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From: Kapusta-Pofahl, Karen
Bcc: Charles Myadze (myadzec@gmail.com); Greg Gelembiuk (gwgelemb@wisc.edu); Keith Findley; Kim Jorgensen


(dokithia@gmail.com); Luke Schieve (lschieve@exactsciences.com); Tom Brown (tbrown@ulgm.org); Veronica
Figueroa (veronicaf@unidoswi.org)


Subject: FW: BWC items
Date: Monday, January 4, 2021 12:45:22 PM
Attachments: Stoughton_.docx


BWCs and officer time__.docx
Regarding direct costs for full BWC implementation in MPD.docx
BWCs_package of reforms.docx


Greg requested I provide the committee with the following information (attached) and the following
links. I will attach in Legistar.
 
https://www.nytimes.com/interactive/2016/04/01/us/police-bodycam-video.html


https://www.upturn.org/reports/2017/the-illusion-of-accuracy/
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[bookmark: _GoBack]Material produced by or quoting Seth Stoughton, a police regulatory specialist and consultant for the OIR Report, and Associate Professor at the University of South Carolina School of Law, who is considered one of the foremost experts on BWCs.

https://www.nytimes.com/interactive/2016/04/01/us/police-bodycam-video.html


“Police Body Cameras: What Do You See?”


Three videos, produced by Seth Stoughton, of simulated interactions involving police officers.



https://www.jacksonville.com/news/20180323/body-cameras-tell-truth-right-not-so-fast-professor-warns


Article: "Body cameras tell truth, right? Not so fast, professor warns"


Excerpt:


“As a prosecutor, any time we can have video footage of significant events in a criminal action it’s essential for us,” Chief Assistant State Attorney Mac Heavener said before the training. “The jury essentially becomes a witness to the things that happened.”


But then Seth Stoughton, a University of South Carolina law professor and one of the foremost body camera experts, raised his hand to interject. “Actually, I’m going to spend time this afternoon about why that’s not true.”…


Stoughton came to Jacksonville to show prosecutors some of the limitations and biases of cameras, even as they may increase conviction rates. The cameras are tools, he said, and communities need to be careful before assuming they will act as a panacea. He told the prosecutors they should think about the kind of expert witnesses who can put the camera footage in perspective — technical experts, cognitive psychologists, vision scientists.


“When we’re talking about body-worn cameras as evidence, there are cases where it will help, cases it obviously won’t help, then cases where it looks like it will help but it actually hinders or harms.” He said the cameras could even potentially result in wrongful convictions or acquittals.


Camera footage can actually mislead, he said, making it look like something happened just because of the distortion of the camera or the angle. He showed the prosecutors a series of videos where an officer’s use-of-force might have appeared warranted on footage. Then he showed the same situations from a different angle….


State Attorney Melissa Nelson said introducing regular training sessions was a priority for her first year. The all-staff trainings have included legal writing, forensic science and cold-case investigations.


As part of those trainings, Stoughton urged caution before blindly trusting body-worn camera footage….


It makes sense that cameras would benefit police and prosecutors day to day. The vast majority of arrests and stops aren’t going to lead to accusations of police abuse.


A national survey last year found that “nearly all prosecutors’ offices in jurisdictions” with the cameras have used footage to prosecute private citizens, compared to 8.3 percent of offices that have used them to prosecute police officers.


George Mason University’s Center for Evidence-Based Crime Policy’s report also said prosecutors overwhelmingly support the use of cameras, with a majority saying it would benefit the prosecution more than the defense. The cameras do, prosecutors said, increase their workload and their obligations to release evidence to the defense.


Stoughton praised Nelson for implementing regular training like this. “It’s so important. I may be biased since I’m in the education field, but constantly educating is the dream. The world is always changing. You can’t be complacent because if you ever take your education for granted you’ll get outpaced.


“I think if we jump forward 5 years I think a lot of agencies are going to adopt body-worn cameras, but I think a lot who are adopting them now will not be using them.”


https://www.dailydot.com/irl/police-body-camera-perspective-bias/


“How police body cameras change our perception of right and wrong”


Excerpt:


beneath the hype, experts say, police body cameras may exacerbate an inherent, inescapable bias that stands to have broad consequences for the future of justice in America.


“I started paying attention to the calls for body cameras, and it seemed to me that almost everyone on every side who was calling for body cameras was doing so with more enthusiasms than perhaps was warranted,” Stoughton said. “To say I was skeptical would be putting it lightly.”


Stoughton had heard this tune before: The faults of America’s criminal justice system could be patched up with flashy new gear. In the 1990s, departments across the country installed dash cameras in police cruiser as a way to deal with a rash of accusations about racial profiling. If the Department of Justice’s report on the systemic ways the police department in Ferguson, Missouri, preyed on the city’s African-American population is any indication, the root of the problem ran much deeper than whatever crevasse dash cameras could weed out.


