


by Peter Marshall

n an effore w provide municipal officials

with critical information about opera-

tions issues and the tools and innovations
available to facilitate them, we asked Peter
Marshall, Managing Consultant of Municipal
Resources of Pennsylvania, to share with us
some benefits gained through the assessment
of police operations.

Q:  Whyisitimportant to periodically assess
municipal police operations?

A: I believe it is important to periodically
assess or review all major municipal opera-
tions. I think this is especially important
for police operations. [ say chis for a
number of reasons. Police are expected
to deal with a wide variety of situations,
includingviolentencounters. Policeexer-
ciseagreatdeal of discretionand autharity
in handling sicuations. Because of this,
they are especially vulnerable to accusa-
tions of officer misconduct and lawsuits.
To reduce such suits and accusations, itis
important that police departments have
in place clear policies and procedures
to guide officer responses to higher risk
activiries. Many departments do not
have adequate policies and procedures.
Unfortunately, municipal officials, in-
cluding police officials, may not be aware
that their department is deficient. It is
also important that police departments
provide comprehensive training to insure
that policies and procedures are followed
on a day-to-day basis.

Aside from serious liability issues, are
there other reasons for police depart-
ment assesswents?

Definitely, yes. Itis critical in the opera-
tion of a police department, that police
officers be scheduled to effectively respond
to the demands for police services. Each
communiry varies somewhat in the time-
of-day, day-of-week, and monchs-of-year
when demands for police service peale. If
personnel are not properly scheduled to
meet peak demands, the police service is
not as effective as it could be, Schedul-
ing personnel to meet demands is not a
simple matter. When scheduling police,
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the scheduler must not only consider
demands for service, but must also con-
sider police officer morale, health, and
effectiveness. All of these things can be
significantly influenced by the kind of
scheduling thatis practiced. Forexample,
did you know that studies have shown
that the worst type of scheduling for
police officers is short rotating shifts that
rotate backward — that is from afternoon
to night, night to day, etc.? Schedules
with short backward rotations are very
hard on police officers.

Are there other important reasons to
assess police operations?

Police recruitment, hiring, training, and
retention, are the life blood of a good
police department. Ifthese thingsare not
done correctly and the wrong people are
recruited and hired, or the best available
candidate is not promored, the depart-
ment and the municipality suffer. Itcan
take years to correct mistakes in hiring
or promotion. It is also important that
a police department have a meaningful
performance evaluation system. Wichout
agood system, itis difficult to reward good
performance and penalize poor perfor-
mance. A good performance evaluation
system allows a municipality to hold its
employees accountable for theirwork. In
thelong run, there is nothing thatis more
discouraging to a good worker than the
knowledge thar the municipality places
no value on excellentwork, and that poor
performance goes unchallenged.

What partdoes citizen satisfaction play
in all of this?

One mark of a good police department is
how they value citizen input and citizen
sarisfaction. For example, an assessment
should evaluate how cirizen complaints
are handled. Are complaints profession-
ally investigated and honestly dealt with,
or are they given lip service and forgot-
ten? If a police officer violates proper
procedures, what stepsare talken to assure
it does not happen again? Citizen com-
plaints must be handled in a transparent

manner. There should be a clear record
of the complaint, the investigation, and
the result. All municipal services exist
for the citizens, and that understanding
should be an absolute part of the culture
of municipal employment. The munici-
pality has an obligation to insure thar this
message is understood and embraced by ics
employees. This takes rime and training,
but it is worth the effort,

Good police departments don't just
happen. Properly managing the police
function is complexand difficulc. It takes
an in-depth knowledge of the police op-
erations and a clear understanding of cthe
role of police in our sociery. The assess-
mentof municipal operations—es pecially
police operations —is a management tool
that should be used by all municipal of-
ficials responsible for providing effective
municipal services to their citizens,
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| We welcome your comments and

‘ suggestions about this article, as well as

topics of interest for future segments.
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