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Management Study
for the
Calexico Police Department

June 23, 2015

INTRODUCTION

A variety of significant issues arose in Calexico during 2014 that ultimately led to a change of
Calexico's City manager and Chief of Police. In their place, Mr. Richard Warne was hired as the
Interim City Manager and Michael Bostic was hired as the Interim Chief of Police. From the ouiset,
Mr. Warne and Chief Bostic had to deal with various crises on an almost daily basis including the
recall of several City Council members, the termination of several police supervisors and officers and
an on-going investigation by the Federal Bureau of Investigation into allegations of corruption. At
about the same time it became apparent that many, if not most, of the Police Department’s internal
command-and-control systems had fallen into such disrepair that they prevented the Chief and his
command staff from effectively managing the Police Department and ensuring that the community of
Calexico was being provided with a reasonable level of public safety.

Ultimately, it was decided that an external management review needed to be conducted and that a
consuiting firm specializing in law enforcement management and operations needed to be retained fo
review the fundamental business systems being used by the Calexico Police Department.
Specifically, Mr. Warne and Chief Bostic needed to determine as soon as possible the extent to which
the Department’s internal systems were either inhibiting or promoting the level of efficiency and
effectiveness expected in a modern municipal law enforcement agency. Those basic systems
included, but were not limited to, management oversight, utilization of personnel, risk management
and community engagement.

Chief Bostic was aware that Veritas Assurance Group, Inc. (Veritas) had conducted several similar
studies for a variety of public safety agencies. In fact, Veritas had just completed such an
engagement for another Southern California law enforcement agency. Within two weeks of the initial
contact, Veritas initiated this engagement and began providing the Chief with useful insight into his
Department's law enforcement operations.

SCOPE OF WORK

This management study was designed to review and assess the degree to which the Department's
basic law enforcement systems comply with industry standards. Where a system(s) was found to be
deficient, the report identifies the deficiency(s) and makes specific recommendations for
improvement.’

1 peficiencies of a critical nature were brought to the Department’s attention immediately so corrective action could
be taken.
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Phase I: Line Qperations

The initial focus of this study was to examine the Department's service delivery systems to ensure
they were providing the City with an adequate level of public safety. Specifically, the initial focus or
phase of this engagement was on the Departiment's:

* Administration. Examine the Department’s fundamental command and control components
inciuding its organizational structure, development and dissemination of policies, project controls,
supervisor logs and internal communications,

¢ Patrol. Examine the effectiveness of the Department's patrol force including deployment,
supervision, use of available time and community engagement.

+ Dispatch. Examine how calls-for-service are received, processed, prioritized, dispatched and
closed,

* Detectives. Review the policies, procedures, and practices governing follow-up investigations
including prioritization of cases, quality of investigations, case clearance procedures and
supervisory controls.

» Task Force Operations. Review the mission and effectiveness of officers assigned to multi-
agency task force operations including inter-agency agreements, gang files, supervisory oversight
and management review.

¢ Community Policing. Evaluate the ways in which patrol officers interact with the community
they serve including problem solving and interaction with Neighborhood Watch groups.

Veritas consultants briefed the Chief of Police and his management team throughout this phase of the
engagement allowing them to take remedial action as the study progressed. In addition to identifying
significant weaknesses in the operational components under review, the consultants also identified
potential weakness in several critical support functions. So it was decided to add a second phase to
this engagement in order to review those functions as well,

Phase ll: Critical Support Functions

This phase of the engagement focused on the critical functions that support front-line operations and
promote a law enforcement agency’s long-term competency. Those functions included:

* Personnel. Review the Department's personnel policies and practices including job descriptions,
personnel evaluations, personnel packages and controls for off-duty employment.

* Training. Assess the degree to which Department personne! receive adequate training for their
assignment, comply with POST standards, meet legal requirements and receive regular training.

* Records. Using the POST Records Unit Self-Evaluation, review the records unit's processing
and retention of various records, compliance with discovery and CPRA requests and periodic
destruction of records.

