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SUMMARY

Holyoke's Team Police Project has three primary goals:
1. dimprove police-community rélations, fostering a positive
change in community attitude toward police.
2, dimprove both the effectiveness and the efficiency of police
service delivery to team neighborhoods, and
3. foster greater police job satisfaction and raise police morale
levels by creating a more challenging and rewarding police role.
The 1972 evaluation report has concerned itself primarily with the per~
formances of Team One and Two, Other teams have been in operation for too
short a period of time to allow proper assessment of their activities,
Both Teams One and Two have demonstrated success in achieving two pro-~
ject goals: improved police—~community relations and increased effectiveness

and efficiency of police service delivery.

l. Improved police-~community relations.

Attitude surveys administered to a random sample of Area One and Two res—

idents indicated strong support for the Team Police concepts- residents inter-

viewed stated that they felt more secure (56-59%), were receiving better ser-

vice than under traditional policing, (77-80C%), thought that Team Policing was

a good idea (88-91%), and desired the project to continue (85-91%), The
structural aspect of Team Policing which was most appreciated by Area Cne

and Two residents was police proximity to neighborhood areas: police are

now located in area storefronts and threrefore are able to respond more quickly

to complaint calls,
During the first six months of each team's operation, residents in both

areas recorded similar positive opinions with reference to perceived police
i

|

3 . . B

»

ii
attitudes toward citizens. In 1972, however, Area One residents expressed
a greater percentage of neutral opinions with reference to team attitudes
toward citizens, indicating that some deterioration in community attitudes
had occurred in Area One during the course of the second action year. This
occurance was morevthan likely related to a slight decrease in Team One con-
tact with citizens and in team spirit., This deterioration has occurred as a
result of three separate factors:

1. Changes of personnel on Team One

2. Structural alterations in the team concept, and

3. Problgms in obtaining wage raises, and hence, availability of extra

time for community activities,

Although Team One és a whole still maintains a strong positive image
among Ward One residents, it is evident that Team One must re-examine its role
in the community and work to re-establish itself, particularly among the eld~-
erly citizens of that area. . .

A significant finding was that on most questions, Area Two residents ex~
pressed a greater percentage of positive attitudes toward police than did re-

sidents in Areas Three and Four which did not have team units at that time.

2, Improved effectiveness and efficiency,

Both Team Units One and Two have also made significant progress towards
the improvement in effectiveness and efficiency of police service. At a
time when the city as a whole experienced a slight increase (4.5%) in crime
rate, Area One experienced a decrease of 31% in its crime rate (as measured
by the number of Part I offenses occuring in Area One in 1972 as compared with
1971). Coupled with increases in the number of service calls and disturbance
calls which Team One received in 1972, these data strongly suggest that the

centinued operation of Team Unit One has made significant positive impact on

crime patterns and reporting patterns in that area,
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Due to deficiencies in the departmental rec?rds—keeping system, compare
isons could not be made between nonfteam performance levels. Hence, Team Two
Eerformance has been §ésessed according'%o performance standards established
by Team One in its fifst action year, Comparison of these two teams duriﬁg
their first six months of operation demonstrated similar response times
(approximately two minutes) from receipt of call to police presence at the
scene of the call, similar numbers of calls handled per month by each team
(approximately 250-350 calls per month per team), and similar clearance
rates (number of cases which have been closed by arrest, extradition, or
other police action). Teams One and Two clearance rates for Part T offenses
were significantly better than those of the nation as a whole, (53% for Team
Two, and 4L%% for Team One as compared to a national figure of approximately
20%). The demographic similarity of Areas One and Two, and the similarity of
performance levels of Team One and Two during their first six months of oper-
ations, would tend to indicate that in the future Area Two crime rate figures
will follow the same improved pattern as have Area One figures in 1972, |

Progress towards the third goal of the Team Police project, improved

police job satisfaction and morale lévels, has beeﬁ'more difficult to assess.

1972 was a year of intense controversy within the department, Morale in gen—-
eral within the department was low, as indicated by a 200% rise in the number
of sick days taken per man per month by both Team One and Two members and non-
team personnel. While the Team Two sick rate was almost identical with the
non-team rate, Team One members continued to have a sick rate of only one-
half that of the remainder of the departmeht. This data suggests that al-
though morale decreased slightly in Team One in 1972, Team One members in
general continued to demonstrate higher morale and Jjob satisfaction levels
than othe% department members,

!

Interviews with Team One members confirmed this opinion, Members indi-

cated that!they have continued to feel greater job satisfaction and increased

iv

effectiveness as police officefs due to the team structure, particularly
those facets of the s?ructure encouraging greater independence, individual .
Sfrexibility, police community contact, and reduced rank consciousness,
Following cases to conclusion, greater knowledge of an area and its people,
and team spirit were particularly cited by members as having had a positivs
impact on job satisfaction and morale., Problems with monetary incentives

and increasing departmental control over the team have contributed, however,
to a decrease in satisfaction and morale on Team One in 1972,

Team Two members, on the contrary, expressed lower levels of satisfaction
and morale, largely because personnel tended to share in the negative de-
partmental feelings abgut Team Policing., Members of Team Two could also cite
little difference between traditional policing and Team Policing as it existed
in most areas of the city, and this inability to distinguish between the
two concepts has added to Team Two member skepticism about the need for a
Team Police project.

Because of the ambiguity of most data in this section, one cannot deter-
mine unequivocally whether or not the team structure leads to improved job
satisfaction and morale., Department resentment over the Team Police project
and general dissatisfaction with the police pay scale have seriously distorted

all 1972 measures of job satisfaction and morale. It is significant, however,

that alterations in the team model in 1972 have affected morale on Team One in

-a negative direction. This would tend to support the hypothesis that at

least on Team One, the team structure was a significant determinant of high

levels of satisfaction and morale as recorded in 1971,
" Although Teams One and Two have made significant progress toward two pro-
Ject goals} specifically improvements in community aﬁtitudes toward police

and in the ‘efficiency and effectiveness of police service, the experiment con-

tinues to fgce two major problem areas in 1973,
i
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1. Alterations which have occurred in the team structure in 1972 must be re-
yiéwed in 1973. To a éreat extent, a precinct model of policing, as opposed
to a team model, exis;s in Holyoke at this point in time. Close supervision
by sergeants has vitiated the goal of reducing rank consciousness; centralized
decision-making authority, and failure to adequately define Commanding Officer
responsibilities and team perogatives have greatly reduced the independence
and initiative given to teams. Re-assignment of personnel'in and out of the
four area teams has broken the concept of the *unit" and has seriously hine
dered the development of in-depth knowledge of one area and its people,

Delays in formal training programs have reduced the scape of the generalist/
specialist concept in'Teams Two, Three, and Four which therefore rely heavily
on Detective Bureau personnel to provide investigative backup,

At this point in time city and police édministrators and planners must
clearly decide what form the team model will take in Holyoke and particularly
to what extent centralization will continue to be permitted. \

If a more decentralized team model carmot realistically be achieved,
particularly one which encourages team decision-making authority, the gen-
eralist/specialist concept and permanent personnel assignments to oﬁé area
of the city, planners and officials should be aware that project goals may be
difficult to aphieve,. Although Teams One and Two have to date made substantial
progress toward project goals with reference.to community attitudes and
improved police service to Areas One and Two, future achievements will very
likely be adversely affected by structural alterations. We have aiready
seen the impact of these alterations on Team One morale and on commmity
;ttitudegmeasures in Area One. Team efficiency and effectiveness too, de-

pendent as they are upon group and individual initiative, citizen cooperation

and in-dept knowledge of one community area, will certainly be affected by
|

current practices within the department. .

vi
2. A second major problem facing the Team Police Project in 1973 is the div—
ision which still exists within the department with referenc? to the ?rojact.
To a great extent, resentment with Team Policing has become focused into
opposition to the Master Plan Staff., Rivalries between staff-line functions,
residual resentment with innovative change, and the self-enforced isolation of
the staff have contributed to a continually worsening relationship between
staff personnel and Commanding Officers. As a result, departmental planning
and decision-making is fragmented and time~consuming. Information flow be-
tween staff and line personnel is minimal and not likely to increase.

In summary, the Team Policing experiment in Holyoke has demonstraced
under difficult circumstances its ability to approach several project goalsa
At this point in time however, the department remains severely divided over
the issue of innovative change. Further, a highly centralized team-precinct
operation is developing within the city. Both of these developments are
affecging project goals, and the staff as it currently exists cannot be ex~
pected to significantly improve the situation due to its own poor relation-
ship with both Commanding Officers and most non-ranking personnel. A decen-
tralized planning mechanism is one alternative which could be instituted in
the remaining project period. If during this time, substantial progress has
not been made in 1. repairing the divisions within the department, 2, invol-
ving all levels of department persomnel in the planning, problem identification-
and-resolution process, 3. defining the extent of Commanding Officer and
team perogatives and L, Iinstituting a more decentralized 9team" model within
the city, continued federal or local funding of the program should be ser-
iously questioned, for it is doubtful that progress toward project goals can
be mainta\fmed° The cooperation of department personnel and the establishment
of a more?adequate, but realistically, modified team structure are both nec—

essary if feal and continued progress toward project goals is to be achieved,

1
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I. INTRODUCTION
i

In December 1970, an experiment in police service was initiated in
Ward I of the City of Holyoke, Massachusetts, Since that iime the project,
entitled Team Policing, has been expanded, first to another ward, and then
throughout the city. The project, still considered an experiment, has been
a controversial one in the city; it will be reviewed again by the City Fathers
in the Spring of 197L to determine its effectiveness as a means of police
service delivery to this city of 50,000 people.

This evaluztion report will concern itself with the firét two Team
Police Units; the first has been in operation a little over two years, the
second in operation since August 13, 1972. Although the third and fourth
teams will be mentioned, they have been in operation for too short a period
to allow other than cursory examination.

The report is primarily concerned with: 1. determining the extent to
which the first two teams have achieved the goals of the experiment as
elaborated by police planne}s, what, modifications have occurred, and what ‘
affect they are having upon the teams; and 2. describing to the reader the
general atmosphere with which the experiment has had to contend and which
in many ways has adversely affected the project. This atmosphere haé
clouded the experiment to the extent that it has become impossible to ignore

its affects as one examines the Team Police Concept as it exists in Holyoke.

II, HISTORY OF THE PROJECT

]
A. WHY EXPERIMENT WITH POLICING?

Improving police service has been a subject uppermost in the minds of
public officials in recent years, Rising crime rates and outspoken national
leaders have focused attention upon the issue and forced many in this country
to take a long, hard look at policing.

A further impetus for examining policing as it currently exists came in
the 1960's, when a new kind of policing problem developed: how to deal with
college-aged, middle class youths demonstrating asross the nation and how to

.
deal with the "hot" summers in the nation's ghetto areas. Observers saw that
police, in trying to manage ofttimes violent dissent, provoked greater violence
by their very presence. Time and again violence erupted as communication links
broke between police and demonstrators.

Public officials began to question the wisdom of traditional policing
philosophy, as they saw its limited effectiveness not only in controlling
crime but in dealing with dissent and disorder on the campus and in the ghetto.

As police plamners examined these particular situations, they began to
see a pattern of communication breakdown which extended far beyond police
and dissidents. The Ypolice" as a group had somehow become separated from
the comunity, from average citizens. This was particularly obvious in
minority group areas, where customs and language barriers made understanding
difficult for both police and residents. But, it was also true of other
areas whose contact with police was minimal. No one seemed to undsrstand
what a police officer was ard what he could do and could not do; by the same
token there seemed to be little understanding on the part 6f the police them-

selves of community feelings, needs, or desires., Criticism, just and unjust,

began to fail on police forces across thes country, culminating in Supreme Court
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decisions on policing procedures and individual rignts, and in investigations
sﬁch as the Knapp_and Kent, State hearings,

Why had this separation between police and their communities occurred in
what seemed so short a period? Was it that the police had suddenly becoms
brutal or vsychotic or did the fault lie elsewhere?

As officials examined +he problem, it became more and more obvious
that perhaps the greatest cause of disintegrating police—community relations
was the attitude of police officers in dealing with community disorder, This
attitude stemmed directly from the role perception of police officers, Most
police officers viewed ﬁhemselves, and were expected to view themselves, as
enforcers of law charged ‘with bringing the lawbreaker, the criminal, to
Justice. 1In reality, however, the police officer had to become much more

the
an a law enforcer in the 1960's: he had to maintain order in the community
3

n in s

Sometimes laws were broken because of genuine disagreement over national
attitudes, Sometimes laws were broken because of differences in national
customs. When a Puerto Rican "loiters" and refuses to move, he feels justified
in doing so because "hanging around" the corner is something one does in his
community to participate in the 1life of that community.

If the police officer reacts to such situations in terms of law enforce~
ment alore, he immediately becomes an adversary. Separated from the community
as he already is by the very structure of his job%, he becomes progressively .
more alienated from those with whom he must deal by the very fact that he
views community problems in terms of law enforcement alone. Qrder within the

community in such situations comes to rest on the power to arrest And whe
N . n

* - [ ‘
He dresse; differently, he rides through the community in a cruiser, h
s he

usually meets people under tc in. circumstances

g

Even in non-violent situations, the law enforcement attitude of a
pélice officer may be harmful to police-éommunity relationsg; it may cause
him to react in the same manner tec a law-abiding citizen wholhas failed to
stop for a red light as he might react to someone wbo had committed a much
greater criminal act (they have both, after all, broken a law). Such treat;
ment, however, only serves to antagonize the citizen who feels needlessly
'belittled or insulted, and further sepérates the officer from the people
with whom he deals.

. As officials and citizens began to examine these issues, they éame to
realize that'if the police.role.was thé%ght of primarily as one of conflict
mapagement or maintenanée of commnniﬁy order, with only a small percentage
of its time actually devoted to iaw enforcement (as is actually the case)
it no longer had to confront situations, such as those described above, in

an adversary manner. And, the thinking went, as soon 25 the police began

. this reorientation, the commnity could be expected to make a comparable

shift in its feelings towards the police. Such a’ shift would benefit both

the community and the police.
This kind of thinking, the whole idea of role re-orientation, implied

that more training in conflict management, in understanding different
cultures and customs, in overcoming language barriers, in handling oneself
and others, and in handling non-criminal situations, was necessary in order

for police officers to become effective in attaining their goal of order

maintenance within the community.

As police officials continued to examine the breakdeown of police-community

relations, another cause came to light. Not only was the role description
of police officers and the training for their role outdated and ineffective
in dealing with communities; the very structure of most police departments

often discouraged the development of a relationship of cooperation between

P
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police and communities.. Bureaucratic, militaristic, hidden away in archaic |
. and often prison-like buildings, most police departxhents were not geared to
drawing the average citizen off the street and into the police world in

order that he might grow to better understand that world. Police buildings,
police uniforms, police cruisers are intimidating sights for the average’

person and are usually not sought out unless one is in trouble. Hence it

is not unusual that most citizen contact with police comes in tragic or bother- .

some situations. That is, there is no police structure which allows close
police~community contact in gther then stressful circumstances. ‘
Mechanization and modern police techniques have also centributed their
share to the growing separavtion of the police officer and the pe,opi];e. The
walking beat had allowed friendl:} contact to deveiop , but w:l‘.th the' advent of
the automobile, the advantages in both deployment and speed of motorized
patrols became obnous, and walking beats were drastically curtalled
Thus, the police have become progressn.vely more separated from the com-
xmmity Although in a sense no group of offlc;als is closer to the people |
’ than those who are "there" in time of trouble, in another sense, no groop ig
more isolated from the people than those not giver; the o?portun‘ity to meet
and work with 'oeople in other than confrontation situa.tions. .

This concern over the sSeparation between police and ccmmmity, whether
that community be White, Puerto Rican, or Black, is a very real one today.
For police officials readily admit that good poln.clng is oniy possible with
close communi‘cy cooperation. It is a rare occurrznce when a crime is

committed in the presence of a polioe offio,er. In most instances, the officer
must depend on the cooperative citizen to inform him of t.fouble, 'giw're accurate

information and serve as a witness in court. Just as importantly, when one

. approaches policing from the perspective of order maintenance, one sees that

Cwtw
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‘. ® . : citizens:nust 1ea_ufn‘bto. work cloeely with one‘ another and with police in
‘-ueidentify'j.ng potential trouble s'pots; seﬁting up programs to deter_' crime,
calming down potentially violent eomnmity disturbances, and in general
@ assisting police io keeping the community safe. The best deterran_t to
| crime is the knowledge thet every resident of an area is a potential aseisﬁant
to the police. N | | ‘ v
e In smmary,‘_asl William A. Westley .has written; police planners came to
2 see in recent years that, "...the principal objective of modern ufban
policing should be the maintenance of public order. To achieve this obj ectiv:e
. the police must have the coonera‘b:.on of c:Ltizens s be trained in sk:.lls

'elicitlna such cooperation. and be given a relationsh:.p ’oo the community
which breeds trust and confidence." ‘
It was just these feelings-of mutual trust and confidence between pol:Lce
and tha comnrunlty which seemed to be collapsing in the 1960's. -
There is anothe; side to today's concern with the practice of policing.
® " We have spoken of changing public attitudes with reference to the role a.
police officer must play and the jmportance of providing a s.tructure of
conmunity cocoreration within which this role of order maintenance can be
® , performed. Poiice administrators have also realizeéi that ‘the ciuality of
. police service received by a community depends to a great extent on the
calibre of the individual pblice officer dispensing that service. Hence,
® we have begun *«,o see a drive to attract more qualified persomnel into the
police proi‘ession. As the nature of a policeman's job beccmes more and more
eomplex, as it must in today's world of diverse cultures and situations, it

@ . becomes increasingly important for the policeman to become a professional:

‘ ski'ile'd, trained, competent., with examinations that assure a certain level

of quality.
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‘ But 1f one wishes to attract highly qua]:l.fied personnel, one must assure. = ' g . : And so, police officials and planners began a sear ch for solutions to

¢

‘ : et . | .
 these personnel that the Job will provide challenges, satisfactions, and S - -the problem discussed above:

.

benefits that compare attractively with other proi‘essions. 'The manner in

the separation of police and citizens in
general and more particularly, the breakdown in communication beWeen the

which policing has developed in recent years, however, has hindered its ‘ P police and various segments of society, and the unattractive, unsatlsfylng

ability to ccmpeté successfully with other job's.' job structure into which most patro]men are placed. The solution it was

Specialization has entered poiice departments just as it has entered - K " felt: 1. must embody an attitude and role change which would allow police ,
other realms. A-’Déyton, Ohio, police syllabus describes the sit.ua‘l:,ion as ' Y %o "return to the commumty" w:_thout jeopardizing the obaectmv:.ty of the
follows: , . B ) , , ‘ . officer in mald.ng a necessary arrest (an argument traditionally used for

"Today, police are terribly specialized: they have special units Justifying minimal ppllce-cmmmty contact), 2. would have to provide a

for investigations, traffic control accident investigation,
Juvenile aid,  commmity relations, and a wealth of other special
_activities. Police officers assigned to these specialities rarely
receive adeguate training to become 'book experts' in a technical
sense, but over the years, by working at the one identified task,

P - police structure within Wwhich citizens would be more likely to seek out

police officers in other than crisis situations, and 3. would have to pro-

they gain a fairly high degree of competency in a narrow task area. : vide a job structure which would attract young, qualified people into the
. : Such specialization can be destructive to the development of the 4 ® ‘ police fmfession‘and which would increase the individual responsibility of _

‘initiative of field patrel officers. For examole, if a beat ’ ; ' ’ ‘

officer resronds to a traffic accident where a person is injured, . o . each officer.

in most cities his only responsibility is to aid the sick and
injured; the investigation must be left to the accident
. Investigaticn specialist. The same is true of a great number : .
~of situations; for example, if. a minor crime is encountered, o o have developed in recent years.
the detective is calied in to 1nvesmgate and the beat officer '
goes back on patrol. :

These, then, are some of the basic goals of projects in policing which

With police =2gencies constantly trying to recrwt and wtilize - ‘ ' by
college tv‘alned men, this type of organizational structure does . ) : '
not allow a mature and responsible individral to exercise @
- initiative., Few college gra‘duates would find it attractive,
as a Job opportunity, to ride arocund in a marked automobile
all day being sesen, but not being allowed to follow through
on any particular case. -.nd when this occurs, the beat patrol
officer cannot be held resnon51ole for what happens on his
beat for all he does is take reporis, he doesn't 1n’est1gate e
- or participate in like matters.”

The frustrations on the part of the beat patrolman in such instances
are understandably great. 7o attract high calibre personnel, and to keep
. these personnel performing at high levels of quality, the policeman's job ‘ , )

had to be altered..



° . B. THE IMMEDIATE PROBLEM.

=11

!
One such projeét was begun in Holyoke, Massachusetis, in December 1970.

Holyoke, ihe "Paper City", is typical of many New Fngland cities. Reaching
ips Zenith at the‘tufn of fhe.century whén its mills were providing paper

and cloth for the nation, Holyﬁke is now fighting to hbid on to the remainder
of its industfial base «id to cope with the multi-faceted problems of oldef
cities: .tenemenf housing, suburban sprawl and a concommitant decay of tﬁe
Central Business Dis£rict, a décliﬁing totél population (f?om Sh;ShO in 1960 -
to 50;112 in 1970, according to’U..S. Census figures), and a populace

changing from middle and upper low income white to lower inceme néndwhite.

- The overall ratio of'minorities, however, is relatively low when compared to

most urban areas (in 1970, Black and Puerto Rican minorities accotnted for
only 8% of the city's total population).

As is usually the case, however, most minority residents are located in

. one area of the city, Wards 1 and 2, (See table 2-I, Team Areas One and Two)

which contains 204 of the.city's total population, but almost 60% of its.
Black and Puerto Rican minorities. Living condiniqns are poor in this area;
almost one qua?ter of the families in these wards have incomes below the
poverty level. ‘Recently, minority residents have begun to locate themseives
in a deteriorating area to the west of Ward 2 and south of %ﬁé CBD (part of Team
Area Four on . Table 2-I). _Policé-community relations in each ¥ these |
areas are potentially' the worst in the city.

Holyoke has taken nositive steps to deal with these problems. The first
step was H&lyuke's receipt of Model Cities [unds in 1969 to develop a

Model Neighborhood in ‘Ward 1. Approximately 1/10 of the city's population

- of 50;000 people occupy this area. The ward population is approximately 20%

Puerto Rican, 10% Black, and the remainder French, Polish, and Irish families

who had originally settled the area and.who, within recent years, had begun



. - Table 2-I, SELECTED DEMOGRAPHIC CHARACTERISTICS OF THE GITY OF HOLYOKE & TEAM ARFAS

BASED ON 1970 CENSUS INFORMATION #

_ Cheracteristics - | Areal Area 2 Area 3 | Area L City
 Total Population L,666 | I1,184 : , 31,04l ' v10,218 B 50,112
# o g # % # % 4 % # %
Black ] b0 9 223 5 | 200 .7 | emy 3 1127 2
Puerto Rican | 893 19 287 (A TS S | .5 1496 3

White | 3338 72 | 3664 88 30730 99 | 9856 9% | L2 95

Income Below - : : ‘ : '
Poverty.Level . " ; : - '
(Families) 235 22 k6 25 L06 .5 h32 17 | 1319 11

12~

‘Average Family | - » . .
. . . $8,189 . , $6,5421 $12,353 $7,606 $9,963
Income o R ‘

# All data 1s based on Census Tract Divisions and hence is slightly inaccurate but serves for purposes of
“description and comparison. Area 1 corresponds exactly with Tract 811l. Area 2 has been equated with Tract
8115, but is in reality larger (including the Springdale-Ingleside Area of the City). Area 3 has been equated
with Tracts 8118, 8119, 8120, and 8121, but is smaller by approximately 2300 people, most of whom live in the

: Springdale-Ingleside section of Area 2; the remainder are added to Area L. Hence, Area l (Tract 8116 and 8117)
is larger than it appears. :

## Rounded off to the nearest percents,

' N . o ! - ‘
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Their uneasiness was reflected 1n a 1ist of neighborhood needs whlch

~Was drawn up by the c1t1zen body govnrning the Model Cltles Program. A
specific request was made that Model Cities planners develop a project
which would bring back a "sense of securlty to the neighborhood.

This was in 1969. The summer of 1970 brought special impetus-oo police
planners in the city fo provide an answer for this request. iThat summer, one
‘ police officer was stabbed, another narrowlylmissed a skull fracture from a

tossed flowerpot, a third was shot in fhe etomach. .Although ne major riots
occurred, near riots were a constant. threat to order aﬁd stability.

‘The city government's reaotion to .this situation was to autoorize
Pplanning for a Mode1‘Cities-polioe p;oject to.eaSe the tepsion'in the oity.
The plan decided upon was an elaboration of the "Team Policing" concept
which had begun in Aberdeen, Scotland, shortly after World War IT and had
spread to a handful of cities in this country. The project was to be funded
with Model Cities-HUD monies, with Ward I serving as the experimental area
" and Ward 2, its demographie twin, serving as a control. Ward 2 would receive
police service delivery in a tradifional manner; Ward 1 would have its own
Team Police Unit. ?1anners envisioned that if Team‘Unit One ooul& prove a
suceess in the'tense sitnation into which it was thrown, the team concept
could be expanded to another area and eventually throughout the city as the

means of police service delivery.