“We can find this pattern, unfortunately, throughout the history of police reform. … [It’s] something that happens in society generally: We all like the next thing,” Stoughton said with a sigh. “Quite frankly, the idea of a simple answer is really attractive. The idea of just slapping cameras on officers and everything will be better is a really, really seductive idea. But unfortunately, it turns out to be, I think, a mistaken one.”







How much does it cost for a police department to implement bodycams? One important component of cost is police officer time – specifically, time officers need to spend reviewing videos, cataloguing videos, tagging videos with meta-data, specifying what needs to be redacted, uploading videos, etc. These are new bodycam-related tasks that officers have to spend administrative time on, reducing time available for patrol and other core policing functions. To maintain the same level of patrol and community policing, additional officers would need to be hired. This is separate from the cost of staff to administer the overall program or specialized tech personnel that need to be hired to carry out technical tasks (e.g., maintaining the video database, performing redaction for open records requests, etc.).


Here is information on time requirements for officers using bodycams, and an estimated very rough total officer time expense for MPD, for full bodycam implementation.
For MPD personnel expenses, I’ll use this data from 2020, posted by the Public Safety Review Committee. https://cityofmadison.com/council/district/districtfiles/district2/documents/Police%20Budget%20Overview.pdf
Total MPD personnel expenses from the adopted budget: $73,588,390
There were 482 sworn officer positions and 116.7 civilian positions. Only sworn officers would be wearing bodycams. 
From the three quantitative sources below, a very rough estimate of additional administrative time that officers would need to spend on new bodycam-related tasks is 45 minutes per 8 hour shift.

So for a very rough estimate of this bodycam expense, I’ll take that proportion of shift time, times the proportion of MPD personnel that are sworn officers, times the total MPD personnel expense.
This comes to ~$5.5 million per year (this is the cost of officer time that would have to be allocated to new bodycam-related administrative tasks). I’ll add the caveat that this is a very rough figure. Much of the command staff would not be wearing bodycams, so the actual expense might be somewhat lower, but overall, this should be in approximately the right ballpark. With bodycam implementation, to retain the same amount of time that Madison officers currently spend on patrol and community policing (given time lost to bodycam administrative tasks) would appear to require hiring, very roughly, an additional 50 police officers.


[bookmark: _GoBack]MPD always already complains it's understaffed for patrol, so it appears there would be enormous pressure to hire quite a lot more officers (since each call for service would require much more administrative time). In recent years, an increased expenditure of time on an average call for service has already been cited by MPD as a reason why increased authorized strength is needed. In addition, our BWC policy imposes additional burdens on officer time beyond those of the average U.S. BWC program (e.g. increased video availability and redaction needs, specification of timepoints in videos for prosecutors, etc.). There are potentially some technical things that could be done to reduce officer administrative time (e.g. tools to facilitate tagging), but it would still remain very substantial, and appears to exceed direct costs of a BWC program.


See below for more detailed info from multiple sources on bodycam-related time.
__________________________________________________________________________


After looking online extensively, I found three decent empirical estimates, along with a bunch of statements/studies providing qualitative info.


Quantitative information from audits


1. Spokane pilot program audit 


https://bja.ojp.gov/sites/g/files/xyckuh186/files/media/document/body-worn-camera-pilot-program-audit.pdf


How much time do you believe wearing the camera added to your work day? (Average)


The majority of officers stated the camera added anywhere from 30 minutes to 1 hour of extra work. The remaining group was divided evenly between adding less than 30 minutes and adding at least 1 hour of work. Twenty five percent of the officers commented that the amount of time added was dependent upon the type of incidents handled and police reports written. If it was necessary for an officer to review a video prior to writing their report it added a significant amount of time to the process.


2. Toronto pilot program audit
https://bja.ojp.gov/sites/g/files/xyckuh186/files/media/document/tps-body-worn-camera-pilot-project-evaluation.pdf


Front-line Officers:


Almost all (93%) of the officers believed that they spent more time on administrative work due to the body-worn camera….


Overall, the officers who wore the cameras during the pilot project estimated that, roughly, they spent an average of 39 minutes each shift classifying and/or reviewing video footage from the cameras….


Supervisors:


…Estimating roughly, most of the staff sergeants thought they spent 10 minutes or fewer each shift reviewing footage from the body-worn cameras. However, all the staff sergeants felt that their officers spent more time on administrative work. 


The sergeants in the pilot estimated that they roughly spent 25 minutes on average per shift reviewing body-worn camera footage….


Investigators and Unit-Complaint Co-ordinators:


In the interviews at the end of the pilot, the investigators who had used body-worn camera videos said that their administrative, investigative, case preparation, and disclosure workload had increased because of the videos…. The investigators estimated roughly that it took 3 to 5 hours a week toward the end of the pilot to review video and confirm what needed redaction; as cases involving body-worn camera video reach court, this time will increase….