+ Property/Evidence. Using the POST Property and Evidence Function Self-Evaluation, review
the way in which property is booked and retained, supervisary oversight of high-value property
and a random sample of high-value property, e.¢., money, jewelry, guns, narcotics and
dangerous drugs.
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s Administrative Investigations. Evaluate the policy and practice for reporting, investigating,
reviewing and adjudicating various administrative investigations including personnel complaints,
uses of force, in-custody injury or death, pursuits, traffic coliisions and other risk-management
incidents.

« Facilities. Inspect all work areas for adequacy of work environment, display of appropriate
materials, and operability of equipment.

At the conclusion of the study, Veritas prepared a report detailing its findings and the methodology
used to reach those conclusions. The Department was provided with a draft copy of that report and
on May 14, 2015, an exit conference was held to discuss the report and its findings. Following that
conference, a final report was prepared and submitted to the Department.

Staffing

Veritas Senior Consultant, Mr. Dan Koenig, is the Project Manager for this engagement. Mr. Koenig
has 35 years of law enforcement experience much of which was at the management level. He is well
versed in all aspects of this engagement and has led similar engagements for other clients. Mr. Ron
Sanchez, the President and COO of Veritas, partnered with Mr. Koenig on this engagement and was
an active participant in this study. Mr. Sanchez has over 30 years of law enforcement experience
including a variety of supervisory, mid-management and upper-management positions. Heis also a
Certified Government Auditing Professional (CGAP), a Certified Law Enforcement Auditor (CLEA)
and has an Accreditation in Infernal Audit Quality Assessment/ validation from the Institute of Internal
Auditors. Both Mr. Koenig and Mr. Sanchez are under contract as Special Consultants to the
Management Consulting Services Bureau of the Galifornia Commission on Peace Officer Standards
and Training (POST).

Mr. Mike Thrasher was aiso involved in this study particularly as it pertained to investigative
operations. Mr. Thrasher spent 21 of his 32 years in law enforcement supervising deteclives
responsible for investigating robbery, kidnap, sexual assaults and homicide. He is a nationally
recognized expert in that area and has qualified in court as an expert on conducting follow-up
investigations.

Confidentiality

Veritas recognized that the records to be examined for this study may include documents wherein the
Department has a duty and responsibility to protect the identity of victims, cooperative witnesses,
confidential informants, citizen informants, and unidentified persons who were subject of a police
investigation. Veritas also recognized that the records examined for this review may include peace
officer personnel records. Veritas acknowledges that the study and all related work papers and
communication need to remain confidential. Veritas will maintain the confidentiality of the report and
the records examined for the study and not disclose the audit report or associated records to anyone
other than the Chief of Police and/or his authorized representative(s).

in the event Veritas or its subcontractors receives a request from a third party, a public records
request, a subpoena, or any other demand fo produce the full report, the records examined for this
study, or Veritas’ work papers, Veritas agrees not to disclose the information but to notify the City of
such demand immediately. Upon such notification, the City agreed to provide Veritas and its
subcontractors with legal representation with respect to the request for disclosure of information
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deemed confidential. In the event litigation ensues as a result of the denial of such request for
disclosure and Veritas or its subcontractors are named as a defendant, the City agreed to indemnify
and defend Veritas and its subcontractors.

POLICE ADMINISTRATION

Organizational Structure

Policy

Chapter 200 of the Department Manual organizes the Department into three divisions all of which
report directly to the Chief of Police:

* Operations Division is commanded by a lieutenant who manages patrol and traffic services and
is second in command after the Chief,

* Investigative Division is commanded by a lieutenant who manages Investigations Bureau,
Special Investigations Unit, Crime Analysis Unit, Property Bureau and Forensic Services. This
lieutenant is third in command of the Department.

¢ Administrative Services Division is commanded by a lieutenant who provides direction and
control to Technical Services, Administrative Services, Parking Enforcement, Animal Regulations,
Communications and Police Aides/Assistants. This lieutenant is fourth in command of the
Department.