D

1= i

C. THE TEAM APPROACH - -
1. Goals ‘ | .

Holyoke's plan is perhaps the moet far-¥eaching of any team police
experiment in the country, for it encompasses most goals which other depart-
ments have attempted to cope wlth in a piecemeal fashion.

The goals of the

Holyoke Team Police Project are as follows:

I. Improve police-communitj relations, repairing the.breakdown in

communications which has occurred between police and citizens.

° ' i
;.» oevelop a means of policing better equipped po deal with the
cultural and language'barriers which separate police frop minority
groups or foreign lapguage citizens.
S. foster a positive change in community attitude toward police

4ndividually and toward the police institution.

'@¢. increase cooperation between the community and police.

II. Develop a more satisfactory role conception and joo description to
govern the peeformanoe of police officers, one which allaws for both

responsiveness to and greater responsibility for community problems.

a. change in a positive manner the role conception of police in
ofder that they may come to view their roles as more self-motivated
and self-directed,‘affording more responsibility and authority in

- decision making. |
b. change the job desc*iption of police officers by developing a
generalist/speclalist approach to pollce service delivery.

c. foster greater job satisfaction by creating a more challenging

B

and rewarding police role.
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IIT. Improve both the effectiveness and efficiency of police service

--delivery to a neighborhood.

-

_ &, reduce the cost of service delivery

b.' increase the sense of security in the community

2. The Team Police Model .

Holyoke Pclice planners developed broad guidelines to accomplish these
goals, guidelines which were to be elaborated upon and refined by team |
members themselves. This generzal structure has been most adequately described
in a previoﬁs évaluaticn report ﬁrepared by John Angell; RayﬁGalvin, and

Michael O'Neill. :

4

"The police operation that was implemented in Ward I was to be
relatively independent of control from the normal command
hierarchy of the Holyoke Police Department. A team of officers
was assigned to the arez and given the responsibility of
providing police service in the area. The precise goals they
were to pursue and the methods that would be utilized were
left to the team. In arriving ai the definition of the

goals and the procedures that the police would be using, the
officers were recuired td work closely with members of the
community and their organizations. The team structure and
" operations were to be very flexible, insofar as possible
providing the kind of police service that the peovle of

Ward I wanted. The team model was .to have the following
characteristics: ’

1. Police operations in Ward I were to be decentralized with
the police officers working out of a local storefront rather
than the central station. o

2. The team was to be given tidauthority to make decisions
. concerning their goals, procedures{ MLy assignments, training
needs, etc. Such authority was not3gfﬁgn to regular patrol
officers. :

3. Traditional formal supervisory assignments were to be
suspended in favor of situational, informal arrangements.

t 1Y

-
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L. The concept of autocratic supervision was to be dropped
and democratic methods of decision-making within t@e-Team Area
were implemented.: Rank consciousness was to be ellmlgated and
each man given an equal vote regardless of former.pollce rank,
not only on administrative procedures, bup on policy matters
and discipiinary matters as well.

8. The community was to be involved in policy-making,
conflict resolution, selection and training of personnel,
and in decision-making, through periodic meetings between
the Team and two citizen bodies, the Community Relations
Council and the Crime and Delinguency Task Force.

6. Centrally located staff services and investigative
support units could be called upon by the Team:and 1ts

nembers,

7. Team members would Se taken out of traditional'
wniform and put in readily identifiable outfits of their own.
choosing that would not carry militaristic or repressive,

. eonnotations.

8. Salaried civilian aides wowld be recruited from the
neighborhood to act as liaisons and interpretors for police
and foreign languszge residents. Their know?edge §nd undet~
standing of the area would provide an important link between
police and area residents. . ~

9. A task-oriented work team would replace traditional
preventive patrols and the responsibility for the performance
of tasks would be shared by all members of the team.

10, All officers would function as general;s?s, assuming
responsibility for the investigation of all_cr}mlnal matters
coming to their attention., Department specialists would be
eliminated from the area except as requested by the team.

11. To increase the overall effectiveness of the team, each
officer would be trained as a specialist in 2 field such as
fingerprinting or photcgraphy.

12. Provisiens would be made to provide each officer w%th
jnereased skills in addressing the widest possible rafge of
police problems, particularly in the sensitive area cif
conflict management. :
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¢ ‘ 3. Assumptions

) ] ‘
Jn implementing this- type of program several assumptions were made by

Holyoke's Police Planners.

POLICE-COMMUNITY RELATIONS

'Ih the area of improving police-community relations in general, and

- police-minority relations in particular, it was assumed that in order for

residents to meaningfully relate te police, pelice had to develop a community

structure and a role toward which residents could relate. The agsumption was

made that the'isoleticn of police from the general pepulace was én large part
due to the role they had teaditienally-played {(1aw énforcer), the ofttimes
authoritarian bearing and attitude of police officers, the imposiﬁg:aimoephefe
of most police statiqne and the simple fact that the average citizen has
little or no contact with police officers in other than stressful situations.
| furthermore, rlanners recognized that within the city there were several
smaller communities, each with its own policing provlems and needs. Inceeasing
police familiarity with a speeific neighborhoed area and its problems, would
produce improved police~community relations in the area. B§ eetablishing a
neighborhood police team? permanently assigned to an area and working out of
an informal setting (the storefront), natural and easy lines of communication -
and understanding could be opened between police and neighborhood residents.
Using neighborhood eides for translation and iiasion purposes would facilitate
the breakiné down of barriers between minority groups and police and would
assist minerity residents in entering fhe police force. | |

It was above ail assumed that the community's input into policing should
be areital and intimete one, not only in terms of providing witnesses and
infermation, but also in terms of defining those areas towards which limited

police resources should be directed. Further, it was hypothesized that by

Lo ]

2

‘of action in potentially violent situations.’

~18-— o

- shifting part of the respon51bility for order maintenance to community residents
themselves, community support*could be enlisted in developlng alternative courses
Hence, the program envisioned
community bodies, rﬁade up of a cross section of area reLeide'nts , Which woul'd
asgist the eeam in developing and clerifying the bread guidelines and policies
which planners presented to the team. Through such bodies, area residents
would z2lso learn to understand,the policeman's dutiesland perspective.

It was assumed that in order to accomplish these ends, the police officer

-wouid have to view himself differently; he must understand 'that his primary

 4ask is the nana*erent of cormunity conflict and not simply law enforcement

and he must be provided with skills and techniques for 1nterven1ng in or pre-

A deeper awareness of community
‘ 4

styles and custcms had to be developed by each officer -in order to prevent

venting the development of community crises.

senseless confrontations.:

These goals were to be accomplished not only by intensive training pro-

'grams; but by 2llowing the team to alter its appearance in such a way as to

facilitete closer police-resident contact. It was believed that the traditional

uniform, with its militaristic appearance, contributed to bo?h citizen unwi&i-
ingness to socialize with police,‘and the authoritarian attitude of most police

officers when dealing with citizens: A less traditional blazer uniform would,

i+ was believed, ccntribute to the rgpprochment of the officer and the community.




ROLE CONCEPTION AND JOB DESCRIPTION OF POLICE

: Tfraditionally, tﬁ; Chief of Poliee~is the only peeson held accountable

for the condition of community relations, police services, and crime control

in the city. The specialized and divided functions of police personnel pre-
;ent the fixing of accountability at lower levels of performance, for‘iﬁ one
criminal case or in one area, any numbe: of specialized bureaus might contiibute
_to the resolution of a problem, Holycke's planners assumed that specialization
as it ¢turrently exists not only hinders individual acCountability (and hence .
stifles an important source of motivation); it also negates any opportunity

ipr officers to become intﬁnatelyiknowledgeable'about an area of %he city and
is é-prime source of frustration for the beat patrolman. o

Further, it was assumed that a police officer, deprived of a meaningful
fole in the life of the community, lacking a positive self-image, hemmed in
by hierarchical structures of respoosibility and limited opportunity for
. personal initiative, would be dissatisfied with his»job and could not be
expected to function responsibly or provide the kind of police service tﬁe times
demand.

Planners assumed that if patrolmen werse given the qpporfuhity.to become
generalists, investigeting to conclusion all calis to which they responded,
officers would; over a period of time, begin to view their pfofessional'police
roles as more self-motivated and would assume more authority in'thetdecision—
making process. Reducing rank consciousnees and increasing democratic decision-
making would facilitate this process. Greater individual and group responsibility
would serve to develop a more chellenéing police role which would prove more

satisfying to participating officers. Morale level would also increase es Jjob

satisfaction and team spirit grew.

{

This cbanae in iob d85cription would attract more qualified personnel

‘in the future and would 4dmprove the productivitv ~f men currently on the _:)

force by providing not only a more challenoina Job structure but by

as the
offering greater rewards tc officers: salaries could be increased

cost of service delivery was reduced

It was also assumed thzt by allow1ng interested patrolmen to become

specialists in certain fields, team capabilities and individual job

satisfaction would be increased.

TRVICE DEIIVERY

EFFECTIVENESSAAND ErEICIfNCZ oF POLICJ.S

if achieved, would

It was assumed by planners that the above goalsy

% unity.
contribute to the ultimate goal of more effective police service to the corm

.A higher level,of police morale and jdb satisfaction would manifest itself in

the increased oroduct1v1uy of 1ﬂd1v1dLal officers.

- The team, in bringinz together the talents of a numper of generalist/
b4 =1 = a

. y
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] | 2 greater
expeditious and successful manner. A g

handle cases in a more complete,

] juel st of
number of cases would be handled than in the past, thus reducing the cos

i i wenth down
rendering these services. - And as the cost of delivering services

avinzs to the city would bring increased dollar returns

and the quality up, =

to the department and the taxpayer.

. . to ’
' By reducing the priority of preventive patrol and allowing the team

' p A ' , .‘ 3 ’ dd nave

13 ions would
greater flexibility in dealing with problem areas, and police orerations

: e eliminated in
become more effective. That 1s, arbitrary priorities would b

der that the team and community could establish meaningful priorities for
order

their particular neighborhood
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It was further as;pmed that becagse of‘the increased level of pglice
service and because of;the proximity of police to their neighborhood, residents
would feel more at ease in their homes. More concentrated police personnel

plus added community input and cooperation would result in higher clearance

rates, shorter response times, and improved crime control.

" 1. Organization of the Team.

.' D. SINOPSES OF FIRST js__c'rxou YEAR (DECEMBER 1970 - FEBRUARY 1972).

] .
- The Holycke Police Department conducted an intensive education program
before requesting volunteers for its first team policing unit. Thirty percent

of the force was ordered to gttend sevéral weekend‘training sessions on the

Team Police concept and from this group twenty five men volunteered to become

 part of the team. Of these, fourteen were selected largely on the basis of

senjority and experience.

i gﬁ

e R e
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Training of team volunteers consisted of two approaches: 1. formal sessions

#nd 2, site visitations. . The formal training sessions cpnsisted of courses
taﬁght at Holyoke Community College.and_covered three major areas: ‘Elements
of Crime in Relation to Massachusetts Statutes; Investigapion and Interrogation;
Intefviewihg and Report Writing and special céurses in Fingerprinting, '

Photography and Laboratory Sciences. Between October 1970 and June 1971 con-

" sultants and team members also conducted seminars relating to team policing

theory and organization, decisionfmaking'in a democratic setting, management
problems, records keeping; developing communica%ions systemg;;and various
other topics. ' ‘Short ;eminars on conflict management, inter~per$ona1
situations and common behavioral patterns were also given. Varlous action
altern#tives available to police were reviewed in order to‘help officers
develop 2 better way in which to handle domestic and street problems.

.Site visitations were afranged to‘alloﬁ team members to visit other
cities with innovative police programs that faced problems similar to Holyoke.

As.the first year's evaluation report states, '"Overall the primary
emphasis of the (training) program was in the participatory process rather
than the specifics. The officers had to learn to assume authority and

participate in decision-making about their own jobs and the management of thelr

own affairs.”

.
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.‘ For a two month périod sessions were conducted oh an oveftime basis on - o . 2. Evaluation - ._ ‘
wéekends to allow the team to prepare for. implementation. Galvin, Angell j & : ' q
- ‘ The first year's evaluation report termed Team Policing in Holyoke a

and 0'Neill describe these sessions: |
. "qualified success." Within the area of community attitude, there was a

. '"The officers were told they would be responsible for the e change in a positive direction as measured by: 1. a community attitude
success or the failure of the project. They were encouvraged to ' o o .o ; ‘ .

learn and use the informal system. . They then proceeded %o , , " survey administered on a pre- and post-test basis in both the experimental
identify problems, establish priorities among the problems, and . . : ,

appoint three end four member committees to study the problems = ' o -and control areas, and directed toward eliciting citizen opinions on perceived
and make recommendations back to the entire team. One committee ’ )

worked on communications, another on equipment, a third on IR < - attitudes of police, citizen willingness to help police, and the quality of

relationships with the rest of the police department and a fourth

on community relations.... . policing in the area; 2. a clientele attitude survey administered to a

The Team agreed to reduce rank consciousness among members | . random selection of people who had .called for police services in both Wards
to as low a level as possible. While it was the consensus of the _ o ‘ R i ;
team that the Project Director, who was z captain, could overrule ‘ o .. 1 and 2 during the course of the action year, and directed toward eliciting
- a decision at anytime, everyone was to be involved in decision- , ‘ . _ ' )
making related to the management of the program, and ‘'a consensus ' » ' - client opinions on police response time ard desire to do a good job; and
was to rule unless the czptain felt that the implementation of a '
group decision would <everply demage the team, department, or - 3. group interviews with key people in the community directed toward
a citizen.™ o , ‘ : : : . | ,
’ , : . ) ‘ ~ eliciting opinions on Team Policing and police service delivery in general.
Team meetings were to be held twice monthly in order to facilitate group _ ) - ‘ Although these measurses indicated a positive attitude change toward
.décision—making. The chalrman could be challenged every six months and , <o police on the part of citizens in Ward 1, the evaluators did caution that .
new elections held. Personnel work ‘'schedules, disciplinary problems-, polﬁ'.cy @ - publicity about the team, which ran.for the course 6f the exper:ixﬁental and
making decisions, and rules and procedures were discussed at these meetings. . - testing situation, might very likely have influenced public opinion about
Community residents were allowed to attend to offer suggestions and advice. : the team. Ward 2 residents expressed a significant negative attitude change
A seventeen member Crime and Delinquency Task Force and a nine member A ~ toward police service in their ward, when one would have expected no change
Community Relations Council (six community residents and three police repre- . ) — in attitude ('since police service had not changed). This fact would tend to
sentatives) alsc linked neighborhood residents with the team. ‘ - , smpport the hypothesis that publicity had played some role in the attitude
‘On December 13, 1970, Team Unit One began operations in a storefront - @ changes, positive and negatlve.
which members had rennovated themselves., In addition to the fourteen patrol- 1 . Within the area of job satisfaction and morale, interviews with team
men and one captain on the team, four Community Service Officers. selected | Lo . members elicited strong positive responses toward community involvement and
‘ from neighborhood minority groups, were employed to work with the team., ® - ~ cooperation and toward the team's organizational structure, although responses
' S . ' to the latter were not so unequlvur'al Men preferred being allowed to work at
. [

R
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- ‘reported the following results:

their own pace without constant sunervision by a sergeant. Almost all
enjoyed the freedom to foilow cases through to conclusion. Men did decide
however, (in a team meetlng) that one man on each shift would be given
authority to "resolve disputes and ‘to redirect team energies when needed,"
Mcn organized projects within Ward I such as dances and sports events, enjoyed
the recognition they received in the press and from individual citizens, and
felt that their work was more pleasant and easier than traditional policing;
The team's sick 1eave record was lower than that of the remainder of the
department, another indicator of high morale and Job satisfaction.

Although team morale was, in general excellent one problem area whlch
evaluators saw was the need to prov1de additional compensation to team
members who no longer had enough time to take part-time jobs, This issue,
as we shall see, has not been solved. ‘ |

In the area of effective and efficient police-service deiivery, evaluators
a six man panel composed »f police administerators
from across the country found that "the team concept obv1ously contributed to

the improvement of police service in Holyoke and even though the teams's publlc

relations were important to them, there was nothing to suggest a deterioration

of their performance in the area of crime control because of ;his stance.

' Indeed, the contrary seemed more likely. "

Because of the inadequacy of the records keeping system within the
department, no before-and-after comparisons could be made in evaluating

team workload, response time or clearance rates. Instead, evaluators chose

three days at random from each month of the project period and examined all

team and Ward 2 case reports for those days. Analysis showed that the average
monthly caseload per team member was approximately twice that of the remaining
101 members of the department, inclnding Bureau personnel '

No other analysis

of police records could be made.

-

)

" which officers should demonstrate.

26—

Based on this information, evaluators felt that team policing in Holyoke

_-could be declared«a qualified success in the areas of improved police-community

‘relations, police morale and job satisfaction.

Data collecteo in another area, that of police attitude change, was more
ambiguous.' It was assumed that the team structure, training and increased
community contact would result in a change in fhe working personality of team
members. Therefore; a battery of psychological instruments was administered
"to the team and to a control group eelected at random from the remaining non-
- team patrolmen,'both in the pre- and post-~test periods of the action year.

Evaluators indicated that results for both police role orientation and
auvthoritarian festslwere questionable becauSe'of fhe lack’of‘insularity in
experimental design;vthaﬂ is,-neithef the team nor fhe control group could be
shielded from the publiclty or increaeed status of team members, nor from

knowledce of the aims of the experiment. ‘All of these factors, no doubt,
aﬁfected police officers' perceptions of the "proper" role and attitudes

Results of the pre-tests show ahat team members initially saw themselves
as "social agents", holding the department's secvice functions in as mich
esteem as its law enforcement activities as compared to the control group
which viewed themeelyes as "crime fighters", minimizing the importance of
non-criminal police functions. Team members also showed themselves less apt
'co-be authoritarian, less concerned with power and "toughness", more liberal,
more able to tolerate vagueness and make decisions under conditions of un-
cerfainty,‘and less prejudiced toward outgroups than the control group.

The'results of the second administration of the attitude surveys, however,
did not present such a clear cut picture. First, as the 1971 evaluators
pointed out, the control sample appeared to have oeen contaminated during the

. course of the project, thus eliminating the possibility of valid comparisons.
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, - , ; . ' : o “ ‘ sior difficulty which definitely conditions t}.le :
. Second, the recorded changes in the Team Police Unit officers' scores. did not , ‘ 4 teaﬁlghgbi—?_gigdsﬁ:g;ses i tha{ o 1nte'r-organizatiogal‘ conflict.
. : : : , ) : . - R v i S an
_a)l point to an unequiwocal conclusion. All indices of change were very —> L _ » . _If the Team Police U{D{t’ firtf'he m°m;2:%igi§agiyv$i:§ t.;e rest of
' : A . 4ndependent entity, its relations... r ; : ed.
weak, barely reaching significance levels oni only four of the seven instru- © * the police deparment,lhlivedat &milslebagzt?2Vz§:]i-gn:tra§ach rotp
. . . " This by no means 1s sole vy due - - { nherent
ments used.# Ethnocentrism of team members decreased slightly and activism . . ..contributed to the problem, ir;ld f‘hixe'i;:p:;’inzaiggiiczh:os related
Co v  4n social change. However, the 1nter=urs ctudy.
(willingness to intervene in other than arrest situations) increased. Formalism o e : to this project was so monumental that it needs fur‘;her i Zoncent )
' ~ ‘ ‘ . . The consultants do not feel that the problem items rom PR
" also increased as did tolerance of ambiguity, indicating possible dissatisfaction * but once again, proving it is another matter. *
with the democratic model within the team. Control responses however, also . ‘ ] . - -
' " ' ' o ’ ' 3 " fThe two problem areas menticned by Galvin, Angell and O'Neill, the in-
‘shifted in similar directions and hence, no conclusions could be drawn from | S « ‘ S ' i
; | ' ’ , . « " adequacy of department record-keeping and intra—dgaparment'al conflict, have
this data. ’ oo L . ‘ 3 i ' : '

. _continued into 1972. Their eéffects on the evaluation of the Team Police

The evaluators con¢lude their 1971 report with the following paragraphs.

Th : N
. . ' 2 L l;moject in Holyoke will be. discussed in following sections of this report.
‘Thése paragraphs will be quoted in full, for they have a direct bearing on . ~ - E ‘

the evaluation of the second action year:
; . ; .
#"The bulk of the evidence certainly supports the concept as s '
‘ & viable approach to urban policing. - Measures of community opinion - i 3 ‘
indicate that the public served by the team are generally pleased : '
with its performance. The officers. assigned to the unit seem to -
be better motivated toward their jobs, and while it is still )
uncertain whether the internal mechanisms governing the operation
of the team are functioning in the desired manner, the team seems :
to have survived the uncertainties and is maintaining an accepted )
level of administrative efficiency. A panel of police professionals
found promise in the generalist approach to line operations '
espoused by this organizational form. There can be very little
doubt that police service has markedly improved in Ward I since
the inception of Team Policing. ’

On the other hand, there are one or two naggzing vproblems
that dissuade the consultants from offering a completely favor=
able report. Primary among these is our inability to compare the
activity of the team ver'sus the police activity carried out in
the area prior to the introduction of the team and further, our R
4nability to compare the workload statistics of team members and .. @
other police officers. As has been noted earlier in this report, b

_this shortcoming is entirely due to a lack of useful departmental :
activity data. ;

. # Activity scale and formalism scale, -(police role crientation survey ' ‘ ‘ , ' ‘ ) -
developed by the evaluators), general authoritarianism (California F Scale, ) .
Form L45), conservatism (California PEC Scale, Form hS), ethnocentrism (California' ®

E Scale suggested final form),'tolerance' of ambiguity (Budner Total of b

e
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: geneity of crime problems and demographlc characterlstics.

" totally residential and middle to upper.middle class.

~ Team Three of twenty~one patrolmen, and Team Four of nineteen.

3. Demography of Team Areas

Four area teams have been establlshed in the City of Holyoke in 1970- i:)
1973 and operate out of communlty storefronts. A fifth team is located at
the main station and is charged with providing supportive services to the

area teams, maintaining detention and laboratory facilities and maqning the
specialty bureaus of the department: the Traffic Bureau, Detective Bureau;
Crime Prevention’' Bureau, and Safety Officer. Commanding officers also work

out of headquarters.

"Areas" or community boundarles were establlshed on ohe basis of homo-
Area Four is the
Central Business District and the immediately surrounding residential areas.
The area is predominantlvahife, lower middle class with an average family
income of $7,600.

Area Three by contrast is also,primariiy white, but almost .

One would assume thet ' ).

areas such as these would have rather different policing problems (breaking

and entries, and larcenies in particular) tﬁan Areas One and Two where
minority group tensions would be of primarj concern to police personnel.

The four areas vary greatly in geographic size and popdletion size and
density (see Table 2-I)., Area One with L ,666 persons is a densely populated
inner city areay apofoximately one:ﬁalf square mile in'size. Area Three,
however, is populated with approx1mately 28,000 people spread over a fourteen
quare mile area. '

Because of differences in area size and problems, team sizes also vary.

Team One is composed of fifteen patrolmen, Team Two of eighteen patrolmen,

Team Five,

headquarters has eleven patrolmen plus commanding ‘officers and bureau person-

nel. Q ' ' ' ")
As teams continue their operations, one would expect that policing styles,

priorities, and problem solutions would vary from area tq,erea as olice teams

- be of interest in the near future.

=30=-

adjust their operations to specific communlty needs. Continued monltormng of
team policies and procedures and comparlsons between teams should therefore
The question to be asked is whether or not
closer community contact has resulted in more in-depth knowledge of an area,

and in policing p011c1es and priorities tailored to meet specific area problems.

)
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III. EVALUATION - 1972

: : “ . ) \—)
A. METHODOLOGY ‘ ~
1. Evaluation of Innovative Projeéts.

The goal of any evaluation report 1s to provide a clear answer to the
- question, "Is this project successful according to our criteria of success?"
In the case of Holyoke's Team Policing project, evalustion must measure to

what extent the team structure has:

1. improved community attitudes toward police.

2. altered the role percepﬁion‘of.poli;e officers’tb a more'
self-motivated, responsible one and improved the'jobrsatisféction
and morale of police officers in so doing. ‘ !

3. dmproved the efféctiveness and efficiency of police services to

the team areas.

During the course of tbe first action year, an experimental situation was
established in Holyoke; a control di;trict'was selected which was geographicaliy
similar to the experimental area, Ward I. A baﬁtery of commpnity éurveys and
interviews were administered on a pre and post-test basis (fér the most part)
to both the exverimental ahd control aress. Police role orientation and aftitude
tests were also administered to Team One personnel and a random sample of non-
fegm police personnel{‘ One would expect in such a situation that measurable
changes would occur in the experihental area while no changes would occur
in the area'not receiving experimental treatment. Such a.design comes closest
to allowing evaluators to control’ for extraneous variables which could effect
the regults of the experiment. Therefore, changes which have occurred in the
experimental area can be ideptified as stemming f;ém altered circumstances in

that area (team policing, in this case).

