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Abstract

For decades, police agencies have struggled with the need to accurately detect
and reflect activities associated with Basic Police Patrol Functions for the
purpose of evaluating the performance of individual officers. The need grows
exponentially as one activity leads to another and is compared to the time
available for the performance of these functions. In the past, Police Evaluation
Processes have not had a proven format or standard for the determination of
Productivity Levels for individual patrol officers.

The collection of data occurs daily at almost every police agency by way of daily
activity reports generated by individual officers regarding their activities for that
particular shift. Correlation of that data over a given time period (monthly and
yearly) allows the supervisor to analyze the officers’ and the shifts’ activities, and
to use that analysis to validate performance evaluations.

All analysis begins with the collection/input of information which is organized as
relevant data and then studied by the Manager/First Line Supervisor. The data
may take the form of a spreadsheet, however, only the immediate supervisors

can factor in the many variables represented by that data.



Introduction. The Law Enforcement Community has oft been at odds over the
best methods for gauging a patrol officers’ individual productivity. With such a
varied and specialized profession, a multitude of variables must be considered by
the managers and supervisors at all levels of command. Therefore, any format
selected must be narrowly defined and relate directly to the duties performed. All
the effort put forth will be for naught if analysis tries to include immeasurable or
over quantified activities.

Productivity analysis should be done with the end in mind. The ultimate
goal is to be able to assimilate the information into the overall performance
evaluation report. However, within the law enforcement profession, quality rather
than quantity is often important. That is one reason why Productivity Analysis is
only a small part of the overall performance evaluation process. Competence and
courtesy in handling requests for service are important factors. According to
Jones (1998, p. 112):

“Operating without performance standards can doom a department and its
officers to work in an energy-draining atmosphere full of inconsistency, bickering and
chaos. Operating with performance standards enables supervisors to bring sanity,
fairness and consistency to supervisory tasks, enhance performance levels, and make
promotions, awards and disciplinary actions fair.”

While developing this program, we considered quantitative criteria which
could be measured with number of tasks performed and for the sake of fairness
two separate control areas were factored together. The importance of the control
areas cannot be over emphasized, especially when utilizing the data for inclusion

in the overall performance evaluation process.



“In The Beginning” — The Process to gather Raw Data
All things have a beginning and an end. This is no different. We begin with
the development of the Officers Daily Activity Report and use this report for the
collection of the raw data which will eventually become the “Monthly Productivity
Analysis Report”. The raw data is broken down into two categories also know as
“Control Areas”. Herndon (2004, February 9) states: “Analysis of the cumulative

data serves the agency need to verify individual performance and allows for a balance,
with the employees need to provide input into their own evaluations. True success and
the simplest format in the data collection stage require that the data come from at least
Two (2) Control Areas. One area which the employee has absolutely NO control over

and another area which the employee has TOTAL and ABSOLUTE control over.”

A. The “No Control” area can come from the assignments made by
dispatchers such as: Calls for service, Incident Reports Taken,

Accidents Worked, Alarms and Other Calls.

B. The “Total Control” area comes from those items which only the
Officer has control over such as: Citizen/Violator Contacts,
Citations  Written, Warnings Written, DWI's, Felony and

Misdemeanor Arrests, etc.

The combination of the two control areas creates the ability to reasonably
perform an analysis of the officers activities when gauged against the availability
of time afforded the officer to perform all activities. Kramer (1998, p. 26) states:

“When employees feel their hard work counts for something, they strive to do their best.”



Every agency can make its own assessment of which activities performed
can be placed in which control area. The agency can then design their daily

activity report accordingly. The following is an example of ours filled in:

Police Department

OFFICER’S DAILY REPORT

I. C. Wisdom 1357 03-01-04 51
OFFICER BADGE NO. DATE DISTRICT
4063 12 16758 16800 42 .,
UNIT # SPIKE # ODOMETER READING TOTAL MILES

ouT IN START FINISH
CRIMINAL ARREST
FELONY 0 MISDEMEANOR 2
TRAFFIC ARREST
DWI 0 WARNING 11
MOVING 4 NON-MOVING 2
REPORTS & CALLS
ACCIDENTS 2 INCIDENTS 3 OTHER 6
HOURS SPENT
SCHEDULED
ON-DUTY 10 ON DETAIL: COURT 2

OTHERS LOGGED / NOTES:

1.) Alarm Call 1416 Willow Street — False — Human Error

2.) Alarm Call 1201 Oak Street— False — Mechanical

3.) Traffic Assist — Salem Rd & Prince Street




4.) Road Hazard U. S. Hwy 64 & 65 split — Pipe in Roadway

5.) VIN Assist @ P.D.

6.) Visit with a citizen at the Station

“Criminal Arrests” and “Traffic Arrests/Citations” fulfill the need within the
Total Control area while “Reports & Calls” covers the area of No Control. It is
important that every call or activity have some type of written documentation.
Within our agency, warnings are in writing and miscellaneous other calls
(“Others”) are documented in the narrative area of the daily report. These items
can then be compared with the Dispatch Log to verify that no calls were missed
or dropped by the officer or, heaven forbid (and this surely never happens), that
the officer is not padding his stats by adding activities that never occurred. It is
here that the onus is placed upon the Shift Commander to verify and validate
each Daily Report which is turned in by each of his patrol officers every day.
Although this sounds very time consuming it actually takes only a few seconds to
validate each report submitted.