The Department Manual's Table of Contents indicates there is an organization Chart in Manual
Section 430, but no such organization chart exists in that Manual.
Practice

While the Manual describes three lieutenants, the Department has never had three managers at that
ievel. At one point it had two commanders, but that changed to two lieutenants which is what it now
has. The following organization chart identifies the Department's current structure:
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ORGANIZATION CHART
Exccutive Chief of Police
Assistant
Police Commander
(vacant)
Operational Services Support Services
Lieutenant Lieutenant
Patrol: Sergeants|—| ~ — MMmvestigations S-cl;:i?égs Administrative
& Officers Superviscr Services Supervisor
General F ot
- — Communications,
K-9 Program Investigations : School Resource
Officers
CSOs 1 Narcotics Records
Police Athletic
League
Explorer | | Special Animal
Program Investigati i
gations Regulations Professional
Evidence Standards
Technician Police Cadet
Program Building
Maintenance
Improvements

There are several significant challenges in the Department's current organizational structure.

1. Community Relations. No entity is assigned responsible for developing and maintaining the
Department’s community relations program.

2. Training Coordinator. No entity is responsible for coordinating the Department's training efforts.
In addition to ensuring that employees receive adequate training and maintain their critical
proficiencies, a Training Coordinator serves to ensure training doflars are being spent wisely.

3. Sworn Lieutenant Supervising Civilian Functions. The Support Services Lieutenant is
responsible for supervising key civilian functions including records and communications even
though he has no expertise in those highly complex and critical areas.

4. Administrative Lieutenant. Generally, a department of Calexico's size does not need a
dedicated Administrative Lieutenant. However, the next several years will require a concentrated
management focus to implement the changes we are recommending as well as the changes
certain to flow from the recent agreement with the Department of Justice. The current
management structure is insufficient to manage those changes, so in the short term (2 to 3 years)
a third Lieutenant should be added and given the primary responsibility for seeing that the
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changes are made and then institutionalized within the organization. Without that focus the
events leading up to this study are sure to repeat themselves

5. Traffic Services. This critical line function is separated from other operational units.

6. Property/Evidence under Operations. The Property/Evidence function shouid be separated
from operations in order to avoid any conflict of interest.

7. Youth Services. Youth programs are fragmented between Operations (Explorers), Support
Services (Police Cadets} and the Administrative Sergeant (Police Athletic League)

Recommendations:

.
"

A management-level civilian position should be created to lead Administrative
Services Division. That person should be in charge of Records, Communications,
Property, Forensics, Animal Regulations and Parking. (Admin No. 1)

The Operations Lieutenant shouid be in charge of all sworn uniformed personnel
including patroi, traffic and K-9. This Lieutenant should also be in charge of the
School Resource Officers, Community Service Officers, Police Explorers and any
other youth programs in which young people are in uniform. This lieutenant
should be the final reviewer on ail pursuits and uses of force. {Admin No. 2)

The Investigations Lieutenant should be in charge of ail investigations and should
responsible for managing the Department's community relations programs. This
lieutenant should track and be the final reviewer on all personnel investigations
and employee-involved traffic collisions. (Admin No. 3)

An additional Lieutenant should be added for the next 2 to 3 years and given the
primary responsibility for managing the changes that need to occur including
preparation of directives, providing training on those directives and auditing
compliance with those directives. (Admin No. 4)

A sergeant should be assigned to the Investigative Lieutenant and that sergeant
should be the Department’s Training Coordinator and conduct major personnel
investigations. This sergeant should also be responsible for maintaining and
distributing ali Department equipment. {Admin No. 5)

Mission, Vision and Values

Policy

The preamble to the Department Manual includes the following statements:

Mission:

It is the mission of the Calexico Police Department to provide service with honor and respect, fo
protect life, to enforce laws, and to perform our duties in parinership with the community thereby
increasing the quality of life for all of Calexico.

Visfon:

» Toincrease public safety through community awareness and involvement,
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« To promote police-community feamwork and interaction whereby the police are responding to the
needs of the community and the community supports its police department,

e To reduce the fear of crime throtgh community based policing,

« To provide mentors to our community and its greatest natural resource, "the children.”
Values:

e Duty - To serve the communily first and consideration of others always
» Loyalty - To the organization, community, and profession

e Respect - Treat others as you treat a family member

«  Honor- Live up to the law enforcement code of ethics

e Integrity - Do the right thing always, legally and morally

e Courage - Face adversity with dignity and poise

« Dedication - Self-less service to the community as a police employee
Practice

Those Mission, Vision and Values statements appear nowhere else in the Department. They are not
posted in the training room, officers’ report writing room or anywhere eise in the station. None of the
line level people we interviewed even knew what they were.