~

But even the best experimental desién can be affected by variables which
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“ evaluators could not be expected to anticipate. This is especially true

An' projects of a sociolbgical‘nature taking plade on a societal level. The

)

- 1971 evaluation report, although favorable to the experiment in Ward 1, could

not uneqﬁivocally state that Team Policing had produced alterations in various

measures., Was it the team structure or special personality traits demonstrated
by Tean 1 personnel which produced high‘levels of morale and job satisfaction

on the Team? Was it a commnity-based police team which increased the sense

of security of Area One residents and altered their attitudes toward police

in a positive difection? Or was it the mere fact of having 15 police personnel

and four Community Service Officers assigned to %he area where only’12

1

persons had beén assigned previbusly‘which ied to inecreased satisfaction with
policing in the area? | | | | ‘

Another problem encountered by evaluators in 1971 was the fact that no
accurgte baseline ﬁeasures of police performance-(eg. number and types of calis
handled, response times,'cleérance rates) couid be established because of
“serious deficiencies in department records.. No comparisons could be made,
therefore, between non-team and team performance levels. Thus, although police
experts from other cities found Team One to be aﬁ efficiently run unit, no
quaﬁtifiable da%a could be produced which'dempnstrated that the team structure
per se had encouraged more -effective police service delivery as compared to
-traditional poiicing,'

Although Team One was deemed a success on the basis of greatly improved
citiien attitudes, the generally quieter atmosphere in the Ward 1 area and
the ﬁigh levels of morale and job satisfaction within the team, many questions
relating specifically to the impact of the structural aspects of team

The goal of the second action year evaluation

. "

policing remained unanswered.

report is therefore to answer some of these questions: )



2. Design .

¥ !
The 1972 evalustion design, although utilizing evaluation measures

develeped in the first action year, approaches Holyoke's téém nolicing
experiment in a manner diffprenp frem that of the 1971 evaluation. Assess-
ment of the effects of innovative change on 1. the department and 2, +the

‘team police structure assumed increased importance as a controlled experimental

- design was vitiated by eity-wide expansion. Of particular interest are the

factors which have contributed to departmental resentment toward this

innovative rrojent and how such intense feelings might have been zvoided or

alleviated by‘admihistfative or staff actions. = T f

Alterations in team Structuié which have écéurred as additional teams
have been formed are of impoftance to other team poiice ;1anners‘féced with‘
eventval city-wide tesam police expansion. A auestion addregsed in this report
is, therefore,‘to vhat extent alterations were necessary in order for team
éolicing to expand succeséfu}ly‘throughout the ciﬁf, and to wﬁat degree.
alterations can continve to ha mede in the cencent, before a precinct medel
becomes substituted for the team medel. Necessary =and realistic adeption'vs.
a vitiated team police model is aﬁ issue which is facing Hoiyoke police
planners and will no doubt face other team policeAplanners.

As a part of this phase of the evaluation, the activities of the Master
Plarn Sta§§ (police planners) are assessed in light of their contributions
with reference to team policing in Holyoke and with reference to the pro-
fessionalization of the department as a whole.

The iﬁpact of innovative rchange is assessed, but of equal importance is
the coriinued monitoring of team perfgrmahce levels, job satisfaction and
morale levels, an@ commmity attitudes with refetence to team policing.
Because departmental (non—%eam) baseline me;sures are inaccurate, Team One 1971
performance measures are used as a baseline with which to compare 1972
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levels in Team One and Team Two. National, regional, state and comparably

. .sized citiés data are also cited to provide comparisons of team performance

levels with other areas not experimenting with team policing. Although

variables no doubt intervene to cloud compariéons among cities or areas,

‘4t is felt that "non-Holyoke" figures partially help clarify the impact of

Team Policing in this city.

- Other measures have been‘specifically altered to discern which facets

:of the team structure seemed to relate most directly to project goals, That

is, interviews with Team One members are used to attempt to elicit information

on which facets of the team structurg are working, have been altered since

1971, and what.changes in morale and job satisfacﬁidn have fésulted from such
structural alterations. Team Two interviews also attempt to uncover which
facets of team policing (if any) h§ve appealed to Team Two personnel;

‘Commuhity attitude surveys containing‘speéific quéstiéns on what Structﬁral

aspects of team poliecing aﬁpeal to residents the most and what complaints

" residents have ﬁith reference to their team.were used with the hope that 2

clear piqtufe could be obtained of which aspects of team structure have con-
tributed to alterations in community feeiings t&ward police:

The 1972 évaluation design also re-examines the goals of the team police
project ir light of those goalé which can realistically'be measured on a
short-term basis,‘and those which can be approached on1y ove£ a longer pericd
of ‘time. Although it was felt that measurable progreés toward most goals was
a realistic possibility in the project's first years, one goal was re-classified
as 1bng—te;m: role orientation and persénality alteration. It may be true
that the team structure allows greater flexibility and independence to
peréonnel, encourages a more activist police fole orientation, and that this
structure could over many vears have an affect oﬁ’the personalities of

team members. But results of personality and role orientation tests in

both 1971 and 1972 are ambiguous enough to suggest that detailed analysis
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of such daﬁa'would be meaningless on a short-térm basis. Hence, anaiysis of

such data will not be gresented in this report.

3. Schema’

This then is the basic thrust of the 1972 evaluation report: an assess-

ment of innovative change in a traditional institution, and continued monitoring

of team performance levels and community attitudes, with particular reference

40 the impact of  team structure on progress toward project goals.

As with the 1971 evaluation plan, subgeals have been established to

L]

‘determine the effects of the -experiment:

1. assess fhe impact of innovative charge and the adjustments
necessary to accomplish that change, with reference to both the
pélice department and the'team conEept

2. compare team.policipg and traditiohalhpolicing od'the basis of
effectiveness of police service to the community

3. ass;ss the effects of team-poliqing on community attitudes toward
police

k. asses; the effect of team policiﬁg on role'orientation and
attitudes of police officers

S. assess the contributions of the Master Plan Staff toward the

success of the Team Police project and toward the professionalization

of the police department as a whole.

For tﬁe purposes of this evaluation report, the city is divided into four

areas corresponding with the team areas now in operation and data was

.collecfed on this basis, Data collected from Areas three and four will be used

as baseline data for measures taken at a future date, thus providing pre-team

and post-team indices for these relatively new teams.

-
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‘ Data collected frégn Areas One and Two (the .original experimental and
| control areas) on a pre-test, post-test basis, allows in-depth comparisons
in this rgport betﬁeen these demographicall& similar areas and their teams.
This schema gdverns'the overall execution of the evaiuation, but
methods of data collection have varied withvspecifié analyses, A discussion
of each individual measﬁ:e within the évaluation report is included in'

Appendix A of this report.
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.‘ B INNOVATIVE CHANGE: CITY-WIDE IMPLEMENTATION

: !
1. Why city-wide expansion.

-

In their evalﬁétion report, Galvin, Angell, and O'Neill cited a problem .
area which ﬁad begun to develop in the Team Policing experiment during the
course of the first action year: intra;erartmental conflict (Team One
members vs. non-members)., Initially, rivalry between these two groups served
a positive purpose with reference to the ﬁeam, uniting them as a body apgrt
from others and, hence, contributing to the spirit of the team. Othef team”

' policing projects have cited similar results from the creating of;one or
" more teams within a city, but all project leaders.caution that "ffiendly“
competition must be kept within manageable boundaries. |

In Holyoke, those boundaries were overstepped, and the resulé has been
a period of bitterness and strife within the police department, centering
. a;ound the Team Police concept and the Master Plan Staff. The conflict
"between pro and anti-team forces came to a head in Augusf ~ December 1972?
as planners sought aldermanic permiséion to expand the Team Police experiment
throughout the city. The controversy has abated since the formation of the
third and fourth teams and the project has been given a peridd of grace to
prove itself, Bitterness is still obvious, however, and has no doubt affected
morale, Job satisfaction, and‘attigudes in general within the department and
teams.

The controversy's'bearing on morale and Job satisféctidn will be discussed
in a later section of this report. The following segment .rill discuss the
impact of innovative change in the Holyoke Police Department: how and why the

situation deteriorated to the extent it did. 7Tt will perhéps sefve as a
guideline to other innovativg projects for avpidiﬁé similar pitfalls and'ﬁill

also serve to pfesent the reasons behind the sudden speed-up in‘city-wide 
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Team Police implemen%aﬁion, which police plénners felt was necessary for the
success of the pr&jecta .

. The Holyoke Police Department is in many'wayé a very politicai depart-
ment, and has been for many years. For the past 30 years, the issue of being
pro or anti-police has played a part, sometimes mejor, sometimes minor, in

the city's mayoral elections. Charges of favoritism, lack of discipline,

irresponsibility and shirking of duties have been leveled at ﬁhe police

departmeﬁt by anti-police candidates. Pro-police candidates, often from the
ranks of the departmént itself, have answered such charges.

Politics oﬁ this level does not, on the surface, seem particularly
detrimentgl to the functioning of the department; Because‘of thé structure
of the city charter, howevér, politics enters even more deeply into the

4

workines of the department. The City Charter and Ordinances designate that:

1. the department shall be governed by two, sometimes opposing, political

forces: ‘the Board of Aldermen and the Mayor (through designation by the

" Board) and 2. the Mayor has the power to promote officers within the depart-'

ment and to appoint and dismiss the Chief of Poliée.

Thé first &esignation means that decisions about various.aspects of the
Police Department can at times become a battle ground between the Mayor
and members of the Poard who oppose him politically. In many ways, the
woraing of ordinances relating to the powers of the Mayor with respect to the
&epartmeﬁt is unclear, and both the Board and Mayﬁr's office have sought to
interpret them so as to gain final decision-making authority over the
depértmenﬁ.

Because of thié dual government, police officers who do not agrée with
Mayﬁral or even in-house departmental rulings. feel free to "lobby" various
membe;s of the Board for their support, thus makihg most departnental decisions
objects of intense debate and political maneuverings. No department can

function smoothly in this kind of situation.
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‘ 'Just. gsuch an vinc;icient occurred in 1972 .during the controversy over

' Team Police expansion fo a city-wide basis. Police and some Board members
fought police and the Mayor for five months, and not simply over the issue of
the merits and faults of Team Policing, but also over the very powers énd
responsibiiities of the Mayor and Board with respect to the department. This
latter issue has not yet been resolved and will‘not be wntil the Charter it-
.self is changed to state more clearly who will have ultimate decision—making'
:authorité‘with respect to tﬁe department: the Mayor, the Board ofiAldennen,

a board of police commissioners, etc.

N .

The second source of political intrigue in the police department relates
to the promptional policies of the city, Because the Mayof,{by designatién
of the Board of Aldermen,'hasrthe'pOWef of promotions and appoihtments within

1

"the police department, the persdn who sits in the Mayor's chair becomes a

subject of deep concern to many departmental personnel, This is true of all.
departments, on all levels of government to some extent. .In a étructﬁre where

" politicking for promotions, favors, and political support assumes Dfimésx
importance, however, the proper functioning of thé department becomes
difficult if not impossible. The Holyoke Police Depaftmentvis an example of
such a structure. | .

During the times when pfomotiops are being made, politicking feaéhes new
vyeights -- relatives, friends, all resources are called upon By even thé best
(although not necessarily all) policemen in order to present their caSe to
the'Mayor.‘ It is the promotional policy of the city itself which allows for
and encourages such a situation. Although civil éervice marks serve as guide-
lines for promotions, other measures of competence are not neéessari]v'giveﬁ
prope?‘wéight (e.g., Cormmanding Officer's evaluatioﬁs, quality of field
work, etc.). There is no‘fbrmula, that is, whicﬁ ens;res objective promotions;

hence, the freeffor-all atmosphere surrounding the process. The fact that

the Mayor also has the power to appoint and dismiss %he Chiéf of Police also

PR,
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The non-professioﬁal atmosphere with;n tﬁe‘department has been enhanced i
by a lax disciplinary &tructure and a weak chain of command. The fact that T
the departmeht had no Rules and Regulations Manual until June 1973, has
contributed to difficulties in affixing responsibility and duties. Mid-management
pérsénnel and patrolmen have fermed cliques within the department and, as

police personnel have intimated in a Satisfaction and Morale Survey,% if one

is part of the clique, or "in", one receives "favorable treatment" (e.g., little
discipline, éasy assignments, etc.). Personal preferences and rivalries,

rather than fact or sound policing thedry, sometimes influence décision—making
on various.levels within the department.

-.Into this department then, in 1970, came an hiﬁnovative& project that
was aimed at improving péiice services to the city, ggg_improving(the police-
man's job itself. Tt came at 2 time when city officiﬁls.and residents were
concerned with inner city tensions and with a desire to get more out of their
tax dollars ~- and so, Team One was formed.

It is natural for people to doubt new ideas, and the Team Police concept
did call for not only a néw police organizatibn, but a new police role., It
iS undérstandable that not all policemen-would or could wel}.adﬁpt themselves

to these new expectations. Hence planners went slowly at first, conducting

prientation sessions for the entire department to explain the reasons for

.and facets of the project. Volunteers were then solicited and Team One went

into operation under the auspices of the Model Cities Program.

# Administered to the départment in October - November 1972.



Thus, the ronetary "incentive
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As the year (1971) progressed, however, so did the development of depart-

ment resentment towards the project. "Good" publicity accrued to the team;

none or indifferenp publicity (compared to leam news items) was given the

department. The team became progressively identified as the "Mayoris® 1dea
b4

and hence forces inside and outside the denartment who opposed the Mayor
3

opposed the team,

A perticularly bitter issue was that of incentive pay promised to Team

(ne members for their volunteering to be assigned to a particularly dangerous

area of the city. In a department where salarles are low compared to other

cities and_towns in the state, a pay differentlal was a legltunate choice .

of inc
incentive for Team members, for non-team members it was another reason to

resent both the concept and the men who were a part of it (planners and

volunteers), 4 protest was organized wlthln the department, and soon there-

- after the original $10 a week wage differential was restructured into a

choice for Team One members between $10 a week or regular overtime schedules.
was in effect ellmlnated from the team. The
fact that no police pay raise was granted in 1971 (due to contract disputes),
reinforced police bitterness towards a city admlnlstratlon that "demanded
more work but gave no additional pay", according to the police.

Also, 4n 1971 a Management Survey of the Police Department was conducted‘

by Galvin and Angells. This treatise cited in clear and cogent terms the

¥It should be noted that, giren the general atmosvhere in the department at

this time (skeptical if not actually resentful of the Team Police Project) it
was probably not a wise move to employ the three consultants who helped establish
and train Team One, to also evaluate that project and conduct a management survey

of the police department. Although their integrity is in no way questioned by

(Continued on next page - bottom)
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' functioning

it was attemnting to profe551ona11ze 1ts police department.

" to take place within a team policing mode of service delivery.
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problem areas within the Holyoke Police Deparﬁnent, some of which have been
mentioned in this sect}en. Major overhauling of department policy, coupled
with the threat of exﬁansion of team pollcing if it proved successful,

severely rocked the foundations of tradifion upon which the aepartment had
existed for years. Change was coming fast and furious, too fast for many who

suspected personal gain or political intrigue as prime movers in this

 "rebuilding” of the Holyoke Police Department.

Whan happened in Holyoke in 1970-71 was that change, once having gotten
its foot in the door, soon was asserting itself on all levels of department
The city was not simply experlmentlng with Team Policlng anymore;

To do so would
require training, re-orientation, fixed and objective promotional and manage-
ment policies, elimination of politics (with all its ramifications), etc.

And this rehébilitation, it was hoped by planners, could be structured
In early 1972,

. additional monies were received by the city to fund an Administrative staff

of the Chief of Police which would prepare a Mester Plan for city-wide team
policing and departmental improvement.

It.-was at this point that the Chief of Police, who had fheretofore

supported the team concept, balked at the face pace and enlarged scope of the

project. Within a short time, a new Chief was appointed constituting another

shake-up in an already shaken department. Add to this the natural conflict that
often occurs between staff and line functions and personnel and the fact that
staff personnel were receiving additional training, money, and more prestige

than department personnel and the stage was set for the controversy which

erupted in the summer and fall of 1972,

-

* this.evaluator, their close association with the innovative project did raise

‘doubts as to their objectivity, both among department personnel and aldermanic

officials., Such doubts would most likely have arisen regardless of who actually
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Whether or not the problems of innovative change could have been handled

‘ difi‘eren’cly and more easily in the Holyoke Police Departmen‘b is a difficult

It seems obvious that both planners desiring change and

.

police personnel fighting change were in part responsible for the bitterness

question to answer.
which evolved in the department. Clique structures were used by opponents of
the concept to spread rumors and doubts about the geals of the preject. ‘Buﬁ
- staff personnel also contributed to the problem, cutting themselves off as they
did from the remainder of the department. Orientation sessions which staff
personnel had begum in order to disseminate informatiop to police personnel
- were allowed to fade out. The staff became permeated with.the idea that such
sessions would do no good when men had élrea&y refused to 1isﬁen.f Planning
sesSiens would. be a waste of time because commanding officers had shown themselees
' to be against the concept. Somemcommanding'officers and police personnel, shut
off from all bub fﬁmers, questioned and then actively fought'ﬁhe concept. One
. cannot doubt, regaridless of how much time would have been or would not have-beee'
‘wasted, that had meetings, briefings; information dissemination and joint staff-
line planning been attempted and continued on a reguiar basis, mistrust would
not have developed‘to the level it did in 1972.
In this effort, clear and firm guidance from an experienced police
administrator would have been invaluable. It was just at this point, however,
that the chief's office was in a stete of flux - filled first by someone who
could no longer support the Team Police concept, and then by a new adminietrater

who had to learn the ropes, so to speak. This new appointment as we have -

conducted the evaluation or survey, given the level of resentment within the
department. But it is more than likely that the selection of these men so closely

tied w1th team policing, contributed to the doubts rising within the department.

-

T
P

nl

C e

ﬁentioned put a strain on 1oya1ties in the department at a time when‘bitterness

‘ was already high.

Aand this was resentea.

" on two lovels (department and team) and coordlnatlon was difficult.

*  fThe elitest treatment of the team in:news media, mistrust of staff
personrel, a politically charged department,” fear of change - many factors
contribﬁted to the.department's reaction to Team Policing. Perhaps the most
impoftant fector was that although the original impetus for an innovative
program came from within the department, itseif, muich of the planning for it
took place outside of the department, and the forces supporting change were
primarilf nen-depaftment personnel. As mentioned above, department personnel
felt that an experiment'had been imposed upon them by outsiders, by civilians,
Altﬁouah the Master Plan Staff is composed of a majority
of police personnel such resentments of "those out31ders" contlnues.

‘In August, a decision was made to seek approval for city-wide expansion

4

of the Team Police concept. The reasoning went that if police personnel had

the experience of being on 3 team, their anti~team stance would disappear. The
department, as it existed before August, 1972, was split; planning occurred
‘Continuing
the period of strife and indecision for another six months to a year (the
projected date for Master Plan approval and cityawide impleeeﬁtation) would

have been disasterous to the department.

The public debate over Team Policing began in August and continued through

- December 5, 1972, at which time expansion was approved in a 9 to 5 vote by

the Board of Aldermen. During the course of this period, formal and informal

proﬁests occurred within ihe department. Aldefmanic hearings brought to the

public's attention the fact that few aldermen seemed to support the concept

(or the Mayor), and news stories on the "failures" of Team Policing became

daily occurrances. -

-

There‘is no doubt that both Teams Ons and Two and department morale have



. been affected by the b;i.‘tterness of the contréversy over Team Policing. {This
will be discussed more: thoroughly in the. section entitled "Morale and Job
Satisfaction." The tension within the department seems to have abated, however,
with the formation of Teams Three and Four; resignation or cautious observation
are the by-words within the department. But feelings in 1972 ran high, and
might erupt again in the fall as a mayéral election approaches.

One finds that in Holyoke, a combination of circumstances led to a bitterly
contested fight over Team Policing and innovative change:
1. The political or "unprofessional! structure of department policies
as regulated by the city charter, which encourages maneuverings,
favoritism, and intrigue. Given this structure, even the best police-
men may have no choice but to "politick" for their futures.: And depends

ence on politics and tradition has been translated into opposition to
change. - -

2. The anti-mayoral feelings within the department, particularly since the
onset of the wage dispute, and a Team Police project and staff which
. has become closely identified with the Mayor. :

3. The removal of one Chief who did not support the project and his replace-
ment with another during the course of the year (1972), at a time when
firm guidance was crucial for the well-being of the department.

i, The threat of rapid and vaguely specified change within the department
once Team Policing got its foot in the door. Oft-times, planning for
the department and team seemed disjointed - no one kmew what the future
of Team Policing would be or the extent of '"change" as it was being

. planned. o

2. The fact that much planning for the project and for change was °°
seen as coming from "outside" sources (i.e., outside the department,
oubside the city.), although the impetus for the project came originally
from within the department itself. :

6. The break-down of communications between planners and mid-management
personnel after initial orientation sessions.

7. Rivalries or Jealousies between staff and line functions.

It is probable that controversy over the Team Police Project would have
“ occurred in Holyoke regardless of how change was handled. A strong Mayor who

supports innovative change, and a politically oriented department which has

el

identified the pre;ent‘yhyor as "anti-police"; created a situation in Holyoke
which erupted when Team Policing was brouéht to the fore. It is likely that
any innovative project of this magnitude woild have resulted in similar problems.
It is probablé, however, that steps could and should have been taken to
attempt a sﬁoother transition within the department:from traditional to team
policing: a strong Chief who could fifmly control the department#, continued
qepartment orientation and planning sessions, less emphasis upon the elitest
aspéct of the team and the negative aspects of the remainder of the department,

closer coordination of staff and line functions (through more joint meetings),

emphasis upon in-house contributions and opinions and less upon the "outside"

:

néﬁure of thé concepf.
As had probably becoﬁe obvious, Hélyoke was not the ideal 1oeation for

experimenting with a teamApolicing project. A well-disciplined, strongly

hierarchical and professionalized department'would have provided better testing

grounds for such a concept. In Holyoke, in order to implement a successful

" team poligé project, a host of other reforms vwere and are necessary, all of

which contributed to the feeling of too rapid change which struck the depart-
ment in 1971 and 1972, - | ' |

Although, as has been stated previously, certain steps could have been
takén by planners and the city administration to insure a smoother transition
within the department, it is also true that rapid change was necessary in
order that the department prepare itself for team policing or any innovative

modern concepts.

#. It should be noted that such an appointment was attempted by the Mayor but
thwarted by the city charter, which stipulates that the Chief of Police must
have been a resident of the City of Holyoke for two years previous to his

appointment.
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Faced with the magnitude of their tasks and the strife within the department
o |
Holyoke's police planners and city administration took the only possible

step: expansion of the project and irmediate implementatioh of the Master

Plan for police department development.
The immediate goal of the move seems to have been accomplished. The
atmosphere within the department has cleared substantially, at léast on the‘

surface. All four area team wnits are now in operation as is the fifth, or

support unit. Rapid expansion has, so far, allowed the team project the time

it may need to prove itself or fall.
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.'c. PERFORMANCE MEASURES OF POLICE PERSONNEL

1. Records of Pergprmance

An avowed goal cf the Team Police Project is to increase the efficiency and
effectiveness of police service delivery to the areas within which teams are .

opéréting. - Although the community's perception of the quality of police service

is a valuable measure of success in achieving this goal, the much more tangible

* evidence of team and non-team actual performance records is the preferred measure

of improved police efficiency. ‘Data of this kind (response time, clearance
rates, types and numbers of calls handled) have been collected from Teams One and
Two in 1972 and from department racords (mostly contained within the Detective

Bureau's files) for areas without-teams, in order to compare team and department

‘performance. Unfortunately, both the reliability and meaningfulness of such

comparisons are severely limited by the deficiencies in the police department's

record keeping activities, a situation which is not uncommon in police departments

across the country.

A decentralized police records system existed before Team Policing began in
Holyoke, but it is obvious that the'probléms of decentralization have been

exacerbated by the addition of four new operating wnits. A significant proportion

. of the Master Plan Staff's time has therefore been programmed into developing a

" centralized syétem which would meet the requirements of a decentralized mode of

police operationg. Until such a system is implemented, however, tabulation of
records is at best a tedious manual chore and hence is done only for the FBI
Uniform Crime Report. Information cannot be put to other uses because retrieval

is time consuming, costly, and :inaccurate (as will be discussed shortly). For

the purposes of this report, therefore, data were collected manually from all

- sources of records and cross-checked to the extent -possible to ensure a minimum

iunvel of duplicated feporting and a maximum level of comprehensiveness. Police

personnel were employed for the purpose of collecting this data from department
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.and team records in ordeJ.:'. to ensure: 1. accuracy in reading reports (since cases
often had to be followed/zcross the department filing systems) and 2. confiden-
tiality (police files are not open to civilians). |

‘It was possible to overcome the problems of decentralization by manual
reviev; and codification; but a second problem bears more directiy on the meaning-
fulness of the data vresented in this sec;tion. Whereas team members report all
. events (crimes, incidents, services, etc.) on a complaint card and an investigation
réport, other faatrol officers report selectively, generally only when a "significant"
police service is rendered or whérei;l a report is usuvally required. That is,
’ialthlough one can get. a fairly accurate picture of workload, crime s:ta‘bistics s
‘and performance measureé for team members, such a picttre is r_lc;_t_ available for

other police personnel. Hence, no meaningful comparison can be madg between

‘ dspartment and team performances.