3. U.S. Customs and Border Patrol
https://www.cbp.gov/sites/default/files/documents/body-worn-camera-20151112.pdf


Calculations estimate that the officer/agent implementation of BWC technology per shift at a USBP Checkpoint could result in a 8.3% loss in available duty hours.


During the Field Evaluation Phase, average review, catalog and upload times were 30 minutes for every hour of footage recorded. BWC administrative functions can account for 1-2 hours per officer/agent per shift….


[Ancillary note: Most law enforcement departments with BWC programs report that, on average, 2-3 hours of BWC footage is recorded per shift.]





A very rough average across the three quantitative sources (0.5-1 hr Spokane, ~39 minutes Toronto, 1-2 hr CPB) would be ~45 minutes per officer per shift.





Qualitative Information


Video posted by the International Association of Chiefs of Police.
https://www.theiacp.org/perspectives-on-body-worn-cameras


Major Christian Quinn - Fairfax Co (VA) Police Department: 


There's a general notion out there that added technology makes our lives easier - it actually saves us time. But the reality is, when we're sitting on this much data, when we've got this much video to go through, it's actually considerably more labor intensive. It actually draws upon more resources to go through it all. In anticipation of court. To do performance management. To do all the other things we need to do. It's an undertaking both from a time standpoint and a resource standpoint, and a personnel standpoint, to do all that.



A white paper on BWCs by Michael D. White, OJP Diagnostic Center.
https://bja.ojp.gov/sites/g/files/xyckuh186/files/bwc/pdfs/diagnosticcenter_policeofficerbody-worncameras.pdf


Excerpt:


The Mesa report also describes in detail the process and resources required for redacting video footage: 


All public records requests involving on-officer video are forwarded to the officer who produced the video…. When an officer receives the public records video request, the officer is required to review the video in its entirety. The review consists of identifying images and information that should not be released, including NCIC/ACJIS information, personal biographical information, juvenile faces, undercover officers, informants, nudity and other sensitive information as determined by the staff attorney. Any items that need to be redacted are identified by the officer by providing a description and time stamp of the selected images. The request is then forwarded to the MPD Video Services Unit (VSU) for action. (MPD 2013, 10)


This redaction process requires substantial time commitment from the officers, as well as record management and video technician staff. During the Mesa project period, the department received three to four video records requests each month (MPD 2013). If no redaction is necessary, the resource burden is limited to the officer who must review the video (and those who manage the process to release the video). In three cases, redaction was necessary, and each case required about 10 hours to complete the video editing (ibid.). 


The experiences in both Mesa and Phoenix highlight the considerable resources required to manage a body-worn camera project. Commander Michael Kurtenbach of the Phoenix Police Department noted that the project has a “profound” impact on the police department and other outside agencies (White 2013). The Mesa report concluded:


Program management of 50 on-officer body camera systems requires a considerable amount of operational commitment…. These duties will exponentially increase with any expansion of the on-officer body camera program…. Properly managed, the program is an asset to the organization; however, it can also expose the department to increased liability without effective oversight. (MPD 2013, 5–6)





A qualitative inquiry into police officer perceptions of BWCs. Nevena Aksin - Masters Thesis, Department of Criminology, University of Ottowa.
Study in the Toronto Police Department.
https://ruor.uottawa.ca/bitstream/10393/37538/3/Aksin_Nevena_2018_thesis.pdf
Excerpt:

All of the officers reported an increased workload with the use of BWCs. All of the officers, except for one who vocalized his indifference, perceived limited officer availability as a consequence of BWCs. Specifically, the officers expressed frustration with the extra time it took to review, categorize and order video footage. In regards to reviewing the video, the officers felt that they spent more time redacting videos, making notes and completing extra paperwork. 


Way, way more time. Like between the officers themselves, the supervisor, the detective it added hours. (Abel) 


There was one officer at TAVIS that had an hour long video. It took him 3 hours to vet it because it’s not just watching the video - it's making the notes. If you're going to review a 10 minute video it's not going to take you 10 minutes. An hour long discussion with somebody about a criminal matter that ends up being a suspect; that can take a long time to vet. (Jordan) 


But with me and the crew and one of my major issues with body-worn cameras is that we are a very high volume service. We are one of the busiest divisions in Canada. So here is the dilemma: I get involved in a serious incident so I arrest whoever and bring them into the station. Now I have to sit for an hour or two, watch the footage so that everything lines up with my notes so you're potentially adding an hour to two hours of time. Do I think it'll gum up PRU (primary response unit)? Oh yeah. (Matthew) 


With a minor traffic ticket, I’m spending an hour or two in the station just dealing with this paperwork. Why do I have to do this? (Michel) 