Improvements

Clearly the statements in the Department Manual were the author's creation and did not percolate up
through the organization. An organization’s mission, vision and values statements should truly define
organizational expectations and, therefore, need to be thoughtfully developed and widely
disseminated.

Recommendation:

4 The Department needs to develop a clear set of statements that define its
organizational mission, vision and values.” (Admin No. 6)

Administrative Controls

Policy

There are no provisions in the Department Policy Manual governing the assignment, tracking and
oversight of administrative projects including correspondence, requests for service, service
complaints or budget issues.

Practice

The Chief of Police’s Executive Assistant makes a valiant effort to log and track various administrative
tasks that flow throughout the Department. However, that tracking system is hand written and does -
not include project numbers, due dates or direction to the person ultimately assigned the project.
Additionally she is only able to track material that comes across her desk which does not include

2 This was communicated to the Chief and we understand this work is well underway, if not completed.
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material that finds its way to someone else’s desk or material that a lieutenant (or the Chief) sends
directly to someone in the organization.

Improvements

Literally every organization must deal with myriad administrative projects and it needs to have a
system for keeping track of that work. Simply sending things out to people and dealing with it when
(and if) they return it is no way to run an efficient organization. In this day and age that tracking
system simply must take advantage of the ease with which a computerized system can track projects.

Recommendations:

* All substantive administrative projects need to be routed through the Chief’s
Administrative Assistant. Admin No. 7)

L7

% The Administrative Assistant needs to:

* Assign each administrative task a unique project number (usually the
month followed by a sequential number);

* Assign each task a due date (if the due date can’t be met the person
assigned needs to negotiate a new due date);

* Log each project into an automated spread sheet (Veritas will provide an
exemplar);

+ Assign the project to the appropriate lieutenant (the lieutenant assigns the
work to his subordinates, not the Administrative Assistant); and,

» Provide any direction the person assigned may need to complete the
project. (Admin No. 8)

< The Department’s Police Manual needs to be revised to require a project tracking
system. (Admin No. 9)

We also noted that the Department does not require its field supervisors o complete a daily fog. In
no way are we suggesting that a supervisor should be required to account for daily activities; but, a
field supervisor should document their daily supervisorial activities and communicate any
observations or concerns to Department managers. Personnel issues, community concerns,
operational efficient, policy or procedural improvements, and the exercise of supervisorial discretion
are all viable subjects for a supervisor's log. Without that communications vehicle there really is no
way for field supervisors in a “24/7” environment to document important events and communicate with
Department managers.

Recommendation:

< Require field sergeants to complete a daily log to record their important
supervisorial activities. (Admin No. 10)
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[V. PATROL STAFFING & OPERATIONS
Policy

The Department's staffing levels for patrol are found in Section 216 of the Department Policy Manual.
Essentially, the Manual requires a “fixed staffing level’ of one sergeant and four patrol units at all
times, 24-hours a day, seven-days a week. It allows an officer to be assigned as an acting supervisor
only for a “limited period of time” and then only "with prior authorization from the Operations Division
Commander.”

Specifically, Manual Section 216 contains the following provisions regarding staffing levels:
216.1 PURPOSE AND SCOPE.

The purpose of this policy is to ensure that proper supervision is available for all shifts. The
Department intends to balance the employee’s needs against the need {o have flexibility and
discretion in using personnel to meet operational needs. While balance is desirable, the
paramount concern is the need fo meet operational requirements of the Department,

216.2 MINIMUM STAFFING LEVELS

Minimum staffing levels should result in the scheduling of at feast one regular supervisor on duty
whenever possible. The Division Commander will ensure that at least one field supervisor is
deployed during each watch. In addition fo the fisld supervisor, at least four officers must be on
duty and available to respond to service calls.