The tables déaling with non-team records, therefore, do not represent

gerfomanoe measures for the department so much as they represent the state of

records keeping within the department. Hence, it will never be poseible to
attain a before-team and after-team measure of perfor}nance in Holyoke: the record
base is too poor. We can, however, attempt to put available gon—team‘da’ca into
easily rc;cognizable form, and discués perfc;rmance lex;els qi‘ Teams One and Two,
. where improved record keeping has been instituted. Th‘e‘se latfer data caxi then

be used in two ways: 1. as a baseline with which to conipare the performance of
later teams (three and i‘pur)v and 2. a2s a means of comparing Holyoke Team Police
perfox;mances with national figures. |

;l‘he following analysis of response times, ‘cleaz_;a»nce rates, and numbers and

types of calls to teams describes what changes have occured between 1971 and

‘ 1972 in .city rates in Team One, and charges occuring between the first months

of operation in Tearis One and Two and the second year of operation in Team One.%*

# Keeping in mind that variables such as team mivale and denartment atti-udes .
toward team policing cloud the reliability of comparisons between diff?r*.”"f";-

L] ~r
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Other data collecte;i. from department records on calls and responses to
non—team areas (Team Area Two in 1971 and the firct half of 1972, Team Areas

Three and Four in 1972) are incluvded in this report as Append:x B, and are

'presented as examples of the problems in reporting which the department has

faced and which hampers the evaluation of team verfomance levels by vitating

baseline performance statistics.
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:-In reviewing availegle data, one would anticipate that continued operation

| of a feam in Area One would serve to aiter the picture of criﬁe in that area in

a positive manner as measured by freqﬁency of types of calls coming to Team 6ne

headquarters. One would also exﬁect to find improved clearance rates and

response times in Team One in 1972 as compared to the beginning months of Team
‘One and Team Two.

That is, Team One in 1972 s£ould demonstrate not only better performance
1evels than Team One (1971) and Team Two (1972), but also more encouraglng |

" crime rate levels. Data are presented below. ' )

a. Crime Indices. (see Appendix ¢ for Annual Uniform Crime Réports,

' . - 1968 - 1972, for the city of Holyoke)
Tves following is a description of the Crime Index and Uniform Crime Reporting
. Program as stated by the FBI in their Annual Crime Report.

% The Uniform Crime Reporting Program utilizes seven crime
classifications to establish an index to measure the trend and
distribution of crime in the United States. These crimes -=-
murder, forcible rape, robbery, aggravated asseult, burglary,
larceny $50 and over in value, and auto theft -- are ‘counted by
law enforcement agencies as the crimes become known to them.

These crimes were selected for use in the Crime Index because, as a
group, they revpresent the most common local crime problem. They
are all serious crimes, either by their very nature or due to

the volume in which they occur. Offenses of murder, forcible rape,
robbery, and aggravated assault are categorized as violent

crimes. Offenses of burglary, larceny $50 and over in value, and
auto theft are classed as crimes against property."

Table 3-I., a record of crime 1ndices for the City of Holyoke for the past
five years, describes the overall v101ent and property crime picture in FHolyoke
‘ as it is reported to the FBI. The crime index trend (percentage increase or

decrease in the total number of Part I offenses) is calculated by comparing

the total number of Part I crimes with that of the previous year; Thusg, one sees
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Table 3-I. Crime Indices for Holyoke (1968~1972)

Based on Uniform Crime Reports of Part I Offenses % -  %¥*

Crime Index

, # actual offenses . Increases (+) or Decrease (~) In % Increase (+) or Decrease
‘Year minus 1b,4c,6b) " Offerises Over Previous Year In Offenses Over Previous Y
1968 1,666 L
' 1969/1968 1,930 264 (+) . | : 16% (+)
0 1970/1969 2,403 473 _(+)i | - 25% (+)
- 1971/1970 2,298 105 (=) g kol (=)
agmaem 2,407 109 (#) bst (+) .

J
.

RV
}

- % Tabulated by Holyoke Detective Bureau

*% Part I offenses are: criminal homocide, forcible rape, robbery, aggfavated assaults, burglary,

VT

larceny, and auto theft. For purposes of computing the yearly crime index,
the following categories are not included under number of actual offenses:

élbg manslaughter by negligence, (Le) assaults not aggravated, and
6b) larceny under 350 in value. ,
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“ that Holyoke experiencec.i. 2 rise of 16%'in Part I offense.s in 1969 as compared
o with 1968, a 25% rise in 1970, a 4. b% decrease in 1971, and a I.5% increase
in 1972. . | | )

TablesAB-II through 3-VI indicate crime ingex trends during similar time
spané for the United Sta£es, the Northeast,'ngssachusetﬁs, New Fngland and
cities of 50,000 - 100,000 people (within which is included Holyoké).' Thus
we see that between 1971/1970 crime, as measured by Part I offenses, increased
6% in the United States, 9.2% in the Northeast, 1Lh% in New England, 17% in

Magsachusetts, and 9.5% in cities of 50,000 - 100,000. In Holyoke, however, a
decrease of approximately L% was shown ‘between thgse years. The previous -
~ yearly span (1970/1969) shows Holyoke to have a crime index trend which is
almost twice that of other areas included on Tables 3-II and 3-VI.

| That is,; Holyoke crime rate figures do not seem to follow national or
_area pétterﬁs in 1970 or 1971.
A plausible explaﬁation for Holybke's divergence from national figures in

these years is the city's "unusval® problem in Ward I ih 1970. 1970 was a

"hot summer" year in Holyoke, with violent outbreaks occuring in the Ward I area.

The sharp increase in reported crimes for that year is due in‘lafge measure to
actual i%creases in the numbers of Part I'Crimes-which occurred within the city -
just prior to Team One formation. In this respect, Holyoke, which has
experienced a sudden growth in its minority pooulat’on, may have been subjected
in 1970 to the kind of situation which occurred in major cities in the mid -
1960"s. | |

‘The very formation of Team One no doubt also contributed to the rise in
the crime rate in 1970. During its first few weeks of operation, Team One
reporting accuracy most likely increased the numbers of Part I offenses which
were recorded in the Ward I area, thus adding to the city's already high
Par£ I figure. Whether or not ?eam One contributed to the U4Z decrease in erime

rate in 1971 cannot, unfortunately, be ascertained from Eggse data.

- D - T

=5l

CRIME INDEX TRENDS

TABLE 3-IT. National Crime Index Trends

Incfease in total Part T

Year
Offenses oveT‘Previous Year
L 1969/1968 +11%
% 4 1970/1969 +11%
- 1971/1970 + 6%
1972/1971 - 3%
TABLE 3-IIT. Northeast Region Crime Index Trends
1970/1969 +10.6%
1971/1970 + 9.2%
1972/1971 -8 4
"+ TABLE 3-IV. New Fngland Crime Index Trends
' . 1970/1969 +13.3%
1971/1970 +1h.
TABLE 3-V, Massachusetts Crime Index Trends
. . . ] I i
1970/1969 410
1971/1970 +17%
| PABLE 3-VI. Cities of 50-100,000 Crime Index Trends
1970/1969 ) +13.1%
+ 1971/1970 + 9.5%
1972/1971 +1 %

;l" E) |
SR ¥
Y W 3
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vIn 1971 and 1972 the national crime rate fell for the first time 5& 3%,
and the Northeast regiopal rate by 8%4. Holyoke's crime rate, however, during
this time rose by almost 5% over the pre#ious year. Holyoke's figure, there-
fore, does not echo that of either the nation:.or the region. A further analysis
of crime index trends across cities and regions, however, indicates that the
1972 national crime decrease has been greatly influenced by the 12% decrease in
reported crime in cities of over 1,000,000 people and the 8% decrease in grimé
. in Northeastern stétes (which are largely comprised of just such dense population
centers). In cities across the country which are compafable.in size to Holyoke.
(SQ,OOO - 100,000 and 25,000 - 50,000) crime increased by 1% in 1972, which is
' ih line with the‘Hol&oke rate. lIt should also be noted that Team Téo began its
operations in Auvgust, 1972, énd improved records from this area may have contributed
to the rise in the city's crime rate in 1972, just as Team One's inéeption no
. doubt contributed to an increased reported crime rate in 1976.
In very broéd terms, Holyoke's crime index trends do conform to those of

the nation as a whole for the foﬁr vear period between 1968 &nd 1972 -- high

rates of increase in crimes in 1969 and 1970 and a sudden tapering off of the

rate of increase in 1971 and 1972, Figures for Holyoke have tended to fluctuate.'
broadly, however, and as yet no trena in Holyoke's crime rate over this period |
‘can be discerned. One would'hope that as reporting accuracy is improved through-
out the city, data on crime rate will take some deﬁonstrable direction.
_Although one would expect Part I offenses to be fairly accurately'reéorded

as compared £o other crimes of a 1é$s serious nature, there is very little
guarantee that the ¢rime index even approaches accuracy. The FBI itself cautions
that crime réporting methods and accuracy vary greatly from city to city. Hence,
‘ some arguments exists as to the relative worth of crime index values as measures

Pl

of crime,rate from one city to another.

| =56~ -

.Given this situa£ibh, it would seem moré fruitful to analyze crime index
data from.the Ward 1 arpa of Holyoke over the two year span of Team One operations,
a time during which reporting of Area One crimes has improved greatly in
accuracy. Records (see Tgbles 3-VII and 3-IX) show that the number of Part 1
offenses in Team Area One decreased from 636 5etween March - December 1971
to 439 between March - Deéember 1972, That is, in Area One, where one might
expect continued bigh 1evels'of violent crimes and property crimes, these kinds
of crimes decreased by approximately 31% in 1972,

| This éharp decrease in the number of violent crimes and crimes against
property in Area One in 1972, coupled with the L.5% increase in crime rate in
the city, would seem to suggest that some of the décrease in éart i offenses
in Area One resulted from diéplacement; i.e., perpetrators of violent crimes

4

chose areas other than Ward 1 to commit their crimes. This is a common occurence
in poiicing'projects -~ when the heat is on, one goes where it is not so hot.
. Because verifiable and accurate data is not available on Part I offenses

in other areas of the city in 1972 (non-team areas) or in Area One prior to

Team One formation, we cannot state c@nclusiveiv that the advent of Team Policing

was directly responsible for the 31% drop in violent crimes in Area One, although

data certainly point to this coneclusion. Continued monitoring of other teams,

‘ however, as the concept expahds throughout the city in 1973 should clarify to

what extent team units can make a demonstrable dent in the rate of Part I offenses
in the city and to what exteny displacement effect can be turned into a city-~vide

reduced crime rate. It is stressed that in order to accurately assess these

* erime rates, continued accurate reporting is necessary from all team areas.

SUMMARY: CRIME INDEX DATA

.-

In very broad terms, Holyoke's crime indices conform to trends visible
in the nation as a whole for the four year period between 1968 and 1972 -~

high increases in violent crimes in 1969»énd 1970 and a sudden tapering off of
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f increase 1n such crimes in 1971 é.nd 1972. Wide fluctuations within ‘ -
@ trerate ot in ‘ ' ‘ @ . ‘tdmnistrative Data

the city's rate, however, indicate changes in the accuracy of report writing as Q‘

- ! 1 E
a result of team formation and reflect the hot summer of 1970. Although Holyoke's - This section includes data on numbers and types of calls being handled by

crime rate rose by 4.5% in 1972 as national and regional rates dropped, this is -~ team personnel, response times, and clearance rates.

igscouraging as it seems. The greatest decrease throughout the nation ® . —
not as discouraging gr 1.  Team Avea One Performance Record for first and second action years,
occurred in major population centers; areas comparable in size with Holyoke . .
reported increases in 1972 in crime rate of approximately 1%. Again, accurate 1971, Table 3-VII shows records of calls received by Team One between
reporting in teams no doubt contributed to Holyoke's slightly higher rise in . " March 1, 1971 '(app‘roximately 2 1/2 months after the team's inception) and
reported crimes in 1972. Further, although the city's crime rate rose, Team February 28, 1972. |
'Area One e.perienced a 31% decrease in Part I offenses# in the 1972/1971 ~ Service calls, which include complaints of barking dogs, downed street
reporting period. ’ ! ' @ . signs, transportation to hospitals, alarms sounded, open doors; downed wires,
Although this figure is encouraging, the advent of Team Policihg in the etc., comprise the largest category of calls to Team One averaging approximately
. city during 1971 and 1972 cannot be absolutely correlated with Area One's sudden 126 per month, or 8.4 calls per team member per month, '
and large decrease in crime rate. This dacrease, however, at a time when the ' Part II offenses#, which are made up of narcotics cases, vandalism, motor.
" erime rate for the city was on the rise does seem to indicate that Team One may have .vehicle violatioris, distrubances, false alarms and all attempts of the above,
'had 5 gignificant impact on crime patterns in the Ward 1 area over its two n - form the next largest police service category, with an average of 96 cases per
years of operation. ) 4 month, or 6.l per men. If one examines the Table from which Table 3-VII was
. developed (Table 3-VIII), one sees that the greatest type of call within Part IT
calls is disturbances (drunkeness, trouble with youths, suspicious persons,
o _ barking dogs, tresspassing, disorderly conduct, etc.). Highest average per
" month figures for Team One in 1971 are thus in the service and disturbance
. categories,
# Data on Part I offenses appearing in Tables in this report do not include . @ ——,
mici eg lthough it is included in the FBI crime '
;zg;in?‘}g}g:%u%;eaiuvibgitg%‘ogci cr;;‘l:s zccuning per year in the city is # Tt should be noted that although all Part IT offenses included in these
so small however, that for all practical purposes crime data as categorized tables fall within the FBI's Pert IT category, not all FBI Part II offenses
by the FBI and b:;' this report are the same. : have been included in tabulating calls to the depariment or teams. Only
v ‘ o : those types of calls fourd to occur most frequently (see Appendix D) were
- ® . developed into tables which describe Team and Department performance.
. i Thus, although Table 2-VIIIshows that during the month of March 1971
. ‘ . Team One received a total of 304 ealls, only 171 are listed on Table 3-VII.

P
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Part I offenses,'afg the smallest pategofy df crimes on this tabié? and
include the crimes ﬁhicp are usually considered most serious -- breaking and
entering, larceny, robbery, assaults, automobile theft, and attempts of the
above. Out of the average figure of 6i Part I offenses handled per month in
1971 by Team One members, the 1arges£ single category is larceny {felonies and
misdemeanors) which averages 27 per month.

Records collected on clearance.ratés for Team One during the first action
year (clearance dénoting a case no longer requiring police attention or
investigation) do not allow a breakdown of clearance rates for the three
categories of calls listed in Table 3-VII (service, Part I, and Part II cails).
In this particular éase of records collection and tabulation,'clea;ance data
was collected apart from typé of call, and correlation is fherefore impossible.
Table 3-VITI dees give monthly clearance rates and an average montﬁly rate of

8L4% for the first year of Team One. This'figure is skewed, however, in a positive

"direction by both service call clearance rates, which are always high (most

'service calls are immediately cleared) and Part II clearance rates, which are

largely disturbance calls and again are usually cleared immediately. Part I
offenses, requiring in depth investigation for the most part, tend to have

lower clearance rates., Thus, in order to accurately measure team performance,

" 1t is necessary to divide clearance rates into three categories, as was done

for the second action year of Team One. |

. 1972, _Table 3—IX shows that in dontrést to action year one, where service
calls were the greatest in numbers, Part IT offenses were the iargest catego?y
of calls in 1972. This constitutes a rise of approximately LL% over the
March - Decémber 1971 figures. Table 3-X, upon which Table 3-IX is based, i
indicates that the rise is due to a 200% increase in disturbance calls to Team
One during 1972. For the most bart, average monthiy figures for other kinds of

Part JI calis decreased slightly or remained the same between 1971 and 1972.

T
o e e 72 ST it g
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. ceitizens occur infrequently.

The question then'arises as to whether increased numbers of disturbances
in Area One denote an/increase in community tension in 1972 or whether people
were simply reporting more minor disturbances to their team.

A mofe detailéd breakdown of disturbance calls ShoWs that the greatest

single category of calls (553) was in the "miscellaneous" category (ie., calls

which were classified by the personnel collecting records data simply as

"disturbances" with no accompanying explanation.) Other large categories were

'"trouble with youths" (171 calls) which includes such incidents as throwing

snowballs, stones and bricks, breaking windows ahd possessing B,B. guns;’

. "suspicious persons" (118 calls) which includes "Peeping Toms" and prowlers;

4

and "disorderly conduct" (90 calls). "Drunkenness" accounted for L2 calls,
"fémily disturbances" for 59, "loud noise" for L8, "unﬁanted guests” for 43
and "disagreements between neighbors or tenants" for 2?. With such a large
categéry of miscellaneous or undescribed disturbance calls, it is difficult

to determine how many of these calls were of a serious nature (threats to

'lives, gang'fights, near riots) ard how many were less directly dangerous. to

lives and order maintenance.

Other data, however, do not suggest that a rise in disturbance calls
denotes.increase& community tension or coﬁflict in Area One. The average
number of assaults per month has remained approximately the same from 1971 to
1972 and vandalism has decreased slightly from 1971 to 1972. One would ex-
pec£ concomit?nt-rises in both these categories if area conflict were on the
rise; Finally, interviews with team members and area resideﬁts indicate that
the ward is mguiet" although confrontations between police and minority group'
One would thus conclude that the sharp rise in

disturbances in Area One in 1972 was due to residents reporting more minor

disturbances to team members, and is also an indication that residents may be

more willing to use team members to help resolve disputes, minor conflicts, etec.



The most significénf data included in Téble 3-IX is the drop in Part I
offenses ffom March - December 1971 to March - December 1972, a decrease of
197 calls or 314, Within this category, the  greatest decrease in average
monthly rates occufed within the larceny category, with a slight drop in
Breaking ana Pnterings. Other categories remained approximately the same.
These data are compatible with national'crimé rate figures which also report

sharp decreases in property crimes in 1972. The rate of decrease in Area

One, however, is over 10 times that of the national rate (-3%) and is a signif-

icantly greater drop in crime than that reporied nationally. One would not
nofmally expect a decrease of this size in an impacted area such as Ward I,
and this coupléd with.the fact that thé crime raté of the ciﬁy as.a whole
rose slightly would £end fo indicate that Team One was a signifipant variable
in the decrease in crime in Area One, 5

Clearance rate figures for 1972 in Team One are as expected: high rates

for service calls and Part II offenses (mostly disturbance calls) and a lower

" rate for Part I offenses (5L%) which more often then not reouire in depth

investigation.

_National and regional cleararnce rate data, as given by the 1970 and 1971

FBI Annual Crime Report, was also analyzed in order to provide a comparison

. with Team One figures. Although 1972 figures are as yet unayailabie, the

. national clearance rate for Part I offenses wés 20% in 1969, 20% in 1970, and

"18.4% 4in 1971. New England reported the lowest clearance rates of any region

in the nation -- 16.94 in 1970 and 16.9% in 1971. Other regions reported

ratés of approximately 20% for both years. 1In cities of 50,000 - 100,000 the .
1970 rate was 18% and the 1971 rate was 19.7%. | '
| Thus, clearance rates (number of cases cleared By arrest, refusal to

prosecute, extfadiiion) from across the country in 1969 - 1971 are clustered

arcund 204, 1972 dataare not expected to be appreciably different. Data
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L :f ‘ ' Table 3-VII. Compiled Records ﬁerfomance in Team Area One
. C March 1 -~ February 1972 '
| ; First Action Year "
i
Y .
v @ O o . ©
o ‘ o (3] @ Q ﬂ; 1 O
n 2.4 Q- © ‘Q.q @ ol 0 M P8 Q. 5 g o © 3 o
< i (998 1583558 |88 - |58a | ks |g & | Bas
0o *38 [ASBE|LS ST ST Eg & B SRTR
‘ March 1971 53 . 50 - 68
April . 76 69 103
May 82 57 73
. June 101 81 139
July 9k 8 8 sk 3 B | 107 8 =)
. . £ £ £ &
August 128 § % 95 g .%’3) 84 fLﬂ) %
s =2 =3 : =1 3
C o September 11 .3 3 80 3 3 129 8 - 8
i 0. 0 %] ) n 0
October 16l & % 18 = 2 | 113 = g
o0 . O Q %]
November 165 : = & L1 & R 76 é o
o o o o o o
December 186 zA : = 61 - = = 123 = =
January 1972 149 59 75
February 178 34 67
- 3 ! '
Average/Month 126 61 - 96

;-x-u-Part IT Offenses for purposes of these tables are.

* Part I Offenses for purposes of these tables are:

B&E, Larceny (misdemeanbr & felony), Robbez;y, Assault. ‘ Narcotics, Vandalism, M/V Viclations, Disturbancs,

(all catepnries), Automobile Theft and attezn;it_s of False Alarm, attempts of above categories.

-

above categ.ries.



March 1971 - Feb., 1972
First Action Year
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2,2
2.2
2.4
1.8
2.2
2,2
2,0
2.2
2.1
2.0
1.9
1.7
2.0

g}eyd
22UzIBITY

79%
| 78%
79%
822
87%
81%
862
88%
85%
87%
’85%
89%
L%
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# Te30y

241
279
255
373
327
290
338
303
261
341
255
241
292
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304
360
323
LSS
376
357
38}
345
298
394
299
270
3k7

wIe1y
asted

0
17

sae)
usTols

4
12
10

*qIn3sTq

26
36
331
93
62
67
69
53
79
38
2h |
56

sysaaay

23
19
27
29
314
o
U
22
11
11
22

» ‘37
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27

3k
17,
13
13

10 |
27 |
16
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Table 3-VIIT.
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£Lxaqqoy

29
19
.
3
21
12
21
18

13
10
16
20
13
10

Auaoaeq

2l
32
30
L6
29
31
31
22
15
23
2l
27}

axd

15
1
13
16
11
ko
15
13
22
11
15

29TAIES

53

76

82
101
- 9L
128
141
164
165
186
19
-l
126

Month

March 1971
Average/Month

April
May.-.
July
August'
~September
November
December
' January 1972
February

* June
. QOctober

1.




bl

° ® ® o o e ® L
Table 3-IX. ' Co;np_iled Records o’al;formance in Team Area
March 1972 =~ chember 1972
Second Action Year
3 § v e § Ixg |73 :—-i:g; fg |8 g 'F'«g
83 |¥88 |48d8|88 |&B £88 48 1& 8 | £8¢8
March 1972 102 102 | 100% | 35 22 63% 118 118 100
April 82 82. | 1002 | 3: 28 55% 98 96 §8
May 123 123 .| 1008 | L9 29 s | wr | w6 99
June s | oaok | s | sk |2 | s | o206 | 203 | e
1 ouy | b | w3 | 99% f e2 | 38 61% 209 205 98
A August 88 88 100% Lé 3k 4% 151 k5 %
September 73 . 712 99% 27 15 - 56% 145 128 B 88
October 71 70 99% 39 13 33;’ 148 136 - 92
November 79 .72 |91 | 27 13 1483 125 208 86
December 63 60 95% L9 16 33% 112 96 86
Average/Month | 93 92 - 982 Lk 2L SLE 146 138' oLg
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’*] - ‘ T Table 3-X RECORDS OF PERFORJBKCE, IN TEAM AREA ONE
. ' March 19 - Feb, 1973

. Second Action Year

Henth Fla (4 |2 121818 52|k |4 |88 |34 |8v|2uwgdd 244
..i March 1972~ 102 81| 16} 1| 10| 6 51 0o {13 107 ] .00 | 35| 327] 928 | 2.7
April g2} 13| 177 1| 0] 2| s| o.l2x | 83| 10| 8 | 3u2| 298| 87% | 2.L
May 123 10 | 23} 2 71 8 31 len e | o7 fw | ws 380 | 92% | 2.2
sme | ws| 8} 26| 2| 20| 2| 3| 6|2 |10 | 8w | bes| We| 2| 1.7
My ol ostoe3) 3| 20| 3| w0 7 |3 |85 | |y | ssof sog| 93%| 1.9

. f.g:;August : s8] 10| 1| 1] 2] 12 6| 5|30 |13 2| 3 | 83| em3| mg| s
September 73 S 9 1 7 o | 1714 28 0 106 S 0 301{ 265| 88% 1 1.8
October nl sf 9] o 6] 1| 2227 o | 98| 15| o | 306 219| 863 2.0
November 91 9 51 1 16 L 23 { 22 0 %6 21 0 286 | 236 | 83% 1 2.0
December | 63 20f wof 1| | 2| 1823 | o || 7] o | 2t9] 28] 782 2.0
Jamvary 1973 | 08| 18| w| s | 4| L | S| 3|13 | 56| 5|20 | 22| 187 | 83% | 1.6
February N s} 15 ol 1l 9 o 71 10 | 18 75 1} 19 2501 20L | 82% | 1.5
.Average/Month| 96| 11| 16 2 { 11| 3| 11 |1 Jwor| 6| 7 | 3u3| 302] 867 | 2.0




YEARS
(March 1971~Feb. 1972 and March 1972-Dec.1972)

TEAM ONE PERFORMANCEG'FCORD FOR TFIRST AND SECOND
ACTI

‘ Figure 3-I.
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‘ . for Team One in 19?2, however, indicate a clearance rate of S5h% for Part I

offenses, or over twice' that of other areas across the nation. This is a

significantly better performance levéi than that of most other police depariments.
Referring to Tébles 3-VIII and 3-X one sees that the average number of

ca11§ handled per month by the team has remained approximately the same -over

a two year period, with each man handliﬁg 23 calls per month in both 1971 and

1972. Average response time figures (time in minutes from the receipt of a

éall at team Base to the arrival of an officer on the scene) are aisg the

same, 2.0 minutes (average/month) in 1971 and 1972. Unfortunately, no national

fiéures are available with reference to-response ?ime with which ?o compare

Team One rates. Further, no records of response time were kept by non-team

personnel in 1971 or 1972. Hence, comparisons in this vein are a%so impossible.