There’s so much extra work with the body-camera. And it’s for that 1 percent of the time where it’s like, “Oh that’s great I’m glad I had my body-worn camera.” But 99 percent of the rest of the time I just don’t want to have the body-worn camera right now. I just want to be able to deal with this and be done with it like I used to do. So there is that 96 aggravation and also other officers are like, “My god the guy with the body-worn camera is here. We can’t just do this.” (Damian) 


Jason was the only officer who did not view added paperwork as a consequence: 


Paperwork is sometimes - we have to do it, we have to do it - it's my job. I'm not worried about that. Not a big deal. (Jason) 


The Sergeants expressed frustration with having to categorize the videos: 


So the supervisors would get notified and we had like hundreds of videos that aren’t categorized and then we had to get officers to come in so we’re pulling them off the road to sit for hours, watch their videos, categorize it. And then once that’s done, I’d have to view it just to make sure they’re acting appropriately. (Abel) 


Officers were also required to order their videos for criminal proceedings and investigations which resulted in an increased workload. Well, me personally, I'm in traffic. Yeah, I wouldn't say more paperwork specifically but because of the evidentiary part of it you spend more time ordering those videos and hunting them down. There's code numbers that you need to do in order to get a particular video for court. So yeah that is definitely more time consuming. Especially for the guys in our officer who are writing a lot of tickets. They're spending hours doing stuff like that. (Andrei) 


Finally, supervisors were responsible for reviewing the video footage of their officers in order to ensure professionalism: 


Think of the labour-intensity that a Sergeant a supervisor, reviewing hundreds of clips of mine to see how I am applying the law to everybody. (Jax) 


Every month I had to watch a certain number of officer’s videos. And like I said, I had to watch it in real time so I could be sitting there for like an hour just to make sure they were behaving themselves properly and they weren’t acting inappropriately. And I had to deal with the problems of all the officers. Like I had more access so I had to find theirs. I would literally spend hours sometimes like even just searching for their video and getting it in the right category. (Abel)


A bit of additional info on Toronto.
Toronto Globe and Mail article.
https://www.theglobeandmail.com/news/toronto/toronto-police-seek-approval-for-body-cameras-despite-stiff-costs/article31914678/


Both Mayor John Tory and Chief Mark Saunders said one of the main concerns was the amount of time officers spent dealing with the videos after their shifts – an average of 39 minutes and up to two hours per shift for some officers.


“This is clearly a major, major devotion of police resources to just managing video information and unless you spent a lot more money on a lot more police officers this is going to take away from policing in the community,” Tory said.


Minutes of the Toronto Police Services Board, October 20, 2016, BWC Pilot Program – Request for Funds
http://www.tpsb.ca/component/jdownloads/send/40-body-worn-cameras/538-bwc-pilot-project-request-for-funds


Officers equipped with the cameras spent as much as two hours per shift performing administrative functions. These functions were necessary to upload, classify, and redact the videos. Performing these functions meant that officers were not available on the road to perform their primary mandate. The opportunity cost of an officer performing these administrative duties amounts to as much as $20,000 per officer annually.





Memorandum - City of Lawrence Police Department
https://assets.lawrenceks.org/assets/agendas/ss/2015/07-20-15/pd_PoliceBodyCameras_staff_memo.html
Excerpt:


Reduced Workload Fallacy.  There should be an understanding that as each piece of technology is added to the Department, there is not a corresponding reduction in the personnel hours required to perform a task.  Technology does not always allow officers to accomplish more.  In fact, the opposite is often the case.  Technology ensures for a better work product (best evidence, transparency), but each case takes more time.  Technology should not be seen as a way to do more with the same amount of people, but rather to ensure the people are doing it the best way.  Officers will need additional time to download and review bodycam footage as part of their report writing and submittal process.  The presence of bodycam footage will not lessen the need for the detailed reports that supervision and prosecutors require.  Police supervisors will likely (there isn’t enough time to do so) not be reviewing bodycam footage as part of the normal daily routine to determine if the proper conclusions were reached during an investigation.  Likewise, prosecutors will still base initial charging decisions on the written work product (police reports, affidavits) of officers.  There will be a better work product in the end, but the whole process will be slowed down and less work per officer may be the result.





Worcester Police Department - Body Worn Camera Pilot Program Report
http://www6.worcesterma.gov/WebLink/PDF/ooo1jljskmpk5qiy01upjnlc/4/20200721ccm%20(27).pdf


Other Program Conclusions
The administration of the program was more time-consuming than we expected. The six members of the BWC Unit found it difficult to watch all of the arrest and use of force videos, and still perform their regular duties. There were only three public records requests during the pilot, but this is likely to go up significantly if there is widespread adoption of BWCs. Between training, discovery requests, public records requests, equipment management, and supervision of the officers, BWCs create a significant amount of administrative work.