216.2.1 SUPERVISION DEPLOYMENTS

in order to accommaodate approved time off, training and other unforeseen circumstances, an
officer may be used as a field supervisor in place of a field sergeant. With prior authorization from
the Operations Division Commander, an officer may act as the Shift Sergeant for a limited period
of time.

Practice
Work Shifts

The Calexico Police Department’ deploys its patrol force using the 3/12 model. Patrol officers and
their supervisors are divided into four teams with two of the teams assigned to Day Shift and two
assigned fo the Night Shift. One Day and one Night team works every Sunday, Monday and Tuesday
and the other Day and Night shift teams work every Wednesday, Thursday and Friday. The teams
alternate working every other Saturday. Graphically, the deployment plan looks as follows:

Teams
Alternate
Weeks

The Department has been complying with the minimum staffing level of four-response units for many
years. That practice was changed in late 2014 to require only three response units on the late night
shift while generally maintaining the four unit minimum on the day shift. As we will see in the Calls-
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for-Service Chapter of this report, the reduction in late-night staffing is entirely consistent with patrol's
very low workload on the night shift,

Police Beats

The City of Calexico is divided into four police beats. (A map is provided in Appendix A.) The
Commission on Peace Officer Standards and Training (POST) has long been an advocate of stability
in police beats and has provided a compelling argument in support of police beats:

“Most experienced police administrators agree that beat boundaries established as the result
of a survey should remain static as long as circumstances permit. The traditional reasons for
maintaining beat stability are: (1) to foster area responsibility at both the operating and
management levels, (2) to provide a statistical baseline through which officers can be held
accountable for the discharge of their responsibilities, and (3) to encourage the growth of
rapport hetween officers and neighborhood residents.”

Three of Calexico’s four beats (Beat 1, 2 and 4) are community focused and appear to reflect
neighborhood boundaries. But the fourth beat (Beat 3) is focused exclusively on the border crossing
area. A review of the calls-for-service in Beat 3 reflects the type of calls one would expect to find at a
border crossing. For example, Beat 3 has a very high incidence of recovered vehicle and “holding a
wanted person” calls. So the usual rationale for establishing beats, e.g., the development of police-
community partnerships, simply does not apply in Beat 3. Given the overall low incidence of calis-for-
service it would appear the Department could safely establish a minimum staffing level of three
response units, deploy those response units in the community-based beats (1, 2 and 4) and aiternate
calls in Beat 3 among the available units, In the alternative, the Department could reduce its four
beats to three, but that would require major revision to the Computer Aided Dispatch (CAD) system.

Recommendation:

* Establish a minimum staffing of three patroi units; assign them to Beats 1, 2 and 4;
and, alternate calls in Beat 3 among the available units. (Patrol No. 1)

Unit Designations

Most law enforcement agencies use a number-letter-number configuration to identify their units in the
field. For example:

* The first number designates the agency to which the unit belongs. This allows agencies to share
radio frequencies as well as identify their units during a muiti-agency incident.

* Nextis a letter designation identifying the type of unit and/or shift. For example, A or X would
designate a radio car while W would identify a detective or M would identify a motor unit.

* Lastis a number which identifies the beat to which the patrol unit is assigned. If multiple cars
were assigned {o the same beat, the second number would be used fo distinguish them.

A unit designation system like that helps everyone, dispatchers and other units alike, to readily
identify a unit's general assignment and shift.

Calexico's unit designations start with the number 5 and that is followed by the officer's serial/badge
number. That unit designation is used regardless of assignment. So an officer's designation, e.g., 5

® Patrof Worldoad Measurement Manual, 1980, California Commission on POST, p 9.
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41, would be the same throughout his {or her) career. We recognize this is a long-standing practice
within the Department and that Department staff are well aware of each other's unit designations and
assignment. But we believe some consideration should be given to adopting the more universal
method of designating units particularly as it applies to developing rapport between field units and
their assigned beat.