SUMMARY: Team Area One Performance Rscord for First and Second Action Years -

Over a two year pericd irn Team One we see that workload and response time
'has remained the same, with responég time clustering around the two minute
‘mark. The average number of Part I offenses pér mohth has decreased 31% in
prea One in 1972. Part JI offenses have increased by hh% in.1?72, due to,a‘
200% rige in the number of disturbance cails. This rise does not iﬁdicate
increased community tension, howevér, because there is no parallel rise in oﬁher~
indices. A possible explanation for the rise in such calls is an increased
citizen willingness to call for police assistance in the. event of minor
quar;els, suspicious haprenings, and disturbances of the peace. The average
humSer of service calls per month dropped from 126 per month (1971) to 96 per
month (1972) in Area One.
In general, changes in data between 1971 and’l972 in Area One indicate
a po;sible trend toward decreasing numbers of Part I offenses (violent crimes
against persons and also property crimes) and increa§ing numbers of'disturbance

calls (which teni to be less serious policing problems.) Both of these toends

e

' Area One has changed crime patterns in that area.

b8 ' -

° are encouraging, indicéting as they do a shift toward less serious crimes.

However, without accurate data from other areas during the same time period,

it is impossible to conclude that Team Unit One was the major variable in

Area One which resulted in a changing crime pattern. The fact that the city
as a whole éxperienced an increase in Part T offenses in 1972'would.teqd to

sunvort the conclusion that areas which had not had teams in operation (Areas

~ three and four) or which had a team in operation for half a year (Team Area

Two), experienced greater mmbers of Part I offenses in 1972 over 1971.
Data thus substantially favor the conclusion that continued team operation in’
. !
Other performance measures (response time and number of calls handled) have
not changed significantly in Team One between 1971 and 1972. Clearance rate
L4

comparisbns between action year one and action year two will not be made -~ the

data collected in 1971 yields clearance rates for all calls only and thus does

" not allow a more meaningful breakdown into Part I and Part II clearance rates.

~Clearance rates from other areas in the nation, however, indicate that Team One

had a clearance rate in 1972 of over twice that reported in other comparable

" e¢ities, the New England States and the nation as a whale. This strongly

indicates that Team One has not only a better reporting system, but more

" efficient police operations than other regions or cities.

Again, however, the reader must be cautioned that just as national and
area crime rate dafa is subject to inaccuracies in feporting, so clearance rate
data from other areas may be ihaccurate. An examination of Holyoke police records
tends to confirm this -suspicion, for if clearance rates are compared for
HMarch - Augﬁst 1872 between Teaﬁ Area One and areas not served by teams (see
Tables A-5 -- A-§ in Appendix B) one finds that reperted " Part I clearance
rates'afe significaptly higher in Team Area One thén in the rest of the city
(Non-team areas): 61% in Aréa One vs. 3% in Area Two, 3% in Area Three, and 5% -

in Area Four.
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These data in Areéq Two, Three, and Four are linked with comprehensiveness

. of reporting and not ngcessarily with actual police performance levels; thus,

caution is advisable when drawing conclusions from national or regionel data

with reference to clearance rates.

2. Comparison of Team Two verformsnce for first 5% months of overation

(August 13, 1972 - Janvary 1973) vs. Team Cne performance during approvimately

the same_time reriod (Aveust 1972 - Jenuary 197?) vs. Team One performance for

¢

the first six months of overation (Decemher 1970 - Mav 1971)..

In order to assess the performance levels of Team Two, which{began operations
on August 13, 1972, data similar to that collected in Team Area One were collected
for the fifst 5% months of Team Two operation. Data include frequency and

types of calls, response times. and clearance rates. . Two kiﬁds of comparisons

" are made in this section: 1. a comparison beiween the first 5 months of

Team Two operation and the first six months of operation of Team One (December
1970 ~ May 1971) and 2. comparisons of these t&o groupings of data with Team
Cne daté collected during its second acnlon year, (August 1972 - January 1973).

One would expect that performsnce levels for the first months of team
operation would be comparable in Teams One and Two and that performance in
both teams during this time would be at a lower level than that-of Team One
two &ears later (August - January 1973). During this two year period, Team One
would have had the opportunity to familiarize itself with the team concept,
invesﬁigatiﬁe skills, the team area neighborhood and residents, éll of which
would contribute to higher levels of_pérformance.‘ '

Unfortunately, the comparison of beginning months of operation is limited

to a great extent in this case because initial operating periods occurred

during different yearly pericds, one primarily in the spring, the other in

wxiodil
4

clearance rates méy be‘}hfluenced moré by seasonal variation than by team
ability. | I
Keeping this limitation ‘in mind, it would appear from Figure 3-IT that '
the frequency of Part I offenses handled in Teams One and Two was approximately
the same during their first months of operation (an average of L8 per month
for Team One versus 45 per month for Team Two). Within this category, types
of calls were very similar in frequency in the two téam areas (see Tableg
3-XIV and 3-XV) although a.greater number of larcenies occured in Team Area
One during this time period. |
A greater number of Part I1I offenses was handled by Team Two (an average
of 90 per month as compared to an average of 73 per month for Team One durlng
its first few months). Within this category, frequencies of types of calls
(narcotics violations, vandalisﬁ, motor vehicle violations, félse alarms)
were similar in Team Areas One»and Two, with the exception of disturbances
which were greater in the Team Two Aréa during its be01nn1no months (an average
of 50 per month in Area Two versus 3L per month in Area One). Table 3- XV
shows that the higher ievel of disturbance calls in Area Two was not simply ;
result of the hot summer weather which occurred durihg Team Two's first & |
months: disturbénce calls remained copsistently higher than those of Area

One throughout the entire period, even during the colder winter months of

December and January. i '\-h“awr’

Frequency of service calls was also greater during Team Two's first months °
than during those of Team One, averaging 80 calls per month from Areé Two and
60 per month from Area One. The highef frequency of service calls to Team Two
can be understood by 1ooking‘at'Table 3foI which records total numbers of
service calls per month in Area Two. Ve see from the table'that during tﬁe
first 1’ months of operation of Team Two, 226 service calls were received,

a figure almost equal to the total number of service calls received during '

the next four months. It is likely that many of these calls were a result



of the curlosity of neighborhood residents as to what their team would be
like. Team policing hgd been given a great deal of publicity by the local
news media, énd during this particular 1’ month period, 2 severe_battle was
being waged before the Board of Aldermen as to £he merits and faults of the
team concept. Ignoring these I)x months, Team One and Two service call figures

are similar, although Teble 3-XIV indicates a slight trend towsrd an increase

in service calls to Team One during its.lLith, Sth, and 6th operating months,

. which has not occured as yet in Team Two (Table 3-XV).

‘Tables 3-VII and 3-IX indicate that this increase in service calls has

continue& in Team One from its firest year to its second. This may very well

- be due td increased rapport between citizens and their team unit as the unit .

continues to operate. That is, citizens may be more wiiling %0 'call the team
.about non-crime related problems as their knowledge of and confidence level
4n the team grows. If this is true, one would sxpect Team Two to ‘experience

the same trend as its operation continues past its initial months. Continued

- monitoring of Team Two is therefore necessary.

In general, vworklcad in terms of total numbers of calls handled per month
by eatii team.seems to be fazirly comparable. Although records of the total
number of calls per month were not éollected during the first three months of
Team One's operation, the figures for the last three months ofvoperation seem
to fall within the same genérai area as those for Team Two (see Tables 3-XIV
and 3-XV). Team One figures on.total callsvduring this period are somewhaﬁ
higher, however. | - A

'-Clearénce rates for the thfeé,different crime categories (service, Part I,
Part II) were not Collected'for Team One during its first year of operation;
the only available .figures are‘clearancg rates fbr all types of calls,
beginning in March 1971 a3 shown on Ta?le E-XIV. Comparing these figures
with Team Two figures (Table 3-xv) we find that Team Two ¢learance rates for

all ¢alls in the last three months of the time period are higher than rates

O

- B e

' in Team One for a similar period (90%, 86%, and 91% for Team Two; 79%, 78%,

;Qd 79% for Team One).J Thése higher clearance rates for Team Two afé in
part the result of a g;eater number of disturbance calls to Team Two (which
are ﬁsually cleared immediately) and to the slightly greater number of Part I
offenses occuring in Area One at this time, particularly larcenies.

Average

response times in both teams are very similar, centering around 2- 2% minutes.

SUMMARY: Teams One and Two. First Six Months of Operation

. A comparison of Teams One and Two during their first months of operation

indicaté@ similar response times, number of calls handled per month and

. number of Part I offenses handled (with a slightly higher number being

handled in Area One than in Area Two at the close of the period under

-investigation).

A greater number of Part IT calls were received by Team Two than by

Team One, the difference in numbers due hostly to a consistently greater number

. of disturbance calls received by Team Two; Frequency of service calls was

also greater in Team Area Two, due in all probability to a large number of

feuriosity™" calls received in the beginning 1 months of Team Two operations,

In later months, service call frequencies in Area Two approachéd those of

_'Area One. A slight trend toward increasing numbers of service calls was

observed in Area One from March'through May. No comparable trend was observed

'ip Area Two. If such a trend is due to citizen confidence levels in their

team, as has been hypothesized, one would expect Team TWwo service calls to
increase in number over the course of the next year.
In general, performance data from Teams One and Two during their first

months of operation were similar, with the few exceptions noted above.
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‘ The second set of comparisons to' be made between Teams One and Two is

‘ oi‘ performance during similar yearly time periods (August 1972 - January 1973

for Team One* and Aupust 12, 1972 - January 1973 for Team Two).

A comparison of Tables 3-XIIIV(compi1ed records of Team Qne) and 3-XIT
(compiled records of Team Two) shows an identical average number of service
calls per month and an almost identical number cleared. Clearance rates for
service calls are therefore quite close (96% for Team Two, 97% for Team One).
| A .closer examination, however, of numbers of service calls occuring on
a monthly basis (Tables 3-XII and 3-XIII and Figure 3-III) indicates that

although\average per month figures are similar during August - January 1973

' in Areas/One and Two, monthly fluctuations of service call frequen01es are

not similar. That is, Team Two experienced a greater number of calls in its

first one and a half months than it did in later months‘(indicating curiosity

4
calls as we have stated previously), while Team One experienced a more

consistently high level of service calls during each month of the August -

© January 1973 period. As we have stated before, this may have been due to

.increased confidence levels in citizenry with reference to their Team which

had been in.operation‘for almost two years at this point. Continued monitoring

of Team Two as it continues operating may bear out this hypothesis.

- # Clearance rate data for Team One are available for five months only; hence,

-average monthly rates have been caloulated on a five month basis while frequency

of calls per month has been calculated on a six month basis. Comparisons
between the two are therefore slightly 1naccurate but valid nevertheless.
Although it would have been possible to eliminate the month of January 1973,

and calculate data for Team One on a five month basis, the resultant difference

4in average monthly figures from'figures derived by counting January are so

' small that it was arbitrarily decided %o include that month in our calculations

when January data was available. Hence, in Table 3-XIII average frequency of

calls per month are based on six months of data whereas .average number of

cases cleared per month and clearance rates are based on five months of a -

Frequency of Part I offenses between August and January 1973 is

' 1éwer for Team One than Team Two (an average of 39 per month vs. L5 per

month). Tables- 3-XV and 3-X indicate that within the Part I category, a
greater number of larcenies (25) and automobile thefts (20) occured in Area
One, within a slightly longer period of time.

Althouah we know that Area One was experiencing a decrease of 31 percent

4in 4ts number of Part I offenses in 1972 there is no accurate baseline data

;.on Team Area Two which would allow one to determine whether Part Ivoffenses

'fell, rose or remained the same in Team Area Two during the first months of

Team Two\operations. It is probable, however, that a decrease in Part I
/

" offenses does not occur in the first months of team operation, buu.is

rather a result of continued team operation within am-area. One would expect

.from this hypothesis that4continued operation of Team Two would lead to a de-

4

crease in Part II calls in Area Two over the coursesof 'thenext one and a

half years.

A sliphtlv greater clearance rate for Part I offenses is recorded for

“Team Two than fov Team One during ‘this perlod, (53% for Team Two, L9% for Team

One). Again, these clearance rates are significantly better than those recorded

in the nation and parts of the country during 1969 - 1971. 1972 natiomwide

" data are as yet unavallable.‘

'Tne frequency of Part II offenses is greater in Area One than in Area Two
during this time (an average of 128 per month in Area One vs. 90 per month in
Afea Two). Disturbance calls contribute most directly to these data: Team One
received a total of 668 disturbance calls between August and January, while

Team Twoirecorded only 273. As stated in a previous section, Team One experienced

.a sharp rise in disturbance calls in 1972. &lthough a greater number of

disturbance calls occured within the hot sumer months, these months are not

alone in having high nunbers of disturbance calls. Comparing Team One's first
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T‘dble B_HI *

Compiled Records of Performance in Team.Area Two
March 1972 - January 1973

Implimentation of Team Unit 2

g -g g ) g? ¥ 0 H % g o H H §
. g & [|7@& & "* Ha | & &
n O oo juwobm|mO Ko ra 8 ég ¥ OO ‘n.of:'%
March 0 0- 0% 26 2 8% 5 2 1,0%
April 0 0 0% 26 0 0% 7 0 0%
May 2 o). og 20 0 g 1l 0 0%
June 0 ol | 1 1 5% 3 |
July 0 0 ' 0% 16 0 0% 9 1 11%
pugust 1 = 12 0 0 0% 6 1 174 1 o of
August 13 - 31 112 - | . 105 oLz L3 22 . 51% 80 75 ou%
Septenber wy | e | e | s | | ael| s 5 | 19
October so | s | wos| | 2| x| 61 | ot
November 52 5 | 100 ol . 28 206 | 80 8 | 982
* December 51 51 100% 37 - 22 59% 87 76 87%
January 1973 52 52 100% 35 23 66% 77 76 99% 1
e mtns | W | oo e | al w| o 1]
Second 5% Months 8o 77 96% 45 2l _53%1 %0 8 90%
Py N ‘®
° ° ° . e . ° ‘0

RES



CONTINUED
1 0F 3




Table 3-XIII..

Ll

Compiled Records of Performance in_Te
~ August 1972 - January 1

D e

Second Action Year

am Area One

© Q : Q ‘©
. © O 0 O e 3]
v S *So . |uSBR|ALS Ko RO S ‘5 3 ® B e d
ugust 1972 88 88 100%| k6 3L 7h% | 151 W5 | 96%
September 73 72 99% 27 15 56% 145 128 88%
| cotover n 70 909%| 39 13 33% | 18 136 | 92
Novefber 79 g ?2z 91% 27 13 418% 125 108 86%
Decenmber 63 60 9sg| ko 6 | 33| 1 o6 | 8%
January 1973 105 #* ¥ L3 . ¥ * 88 * * |
| Average/Month. 8o | 7 97% 39 18 §9% 128 123 90%
# Data not collected. Average/Month figures
“for these columns are based on 5 months of
performance; other Average/Month figures are ' '
'sed on 6 months. of performance. ‘ . ‘
o - ® ° o .. o L
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Table 3-XIV.

REcorns oF pErroRvan@)IN TEAM AREA ONE

Dec. 1970 - May 1971

First 6 months of operation
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® Table 3-XV, " RECORDS OF PERFORMANGENTN TEAM AREA TWO
March 1972 ®Jan. 1973 ‘
Impi.ementation of Team Unit 2
e
_ 5] 13 [ © o
o > 2 L 5005 0§ » a W WO 0 0
4 =3 5 8 '3 *8 ":3 "5 .‘U;J ;3 5 © o~ "c_'rs -~ @l 2 %’q 5
g o o 2 g o - g ~ e o » 3 ms @ O mc‘g&mg ;48.0,
Month @ K & . 7 d g e > ol 2F B8 bw bwmiS% 23
w m e = . > M < o} NO s EHO HoOoL UM < X<

A, T o I - R EE
March of 15 9 0 o~ o0} 3 1 0 1 2 o 38 9  2L% | rec.
April 0 2 19 3 2 o] -k 0 0 3 0 0 39 2 5% | v
May 2 7 13 o o0 o0ol12 o o 2 o o | 1 o%{v
June : 0 2 12 0 2 0. S 0 0 L 3 0 L3 10 23%

d July | 0 3 1 0 1 0. 7 0O 0 2 1 0 Lo 7 16%

N e ' . .

1;' Aueust 1412 0 0 L © 1 0o o 0o o 1 1 0o 12 5 _lLpg
August 13-31 112 9 {10 310 331 9 15 6| 53 1 0 r279 . 236 | 85% 2.2
September 11 7 .27 3 7 5|12 18 10| 12 of3ms 264 165 2.0
October . + 59 6 15 1 8 0|16 27 22| 32 9 0257 220 | 863 2.5 ,
November 52 16 10 o 8 o |13 18 17| W8 6 1|21 23 9% 2.3
December: 51 7 1 1L 0|21 16 11| s0 1 o291 249 86% 2.3
January 1973 52 13 10 2 s o L 27 1| W 5 2 245 22k 9% L9

Average/Month fo. h N ) | T Tno

first 5% months A S 13 .5 1 0 6 .2 0 2 1 0 L1 6 154 rec.

Average/Month fo o T T |

second 5% months 80 11 18 2 8 1 16 22 5o 10 .5 287 260 93% 2.4




code: ~ COMPARISON OF TEAM TWEPERFORMANCE (# CALLS Figure 3-II. .
. team’ calls ' HANDLED AND # CLEAREDYPFOR FIRST 5% MONTHS .
(Aug.72~Jan.73) OF OPERATION (AUG.13,1972-JAN.1973) VS. TEAM
%% team 1 oleared cases ONE PERFORMANCE DURING APPROXIMATELY THE SAME
(Aug.72-Dec.72) TIME PERIOD (AUG.72-JAN.73) VS. TEAM ONE
%%% team 1 calls PERFORMANCE FOR FIRST 6 MONTHS OF OPERATION
{Dec.70-May 71) (DEC,72=-MAY 71). . . ,
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.cases (Aug.l3,72-Jan.73)
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® Figure 3-IIT,

®
COMPARISON OF TEAM TWO PmORMANCEA (# OF CALLS
HANDLED) FOR FIRST 5% MOMPHS OF OPERATION (AUG.13,
1972-JAN. 1973) VS. TEAM ONE PERFORMANCE DURING ‘
APPROXIMATELY THE SAME TIME PERIOD (AUG.1972~JAN,
1973) VS. TEAM ONE PERFORMANCE FOR FIRST 6 MONTHS
OF OPERATION (DEC. 1970-MAY 1971).
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. Figure 3-IV. COMPARISON OF TEAM TV,
* GQLEARED) FOR FIRST 5%

ERFORMANCE (# OF CALLS
ONTHS OF OPERATION (AUG,13,

1972-JAN.1973) VS. TEAM ONE PERFORMANCE DURING
APPROXIMATELY THE SAME TIME PERIOD (AUG.72-DEC.72).
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and second action years, (Tables 3-VIII and 3-X) one sees that, month by
‘month action year two rpcords a greater number of disturbance calls than
action year one. This rise was not interppeted as an indicator of neighbor=-
hood unrest but as part of a possible change in crime patterns in the area
from more serious to less serious crimes.
Clearance rates for Part II offenses are identical in both teams (90%).
Average response times for all calls are'also'similar in Areas One and Two

(2.1 minutes in Area Two and 1.9 in Area One).

SUMMARY: . Teams One znd Two During Aveust 1972 - Janvary 1973

A comparisoi of Teams One and Two during the same time ﬁeriodé (August
. 1972 - January.1973) indicates that Team‘bne,‘aftgr two years of opération,v
Ahad consistently greater numbers of service calls than Team Two, recorded
feger Part I offenses than Team Two (a total pf 231 for a six month*time period
. in Area One and a-total of 250 for a shorter five and a half moﬁth time period
- in Area Two), and recorded over twice as many disturbénce calls as Team Two.
?hese data indicate: 1., Area One citizen wiilingness to call police about
‘non-crime related matters and 2, possible changes in the nature of police
problems*#ithin Team Area One (in a positive direction). Both of these states
were gOaip specified by the Team Police Project and appear well on their way
to fulfillment.
Data also indicate tﬁat the decfease in Part I offenées in Area One was
not reflected in the 1972 c¢rime index for the city, which rose slightly.
This indlcates that other parts of the city (which parts camnot be determined
because of insufficient data) experienced an increase in Part I offenses.
Because baseline data prior to Team Two formation is poor, it is impossible
' 0 determine whether Area Two experienced a decrease in Part I calls as a
‘result of Team Two's creation.- It is prc;babie that-such a decrease did not
occur, however, the decreasé being a result of continued operation of a team

and not the very fact of creating one.’ .
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GENFRAL SUMMARY

PR | 1. )
The hypothesis.with which we began, stated that one would expect the

beginning months of Team One and Two performance to be similar to one another,

keeping in mind the limitations to connarison posed by the differences in

seasonal periods in which each team began. A second hypothesis was that

performances of Teams One and Two during these beginning periods would be at

a lower level than that of Team One two years later (1973), due to greater

team experience and familiarity with the area. It was also hypothesized that

Team Unit One would have made a positive impact on crime levels in the Ward

T area in its two years of operation. All of these hynotheses are well

,subported by this data. : . . .

?

A comparison of Teams One and Two during their first months of oparation
{ndicates similar response times, numbers of calls handled per monthE and
number of Part I offenses handled (with~a siightly higner number neing handled
in Area One than in Area Two atb the close of the period under 1nvest1gation)
Frequency of Part IT offenses, although gneeter 1n'E;ea Two because of higher
" numbers of disturbance calls, are very similar throughout the beginning

months of Teams One and Two. Service calls show greater variety due to initially

high numbers of calls to Team Two (curiosity calls). After this one ard a

half month period, however, numbers of service calls approech one another in
Arees One and Two. A slight increasing trend in numbers of serviee calls wWas
noticed in Area One from March through May and this trend has continued through-

out the second action year. No such tre:xi has been observed in Team Two,
although if such a trend is due to citizen confidence levels in their team, as
has been hypothesized, one would expect Team Two service calls to increase in

"number over the course of the next year.

YM’Y'«

- action year);

. being handled by Team One during this initial period.
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In generel, one sees that the first months of operation were similar in

béth teams, with the ‘few exceptions noted above.

A comparison of Team One during its second action vear with Teams One and

Two during their besinning months suggesis a change in crime patterns.in
'Area One in a positive direction, as measured by greater numbers of service
oalls and disturbance calls and a significant decrease in numbers of Part I
offenses in Area One. Thus, at a time_when‘the cit& as a whole experienced‘a
'slight increase in the crime index, Area One experienced a decrease (of 31%)
;over 197 Part I figufes. It is probable that the decrease in Area I resulted

from continued operation of a team of fifteen men in that area.

. Average response times are similar across teams and seasonal periods.

.

Clearance rates of calls are almost identical for Team Two and Te%m One (second

clearance rahte breakdowns are not available for Team One (first
action year), but eclearance rates for all.cells appear lower in Team One during
its first few months than in Team One (second action year) or Team Two (first

months), largely because of fewer numbers of service and disturbance calls

Clearance rates of Fart I
offenses for both teams, regerdless of time period, are over twice tht of
national figures.

Thus, the available data indicate that Area One, which has had a team in
operation fon a two year period, has experienced increased levels of less

serious crimes (disturbances), increases in resident-police rapnort*es measured

by increased numbers of service calls, and a greatly reduced number of Part I

offenses in that area. Similafi£ies in demography and in performances of
Teams One and Two in their beginning monthe would lead to the h&pothesis that
Area Two will follow a pattern within the next year and a half similar to that
6f Area One during its first two years.

-

#The hyvothesis as to greater general resident-poli
- ce rapport in Area I in
1972 is qualified by other data reviewed in this repo
rt
relating to community attitude measures. p » partieularly date
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. These data strongiy support the conclusion tﬁat team operations have been
' th'e major determinant of high ciearance rates and changed crime pattéfns in
Area One and have ﬁroduced gigni ficantly improved levels of reporting,

numbers of cases clea;ed, fewer numbers of Part I offenses, and increased
numbers of service calls.
.If Team Two data within the neit year demonstrates similar patterns,

it will provide additional confirmation of this success of the team police

- concept.
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2, sick ieave Information

i
.Records of each Holyoke police officer's exercise of sick leave were

obtained from the Chief's office and a cémparison made between Teams One and
Two and non-team personnel in 1972 and between Team One and non-team personnel

ih.1971. Sick leave data serves as a measure of group morale and as a

. suggestive, partial index of job performance,

. Team One data was collected from January 1 - December 31, 1971 and from

,Jaﬁuafy 1l - December 31, 1972; Team Two data from August 13, 1972 (the commence-

ment of Team Two operation) through December 31, 1972; and department (non-team)

. data from January 1 - December 31, 1972. See Tables 3-XVI and 3-XVII for

* 1

presenﬁatiﬁn-cf data. . ‘ ~ )

, Table 3-XVI indicates that the rate of éick leave useage by Team One
members in 1972 was significantly lower per man per month than that of both
Team Two and noﬁ-team'poiice personnel. The 1972 rate of sick leave useage,

however, for Team One personnel is over twice that of the 1971 rate (an

. increase from an avérage of .27 sick days per month per man to .60 days per

month per man). Department (non-team) sick daw useage in 1972 also shows a

marked increase over 1971 (an increase from .69 days taken pef man'per month

- in 1971 to 1.35 days per man per month in 1972).