A phenomenological analysis of BWCs. Paper in Journal of Qualitative Criminal Justice & Criminology. David A. Makin, Washington State University.
https://s3.wp.wsu.edu/uploads/sites/1517/2018/03/Makin-2016-When-the-Watchers-are-Watched.pdf


Excerpt:


…..In an effort to highlight the individual, organizational, and social construction of the BWC, this research takes place in a small agency with 30–40 officers, primarily working patrol…..


Increased Workload. Overwhelmingly, officers reported increasing workload as a primary concern. Primarily, the time taken to tag videos with the appropriate information concerned officers. Officers who were on top of their tagging faced minimal increases in their workload, but if the call queue was elevated for a few days or calls took longer to clear, tagging could backlog, as demonstrated in this excerpt.


More or less, it’s the cases that are going to put you into overtime. But then if you have that added you know, if you have 20 videos you have to tag, and some of them you have to look through a little bit, that could take you a little bit, like an hour overtime. But again, that’s worst case scenario. That’s cases that are going to really tie you up. But on a normal basis, as long as you keep up with it, and do it every day and keep everything tagged every day and not fall behind, it’s not that big a deal. It gets to be a big deal though if you go three days without doing it, and each night you had 20 different videos, and now you have 60 videos.


The compulsive need for some to review recordings for accuracy in their documentation holds the potential to effectively double or triple the amount of time it takes to complete a report. As an officer shares, “Unfortunately, the cameras have not allowed us to decrease detail in written reports or other areas. There seems to be a trend in law enforcement to increase the amount of detail in our documentation, and the body-worn cameras just add to this.”


Recognizing the increased workload, the agency responded by implementing a pilot test of smartphone tagging, allowing officers the ability to tag videos directly from their smartphones, interacting with the AXON device. For those in the pilot, this was an immediate benefit typified by the following statement, “I really do like it when I can use my phone app to do it, because it’s so much easier, so much faster. I mean, it makes a difference between night and day on tagging videos.” Possessing the ability to tag at the scene, live tagging, is something officers discussed as a prominent factor in reducing their workload. 


While smartphone tagging was a response to the increased workload, the volume of information needing to be tagged presented a challenge. This was further complicated by the addition of requests for tagging of specific sections or pieces of information at the request of prosecutors. The following statement summarizes the concerns of many officers: “I think the prosecutor would like certain sections highlighted, like: ‘here’s when we read Miranda, here’s when we did…’ you know?” By the officers’ account, specific tagging requests exceeded the case information to include specific time stamps reflecting more requests for information from various stakeholders. Originally, officers anticipated an increased workload, but few anticipated the introduction of entirely new tasks. Still, they found themselves verifying the accuracy in the report based on the sequence of the video. The following excerpt highlights this specific concern.


I think it [BWC] brought along a whole another slew of issues. Recording laws, and what we’re supposed to be doing, what the department expects us to do, what prosecutors expect us to do, what the law requires us to do, and ultimately how we’re able to work that into our routine. As far as telling people when they’re being recorded. What other things are required to Miranda, that sort of stuff. So it’s just new things that you had to kind of learn and had to work in. Makes a lot of work in some situations too, because I think with some police officers, especially now in a more serious case, where before you were writing everything based off of your notes and your memory, and you’re kind of putting together. When you take notes and you’re memorizing things, those are all things you’re making note of so you can write a better report. So you kind of do that. Well, when you have video, I know for me, well I stopped making note of that stuff, because, well, it’s in the video. I’m going to focus on other things because it’s going to tell the entire story, and I can go back and review that and that’s going to trigger my memory or whatever. But that requires us to look at the video and watch what could be an hour-long section or we’re watching maybe all of our stuff to put together a good report and something we can send over to our prosecutor. So, that can be kind of a headache.


Several officers identified frustration in that their attempts to overcome this workload were stifled. By this, they referred to the availability of the entirety of the incident and explained that they felt writing a detailed report and then tagging the video were a duplication of effort. They believed for lowlevel cases, such as a DUI blood test, they should be able to refer to the video timestamp, instead of explaining what occurred. As an officer remarked,


I’m of the thinking where, ‘you know what, if you want to know what happened, watch the video. I’ll give you a synopsis of everything so you can quickly read it. But if you want the details of what all they said, watch the video, because it’s all in there.’ It’s just doubling up our work.


The final subtheme developed within this global theme of increased workload was unique and unexpected. The implementation of the BWC resulted in some officers noticeably increasing their own workload by verifying the accuracy of what they reported by returning to the video footage. Unlike the subtheme of self-correcting, this specific subtheme speaks to a duplication of effort to verify information because the officers worried a potential inconsistency could exist between the report and the video record.