Recommendation:

& Consider assigning patrol units a unit designation that more closely identifies their
mission and assigned beat. (Patrol No. 2)

Field Sergeants

The other structural flaw readily apparent in patrol's staffing is the shortage of field supervisors.
Sergeants, like any other officer or employee, take vacation, are assigned training and generate other
absences such as sick days or bereavement leave. Assigning four sergeants to staff four fixed-post
positions does not take those (and other) absences into account and invariable results in at jeast one
officer being assigned as an acting supervisor just about every day. While an acting supervisor may
well impart some wisdom, maturity and tactical acumen, they have not been trained nor are they
being paid to review and correct any shortcomings in their peers’ job performance. Patrol needs to
be assigned at least five supervisors in order to fill four field supervisor positions most of the time.
Assigning six will ensure those four positions are filled regularly and allow sergeants time to address
their collateral duties such as completing personnel evaluations and providing their subordinates with
meaningful training.

Recommendations:

& There should be at least five and preferable six sergeants assigned to patrol. Four
of the sergeants should be assigned to the four teams and the 5™ and 6" should be
scheduled to provide them with relief. (Patrol No. 3)

% Assigning officers as acting supervisors should be kept to an absolute minimum,
no more than two or three times per year, and officers so assigned should be
trained for that assignment. (Patrol No. 4)

V. DISPATCH & COMMUNICATIONS
Policy

Department Manua! Section 802 is dedicated to Communication Operations. However, it is so
generic that it literally provides no guidance to anyone—dispatcher or patrol officers—on the way in
which communications is to be conducted in the Calexico Police Department. There is no mention of
Dispatch Center staffing, prioritization of calls or dispatching calis o units by beats.

Practice

The Department operates a rather sophisticated "24/7" Dispatch Center. It receives and dispatches a
variety of calls not only for the Police Department, but for the Fire Department as well as medical and
other emergencies. Dispatchers are responsible for answering regular incoming call lines as well as
the 911 emergency lines. The Calexico Dispatch Center's communications ability is tied into the
other law enforcement agencies operating in the area, most notable the Communications Center for
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the Border Patrol. Emergency communications for either agency is simulcast so that all field units are
aware of high-risk events. Consequently, Border Patrol units frequently respond to and are first at
scene of a Calexico PD unit's request for back-up or other emergencies in the City.

The Dispatch Center is staffed with eight Dispatchers and a Dispatch Supervisor. They are deployed
on 12-hour shifts and use the same shift configuration as patrol. So, two dispatchers are assigned to
each of the two Day Shifts and two are assigned to each of the two Night Shifts. One Day and one
Night team work Wednesday, Thursday, Friday and every other Saturday and the other two teams
work Sunday, Monday, Tuesday and every other Saturday. When a Dispatcher is unable to work
another Dispatcher can be hired on overtime, but if one isn’t available the one Dispatcher can work
the Center alone. Given the Dispatcher's responsibility to answer phones as well as dispatch police,
fire and medical personnel, running the Dispatch Center with only one Dispatcher is less than ideal
though occasionally necessary

Most new Dispatchers have no previous dispatch experience when they are hired. New Dispatchers
are assigned to a Training Dispatcher for six to twelve months before they can work alone in the
Dispatch Center. Two veteran Dispatchers have been trained to teach new Dispatchers the job.

tdeally, the Dispatch Supervisor is removed from the shift rotation allowing her to concentrate on
broader Dispatch Center issues such as:

“...organizing and directing operations and activities related to the ...dispatch of police, fire
and medical services; coordinating dispatch activitios and personnel to assure timely services
and meet local police, fire and medical needs; train and evaluate the performance of
assigned personnel.™

That includes ensuring an adequate level of supplies necessary to operate the Dispatch Center as
well as ensuring that equipment is maintained and planning for its eventual replacement.

Due to personnel absences, the Dispatch Supervisor frequently fills in as the second Dispatcher on a

watch. Filling in for vacation alone and without even considering the myriad other events that result in
personnel absences, the Dispatch Center is short one Dispatcher nearly eight months a year. So for

several years the Dispatch Supervisor has spent about 80% of her time filling in for absent personnel

and only about 20% of her time supervising the Dispatch Center.