Thus, although Team One rates for 1972 remain significantly lower than

| department rates for that year, there has been a two-fold increase in both

Team One and non-team rates of sick leave useage in 1972,

.. The sick day useage rate of Team Two personnel over a I’ month period in

1972 is significantly higher than that of Team One (twice as high), and

slightly lower than the non-team (department) rate on a per man per month basis.



Table 3-XVI. Sick Leave Statistics for Tesms 1 & 2

Police Personnel and Remaining Dept'. Personnel, 1972

. Total # Sick Ave, #’4":3'ick Days Per - Ave. # Sick Days Ave. # Police Pesrsonnel
«Unit Days Taken , Mo. for Entire Unit Used Per Man/Per Mo. Per Month in Unit
" Team 1 | 105 ' 8.75 .60 14.67
(Jan., 9-Dec.1972) ) : ' .
. Team 2 108 ° 2k.00 : ' 1.29 " 18,67
-~ (Aug. 13=Dec. T72) ‘ . 3
Dept. Personnel 1487 S 123,92 " © 1,38 91.50

Minus Teams 1 & 2
(Jan-Dec. 1972)

' 3-XVII. Sick Leave Statistics for Team 1 Police

Personnel and Remaining Dept. Persommel, 1971

Unit ‘ Total # Sick Ave, #‘ Sick Days Per Ave, # sick Days Ave. # Police Personnel
—_— Days Taken - _ Mo. for Entire Units - Used Per Man/Per Mo. Per Month in Unit

Team 1 . . ’ ' ' . :

(Jan.-Dec. 1971) bs . 3.7 - . 27 : 1k.08

Dept. Persomnel ‘843 . - 70.%25 - | 69 | 1101.33

. Minus Team 1
(Jan, -Dec. 1971)

-
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sick leave data would seem’to support the fact that both Team One and
n;n—tegn morale dropped in 1972 as compared to 1971, as interviews with team
members and‘the reéults‘of a Police Job Saﬂisfaction and Morale Survey have .
indicated. Causes for'this change in moéale level and interview and survey
results are discussed in another part of this report.
. Team One rates are still significantlyvlower than department rates, but

the implicatiohs of these data are not as clear cut as might appear at first

glance. As the 1971 Evaluation Report pointed out: "Since data for a
-previohs similar period were not readily available, one cannot definitively

infer a\?ause—effecﬁ relationship between team participation amd reduced sick

leave ué%age. In particular, since the officers who volunteered for Team (One)

* - t

membership demonstrated themselves in other respects to be exceptionélvpolice—

L3

men (with reference to attitude inparticular), it is entirely possible that
they -may have been atypical with respect to sick leave useage."

Team Two statistics (1.29 sick days taken per month per man) would seem

" o indicate that it islnot enough to simply group men together in a team

- structure in order to affect morale in a positive manner. Outside forces may

affect mdrale level even moré than the team structure. Team Two sick leave
ra@e 1ls not significantly differen€ from that of non-team members in 1972,
indicating thet as a group, Team Tﬁo shared the same level of morale as non-
team ﬁembers.{ The Treasons for.Team Two's identification with the department
and not wﬁth Team One or the Team Policing concept are discussed in another

part of this report. ("Morale and Job Satisfaction™)

gt sttty ey st ot g
[T
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~3? Team vs. Non-Team Performance as Measured by Interviews with Professionals

Associated with Policing.

A basic goal of Team Policing is to 'improve the effectiveness and
efficiency of police service delivery. This goal, it has been hypothesized,

can be accomplished in two ways: 1. improved training to raise the quality

of officers servicing the city and 2. the team structure itself, which encourages

.-higher levels of individual police initiative and accountability, a greater

v

degree of community-oriented police planning, greater accessibility to residents

in need of service, and greater knowledge of area problems, needs, and crime

\
\

\

‘ . s ‘

_The previous sections pf Part ITI-C (Performance) have focuséd upon
quantitative measures of police performance in Team areas-and the city. In
this section a qualitative me@sure of performance levels will be investigated:

. )\ .

asses§ment§ of police performa%ce made by professionals whose jobs bring them

.. into daily contact with_Holyokézpqlice personnel. The two professionals

interviewed were the Clerk of Courts and Prosecutor for the Holyoke District

Court. Time schedules did not allow. for.interviews with other persons whose
insight into and dealings with the Holyoke Police Department would have proved
valuablg for eyaluation purp03es; eg., reovresentatives from the District
Attorney's Office and the judges‘which sit at the Holyoke District Court. It

is suggested that such persons be interviewed with vreference to police

‘performance as part of the 1973 evaluation report.

. The structure of interviews with the Clerk of Courts and Prosecutor was
geared to eliciting responses with reference to the aquality of team performance

levels as opposed to non-team levels, Specifically, the Prosecutor and Clerk

‘ % Acknowledgement is made to Christine Angers for data presented in this section.

-
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Were asked if they were- able to distinguish Befween team members who had
réceived training at’Hélyoke Community College (on Massachusetts Statutes
and Laws of Arrest, Investigation and Interrogation and Specialty Courses)
from non-team personnel who had not received this kind of training. These
professionals were’also asked to comment upon the quality of affadivit
preparatioﬂ, femiliavity with the law, expeditiousness of warrant serving,

competence of team patrolmen as compared to Detective Bureau personnel,

(particularly with reference to the quality of investigations and the preparation

of reports), attitude of officers in court, and their general selprresentation
in court. (See Appendix E for interview format). |

Both persons ;nterviewed seemed to agree thaﬁ, although poliFe training
had proved valuable and seemed to make a differenﬁe in terms of the quality

I

of officers as witnesses and as investigators, training in and of itself does
L

not necessari’ty make officers more responsive to/théir duties or better police-

men. Time and exverience coupled with pfactical or applied training is the

determinant of efficient and ‘effective police service. TIndividuval officer

" personality is also of prime importance in determining levels of police

performance. Interviewees seemed to feel that informal, in-house training
such as reviewing case histories and ihci@ents ied by older more experienced

personnel would be as valuable as formal courses with specifically practical

. application.

Affidavit preparation and report writing are in'general well done according

"to interviewers (although at first reports were sometimes not submitted by

team members), warrants are served and returned expeditiously, and officer
attitude within the déparuﬂent in‘general is positive -~ not sarcastic, and

they are neat in appearance.
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~ Both interviewees-indicated that no real difference in the conscientious-

- ness of Team patrolmeﬁ as compared to Detective Pureau personnel could be

detected. As teams have gone into‘operétion, the clerk has come into contact
with more and more patrolmen in court, for‘they are now handling cases which
traditionally were handled by Detective Bureau personnel. These patrolmen
apﬁeafed comparable to Detective Bureau persoﬂnel both in conscientiousness
and carrying out of duties properly asd expeditiously.

It waé also stressed by both professionalé that newly appointed officers
’needed\?raiﬁing, experience, and guidanqe. Greater cooperation among officers
themse%&es ih giving new recruits necessary‘iﬁformal training would be
béneficial to all concerned. -
- In summary, interviews with the Clerk of Courts and Prosecutor indicated

that team members seemed to be functioning on a par with Detectiye Bureau

personnel, and that Department and team performance in general was '"good"

with reference to report writing, affidavit preparation, knowledge of laws,

warrant processing, and officer appéarance and attitude.

It was-'the consensus of both interviewees that training per se did not
produce good policemen, but that experience 6f'a practical nature over a long
period of time aided the development of effective and knowledgeable personnel.

ih general, team mémbers'were assessed to be no better or no worse than

non-team personnel in terms of pefformance levels and quality of worlc.



"D.  COMMUNITY ATTITUDE .

: , !
1., Community Attitude Survey

An avowed geal of team policing is to effect a change in community
attituqés toward pﬁlice. Concomitant goals are to increase cooperation
between the community and police and to increa%e the sense of security in
the communities in which teams are opefatiné.

DATA

To assess the attitude of residents toward team and nowe-team poliée

- dn 1971 (the first action year) a Community Attitude Survey was administered

to a random sample of households in Ward 1 and Werd 2 (the c;ntrol district
for Ward 1), Two phases were used to determine community attitudes, the
first in December, 1970, upon the initiation of the team policing project,
and éhe seéond in August, 1971, approximately eight months after Team One's

initiation. The December, 1970 administration was presented to 92 people

in Ward 1 (the experimental area) and 89 people in Ward 2 (the control aréa).

The August 1971 post-test was administered to another random sample of 101
citizens iﬁ Ward 1 and 100 citizens in Ward 2.%

Sﬁrvey data were collected through structured interviews consisting of
10-20 questions re@uiring relatively specific answers;

In 1972, a similar survey (several questions were added) was administered
to’ random samples of residents in Team Areas Two, Three and Four in November

and to Areas One and Two in March 1973.3¢ Sample sizes were geared to yield

#* Tt should be noted that the 1970 and 1971 survey samples were not large
enough to reach statistical significance. That is, one could not generalize

from these results to the Ward 1 and Ward 2 populations as a whole.

#t See following page.

o e s et o
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Statistically significant results within each area, although weather conditions

aﬁd minor problems with survevor availability resulted in statistics at less
than a ,05 level of significance in Afea Three. Significance at the .65 level
was reached, however, in Areas Two and Féurein November 1972 and Areas One and
Two in March 1973. Sample sizes are recorded on the Tables in this section.

. Data on Areas Three and Four, which is the result of one survey adminis-
£ration only, will serve as a baseline for future community attitude measures
in 1973. Results from Area One and Two in 1972 and 1973 are compared in this
section with daté from Areas One and Two rollected in 1970 and 1971.

In 1971 intervievers weré selected, oriented, and supervised by Model

Cities persomnel. Interviewees were determined by using a table of random

numbers to select the street and apartment. The interviewee,was the first

person over 16 who answered the door. In 1972, interviewers were selected
by the Evaluation Coordinator and given an orientation to the questionnaire
and ways to avoid biasing or influencing respondent's answers, Interviewees.

were selected by dividing voting lists into the four team areas {current and

. future) and selecting every eleventh, fifth, or fourth person (not related to

a police“officer and not connected with the Team Policing project).

## It was decided not to survey Area One in November 1972, as this area has
been over-surveyed since the inception of Model Cities and Team Policing. One

additional administratioh in March 1972 was considerad sufficient to show

continued trends or changed patterns in community attitude in this area. Further,

4t .should be noted that Area Two in 1972 is larger than Area Two in 1970 and

1971 (the control district for the experimental ward). Area Two ag a control
consisted of Ward 2 (approximately 4,000 people). Area Two in 1972 and 1973

(Team Area Two) consists of Ward 2 and the Springdale-Ingleside area of the

city (approximately 5,000 people). Although the area is not identical between

. .

years, the number -of additional persons, it .was felt, was not so great as to

vitiate the validity of comparisons across time periods.
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The interviews conducted in Wards 1 and 2 in 1972 were designed to obtain

. Information relating' to three general areas:

1. Citizen perceptions of the attitudes and behavior of their police.
2. Citizen perceptions of the willingness of the people in their wards

to assist their police.

3. Citizen perceptions of the quality of their police.

Interviews conducted in Team Areas Two, Three, and Four in 1972 and Team
Areas One and Two in 1973 were designed to yield information in the above

mentioned categories and

i, Citizen preferences with reference to blazer vs, traditional uniforms

and marked vs. unmarked cars.

5. Citizen satisfaction with their team units in Areas One and Two.

HYPOTHESES 1971

The hypotheses put forward in the 1971 Evaluation Report was. that pre-
test community attitudes in Wards 1 and 2 and the post-test attitudes in-

Ward 2 would remain similsr and constant, while post-test attitudes in Ward 1

would change in a positive direction. A change of attitude in a positive

direction was to be interpreted as an indication of the success of the Team

Police experiment.

The 1971 evaluidtion data are reviewed in greater depth later in this

section. In brief, the 1971 data suggested the following:

"A comparison of the pre-test and post-test data obtained from inter~
viewees in Ward 1 indicate that the attitudes of citizens in Ward 1
toward their police either remained constant or changed in a positive
direction over the period of the experiment.,  On the other hand, a
comparison of the pre-test and post-test interview data in Ward 2
indicates that the attitudes of the citizens in Ward 2 toward their
police tended to remain the same or change in a negative direction...
Data are sufficient to conclude that the project has had the
predicted positive impact on citizen attfitudes in Ward 1."
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The unexpected, negative attitude change of citizens in Ward 2 toward

., ‘ gheir police was explained by the enhanced image which Team One members and

Peam Policing in general received in the ‘local news media. Such p031§1ve
publicity, which was not received by non-team police personnel, more than

likely led to a negative shift in opinions as to the quality of non-team

personnel.

HYPOTHESES 1972

The gypothéses put forward in 1972 were that Area One residents would
continue to show improvements in attitudes toward poliée over 1971 and would
show more positive attitudes toward police than Team Area Tw? residents.
Team Area Two residents could be expected to demonstrate improved attitudes
toward their team police ;- at first approaching the }970 baseline and then,
in 1973, exceeding thet baseline. It was e%pected that the baseline data
collected in Areas Three and Four would compare favorably to data in Area One
and Two, since predominantly white, middle class residential and business
areas tend to have less antagonistic and more normalized relations with
police than minority group areas have. It was also hyoothesized, however,
that greater numbers of residents in Areas Three and Four would demonstrate
noncomﬁittal'attitudestoward policing (ie., check 'meither agree nor dis-
ag;ee"),than would residents in Areas One and Two, thus supporting the
épnclusion that such middle class areas are suffering from their owmn

particular kind of police-community separation.

Data are presented below. ‘ .

A; citizen Perception of Polics sttitudes and Behavior.

Questions in this part of the Community Attitude Survey were geared to
seekiﬁp respenses that would indicate how area residents viewed the attitudes

and behavior towards citizens of police officers serving them.
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Question 1 (Table Li~l and Figure Li-1). "The police in our ward like people."

i . 1
. 1970, 1971. 1In the first and second series of surveys (December 1970 and

August 1971) Area One responses indicate virtually no increase (from 70% to

71%) in the percentage of pééﬁle agreeing with the question and a slight decrease
in the percentage disagreeing (from 6% to 2%). Team Area Two responses (the
control area) also have remained virtually unchanged (from 63% in December

1970 to 6L% in August 1971). Those disagreeing in Area Two also decreased
slightly in percentage as they did in Area One. Although a greater percentage

of residents in Area One agreed that their police liked people than did

residents in Area Two, this difference is not statistically significant and

does not justify the cdnclusion that team policing has significantly changed

opinions in VWard 1.

1972, The results of the third administration of the survey in November
‘ 1972 indicate that Area Two residents suffered a negative change in opinion
with reference to police friendliness ~~ 52% agreed with the statement in
November 1972 (two months after Team Two was implemented in the Area) as
opposed to 6LF in August 1971. Area Two residents also recorded an increase
in neutral answers (neither agree nor disagree), jumping from 30 and 31% in
1970 and 1971 to U3% in 1972, but no change in percentages of people dis-
agreeing with the Statement was recorded, This increase in neutral answers,
with no concomitant increase in negative answers, would tend to indicate that
Area Two residents had adopted a hyait and see! attitude about their team
during its first few months of coperation. Such a wait and see attitude does
not seem to have been adopted by Team One residents in the first few months
of that team's onpsration. A possible explanation for Team One's immediate
. positive impact could be the catastrophic Lyman Street fire which occurred one

week before the 1970 administration of the survey and served to solidify Area One



¢ o ®Table 4,~®  I. PERMEIVED POLI® ATTITUDE WD PEOPI® @ ® 2 ® @

. TNJTEAM AREAS .
’ Q. The Police our Ward like Pesople, .
Team Area Team Area 2 % Team Arealy Team Areal
I !
Dec. 1970 | Aug. 1971 {March 1973 Dec.1970 | Aug.1971 | Nov. 1972 | March 1973’ Nov. 1972 8} Nov. 1972
N=92 N-102 N=ag) K _N=89 N=100 N=3h7 | N=386 @ N=23h R w=371
y % ‘ g . : t & . \
# 2 # i # 4 #1 % £ 1% | #1 % # 1% ‘ # 3 # 13
1 pgree 6l 70 72 71§ 216 68 1§ 561 63 | 6L | 6b 1791 s2 {316 {82 W78 F os 20
Neutral 2 | ou} 28| 28 )10 30 fer| 30 |3 | o] s3] sejiz g6 92 | 25
Disagree 6 6 2 2 N 1 b k4 3 3 1234 33 111 3 7 2 13 3
No answer | O ol of o] L} 1 2 2 2 2 st 1) 71 > 3 ] 7§ 2|
TOTAL C 92 100 102 101 36L 100 89 99 100 100 346 99 386 100. 234 100 ’ 371 100 .

¥ All Percentages on Community Attitude
Tables are rounded off to the nearest
percent. Total percentage figures may
therefore not always equal one hundred.
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residents in support of Team One. An explanation for the cautiocusness of

Area Two responses may‘be the public controversy raging at the time over team

police expansion. This controversy and its impact is discussed in depth in

another section of this report. The point is, however, that negative publicity .

more than likely affected responses from citizens Just beginning to experience

the Team Policing concept.

Area Three responses in November 1972 (before Teams Three and Four were

in operation) indicated that most interviewees felt that their police liked

people (76% in Area Three, 70% in Area Four).

Neutral answers in Areas Three and Four were in the 20-25% category and

were significantly smallér than that recorded in Area Two (L3%).

1973. The 1973 administration of the survey in Area One indicates no sub-

stantial change in community attitudes. An insignificant decrease was noted in

the percentaze of respondents agreeing that police in their ward like people

(from 71% in 1971 to 68% in 1973). WNesutral ansvers increased in Area One from

28% to 30% iw 1972 -~ 1973.

While no significant difference in attitude was recorded in Area Cne, a

significant change was noted in Area Two in March 1973. A large increase

occurred in the vercentage of respondents agreeing that police in their ward

like people (from 63% in 1970, 64% in 1971, 52% in 1972, to 82% in 1973). Of

all areas in the city,

rea Two recorded the grzatest percentage of people

agreeing with the statement (82% in Area Two, 68% in Area One, 76% in Area

Three, and 70%¢ in Area Four). Neutral answers decreased considerably in

Area Two in March 1973 and reached a level smaller then that previously

recorded in the Area and smaller than that recordsed in other areas across

time spans.

These data indicate that after seven months of Team Two operation, a
substantially greater percentage of Area Two residents had concluded that
these police "liked!" people. Area One residents, however, after two years
of team policing operation, recorded a slight decrease in positive attitudes
towards police and an increase in neutral answers., This was an unexpected

finding.

Question 2 (Table L-IT, Figure L-II). "The Police in our ward are polite."

1970, 1971. The first administration of the survey indicated that the
percentage of Area One residents agreeing with this statement increased from
79% to 81% from December 1970 to August 1971l. A smoll, positive attitude chanee
was thus recorded in Afeé One, Area Two responses indicated a smaller
percentage of people agreeing with the statement in 1970 (71%) than in Ares
One, and a sudden drop in percentage agreeing in 1971 (from 71% in 1970 to

52% in 1971.)

1972. The November 1972 administration in 8rea Two recordad a significant
rise in the percentags agreeing with the statement (from 52% in 1971 to 81%
in 1972), and a decrease in neutral responsas in Area Two (from 38% in 1971
ﬁo 13% in 1972). These 1972 results from Area Two are &n improvément; even
beyond the 1970 baseline results in Area Two and are comparable to responses
iz Areas Three and Four during the same time period (1972) ard with Area One
in 1971 (after eight months of Team One operation). Data would seem to indicate
tha? Area Two residents' views on police politeness were returning to normal
(and indeed were slightly higher than normal) in 1972, after the decrease in
public confidence in non-team police in 1971.

Areas Three and Four responses for 1972 indicate the same high level of
pro-police ("agree') answers as in Area Two (79% for Area Three, 83% for Area

Four), with more in Area Four eagreeing than in Area Three.
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II. POLICE MANNERS

Police in our Ward are polite.

8 Team Areaj%TeamAre;

Team Area 1 Team Area 2
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1 1 ol o] 71 54 61 8] 8 sl o1 8 h 2 M 31 18 10f 3
92 100 102 101 36k 100 8 101 100 100 W7 100 386 99 23L 99 371 100
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1973. The 1973 administration in Area One indicates a contiﬁued inzraase
in the percentage of people agreeing that police in the ward are polite (en
increase of 1% over 1971). Weutral answers decreased by 7% in 1973, while .
those disagreeing remained the same.

In Area Two, a continued increase in percentages of people agreeing with
the statement was recordéd in 1973. From a drop to 52% in 1971, the "agree"
snswers increased to 81% in 1972 and 83% in 1973). Neutral answers, up in
1971 and then decreasing in 1972, continued to dzcreazse in 1973 (to 10%).

Answers in Are= One and Two in 1973 were in general very similar to snswers
recorded in Areas Three and Four in 197?2. Centinued improvement of community
attitude was noted in Area One over 1970 and 1971 responses, and in Area Two
over 1970, 1971, and 1972 survey rasults. These data would tend to indicate
that Area One and Tﬁo.residents had noticed a chanze in police courtesy toward

citizens, courtesy which Areas Three and Four residents may have taken for

grantedc.

Ouestion 3 (Table li-TTT and Figure li~-TTT). YPolice in my ward tend to

"look down' on most people."

1970, 1971. Responses to this statement during 1970 and 1971 indicate
that Area Two (non-team) citizen attitudes remained constant (17% agreed and
approximately 1159 disagreed in both the pre snd post tests). In the ;xperi~
mental ward (irea One), data revealed a significant positive change in the
- perceptions of interviewees about the attitudes of Team One officers toyard

people. 9% fewsr respondents in Ward 1 agreed with this stztement in 1971 as

opposed to 1970, and 7% more respondents disagreed with it in 1971 than 1970,
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Table 4~ITI, III. PERCELVED POLICE ATTITUDE TOWARD CITIZEN BQUALTTY

Q. Police in my Ward tend to "look down” on most people.
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As evaluators indipated, this change in Ward 1 opinions was significant
because it reflected the fact that members of the Ward 1 community had
recognized a change in either the behavior or the attitudes of Team One police
officers toward citizens., This was more than likely related to increased face

to face contact between officers and the people in Ward 1, an important facet

of Team Policing.

1972, The survey results in 1972 from Area Two indicate no substantial
change in percentages of people agreeinz that police look down on people (17%),
but a-significant decrease in "disagree' respons=ss (from L5% in 1971 to 37% in
1972) and an increase in neutral resovonses (36% in 1971 to LL% in 1972). Again,
these data, taken in the first few months of Team Two operation indicates that
Area Two residents had adopted a cautious, neutral attitude about police
officers until such time as the team could prove itself (or discredit itself)
to area residents.

Area Three and Four disagreed with the statemént for the most part (73%
in Area Three and 57% in Area Four), with 3% more people agreeing that volice
look down on peovle in Area Four than in Area Three. There is a difference of
16% between Areas Three and Four in the proportion of respondenis feeling that

police do not leok down on people (73% in Area Three, 57% in Area Four).

1973. In March 1973, a siight decrease was recorded in percentages of
Area One residents who felt police did not "look down' on people (from 63%
in 1973 to 58% in 1973). More people (an increase of 3%) agreed that police
gii 1003 down on people in 1973 than in 1972, but the percentage was less than
that reéorded in 1970 (15%). Neutral answers increased slightly in 1973 (from"
314 in 1972 to 33%), a trend also recorded in answers to other questions in

{
the 1973, survey administration.

1
4
%
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In Area Two, a subsitantial increase was recorded in the percentage of
people who felt police’did not look dovm on people (from L5% in 1970 and 1971
and 37% in 1972 to 66% in 1973). WNeutral answers decreased by 21% in 1973 over
1972, and persons agreeing that police "looked down" on people decreased by

¢ in 1973.

Thus, significant changes occured in Team Area Two in 1973. Areas One
and Two recorded similar percentages of "agree" answers (9%) in 1973, but
Area One reported more neutral answers and fewer '"pro-police! answers than in
Area Two in 1973 or Area One in 1971. Responses in Area One remained, however,
an imp%ovement over 19?Q levels,

Area Three racorded the "best" results of all areas in terms-of greatest
nmumbers of "disagree" (73%) and fewest numbers of "agree" (5%) and neutral (21%)

answers. Areas One and Four are comparable with refsrence to resvlts,

i

Question L (Table L-TV 2nd Figure -IV). "Police in my ward are anxious

to help people,. "

1970, 1971. TIn the first series of survey administratioﬁs, Wward 1 residents
showed an increase of 5% in percentase of respondents agreeing with this state-
ment (from 629 in 1970 to 679 in 1971). Persons disagreeiﬁg with the statement
(that is, people who felt police were not anxious to help people) droppedhfrom
12% in Ward 1 in 1970 to 5% in 1971. The data suggests a positive attitude
change on the part of citizens of Ward 1 toward police in their area,

Again, as ?n other parts of the 1970 - 1971 survey, the people in Werd Two
becéme more unsure of their police during the period between the pre and post
tests. The pre-test interviews indicated that approximately 619 of the inter-
viewees aéreed that the police in their ward were anxious to help people, but
only LO% o% the post-test ipterviews agreed with that conclusion. The most
plausible explanation for this phenomenon hasvbeen offered previously -- the

positive publicity given team police may have effected citizen attitudes in a

o - o direction in the control arez where traditional volicine was utilized.



Table L-TIV.

IV, ATTITUDE TOWARD POLICE CONCERN WITH HELPING PEOPLE

Q. Police in my Ward are anxious to help people.

Team- Areal

Team Area 1 Team Area 2 |
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Table L-V,

Attitude Toward Police Use of TForce
Q.