You know, I don’t want to get anything wrong. I don’t want to miss a small detail, or even contradict something. I mean, that would be the worst thing possible, is I say this happened, but the video shows this, or something like that. That’s just… that would be awful. So I watch my videos from start to finish of the important stuff, so if I have an interview with someone... and we did that a lot before. We were getting recorded statements from people so we’d have their side of the fence from their version, not something that I’m taking notes of or interpreting. I want somebody else to tell the story, so basically what I end up doing instead is kind of a synopsis of everything that happened. But then again, that’s still something we’re going to have to go and watch the video for. I mean, someday it’s going to make the written reports less detailed, but there’re too many people that are opposed to that change right now.





ETICO staffing analysis for College Station Police Department. Doesn’t provide any data, but notes that BWC administrative time needs to be included in patrol officer staffing analysis.
http://wtaw.com/wp-content/uploads/2019/04/CScoun041119cspd.pdf
Excerpt:


The administrative duties listed in Table 4 occur daily for every officer fielded in patrol. The time spent performing these administrative duties is time taken away from the ability to answer calls for service. Thus, each administrative duty increases the need for officers in the Field Operations Bureau. Many of these administrative duties are unavoidable either due to labor agreements or practicality. However, they should be reviewed continuously due to their direct effect on patrol staffing. Now that all officers are using body-worn cameras, the time spent donning and doffing the cameras, along with any additional administrative time to document camera footage, needs to be averaged across all officers and added to the administrative time per shift.





Not directly related to BWCs, but tangentially relevant. The last published Madison Police Department patrol staffing analysis (from 2018). https://cityofmadison.com/police/documents/PatrolWorkload2018.pdf


MPD has been asking for many more officer positions. Part of the reason given is increasing time required per call for service: “While patrol CAD incidents declined from 2017 to 2018, patrol workload (hours of work) increased... So, patrol officers are – in general – spending more time on fewer incidents." 

MPD gives some speculative reasons for the workload increase (e.g., it says the state system for completing electronic traffic crash reports and citations has gotten more time-consuming, etc.).



















[bookmark: _GoBack]Regarding direct costs for full BWC implementation in MPD, a few thoughts….

Some of the elements that would need to be included for an accurate cost estimate: 


*Maintenance costs - warranty 


*BWC replacement cost every 3-5 years 


*The BWCs should include the capabilities noted in the draft policy and committee discussions (e.g., automatic triggering, adequate pre-event recording/buffering, image stabilization, etc.). 


*Costs of docks and mounts (shoulder or head) for officers 


*Cost of smartphones, to be issued to each officer, for in-field tagging of videos 


*Adequate coverage of storage expenses 


*One-time training expense for all officers 


*Adequate personnel for tech and program administration. 


* And an additional non-standard cost that should be included, given the committee’s recommendations so far, would be for a file sharing system, to allow the DA's Office access for the BWC videos.   


Many vendor packages can include warranties (though the warranties included should be of adequate length) and periodic replacement for all cameras. Though if a vendor is used under which cameras are purchased outright, warranty and replacement costs need to be added. Smartphones would not be included in vendor packages. Many police departments with BWC programs note that they initially underestimated storage requirements (not adequately covering that expense) and personnel requirements for program administration. 


Worcester, MA seems to provide a pretty good starting baseline, for a general sense of cost. The Worcester Police Department is very similar in size to MPD (Worcester apparently has 461 officers and Madison has 482).
Here's an article on this: https://www.govtech.com/public-safety/Body-Cameras-Could-Carry-11M-Price-Tag-for-Worcester-Mass.html
and the underlying report: http://www6.worcesterma.gov/WebLink/PDF/ooo1jljskmpk5qiy01upjnlc/4/20200721ccm%20(27).pdf Excerpt: 


The BWC unit had AXON provide 3 different quotes for 3 different packages. Below is an estimate of all 3 quotes, which cover a 5 year period. Currently the WPD has 374 funded police officers, 55 sergeants, 24 lieutenants, and 8 captains, for a total of 461 positions.  


Various packages:
453 Body Camera 2, with Officer Safety Plan 7 software, including 150 Taser 7s. 5 year total: 4.4 million dollars
453 Body Camera 2, 453 Taser 7s with Officer Safety Plan 7. 5 year total: 5. 5 million dollars
453 Body Camera 3, 453 Taser 7s with Officer Safety Plan 7. 5 year total: 5. 7 million  


In addition, the administration of a fully implemented body camera program would require additional personnel. We determined that the program would require one captain or lieutenant, one sergeant, and five patrol officers. The additional personnel would have a total cost of $811, 212 per year, or $4.06 million over 5 years. To make the program run effectively, we recommend department -issued cell phones for all officers. This vastly increases the potential of the body worn cameras in several different areas. Providing department phones to all officers would cost approximately $150,000 a year, or 750, 000 over 5 years. Due to the time spent by patrol officers watching their video, it is likely that additional patrol officers will become necessary, but these estimates do not include their cost.  


