&OT i1 A1l 1T EEEAAOCS6O OOAT APTET Oh TTAA A AAOOAET 1 AOA
toaCFAAAOAA OAAAOQOEITAOU i1 AA8 /1TAA A OEOAwgnstoA EO O
shift from one that looks for ways to deal with crime and qualityof-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 poEAET C8 4EA 1 001 T T E AAAT I
DOl AACEOAT U xEAT 1T U AAOCEIT O AOA 111U CciETcC OF AA
spent waiting for the next call. Sixty percent of time spent responding to calls for service is believed

to be the saturaton threshold.

Rule of 6Q; Part 1

According to thedepartment organizational chart datedAugust2013, patrol is staffed byseven
sergeants, andwenty-one police officers assigned to a CFS response capacity. Th28ef the 40
sworn officers represent70 percent of the sworn officers in theChesterfield Police Department

Accordingly, the departmentdoes notA AEAOA O1 OEA AEOOO AT I PITAT O 1 £
about 60 percent of the total sworn forceshould bededicated to patrol operations. Thepatrol

function is not balanced appropriately compared to the entire departmentand more than the

expected amount of resources is dedicated to patrdror the Chesterfield Police Departmentthis

likely points to a situation where not enough officers arassigned to other, nopatrol functions in

the department.

Rule of 6Q; Part 2

4EA OAATTA DPAOO 1T &£ OEA 0201 A T £ ono A@AI ET AO xI1 OE
more than 60 percent of time should be committed to calls for service. In otharords, ICMA

suggests that no more than 60 percent of available patrol officer time be spent responding to the
OAOOGEAA AAI ATAO T &£ OEA AT i1 01T EOU8 4EA OAIT AETETC 1
OEi A6 A& O 1T £EEAAOCO OI Ayborodlend dnd e AvailbleGdr sedosA OA OO AT |
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

OOAOOOAOAAL AU #&3
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percent range. An Sl greater than 60 percent indicatélat the patrol manpower is largely reactive,

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

indicates that patrol manpower is optimally staffed. Sl 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 Sl too narrowly. For example, one should not

conclude that Sl can never excee8D percent at any time during the day, or that in any given hour

TT 17T O0A OEAT o¢omn PAOAAT O T &£# AT U 1T EAEAAOEO OEI A AA
to be a benchmark to evaluate overall service demands on patrol staffing. When Sl levelsesd 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 Sl to levels below 60.

Lastly, this is not a hardand-fast rule, buta 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 th€hesterfield department The analysis here looks specifically
at patrol deployment and how to maximize the personnel resources of thdepartment 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 representwork T AAh OOAZZET ch AT A OEA OOAOOOAOQEI
Chesterfield Police Departmenturing the two months (season3 on which we focusedour

workload analysiss " U OOAOOOAOGEIT 6 xA 1T AAT OEA Ai1 0610 1T £ O
service Al AT AO £01 i OEA AiTii 61T EOU8 )1 1T OEAO x1 OAOh ET :
xI OET T AA AAI AT AOG8 4EEO OOAOOOAOCEIT 6 EO OEA Aili PAO
the course of an average day during the months selected.

The figures represen 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 totaik

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, Weekd&ysjter
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FIGURE 3: Workload Percentage by Hour, Weekd&ister
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Workload vs. Deploymentz Weekdays Winter

Avg. Workload: 1.4 officers
Avg. % Deployed (Sl):24 percent
Peak Sl 44 percent
Peak S| Time: 2:00 p.m.

per hour

Figures 2 and 3present the patrol workload demands and Sl for weekdays iwinter 2013. As the
figures indicate, the Sl never exceeded the 60 percent threshold. The Sl ranges from a low of
approximately 5 percent at 600 a.m.to a high of44 percent at2:00 p.m., with a cily average of24

percent.
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FIGURE 4: Deployment and Main Workload, WeekeMig)ter
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FIGURE 5: Workload Percentage by Hour, WeekeWdster
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Figures 4 and 5resent the patrol workload demands and Sl for weekends winter 2013. As the
figures indicate, the Shever exceedshe 60 percent threshold The Sl ranges from a low of
approximately 12 percent at2:00 a.m. to a high 054 percent at 5:15 p.m., with a daily average of

28 percent.
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FIGURE 6: Deployment and Main Workload, Weekd&snmer
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FIGURE 7: Workload Percentage by Hour, Weekdaysymer

80 -

Percentage

40

20

100 o o o o —————————————————————— ]

B0 o o o = — = — == ]

0 2 4 6 8 10
Hour

12 14 16

18 20 22

w— Other-initiated

Most (+ Self-initiated & Out-of-service)
== Total (+ Directed patrol)
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Avg. Workload: 1.5 officers per hour
Avg. % Deployed (SI):30 percent

Peak Sl: 55 percent

Peak SI Time: 1:00 p.m.