Ve
Police in our ward do not use
force any more than they have to.

Testing Periods
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1972.. In the November 1972 administration of the survey, daéa for Area Two
indiczates a rise from_ho% agreement in 1971 to 60% agreement in 1972. Thet is,
in the first few months of Team Two operation, one finds a return of citizen
attitude on this particular aquestion to 1970 (pre-test) levels. This would tend
to indicate that negative attitudes toward‘policing which had developad in Ward 2
during the course of the first action ¥=ar had returned to "normal" in 1972.

Areas Three and Four recorded 699 agreement and 66% asgreement respectively,
slightly higher percentages than Area Two recorded in the same time period.
Neutral answers were at the 25% level in both Areas Three‘and Four, as compared

to 329 in Area Two in 1972,

1973. Area One récorded a significant increase in the percentage of people
who felt that police in their ward were anidous to help people (from 62% and
67% in 1970 - 1971, to 77% in 1973). Neutral answers decreased by 10% with
respect to 1972, and those who felt police were not anxious to help decreased
by 1%. As Figure L-IV indicates, a trend toward improved attitude with refersnce
to this question has orcurred in Area One from 1970 - 1973.

Area Two -also records a greater percentage of residents who felt police
were anvious to help people (from 61%, LO0%, and 60% in 1970 - 1972 to 7L% in
1973). DWeutral responsss dacreased by 1LZ in 1973 over 1972, and the per-
centage of "disagrees" fell by 1%, Both Areas One and Two recorded greater
percentages of people who felt police were anxious to help (in 1973) than did

Areas Three and Four (in 1972). Fewer neutral answers and similar "disagrees"

were recorded in Areas One and Two as compared to Areas Threa and Four.

.

Question 5 (Table -V, Figure L-V). "Police in our ward do not use force

any more than they have to."

1970 - 1971, Tn the first series of survey administrations (1970 and 1971
|

in Areas One and Two), approvimately 1/3 more respondents in "Jard 1 than in
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V. ATTITUDE TOWARD POLICE USE OF FORCE.

Q. Police in our Ward do not use force any more than they have. to,
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Ward 2 agreed in both the pre-test and post-test interviews that police do not
wke excess force. The' data were not sufficient, however, for conclusions to
he drawn by evalunators in 197L. The proportion of vespondentz vho disagreed
with the statement is constant in both Wards 1 and 2 during the pre and post
tests. According to the 1971 evalvation report:

"Tt appears that the initial puvdlicity hefore the pre-test may have
caused a larce proportion nf the people in Ward 1 to ftake the position
that the pnlice in Ward 1 do not use excessive force; whereas, many
people in Ward 2 chose to 'remain in the neither azree nov disegree
category. Hence, these data do not tend to susgest 2 gradual,
systematic change of citizen attitudes ~bout the tendency nf officers
to use force. By the same tnbten, evaluators stated that data also did
not sunport the contention that a lack of supervisory personnel would
result in excessive use of force by a non-supervised team.”

1972. In the November 1972 administreation, an increase in the percentage

of persons who felt that police did use more force than they had to was
detected in Area Two (up from 12% in 1972 to 219 in 1972). A decrease in
neutral answers was also recorded, indicating that some people had formed
negative opinions about police from 1971 to 1972 in this area. Those agreeing
with the statement remained approximateiwr the same.

Areas Three and Four recorded a greater percentage of respondents who
felt that police did not use excess force as compared with frea Two (61% in
Avea Three, Shé in Area Four and 3% in Area Two). Areas Three and Four also
recorded fewer "disagree" respcnses than Area Two in 1972 (159 in Area Three,
119 in Area Four, and 21% in Area Two), indicating more positive attitudes‘
toward police with referesnce to use of force than in Area Two. Of all three
areas.surveyed in 1972, Area Two recorded the highest percentage of respondents

who felt bolice used unnecessary force.

1973. In 1973, Area Two recorded a significant change in responses to

——————

|
the statem$nt that police do not use excessive force in their area. People

who felt that police did net use excess force increased from 43% in 1972 to

61% in 1973. Those who felt differently (police do use excess force), dropped

iR
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from 21% in 1972 to 12% in 1973. Neutral responses also decreased (from 259
to: 26%). These percentages are in general similar %o those recorded +in Areas
Three and Four in 1972, although Areas Three and Four did report more neutral
responses.

Tn Area One a pattern similar to that uncovered in other 1973 survey
responses is again evident in responses to the statement on excess force: vro
police resnenses ("agree") fell from 619 to 52%, while neutral answers rose
in percentage (from 28% to 39%). Respondents who felt police did use evcess
force also féll, however. The greatest percentage of neutral answers was
recorded in Area One and the greatest percentage of 'agree! answers (pro-police)
was recorded in Areas Two and Three with Areas One and Four reporting similar
percentages of "agrees'.

These data would tend to indicate that citizens in Area Two had detected
a positive change in police attitudes and practices with respect to the use of
excessive force with the formation of Team Two. Although most people in Area
One still felt police did not use excess force in 1973, continued positiwve
attitude change was not noted. This would indicate that Area One residents

. - . . A One
are experiencing a degree of uncertainity with respect o thls’aspect of Team {me

operations in 1973.

Question 6 (T=ble L-VI and Fieure L4-VI). "Police in our ward often do

~

more work than they have to.™

1970,1971.. The 1970 results in Areas One and Two (pre-test) indicate

that interviewees in both areas felt sboub the same toward the amount of work
the polic; in their wards were willing to do (262 in Ward 1, 25% in Ward 2).

Tne 1971 post-test indicated that the proportion of respondents in Ward 1 who

i

1

!



Table L-=-VI. VI. ATTITUDE TOWARD POLICE WILLINGNESS TO WORK

Q. Police in our Ward often do more work than they have to.

Team Area 1 Team Area 2 Team Area}% Team Areal
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felt that the Team Police officers often did more work than they had to do
increased by 8%, and the proportion of interviewees in Ward 2 who felt this
way decreased by 12%. This, as evaluators reported, represents a significant
change in the attitudes of people in both-wards. 21% more interviewees in the
Team Policing area agreed in the post-test that their police often do extra
work than interviewees in Ward 2. 0Orly 19% of people in‘Ward 1 disagreed with
the statement that thelr police often do more wbrk, while 29% of the persons
in Ward 2 disagreed.

Examining these results, evaluators in 1972 stated:

" ... the data suggest that people in Ward 1 have more respect

for the amount of effort that is made by the volice in Werd 1

than do the people in Ward 2 ... One vossible evplenation for

the favorable change in Ward 1 is that the decentralized Team

Policing operatinn made the police more visible to their public,

thereby enabling the peovle in Ward 1 to meke an assessment that

the citizens in Ward 2 could not make of their police."

1972, Tn November 1972 results in Area Two showed a significant rise in
respondents agreeing with the statement (from 13% in 1972 to 264 in 1972).
Persons disagreeing with the statement dropped from 29% in 1971 to 27% in 1972.
This would indicate that attitudes in Team Area Two with reference to volice
williqgness to work improved from their drop in 1971 to '"normal!" levels as
measured in 1970,

Respondents agreeing that pelice do more work than they have to comprised
214 of Area Three and 26% of Area Four total responses. Most answers (509 in
Area Three and L6% in Area Four) were '"neither agree nor disagree." Percentage

responses were thus very similar in Areas Two, Three, and Four in 1972; with

Area Two vesponses returning to 1970 levels.

1973. Area One recorded a decrease in the percentage of people who felt
police did more work than they had to in 1973 (from 3L% in 1971 to 22% in

1973). This reading was also below the 1970 level of 26%. Neutral resovenses
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rose from 1i5% in 1971 in Area One to 5L% in 1973 and constituted the
highest percentage of reutral answers of all four areas. Also in Area One,
5% more people felt molice did not do more work than they had to in 1973 as
compared to 197%; Areas Three and Four recorded greater percentages of "dis-
agrees" however, (approximately 27% each) than did Area Ons.

Area Two scored greater '"pro-police responses than either Areas Three
or'Four. These data indicate that more Team Area Two residents felt that their
poiice were working harder than before Teaﬁ Policing was initiated in the
area. Other data suggest, however, that Team Two members felt they were not
workiné harder (except in the sense of additional paper work) than they had
previously. Citizen attitude changes, therefore, most likely resulted from
the increased visibilitv of team members in the area. It is 2lso possible
that citizens may have been pre-conditioned to exvect more work from team
members by advance publicity received by Team One in 1970 - 1971. The negative
publicity which Team Policing received in 1977, however, more than likely
vitiated the.effects of positive advance publicity. It would seem, therefore,
that the team concept does create improved levels of positive attitudes with
respect to police worklecad, at least in part, due to the fact that police are
more.visible in an area of the city.

The question on workload, however, received a greater percentage of
neutral responses than positive responses in Area Two. This would tend to
indicate that although Team Police visibility contributed to some changed
citizen attitudes with refersnce to workload, most residents were uncertain

as fo whether Team Two workload was greater than other police workloads.

Swmmery: Citizen Perception of Police Attitudes and Behavior.

Several clear trends were indicated in responses to this section of

the Community Attitudes Survey administered in 1972 and 1973.
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Area One resldents responded with smaller percentages of "pr6~police"
answers on four out of,;six questions administered in 1973 as compared with
those administered in 197]1. Fewer residents felt that their police liked
people, more felt that police did look doyn on people, fewer felt that police
did not use excessive force and fewer felt that police did more work than they
had to. In three of these four questions, area responses fell below percantages
recorded in 1970, the pre~test phase of the gvaluation. Responses to the
statement on being "locked down upon' did not fall below 1970 levels. Most
fa&orable regponses decreased only slightly (byvapproximately 2-3%) from
1971 to 1973, but a significant decrease in favorable responses (10%) did
occur on the question'réferring to excess use of force. This would tend to
indicate some dissillusionment of Area One residents with respect to this
facet of the tesam.

Although fewer Area One resiﬁeﬁts checked pro-police response to these
four guestions, this did not result in increased levels of negative feelings
about police. TIndeed, in all but one guestion, the percentage of negative
answers decreased slightly in Area One. -

In examining data from Area One, then one finds that neutral answers
increased in all four questions, from as little as 2¢ to as much as 164 from
1970 to 1973. Thus, it would seem that residents in Area One may be moving to
a slightly mare neutral or "unsure!" position with respect to these four
questions -- on police liking peorle, looking down on people, using excessive
force, and working harder. Police workload and use of force in particular
seemed to be questionad by area residents. There are several reasons which
could exﬁ}ain these findings:

1. ﬂbrale in Team One has dropped slightly in 1972 for reasons discussed

in this report. Close police-community contact in terms of joint projects

1

1

B
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were curtailed for.lack of time and coﬁpensatory monies. Team One

is thus slightly fore isolated from the community now than in its first
action yeaf and this, coupled with some resentment over monetary

problems, shabby uniforms, poor facilities, etc. has produced a change

in police demeanor (in some cases). When occurring in the presence of
community residents, such a change would naturally affect citizen {feelings
about police.

2. Changes of perscnnel on Team One have brought officers with different
attitudes with respect to the use of force into the Team. Interviews
révealed that one or two officers felt that court may be held "on the
streets! in some’iﬂstanceé. There is no doubt that such a police attitude
would negatively affect citizens who came to know about it. Peer pressure
is, however, a strong force against such attitudes and may be able to.
alter these police attitudes in time.

3. The failure of the Area One Cormunity Relations Council and Crime and
Delinquency Task Force to disseminate information on Team Policing to
area recidents has resulted in a teommunication gap! between Team One
and some elderiy and white citizens in the area. It is difficult for them
to understand why the police do not arrest all troublemakers, why the
storefront msy at times be empty (the radio is covered by headquarters
in this event), and why door checks have been reduced in priority. This
gap has resulted in several complaints being voiced about Team One's

myorkload" and hence, no doubt affected responses to the survey statements.

The two remaining questions in this section (on police politeness and

police anxiousness to help citizens) indicate a citizen attitude chenge in a

much more positive direction in Area One. A greater percentage of residents

in Area One (most residents) indicated that police were polite and anxious

to help citizens.
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These data indicate that although citizens felt the team wished to help
them, the police attittide in general was less "commmunity-conscious' than
previously noted in 1971,

Area Two residents recorded significantly improved attitudes toward police
in 1972 and 1973. 1972 results in generai returned to "normalY levels (using‘
1970 as a baseline) after a negative attitude change in 1971. Neutral responses
also increased in 1972 as residents adopted a "walt and see attitude" with
reference to their new Team Police Unit. In 1973, positive responses to all
questions increased substantially and neutral answers decreased, indicating
that rgsidents had more definite, positive views toward policing after seven
months of Team Two operation. - Although it is possible that Area Two residents
were influenced by outside variables, such as the "good" publicity received
by Team One in its first action year, 1972 was a year in which Team Policing
was severely criticized in the city. The fact that such a demonstrahle change
ocecurred in that year in citizen attitude indicates that Team Two personnel
made a strong impact in terms of their cooperative and friendly attitude toward
¢itizens.

Area Two also recorded responses in 1973 which were similar to responses
in Area One in 1971, That is, after each team had been in operation for
7 - 8 months, comparable community attitude changes were recorded. This data

would seem to indicate another explanation for the increasing numbers of
neutral responses recorded in Area One in 1973: +team policing is no longer a
New!" 1dea in the area. As novelty wears off, as it certainly must after two
years of operation, residents are quickgr to complain, to expect more and
demand more of their police. TIssues which seemed insignificant comparéd to
the 1970 crisis faced in Area One, now loom larger. Unless continued effort
is made to improve police-community contact from year to year and not let that

contact or the team police image slide, the police image will not remain at
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high levels. Although one does not know what the state of citizen attitude
toward police would haye been had Team One not been formed, data indicates
that Area Oﬁe residents are slightly more conservative with respect to their
feelings toward the Team Police Unit, this year as compared to last year.
Areas Three and Four in general demonstrated attitudes that fell between
percentages recorded in Areas One and Two. Responses in Three and Four were
favorable to police, although a greater percentaze of people in Areas One and
Two felt police were anxilous to help and were more p9lite than in Areas Three
and Four. TFurther, residents in Area Two felt police were more willing to
do extra work and liked people than in Areas Three end Four.
Neutral responsss in Areas Three and Four were in generzl the same as
or smaller than such responses in Area One. Neutral responses in Areas Three
and Four were greater than those in Area Two, however. Thus, the hypothesis
that residents of Areas Three and Four would have favorable attitudes toward
police is borne out, but the hypothesis that neutral resvonses would be higher

in Areas Three and Four than in Areas One and Two cannot be proved or disproved.

by these data.

B. Do Citizens Assist Police?

Question 7 (Table L-VIT and Figure L-VTI). "The police in our ward get

2 lot of help from citizens.”

1970, 1971. 1In the first series of survey administrations (1970 and 1971),
the percentage of respondepts in Ward 1 who agreed_that citizens in their ward
help police remained constant in the pre and post test inberviews, but those
who disagreed dropped by approximatély 84. Evaluators stated that nyhile there
does not appear to be sufficient evidence to conclude that there was an improve-
ment in Ward 1 citizens' willingness to help police, there is also insufficient

i ndi £ i ituation.™
evidence to indicate a negativs change 1n the situati
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As with other data, respondents in Ward 2 appeared to become less
certain about the quality of policing in their area and hence, post test
results in 1971 show an increase in neutral attitudes {from LO% in 1970 to
49% in 1971). As evaluators stated,

"plthough the data do not provide any strone evidence to indicate
that the Team Policing project has improved the community's willing-
ness to assist police, a larger oroportion of people in Ward 1 than
in Ward II feel that the people of the ward provide a lot of help
for police, There is nothing in the data which indicates that the

Team Policing wroject had either a positive or negative impact on
the cooperation of the community with police.”

1972, 1In the next administration of the survey (November 1972), an even
larger fefcentage of Area Two residents chosa a neutral answer (neither agree
nor disagree), an increase from L9% in 1971 to 542 in 1972, This tendancy
towards greater neutrality is consistent with the wailt and see attitude adopted
by Area Two residents on other guestions in the 1972 survey. A slighf decrease
in those who agree that citizens help police a lot was recorded in Area Two,
while those who diszgreed remained approximately the same,

In Areas Three and Four in 1972, most people (L8% in sach area) gave a

neutral answer, with 36% answering "sgree! in Area Three and 37¢ eiving the

same answer in Area Four.

1973. A smaller percentage of respondents in Area One felt police received
a lot of help from citizens (25% in 1973 vs. 39% in 1970). This is a lower ‘
percentage than that recorded in 1970 in Area One prior o Team One initiation.
Neutral answers increased substantially (frem 30% and 38% in 1970 and 1971
respectively to 50% in 1973), while necative answers continued to decrease (from
28% in 1970 to 20% in 1971, to 1L% in 1973).

Area Two once again recorded significant changes in a positive direction
with reference to citizens helping police: LL% agreed that citizens help in

1973, vs. 28% in 1972 and 33% in 1970. Neutral answers decreased substantially

while negative answers indicated no significant change in percentesge.

bty
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Summary: Do Citizens Assist Pnlice?

/
As in the previous section of the attitude survey, one finds an increasing

percentage of neutral answers in Area One in 1973, with a slight decreass in
the percentage of people who feel police gé get help from citizens, and a
continued decrease from 1970 to 1973 in those who felt police do not geh hely.
Area One data, therefore, do not suggest that Team Policing has either a
positive or negative effect on citizen willinpgness to assist police. |

Area Two responses, however, would seem to indicatz a slightly more
positive conclusion with reference to citizen willingness to help police.
Persons agreeing that police get help increased by 11% from 1970 to 1973, and
increased by 16% from 1972 to 1973, after a slight drop in 1972. No such
positive trend was recorded in Area One during Team One's development, “This
percentage of persons dgreeing that police get assistance is higher in Area
Two than in Areas One, Three, or Four. Neubral answers are also higher in

Areas One, Three and Four than in Area Two, Greatest neutral answers again

occurred in Area One.
Data indicate that the formaﬁicn of Team Two has altered citizen

attitude in a pesitive direction with reference to assisting police. Such a
change did not occur in Area One, however, and hence one cannot state that
Team Policing iias a unilateral impact in this direction. Areas without teams

show fewer positive responses than Area Two, but greater positive responses

than Area One.
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C. Attitudes About the Quality of Police.

I
Question B (Table L, -VITI and Figure L~VIII). "The police in our ward are

better than police in other wards."

<

1970, 1971, The basic purpose of the Team Policing project was £o improve
the overall‘quality of policing in the experimental area. This séems to have
.been accomplished in the éyes of Ward 1 \itizens in 1971, In the pre-test (1970), .
'responses in both wards were the same or similar. In Ward 1, 18% agreed, 62%
were neutral, and 20% disagreed; in Ward 2, 13% agresd, 66% were neutral and
19% dis;éreed. Significant attitude change was detescted, however, between the
1970 préltest and 1971 post-test, 1In Ward 1, those agrgeing that'their poiice
ﬁere better than other police jumped from 18% to 324; those who disagreed fell
from 20% to 8%. In Ward 2, the attitudes toward police quality changed in a
negative direction (a 7% negative change in attitude), with a gre;ter percentage
;f respondents choosing a neutral answer (66% in 1970 and 74% in 1971).

The conclusion feached fron this data by evaluators in 1971 was that the

" public believes that the Team Police Unit is doing a better job than the

police in other wards of the city, i |

i

1213; The 1972 survey in Area Two indicates a positive change in attitude
in that area. The percentage of people agreeing that their police were better
- than other p&lice incréased significantly from 5% to 18%, while those dis-
agreeing dropped from 19% to 11% in 1972. .
| .AIﬁ Areas Three and Four, the 1972 survey indicate that only 10% of the
people in each area felt that police were better, a smaller percentage than in
Area Two during the same time period. Again, neutral answers were high (60%
and 65%). A greater percentaée of peoﬁie in Areas Three and Four disagreed
with the‘statement, howevér, than in A}ea ™o (29% and 26% in Area Three and

Four respectively; 11% in Area Two).
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9 Table 4-VIIZ. VIII. ATTITUDE 'TOWQ QUALITY OF POLICE : @

Q. The Police-in our Ward are bsiter than quice in other wards..

7L
B
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Team Area 1 Team Area 2 Team Aready Team Areal
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This would indicate that with the formation of Teams One and Two, citizen

'éttitudes towards the euality of their police improved greatly over previous

measures, and that a greater percentage of team area residents felt their police
were of higher guality than non-team ared residents. Non-team areas also

recorded greater percentages of negative‘responses toward the statement than

did Team Area Two.

1973, In.1973, Areé One recorded no change in the percentage of respondents
who felt.that police in Area One were better than other police. No change
was recorded in "disagree" answers and only a 2% decrease in neutral answers
was recorded in 19732 over 1972,

.Inf;rea Two, an increase of 5%'was;noted in pro-police responses, but an
increase of 8% was noted in negative responses'(péop}e who did nog feel that
their police were better than other police). This figure, however, is the same
as that recorded in Area Two in 1970, and thus has not dropped beiow pre-
experimental levels. . R

Both team areas fecorded‘greater percentages of respondents agreeing that
their police.are better than‘other police, tﬁan Areas Three or Four recorded.
But 1973 Erought no improvement in attitude in Area One, and data from Area qu
were inconclusive with respect to the impact of the team on citizen attitude

with references to quality of police.

Question 9 (Table L-IX, Fizure'h-IX). "The policeAin our ward are honest."

1970, 1971, Althouch the attitudps in Werd 1 were more favorable overall
than the attitudes in Ward 2 in the first series of surveys, both wards reflected
a negatife attitﬁde change between 1970 and 1971. Concomitantly, neutral
answers increased from pre to post-test periods. As evaluators stated,

"While (we) have no -e¥planation for this nesative change, the chanse

is sisnificant enough to cause us to suspect.that sometime betmeen the

gre and nast-test intervi ews something occured in Holyoke that shook
he confidence of people of the city in the integrity of the members
of the police depertment."

.



Table L.IX.  IX. ATTTTUDE TOWARD HONESTY OF POLICE

.. Q. The Police in our Ward are honest.
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1972. Results in 19?2 in Area Two indicate a significant jumb in positive
f;sponées from 1971 fo/1972 (53% to 73%) with a concomitant decrease'in
neutral resﬁonses.‘ Those who disagreed remained approximately the same.

Responses in Areas Three and Four wére,very similar to each other and
to Area Two: approximately 75% agreed in each area, 20% were neutral and 5%

disagreed,

1973. 1973 results in Areas One and Two continue to indicate a fise in
the percentage of people who feel their police are honest (up 9% in Area One
over 19]& and up 8% in Area Two). Percentages of people agreeing that police

are hongﬁt in Areas One and Two are higher than those of Areas Three and Four

.in 1972, Neutral answers also decreased in Areas One and Two and were lower

¢

.

than similar categories in Areas Three and Four.

Surmary: Attitudes about the cuality of nolice.

After seven months of Team One operation and three months of Team Two

operation, Areas One and Two residents recorded significant increases in the

'percentages of people who felt their police were better than other police. This

would tend to indicate that Team Policing, at least in its initial stages has
an impact on the attituds of citizens toward their police. 1In 1973 Area One

showed no change in attitude while Area Two recorded an increase in pro-police

feelings with reference to police quality. Area Two also recorded a greater

percentage of negative answers, however, which attenuates the conclusions one
can draw from this data.
In general, team policing does seem to produce improved community attitudes

with reference to police ouality, at least in the first months of team policing

- operation., Team areas also exﬁériencedAsignificantly higher percentages of

pro-police response than non-team areas. Results over a longer period of time,

however, (two years in Area One) showed neither an improvement nor a worsening

",
¥
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of community attitudes‘with reference to this statement.

i In 1973, both Areas One and Two reported increases in the percentages of
people who felt police were honest. These percentages were slightly higher than
those recordsd in non-team areas in 1972, indicating that after an initial

«

problem in 1971, Team Area residents felt some improvement in police honesty.
D. TUniform and Car Preferences of Citizens

Question 10 (Table LX) "How would you prefer to see police-

men in your ward?"

Th£¥ question was asked for the first time in November 1972 in Areas
/

Two, Three, and Four. The guestion was also, accompanied with an opportunity

for respondents to erplain their reasons for preferences in uniform.

1972, In November 1972, most respondents in Areas Two, Three, and Four

desired traditional wniforms and unmarked patrol cars (LS% in Area Two, 50%

_in Avea Three and 52% in Area Four). Approximately similar percentages in each

area preferred blazers and unmarked cars,. but percentages were significantly

lower than those for traditional uniforms or the combination of traditional
. i ’

uniforms and blazers depending on the situation.

1973. In 1973, Area One and Two residents reported a preference for

traditional uniforms and marked cars (39% in Area One and 9% in Area Two),

but an almost equal percentage of Area One residents stated that they preferred

‘blazer uniforms and -unmarked cars (35%). This‘would'indicate that after

experimenting with the blazer uniform for two years, Area One citizens are
equally aivided with reference. to type of uniform preferred.