Extensive training of the whole department is needed to ensure that the cameras are used to the best of their ability. This would be a one-time cost in the first year of the program.
Officer BWC training OT= $ 56.59/ hour= $ 240, 395
Officials BWC training OT= $ 73. 24/ hour= $ 101, 950
Trainers BWC OT = $ 56.59/ hour = $29, 880
Officer Taser training OT: $ 126, 988
Officials Taser training OT: $ 38, 231
Trainers Taser OT: $ 7920 Total one-time training cost: $545, 364

Total cost over 5 years:
Package 1 + personnel + phones + training = $9. 75 million
Package 2 + personnel + phones + training = $10. 85 million
Package 3 + personnel + phones + training = $11. 05 million 


I’ll note that the inclusion of Tasers in the bundle and Taser training somewhat inflated the cost for Worcester PD. And Worcester PD has somewhat fewer officers than MPD, slightly decreasing the cost. 


Meanwhile, I see a quote for an Axon contract for BWCs in Lewiston, ME listed as a 5 year fee of $663,000 for 80 cameras. https://www.lewistonmaine.gov/ArchiveCenter/ViewFile/Item/4487
Dividing by the number of units and multiplying by the number of MPD officers gives a rough cost of $4 million for the vendor contract (basically in line with the Worcester quotes). I’m only noting Axon here not because I favor Axon (I tend to favor a different vendor), but because it’s pretty standard with large market share, so I’d expect its cost to be reasonably representative.

 


Additional bits of information from different sources, highlighting different issues:

 


https://assets.lawrenceks.org/assets/agendas/ss/2015/07-20-15/pd_PoliceBodyCameras_staff_memo.html
Excerpt: 


Equipment Funding.  The initial cost of the bodycams is not the major expense.  The Department could most likely equip personnel for approximately $150,000.  Depending on options, costs for storage could equal or exceed this figure.  Also, there would need to be approximately an equal amount expended each three to five years for replacement of the bodycams and related equipment.  As realized with the Department’s in-car video system, which at one point failed due to lack of maintenance funds, this is critical. 


[Lawrence has 143 officers]

 


https://www.governing.com/topics/public-justice-safety/gov-body-cameras-chesapeake-virginia.html
Excerpt: 


All uniformed Chesapeake police officers -- about 250 total -- are required to record every encounter with citizens when performing law enforcement-related duties or responding to calls for service. The hours of footage quickly add up. Only six months after expanding the program, Chesapeake police had exceeded their initial data storage capacity that was expected to last at least a year. It’s the expense related to data storage -- not the purchase of the cameras -- that typically ends up being most costly for departments. 


 


https://www.pantagraph.com/news/local/public_safety/watch-now-mclean-county-agencies-mixed-on-use-of-body-cams/article_7d8eca11-4b96-5f02-bb70-4b34078e8842.html
Excerpt: 


The Normal Police Department purchased 76 Panasonic body cameras in 2017 for after their pilot program. The $100,000 purchase for the cameras and hardware did not include the data storage. Last year, the town spent $112,000 to upgrade its server for the police department’s data storage. This includes all videos generated through the police department, including interviews, body camera and dash camera footage. 


[scaling from the size of the Normal Police Department to the size of MPD, this physical server expense would be $710,000.]


 


https://publicsafety.i-pro.com/wp-content/uploads/arbitrator_bwc_data_storage_whitepaper.pdf
Excerpt:

Panasonic. Data Storage: Avoid These Costly Mistakes….
According to a study by the Major Cities Chiefs and Major County Sheriff’s Association, 42.03% of its respondents – made up of law enforcement officials – didn’t know how much data their officers would be generating on a daily basis. Here is a good place to start: Begin with the number of body-worn cameras used daily. Multiply that number by the average number of hours the cameras is used every day [most reports I see indicate 2-3 hours of video per shift], and by the retention time—on average [6 months for video that’s of no special interest, per the draft policy]. 


 


I see that for 350 BWCs in 2018, Phoenix listed a cost for Administrative and IT staff, to specifically oversee the BWC program, of $1,275+ per camera per year (total of $446,250+ per year). 


 


http://file.lacounty.gov/SDSInter/bos/supdocs/140649.pdf
Excerpt: 


To keep costs as low as possible, and officer availability as high as possible, BWC equipped officers must have remote access to the BWC system to tag their footage after each incident in which the BWCs are activated. The technology most frequently used is smartphones, but in some cases, departments have BWCs that are integrated into their computer aided dispatch system (CAD), so they are able to use their in-car mobile data consoles (MDCs) to add the requisite metadata. Without some form of remote connectivity, officers are required to either return to the station after each call or spend time at the end of their shift to view footage and add the metadata. This latter circumstance can result in wasted productivity as officers wait for bandwidth and accrual of overtime pay that increases the cost of the BWC program. Agencies that issued their officers smartphones also realized the added benefit of their connectivity to all of the data systems they need to access to do their job. Using smartphones, they can access those systems without having to return to the station.