Figures 6 and 7present the patrol workload demands and Sl for weekdays isummer 2013. As the
figures indicate, the Sl never exceeds the 60 percent threshold. The Sl ranges from a low of
approximately 5 percent at 600 a.m. to a high of 5 percent at1:00 p.m., with a daily average of @

percent.
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FIGURE 8: Deployment and Main Workload, Weeker&lsnmer
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FIGURE 9: Workload Percentage by Hour, WeekeSdsymer
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Avg. Workload: 1.5 officers per hour
Avg. % Deployed (SI):31 percent

Peak Sl 62 percent

Peak S| Time: 3:15p.m.

Figures 8 and Yresent the patrol workload demands and Sl for weekends isummer 2013. The
workload exceeds the 60 percenthreshold briefly at around 2:45 p.m The Sl ranges from a low of
below 5 percent at7:45 a.m. to a high 062 percent at 2:45 p.m., with a daily average of 31 percent.

Chesterfield TownshjpMich., Police Operationand DataReport page27



In Figures 3, 5, 7, and 9, the patrol resources available are denoted by the dashezkbgrline at the
top. The 100 percent value indicates the total police officer hours available during the 2vur
period. This amount varies during the day consistent with the staffing of the shifts, but at any given
hour the total amount of available manpaer 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 ption 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 theCHTRP

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

to available staffing, the data indicate that workload demands i@hesterfield Townshipare easily
met by the resources available. It appears that the patrol function in thiepartment is staffed
appropriately. The busiest times othe 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 deamd. 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 demandHowever, given the current patrol work plan, the resources are
appropriate.

Spatial Representation of CFS Derha

The figures presented above provide a thorough examination of the service demands placed on the
Chesterfield Police Departmenturing different times of the day and week. In addition to these

OOAI BT OAT 6 AAT AT AGh EO EOAQGENI 6 PADIOKIAAB 101 EEA 6HO:
the spatial demands permits the exploration of where incidents are occurring.

According to Figurestloand1lh OEAOA AOA OAOAOAT AEOOET AO OEI O OB
largest is the police station houseApparently, when members of the public appear at the

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

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

considerations, it is not appropriateto consider in calls for service calculatonst EA  £AZEO0OO OEI O
map includes all of the CF$ncluding the CFS generatedtthe staton.4 EA OAAT T A OET &6 ODI
shows the locations in the community that generate the most demand for services from the

Chesterfield Police Department

From the second map, it appears thait the most critical responseareas in Chesterfield are the
23 Mile Road Corridor from GratiotAve, including the Aspen Creek complex of apartmentlso,
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, thmlice facility is a souce of
high demand.Consideration should be given to minimizing the focuef patrol onthe police facility
by reducing the need for officers to disrupt patrol to handle administrative matters that occur

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

I AREOET T Al 1 Uh AAAE TTA T &£ OEA AAOOAI OEI O Obpi 006
and targeted stratggy that aims to eliminate, or drastically reduce, the conditions present at those

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

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

proactive fashion.

Converselymany areas of the community see low levels of CE8lume. Indeed, the areas of the

community that are NOT along major arteries opart of Aspen Creekshow almost no call volume.

On theplus 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 siadficers are initiating a small amount of

AAT1 0 EiT OEAOA OI OEAO6 AOAAOR x EépAyEhatGHoldbe i ET AO A
central to the A A B A O O dpArdbaéndapolicing the community.

HGURELO: Spatial Representation of CFS Demand by Grid Count

oM 193 {126] 171 BS 153 81 101.
888224 312 287. 78 |78 | 92 20 11 | 2

382 267 119650 224 SSHI88 177 12902180 4

©2013 Google

Image U.S. Geological Survey: GO()S[G earth

Image © 2013 TerraMetrics

Chesterfield TownshjpMich., Police Operationand DateReport page29



FIGURHEL: Spatial Representation of CFS Demand by Hot Spot
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