Improvements

We reviewed some of the written policies and procedures governing the Dispatch Center and many of
them are in need of review and updating. The equipment appeared adequate, but several repair
requests have been pending for some time. No one can remember the last time a training exercise
was held to simulate a naturai disaster or power outage.

The Dispatch Center is a critical component of the Department's service delivery system and it truiy
needs a full time supervisor and advocate. In order to accomplish that, the Department needs to hire
another Dispatcher. Once that person is trained and able to work alone, one of the Dispatchers
should be assigned to fill-in for absences.

4 Position Description for the Public Safety Dispatch Supervisor established in 2008
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Recommendations:

& Hire an additional (ninth) Dispatcher in order to provide adequate staffing for the
Dispatch Center. (Disp No. 1)

& Remove the Dispatch Supervisor from shift assignments as soon as possible so
she can resume her supervisorial duties. (Disp No. 2)

4 Review all Dispatch Center policies and procedures to ensure they provide
Dispatchers with adequate guidance and standardization. (Disp No 3)

CALLS FOR SERVICE
Policy

As mentioned in the preceding chapters, the Department Manual is completely silent on the subject of
calls-for-service, even though handling calis is one of a law enforcement agency’s most fundamental
and highly visible functions in the commiunity.

Practice

In order to provide effective law enforcement in today’s complex urban environments, a police
department cannot deploy its patrol units strictly on the basis of calls for service. An effective patrol
force needs to achieve a balance between calls, proactive policing, and other demands such as
training and report writing. Most experts agree that each of these three responsibilities should
consume about one-third of a patrol unit's time. One of the earlier proponents of that “one-third”
deployment goal was O. W. Wilson, who wrote:

“Previous experience has shown that about one-third of an officer's time on shift should be
allocated to protect against the tendency for {calls) to occur in groups rather than to be
spaced equitably throughout the tour of duty. An additional one-third of an officer's time
should be available for repressive patrol activity, and the remaining one-third should be
available to handle calls-for-services.” 8

Another factor that needs to be considered in patrol deployment is the safety of the community and
the officers themselves. Looking strictly at statistics, one could conclude that a community’s call load
in the early morning hours may only require one or two patrol units to handle the infrequent calls for
service. However, one or two units can hecome involved in arrests, leaving no one to patrol the
community or back up another unit should they encounter a dangerous situation.

That said, however, the focus of this management study is to analyze the way in which the
Department prioritizes and responds fo its calls-for-service. Identifying the amount of time patrol units
have available for proactive policing and the way in which that available time is used should be the
subject of a follow-up study which integrates that with the Department's efforts at developing its
Community Policing efforts. For right now, we will focus on calls-for-service.

Calexico is fortunate fo have the Spillman system which integrates its Computer Aided Dispatch
(CAD) system with its Records Management System (RMS). In most departments the dispatching
and records systems are separated so there is no integration of calls-for-service and the reports they

5 Allocation & Distribution of Police Patrol Manpower, Police Administration, [1972], O.W. Wilson, pp 696-687.
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generate. The fully integrated Spiliman system is a huge advantage and the fact that all agencies in
the Imperial Valley use it provides a solid platform for service-delivery enhancements such as crime
analysis.

Most calls are voice dispatched, then sent to the patrol unit via their Mobile Digital Computer {(MDC).
The officer responds to the scene and handles the call. If the officer decides to take a crime report,
he indicates that on the call disposition. Then the CAD system automatically notifies the RMS system
and RMS is queued to anticipate the submission of the report.® The officer is not required to
complete the report at that time, and past practice has been to require the completion of reports hy
the end of the officer's work week.”

The Spilfman system does not use tables per se to categorize calls. Rather calls are assigned a
priority based on the words the Dispatcher enters into the “call type." Each call is then assigned a
priority from one to nine with one being the highest priority and nine being the lowest priority. While
there are nine priority codes available, most of Calexico’s police calls use priority one through four.
Priorities five through nine are used for other matters such as cails related to animals, parking and
traffic control. For the purposes of this study, we did our best to use statistics related to police calls-
for-service,

Every CAD system (and the people who interpret CAD data) has a slightly unique way of measuring
the components of a call fro