Assimilation of Data

Under the heading of “Hours Spent”, is where we develop the divisor for
eventual use in the “Monthly Productivity Analysis Spreadsheet” report. It is
developed in the analysis spreadsheet when Total Hours “Scheduled On-Duty”
minus the Total Hours Spent “On Detail” reveals the total number of hours
available for police patrol activities. Once again, this area of the report must be
closely monitored for accuracy and completeness. Standards must be set and

utilized for all patrol officers. The standard for hours “Scheduled On-Duty” will



usually equal forty hours per week, whether on eight or ten hour shifts. This can
equate to between One Hundred Sixty to One Hundred Ninety hours per month,
per officer, of scheduled “On-Duty” time. The standard for hours spent “On
Detail” is a bit more complicated but here consistency is your guide. As long as
the standard is applied uniformly for all patrol officers within the patrol division
then ultimately fair and accurate ratios will be achieved. | define “On Detail” as
any activity which takes the patrol officer away from his/her patrol functions
during his/her scheduled work day. | do not include meal or rest breaks within
this category because all of my personnel are subject to call, to respond while on
these breaks. Now, if an officer is not present for duty on a scheduled work day
because of sick leave, vacation, administrative leave or compensatory time off
then, obviously he/she will not generate a daily report. However, the supervisor
needs to record this time on the officers Monthly Report as “On Detail” because
the officer is not available on his/her scheduled work day. The monthly activity
report which | use breaks out sick time within the “On Detail” columns so | can
track monthly use of sick leave and watch for any signs of possible abuse. The
following is an example of the monthly data sheet that should be kept on each

patrol officer on the shift:

POLICE DEPARTMENT OFFICERS MONTHLY ACTIVITY REPORT

NAME:

MONTH:
Snuffy Markowitz January 2004




BADGE NUMBER:

1423
ACTIVITY:
(Patrol Officer or Sr. Patrol Officer)
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DAY S
DAY 6
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DAY 10 10 10
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DAY 18 10 10 A
DAY 19
DAY 20
DAY 21
DAY 22 60 46 4 10
DAY 23 51 39 2 1 3 10
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DAY 25 10 10
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DAY 29 10 10T
DAY 30 10 10T
DAY 31 61 20 2 10 5T
TOTAL 376 4 8 0 1 11 28 190 30 64

C-Court, T-Training, V-Vacation,

A-Administrative, CT-Compensatory Time Off, D-Dispatcher Relief




The TOTAL row across the bottom of this form contains the data which is
transferred to the Monthly Productivity Analysis Spreadsheet. These totals are

accumulated for every shift officer in the consolidated report.

Monthly Productivity Analysis Spreadsheet

The use of a spreadsheet program (Microsoft Excel is recommended)
allows the supervisor to see, very clearly, areas of interest such as vehicle
mileage, enforcement services, calls for service and sick time usage. It also
provides the manager with a way to study and analyze the information, and to
make comparisons of individual performance averages against the overall shift
average as a whole.

The supervisor should never compare an individual officer's average
against another officer’'s average. All comparisons for individual officers should
be done against the total shift average. Once the consolidated report is
completed each month, it can be used to encourage an officer to bring his
performance level up to the shift average or commend an officer for exceeding
the shift average. Over a period of time, continued high or low performance
levels will be reflected in the Employee Performance Appraisal, and the
supervisor will have the documentation necessary for any sub-standard or
outstanding rating. Likewise, because of the many differences and variables, the
Patrol Division Commander should not attempt to make comparisons between
the different shifts. But should instead, correlate the data for comparisons with

the Division average. Again, the Division Commander will have to consider all the



many variables between the shifts and any specialty sections such as Traffic
Reconstruction, Motorcycle Section or Code Enforcement. This will allow for the
broadest analysis for the entire division as a whole. The following is an example

of a Microsoft Excel Spreadsheet with actual data assimilated.