While the Committee struggled to come to consensus on whether to recommend for or against BWCs, the Committee was unanimous that BWCs should only be implemented if done so in a context—including pursuant to good policies and procedures and as part of an overall package of reforms—that enhances the potential for desired effects and minimizes the potential for unintended harms as much as possible. Thus, the following should be strict preconditions for implementation of BWCs.


1. MPD has formally adopted the BWC policies recommended by the Body-Worn Camera Feasibility Review Committee with at most minor modifications. Key features of the policy, such as provisions 5a or 8f, must not be substantively altered.


2. A system has been enacted such that, before being provided MPD BWC video, all parties receiving or viewing the BWC video will be informed of the perceptual distortions inherent in BWC video, with an instruction that the viewer should seek to compensate for these perceptual distortions to arrive at valid judgements.[footnoteRef:1] Perceptual distortions that should be specifically referenced include:
a. Artificially reduced perception of intent and potential culpability of the BWC wearer, since they are largely invisible in their own BWC video. This is a type of camera perspective bias. When the camera is focused on something, people tend to assume that is the cause of what they are watching (an effect termed illusory causation). 
b. Exaggerated perception of aggression of subjects interacting with the BWC wearer, given motion and jostling of the BWC on the wearer (an effect termed deceptive intensity).
c. Potential exaggerated perception of the height and size of subjects interacting with the BWC wearer, dependent on the position of the BWC mount (a form of camera perspective bias).
d. Exaggerated perceived intent of movements/actions seen when watching slow motion footage (an effect termed deceptive deliberation). [1:  Elek, J. K., Ware, L. J., & Ratcliff, J. J. (2012). Knowing when the camera lies: Judicial instructions mitigate the camera perspective bias. Legal and Criminological Psychology, 17(1), 123–135.] 



As foremost body camera expert and police regulatory specialist Seth Stoughton notes, viewers should be reminded that we tend to think of video footage as more comprehensive, accurate, and precise than other forms of evidence, while none of those things are necessarily true. [footnoteRef:2]  [2:  Seth Stoughton. 2018. Understanding the Practical Aspects of Interpreting Video Footage. Body-Worn Camera Training and Technical Assistance. Bureau of Justice Assistance.] 



Given ongoing advances in research, experts on cognitive and perceptual biases should periodically be consulted for recommendations on steps that should be taken to best mitigate these biases in judgements based on body camera footage (e.g., specific trainings for prosecutors, etc.), and appropriate actions should be taken, based on these recommendations.


3. The Independent Monitor and Police Civilian Oversight Board are fully operational.


4. The City and MPD has made substantial and sustained progress toward adopting the other reforms recommended by the previous Madison Police Department Policy and Procedure Review Ad Hoc Committee, especially in the areas of Accountability, Use of Force, and Response to Critical Incidents.


5. A file sharing system has been implemented to allow the Dane County District Attorney’s Office access to MPD BWC video for cases referred by MPD for potential criminal charges.


6. The Dane County District Attorney’s Office has formally enacted a policy to review any relevant BWC video before making a charging decision in any case referred by MPD where BWC video is available.


7. The Dane County District Attorney’s Office has firmly committed to reforms sufficient to prevent an overall increase in charging rates and criminalization upon MPD BWC implementation. These may include using more stringent criteria to initiate prosecutions (e.g., adequately asking whether the prosecution in the best interest of the community, etc.), enacting a default of not prosecuting many types of misdemeanors (e.g., progressive prosecutors such as Rachel Rollins, the DA of Suffolk County, have created lists of charges for lesser offenses for which the default is to decline prosecution), and greatly expanding diversion programs.


8. Arrangements have been made for a rigorous, randomized controlled trial as a pilot program, with tracking and analysis of data on key outcomes, and particularly prosecutorial charging rates. A primary use of the trial would be to determine if charging rates and pleading rates are increased, particularly for misdemeanors, for cases in which BWC video is available. If there is any evidence of an increase in charging rates, particularly for misdemeanors, steps of the form indicated in #7, sufficient to fully offset the increase, should be taken before BWC program continuation or more widespread BWC implementation. If expansion of implementation occurs after the pilot program, charging rates should continue to be tracked and analyzed, for cases with and without BWC video, to continue to ascertain if charging rates are increased, and adequate measures should be taken to fully offset any observed increase in charging rates and criminalization. Continued monitoring after the pilot program would be important, since the number of BWCs deployed in a pilot program may not provide sufficient statistical power to detect effects.


9. The Common Council should engage in informed deliberation on whether resources required for BWC implementation would best be allocated to BWC implementation or other competing needs.


[bookmark: _GoBack]If the City, MPD, and the DA’s Office fail to fulfill these preconditions, then the Committee unanimously agrees that BWCs should not be implemented in Madison.