~ (o] o (a0} ()] o Te] o N~ <t (e 0] (e 0] —_— —_ —_ A N
B 8l R B B Rl & | B] 8 & & & & < o ™~
sl < s| 3| 3| sl sl sl s S| sl S| = = = @© e
[m] [m] [m]
AVERAGE * | =
[e0] N~ < o (9V] o [e)] ~ (e)) o < o o o o o ()]
[ o (qV] (9] Te] Te] AN AN o (90] © Al o ~
COURTHOURS ONDUTY) [ Q] @ ¢l <l = ¢ =l 5 <l 2f g 3 @ !
Vac, Detail, etc. ~ ™
Hours of Sick Time Used - ™ N
o o o o o o o o o o o o o o
({e} (e} (e} (e} © © © © (o] (o] (o] (o] (9] (e}
o o ~ <t <t ()] (o)} [ee] ~ o (4p] N~ o o o (e} Tp]
TOTAL SERVICE CALLS © 0
(o] Tp] (o] o © N~ <t o (o] -~ o <t 0] (o]
OTHER CALLS A B I A A I BN B AN N S o
INCIDENT REPORTS - o - o Dl B B A P2 o
(@] o Te) Te) AN [(o] o o [e0] <t <t Yo @] <
ACCIDENT REPORTS N
o (a2} [0} (o)} N~ © ()] o A N~ o o o o o <t 0
ENFORCEMENT SERVICES N
< (o} (o} (QV] Te] o o Te] (9] » o (V] Yo N
WARNING TICKETS AR I I I B B B A I -
NON MOVING CITATIONS - - T - - A @ ~
MOVING CITATIONS - 0 <
o o o o o o o o ~ (@) o o ~— -
DWI S
MISDMEANOR ARRESTS - N )
~ o <t ~ N Te] ~ ~ o (q\] ~ o o0} (o]
FELONY ARRESTS - i
o [e0] ~ (e)] o] (o)} To] Te] Q] e0] A N~ <t ™
9] N~ o N [(o] < [ap] -~ Al o (0] <t (9\] (40}
MILES DRIVEN ~ Q
14 c c
L e o ol 4 5
m £ 9 < m e S| B el £ s 9 m
w ol o £l o 8 ¢ - Xl £ o = D
o 2o 5 £ 2 9o & 9 = & H £ £ = w
o) © | = c| N = o ) © ) O O >
¢l al > ¥ = m| 2| | L| @] a|l a O - <




Analysis of the Data

Once the data is assimilated on the spreadsheet, several items
immediately stand out in the TOTAL row. Total miles driven by the shift = 7,624;
the total Enforcement Services for the month = 354 Citations, Arrests or
Warnings; Calls for Service = 666, with 48 accidents worked, 310 incidents
reported and 308 other calls for service. A total of 1,920 man-hours were
scheduled, with 1430 devoted to patrol functions. The other 490 hours were
consumed by Sick Leave, Training Time, Court Time and other types of leave or
detail items and assignments.

By looking at the AVERAGE row at the bottom of the sheet and making
comparisons with individual postings in each column, we can tell if the number
for an individual officer is running above or below those average numbers. Then
the AVERAGE Column at the right side of the sheet reflects the individual
officer’'s Ratio for activities performed, compared to the amount of time available
for the officer to perform these activities. This ratio is the foundation through
which managers can determine productivity levels for each individual officer.
Based upon the collection of this type of data since mid 1999, the following ratio

standards form the basis for this system of evaluating productivity:

Substandard Average Ratio - Below .50
Average Ratio - .50 - .65
Above Average Ratio - .66 - .80
Excellent Ratio - .81 - 1.0

Outstanding Ratio - Above 1.0



The development of the formula to achieve the ratios is done simply by
addition, subtraction and division. It amounts to the sum of Enforcement Activities

added to the sum of Calls for Service divided by the Total Hours Worked.

Enforcement Activities 354
Calls for Service +666
Equals a Total of Patrol Activities 1,020
This Total 1,020
Divided by Hours Worked 1,430
Equals a Shift Ratio of 72

To arrive at the “Hours Worked” figure, the total number of hours scheduled to
work has to be established. Then any hours utilized for Court, Details, Training or
Leave (sick or otherwise) is subtracted from that figure. This result then amounts
to the Total Hours Available for Work Activities. The formula related above is the
same for individual officers as it is for the total shift, using individual numbers
across the spreadsheet.

When sufficient data is collected and documented in the Monthly
Productivity Analysis reports (M.P.A.); the monthly reports can be consolidated
into an annual report for submission to the Division Commander and ultimately to
the Chief of Police. As annual reports accumulate, analysis of this information
over longer periods of time (3 to 5 years) will reflect trends and provide insight for

the manager to identify community problems or areas in need of improvement.
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Conclusion

The Criminal Justice Institute, a member of the University of Arkansas
Systems, propagates the development of current, timely and useful information to
improve management, leadership and performance skills of supervisors.
According to Mashburn (1999, p. 3):

Understandably, we are all in agreement that law enforcement organizations do
not condone “quotas” as they are often reported in the media. Rather, each agency does
have certain expected levels of performance that they attempt to monitor officers’
performance by. The key is in developing some realistic measurement devices that will
substantiate that the officer is working and that this work is meaningful to the community.

Mandating specific numbers for performance criteria must be avoided. It is
therefore necessary to understand that through the use of ratios, specific
activities can be critiqued relationally to the number of hours available to perform
those activities. These ratios then become the performance standard by which
productivity may be judged.

Daily reports can accumulate into monthly reports and the data from these
monthly reports can be assimilated into a “Monthly Productivity Analysis
Spreadsheet”. The spreadsheet affords the opportunity to analyze individual
productivity through the use of formulas which provide ratios that relate directly to
an individual officer’s performance. These ratios can be invaluable when used as
documentation for use with both good and poor Personnel Evaluations. As with
most things in the natural world, “The Cream Always Rises to the Top” and as
this program is utilized, the officers themselves will continue to raise the “Bar” to

higher standards.
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