‘ It is interesting to note.that a larzerpercentage of citizens in Area
Oﬁe‘(35%) preferred blazers than in Area Two (11%). This difference in

percentages was more than likely the result of citizen experience with police
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in a blazer wniform for a period of twd years. Team Area Two residents were

nQt exposed io the bla%er and hence did not chose it as a preferrea mode of

dress. Citizens who had been exossed to the new non-military uniform found
that police could operate as or more effectively with this uniform. Further,

when specifically asked why the blazer uniform was preferred, residents

stated they felt more "comforteble!" in the presence of non-traditional uniformed ‘

pplice officers and that police could get closer to people, thus substantiating
the hypothesis'behind the use of blazer uniforms.

| A significant attitude change was also recorded in Area Two with
reference to uniforms, Although equal percentages of citizens preferred
traditighal uniforms in 1972 and 1973, more people stated a preference for both
types of’uniforms being used, according.to the situvation in 1973 (uvp 112 frgm
1972). It would seem that although only 11% of Area.Two resiaent;.désire a
team totally dressed in blazer uniforms, a greater percentage in 1973 are

’ I

willing to experiment with both types of uniforms and cars in the future.

As police planners have indicated, experience with the blazer uniform

" might alter opiiions with reference to uniform prefereﬁcé.r Although no base-
"+ 1line data ex%st for Area One which would prove or disprove this hypothesis,

Team Area Two data do seem to indicate that citizens are becoming more receptive

to experimenting with both types of uniform and car.

Similarly, although most people in Areas Three and Four (apﬁroximately
50%) preferred traditional uniforms and marked cars, a significant percentage
also felt that both could be used at different times. Experimentation in
fhis direction therefore would seem appropriate.

‘Citizens in Areas One and Two in 1972 were asked to explain their reasons
for preférring one uniform or the other. Reasons cited confirm the hypothesis

1

that some citizens do feel more comfortable with officers who are in blazers,

‘ a principal reason for the initiation of the blazer uniform in Team One.
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 Most respondents did fegl,'however, that the traditional uniform could be

spotted:more easily and hence afford more protection to area residents.
Reasoné given by respondents in both Areas One and Two for preferring
either the traditional uniform, the blazef, or both were very similar. Those

preferring traditional uniforms znd marked cars did so because (in terms of

priorities): 1. policemen could be identified more easily and 2., traditional
wniforms elicited feelings of authority, respect, trust, confidence and
security in citizens. Others just liked the way traditional uniforms look.

The most common reascns for preferring blazer uniforms and unmarked cars

were thé& they afforded: 1. an element of surprise which allows apprehension

. of crimifals, and 2. 2 more human approach to policing.

.

Reasons given for selecting both traditionel vniforms and blazer uniforms

»

were a combination of reasons given for the first two choices (blazer and
traditional uniform) and the fact that each kind of uniform hed ceértain
advantages which were particularly applicable to difierent sitvations.

These data suggest that the hypothesis behind blazer uniforms is correct:

. some people (35% in Area One, 11% in Area Two, 159 in Ares Three, and 19% in

Area Four) feel that the police are more human and able to do a better job in
a blazer uniform than in a traditional wniform. Team Area One, which has
experienced the blazer concept, records the high =t m=her of per§qp§"95p-

ey S

ferring the blazer. Other areés, although prefertihg the traditional uniforms,

seem open to experimentation with both types of uniforms, depending on the
circumstances. .

'whethef such experimentation is feasible must be left to bolice planners
and govefnmeﬁt officials. It would seem worthwhile, however, to init:ate a

"Blazer Patrol" composed of three or four police officers in Teams Two, Three,

| and Four who would ;érform the duties of regular team officers, but would do so
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in non-traditional dresg with unmarked cars (if these cars are avéilable to
%he city). Teams and, citizens (Commumnity Relations Council and Crime and
Delihquency‘Task Force) together should develop guidelines for cases which
these 'Blazer officers! could handle more' easily than uniformed officers.

«

Such a situation would provide: 1. more controlled experimentation with the

blazer concept and 2. close police-community cooperation on a specific

problem area (defining policies with reference to blazer useage).

N e
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~ they thought Team Policing was a good idea for their aress.
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E. Citizen satisfaction with Teams One and Two

Statements in th{s section of the Community Attitude Survey were geared
to elicting specific opinions on citizen. satisfaction with the service they
had received from their Team Police Units. These last six questions were
administered in tﬁe March 1973 survey and hence were asked of Areas One and

Two residents alone.

Q11 (Table L-¥XI}. "Do you think Team Policing is a good idea for your

ward?"

Redidents in both Team Areas One and Two indicated overwhelmingly that
{
91% of Area One

:

residents said yes" as did 88% of Area Two residents. Only 3% of residents
in each area felt that Team Policing was not 2 good idea, while Lf in Area One

and 7% in Area Two expressed neutral answers.

"Are you in general satisfied with the service you

Q12 (Table ;~-XTI).

_are glven by your team policemen?

Again, answers were overwhelmingly positive with reference to this

question. Team Area One reported 84E "yes", and Team Area Two, 78%. As in

the préﬁious nuestion, Area One recorded a higher percentage of positive

. responses than Area Two. These data support the hypothesis that Area One which

has had a team in operation for two years would report more positive answers

iﬁan Area Two, whose team has been in operation for less than one yeér.
"Small percentages of péople were not satisfied with service from their

Teams (3% in Area One and L% in Area Two). 6% more people in Area Two than

Area One indicated that they hzd had no real contact with team members and so

could not state a preference for cr agdinst Team Policing., This was to be ex-

- pected dus to the shorter Auration of Team Two operation.
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® Table 4-XI. XI. CITIZEN SATiSFA&ON WITH TEAM POLICE @
4 . ‘ SERVICE,

Q. Do you think Team Policing is a good idea for your ward? ‘
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Q. Are you in general satisfied with the service you are given by

your team police?
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QL3 (Tahle h-XTTT) How satisfied are you with the police service you

a;e receiving now frdm:your team, as compared to the police service &ou
received before Team Policing began in yoﬁf ward?

Responses to this question were again predominantly positive in both
Areas One and Two (80% in Area One and 77% in Area Two).  Respondents who felt
dissatisfied with Team Police service as compared to traditionai.police service
wére small in numbers (5% in Area One and 3% in Area Two). A greater perceﬁtage
of neutral answers were recorded in this question than in previous questions

in this survey section (12% in Area One and 17% in Area Two).

Q1 (Table -¥XIV) Would you like Team Policing to continue in your

ward? ) . . ' :
. . , .
Responses recorded in both areas were very jsiich in favor of continued
Team Police services in Areas One and Two. 91% of Area One residents and 85%
: _ s
of Area Two resideu*s stated that they would like Team Policing to continue in
their area. Neutral and negative responses were low in both areas. Again, one
finds that residents are satisfied with Team Policing and wish it to continve,
Area One records a greater percentage of positive responses thar Area Two, as

was predicted according to the hypothesis that Area One residents would have

had a2 longer association with Team Policing.

-

Q15  (Table L-¥V). "Do you have eny complaints about the team police in

your ward?

Mnswers to this question indicated that most Area One and Two residents
had no comﬁlaints about their Team Police Units. B86% of Area One residents
and 90% of Area Two residents voiced Nno comﬁlaints. 119 of Area One residents

and 6% of Area Two residents indica*ed that they had complaints.



1Satisfied

=141

Neutral‘

Dissatlisfied

.No answer —~.

TOTAL

36k

¢ J . ) . * o
Table 4-XIII. XX, CITIZEN SATI&&CTION WITH TEAM POLICE SERVICE. .
Q. How satisfied are you with the police service you are receiving now
from your team, as compared to the police service you received before team
policing began in your ward? ’
5:'1.. > '“\’ ve
Team Area 1 E Team Area 2 1 Team Area}é Team- Areal:
. E P " b 7"‘ —
Dec. 1970 { Aug. 1971 §March 1973E Dec.197C { Aug.1971 Nov. 1972 ; March 19735 Nov. 1972 {,; Nov. 1972
N=36L ] ; N=386 A e
(. ] ' R ;
BRSPS ENEFEENEIEEEIEEIREREREEE EARE REAR]
e | | 1 :
292 8o 4 : 298 § 77 I E
| 3 :
L3 12§ L 661 17 ki
18 5 4 ; 1 3 g
L} \ &
11 3 } ' 11 : 3 ; &
) 100 386 100

‘e T .



CONTINUED
20F3



Agres

Neutral

Disagree

.TOTAL

.

No answer . -

Table 4-XIV. XI. CITIZEN SATiSFACi%\X WITH TEAM POLICE .
© SERVICE. .
Q Would you like Team Policing to continue in your ward?
Team Area 1 Team Area 2 i Team Area}j Team- Areal) ‘
Dec. 1970 { Aug: 1971 March611.¢973 Aug 1971 Nov., 1972 } March 1973 Nov, 1972 Nov. 1972
= i . ¥ N=386 '
# 4 # g # % # 12 i % #§% # % # %
331 9l : 330f 85
16§k : 394 10
‘ s |
11 3 0] 3
. | |
6 2 78 2 |
A "
364 100




i;Agree

Neutral

Disagres

=~

No answer’

TOTAL

386

. ) .
Table L-XV. XI, CITIZEN SATISFACFION WITH TEAM POLICE .
SERVICE,
Q. Do yOL have any compleints about the Team Police in your |
ward?
Team Area 1 L Team Area 2 ‘% Team Area‘%Team Arealy '
Dec. 1970 | Aug. 1971 ¥ March 1973 f Dec.1970 § Avg.l1971 Nov. 1972 § March 1973§.N0v. 1972 § Nov. 1972
N=36L i d =386 A % ;
# Vg 1o bg {o tg B #ig | plag 4 #| g1 ¢#18 843 25 4%
: g
ML § 1L | 2 |6 :
312 | 86 1318 190
11 3 15 §f L | ’.
i .
100 100

s



- T

When asked what.these complaints were, said respondents in Area One stated

(in order of priority)s

1. Team members are not seen enough and don't walk beats enough (10 people)

2. Team members show bias (favorable or unfavorable) towards minority

group members (5 people) , A W

[

- 3. Team members don't answer calls fast enough (L4 people)

The 6% of Area Two respondents who had complaints against team members .

_indicated that:

1. .Team members are not visible enough (2 people)

2. Team members do not lock for stolen property (ie.-don't conduct investi-
gations) .
'Althougﬁ percentages of respondents who had éomplaints ébout~Team Policing

were very small in both team areas, some respondents in both areas indicated

that they felt team members should be more risible. This attitudé corresponds‘

with other measures of community feelings which have indicated that some people

in both aress feel team members should be checking doors and walking beats. The

" Team Policing concept, however, has not stressed either of these two policing

alternatives, but rather has concentrated on automotive patrol and immediate
availability of officers for answering calls to'teem headqﬁar£ers. In both
team areas, some residents.have not understood the rationale behind this
apﬁroach, indicating a gap in communication which the Area Community Relations
Council and Crime and Delinquency Task Force should attempt to zlleviate. In
Areg Two, the Community Relations bodies have responded to this problem area
by encouraging merchants to enlist in a community'widg burglar alarm system
which would protect their establishmenis and 2llow team police members to

concentrate their efforts on answering calls and patrolling the area rather

than checking individual doors. -

W

* el hg_

Q16. "How secvre do you feel in your ward? " (Table L-YVI)

. I . <
Most Area One and Two respondents indicated that they felt more secure
in 1973 than during the previous vear (56% of Area One respondents and 59% of
Area Two respondents). 35% in Area One and»32% in Area Two indicated that

their sense of security had not changed from last year to this year and a few

people in each area stated that they felt less secure this year.

Surmary: Citizen Satisfaction with Teams One and Two.

Résﬁonses to questions in this section of the community attitude survey
indicate that almost all residents surveyed in Team areas One and Two were
satisfied with service given by Team mepbers) thought Team Policipg was a godad
idea, felt'tﬁey'were receiving better sérvice under team pnlicing'than under
traditional policing, wanted team policing to continue in their areas, had no
complaints about their teaﬁs, and most residents felt more secure{this year
than last year -- an overwhelming endorsement of the Team‘Police concept by

Area One and Two residents. The few complaints that were voiced by Area One

. and Two residents centered around the fact that tesm police members are not

visible at all times and that more walking beats should exist. Walking beats

have recently been re-instated in all team areas at citizen réquest. Tt is

" necessary, however, that the Community Relations Council in Area One seek ways

. to disseminate information on the team police philosophy with respect to

walking beats and door checks. These issues should be the subject of joint
ﬁblice-commpnity discussion and planning in all team areas.

"In mést instances, Area One recorded more responses which were positive
to Team Policing than did Area Two residents, as was hypothesized. (Area One

residents had experienced team policing for a longer period of time).
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Table 4~XVI. XTI, CITIZEN SATISFACTION WITH TEAM POLICE
. - SERVICE, .
. Q. How secure do you feel in your ward?
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Ql7. '"What facets of Team Pollcing do you 1like/dislike the most?"
= , |
This gquestion was asked in order to determine which facets of the Team
Police structure had had the most impact on citizen attitudes toward police.

In both Areas One and Two, most respondénts indicated that the proximity

of police was the most popular facet of team policing, (139 responses in Area

'Oneg 136 in Area Two). Residents felt that police were there and hence that

their areas were more protected under the Team Police concept. A related
category and the one selecte&anext most often by Area One and Two residents
was the fact that with team poiicing people felt more secure than previously
(4O people in Area One and 66 people in Area Two). Anéthef category, one
related to these two, was that peoéle felt team members answered calls more

promptly and that the police were more easily reached now (32 in Area One, 55

in Area Two). ,

The next highest category selected by residents was that fewer crimes

seemed to be occurring in their areas and that thelr communities were more

orderly now, more peaceful (5L responses in Area One and 38 in Area Two).

Other facets of team policing which people in Areas One and Two iiked
were: 1. the sociability of team members and.pheir trying tgido a good job
(35 in Area One, 28 in Area Two) 2. the interest in the problems of citizens
which téam members exhibit and the understanding and improved community
relations which have been the result (10 in each area).

All of these responses were attitudes which team policihg hoped to encourage,
but the most popular facet of team police wnits seemed to be the fact that
police were closer to people in terms of access. Although some people felt that

team policing induced greater police-community understanding, most people were

more concerned with the fact that police are more easily reached under the Team

-

Police. concept.

."}

Th8- ‘ B

Of the small percentage of people in Areas One and Two who expressed

dissatisfaction with:their Team Police Units, reasons were: Team Policing

is too costly (1 person), is wumnecessary police force in one area (1 person),

show favoritism to minority groups (1 person).

GSNERAL SUMMARY: COMMUNITY ATTITUDR

Areas One and Two residents expressed stréng support for the Team Police
concept in 1973, indicating that they felt more secure, were receiving better
service, had no complaints, and in general thought team policiﬁg was a good
idea. ?he structural aspect of team policing which was most appreciated by
team aréé residents was the fact that police were located in stbrefronts which
ﬁere nearer to resideﬁts and could theféforé respond more quicklf'to calls for
service. This is an important facet of the Team Police concept. Equally
important, however, is the stress on better police-community understanding
developing out of police proximity and police~community projects. This facet

of team policing, although noted by some}area residents, did not seem to rank

~ as highly in importance to residents as the fact that police were physically

closer to the area.

Of the small percentage of complaints made about team policing in both
areas (11% in.Area One, 6% in Area Two) most seemed to center around the fact

that team members were not seen on walking beats.
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Although this subject should be a topic of discussion and planning at
{joint police-communitys relation council sessions in all team areas, 'some steps
have already been taken to alleviate the problem. Police personnel have been
instructed to resume walking beats for 15 minutes out of every hour during

<

certain shifts in order to increase visibility. If police, however, continue

to feel that this is wasted effort or t?ne, the subject should be discussed
with area residents, who may not understand thé importance of police mobility.

Residents also felt the team areas had "quieted down" considera?ly as
compared with pre-team policing days. Area One demonstrated more positive
results\in this direction than did Area Two, as was expected, due to the lornger
duratiog of Team One operation.

Area Two residents in'1973 demonstrated significant att;tudé-changes with
reference to their perception of police attitudes toward residents, indicating
that citizens had found Team Two members more éourteous, anxious .to help
citizens, less authoritarean, and less likely to use excessive force than
previously experienczd. This reaction occurred after a 'wait and see period",
in 1972 during which neutral anéwers to. survey questions were the most pre-
dominant answers. After seven months of Team Two operation, residents had
formed definite positive opinions on the poliée in their area., Although it is
poésible that Team Area Two residents were pre-conditioned by the favorable
nation;l and local publicity on Team One in its first action year, it is
doubtful that suchApreaconditioniné was primarily responsible for the attitude
changes noted in Area Two in 1973. }972 was a year in which Teﬁm Policing
received severe examination and criticism in the city of Holycke by police and
aldermanic officials. The fact that a demonstrable attitude change occurred in

spite of this, indicates that Team Two personnel and their proximity made a

strong impact on comrunity attitudes.
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Area One had also .experienced marked positive attitude changes in its

first action year with’respect to percention of police attitudes toward

citizens., It would thus appear that team pclicing has a strong positive

impact on community attitudes within the first year of team operation.

«

particularly, citizens perceive police officers as being friendlier, more

More

cooperative, more polite, less prone to excessive force, less authoritesrean
and harder workers than previous to team formafion.

Data, however, or Team Area One in 1973 do not allow one to conclude that
continued team operation leads or does not lead to continued improvement in
communi?y.attitude towérd police. - Although more residents did state that police
were angious to help and were polite (indicating a continuéd improvement in
éommunity attitude), positive responses fell slightly on other questions in
this section and neutrazl answers increased. Negativé responses, however, did
not ;ncrease for the most part,.(indeed, they decreased) indicating that Area
One residents bhad not turned away from their police; but rather were unsure as
to their feelings with fespect to police'attitudes toward citizeﬁs.

There are several reasons whicﬁ explain why community residents would
experience this leveling off of positive attitudes:

1. Resentment over monetary problems and changes in Team One structure
have affected team members' attitudes, and have, in‘some cases pro-
duced if not changes in the attitude of individual officers with
'resﬁéct to cifizens, then'certainly changes in the outward demeancr
of officers. Such a change would naturally be reflectéd in citizen
feelings about police.

2. Changes of personnel on Team One have brought officers on board who
do not share thg same attitudes which original Team One members had
with respect to the ﬂse of fofce; the importance of police-community

relations, etc.

oy
&
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3. The failure of the Area One Community Relatinns Council and Crime and
”: " Delinquency-Task Force to act as information dissemination bodies
has resulted in a communication gap between the team and some residents

who may not understand the concept.

€

These data indicate that although citizens felt Team One members wished

to help them, the volice attitude in ereneral was less pro-community" than

previously perceived (1971). Data point out that although the team structure
(i.e., the immediate.presence of a police storefront in a community with per-
manent personnel assignments) may increase citizen security and confidence in
police, jstructure alone does noﬁ insure positive community. attitude change{‘
particu{arly after the first action year when the novelty of the ?e;m Police
Concept has worn off. Team members, if they are fo pontinue'to iﬁprove polibo~
community relations, must consistently work to that end,

"Team One community invelvement and team morale have both dec;eased in
1972, and the affect on citizen attitudes is obvioué. It is.hoped that as the
wage dispute and other monetary problems are resolved, team members will
" actively eneage residents in police-community projects. One such project
has already taken place (a sport event involving team and community residents),
The Community Relations Council and the Crime aﬁd Delinguency Task Force must
be used as information bodies, seeking out groups of people (pafticularly the
elderiy in Area One and perhaps in- Area Two) and explaining the Team Police
mode of operations to them. As was indicated éreviously, peer pressure already

seems to be at work in guiding the re-orientation of one or two Team One
members who have had some difficulty in accepting organized police-community
These measures

contact or the Team Police view of police-community‘relations.

should begin to repair the changes in community attitude noted in Area One in 1972.

Y
<

{7\‘
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With reference to quality of police, the same pattern as that described

vabove was noted: improved community attitude in the first year of Teams One

: o
. and Two operations, but a leveling off of opinion in Area One in 1973. Attitudes

about police honesty, however, have cont?nued to rise in both areas in 1973,

The hypothesis that Areas Three and Four would, in general, have positive
attitudes toward police was upheld, although Area Two responses were in general
mggg_positive toward police than Area Three and Four responses, This is a strong
statement abmﬁt the impact of Team Policing in Area ™o, particularly since that .
area is a predominantly minority-group or foreign-langnage population which had
suffered negative changes toward police as short a time ago as 1971,

It\was believed that Areas Three and Four would demonstrate high numbers
of neut;al responses, indicating their‘?wn form of diséillusionment or indifference
toward police. In most questions, this hypothesis was not sﬁbsta;tiated.

Finally, the majority of Area Two, Three, and Four residents expressed
preference for traditional uniferms and marked police vehicles, bht Area One
residents were divided in preference with almost eqﬁal percentages of people

stating preferences for traditional uniforms and marked cars, and for blazer

* uniforms and urmarked cars. This indicates that exposure to the blazer con-

cept has.made area residents more open to this typre of uniform, as had bheen
hypothesized by police planners, Other areas, with traditionally uniformed
police ‘officers, indicated that approximately 22-34% of each aréa would prefer
both ﬁypes of uniform and car. Experimentation toward this end should be
corisidered by police planners and city officilals.

| . In summary, Team Policing in general has made a marked positive impact on
citizen attitudes toward police in both Areas One and Two, although Team One must
re-establish itself in the eyes of Area One residents before any further attitude
change takes place. Citizen attitude is already pro-police in Areas Three and
Fbur, but is below that of Area Two. Team Policing should bring attitudes in

these areas to higher levels than. either Areas One or Two, given the strong

foundation of pro-police feelings already existing in Areas Three and Four.
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2. Interviews with Residents

/ ‘ ;
Team Policing is géared to changing the attitudes of community residents

‘toward their police. One measure of attitude change was a community attitude

survey administered in pre and post-test phases in Areas One and Two and as a
basgeline test in Areas Three and Four. A second measure is discussed in the

following section: informal statements from community residents in Areas One

and Two.

In Area One, the vehicle for elicitinz opinions on Team Polieing was Model
Cities Task Forces (composed of community volunteers) and in Afea Two individual

conversations between the Evaluation Coordinator and Community Relations
/ .
Specialists for the Team Police Project and residents and property owners in

:

the area.

It is emphasized that these data are the result of a very small number of
4

informal, unstructuresd interviews, and hence cannot be generalized to represent

citizen opinion in the entire Team One/Team Two Area. Results are offered

merely as a complement to those results already recorded in the Community

. Attitude Surveys in Areas One and Two and in the analysis of the Community

Relations Office which is included as a Supplemental Report.

Statements from residents were recorded dufing the week of Januery 29,
1973, in Area Two.. Statements representing Ward 1 Task Force ana resident
opinions were solicited from the Model Cities Task Force Coordinator during
the week of Februaryvlz, 1973, and were based upon her close contact with
community residents during tne course of 1972, and her experience as a permanent

resident of the Ward 1 area.

TAsEe -

Area (mne, The ovefall feelirg in Ward 1 is one of "greater security™
;6mparea with times previous to Team Policing's arrival in the area.  The
longer the feam continues to operate, the greater is that sense of security,
according to the Task Force Coordinator. ' Problems have arisen, however, which
have been brousht to the attention of both d}S staff members and Team 1 by
Model Cities representatives. As the Task Force Coordinator points out, these
problems have been the result in most instanceé of citizens misunderstanding
or misinterpreting police duties and actions. For example, citizens could not
understand vhy during a specific instance# certain tréublemakefs were not
arrestéd\on the spot by Team One police. It waé»necessary to explain at a
latardagétn these citizens that discretion was being applied by officers on
fhe scene., . A basic paft of the Team Police Concept is that qfficers be
allowed leeway to solve crisis situations through means other than immediate
arre§t. It was the officers! opinion that had an arrest been made at that
time, a disturbance would have occurred, creating daneger for innocent bystanders.

An arrest could be made at another time,>involving fewer risks to the

community. This is exactly what hapoened. Two days later two men were arrested

for their part in the disturbance.

Police-citizen misunderstanding does occur in Area One, but vehicles
exist tprough'which such problems can be resolved, in particular. the Model
Cities Task Forces and the Community Relations Council., The Task Force
Coordinator sfressed thét continued orientation sessions for Area One residents
on the Team Police concept, policies and policing duties in genéral,.would
greé;ly cohtribute-to increased police-community understanding. 1In particular,
The Task Force Cooréinator suggested that the "Model Cities Reporter® (a monthly
newsletter published by Holyoke Model Citieé) be used to present a public safeiy

or police information column describing citizen and rolice duties, safety

suggestions, ete,

¥ a breech of peace complaint in this case
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This information chlécted from the Ward 1 area would tend to ‘indicate
tﬂbt al%hough the sense’ of security in the neighborhood has increased greatly
from pre~team policing levels, information about Team Policing and the Communi ty
Relations Council and Crime and Delinquenéy Task Force may not be reaching a
wide enough pnblic in the Ward 1 area. Hence, auestions about team policies
and duties arise. It is stressed that most misunderstandings are of a nature
which can be resolved throuch open discgssions or explanations.

It would indeed be unfortunate if doubts were allowed éo continue because
of lack of information flow. Specifically, the Area dne Councii and Crime and
Delinque%cy Tagk Force need mofe direction in the area of information dissemination.
Aﬁtempts/over the past.year to do just this have not proved successful for é

number of reasons. (See Supplemental Report A). | .

»

Area Two. A total of 13 establishments (mdstly small busineeses) were
. K

- visited in the second team area -- a small number to be sure and hence not

necessarily representative of the entire Area Two population.

The only complaints voiced against Tezm Two were related to parking

tickets given out by the team (interviews were conducﬁed in February‘ a time

when winter parking regulations were being strictly enforced). Such enforce-
ment, business owners felt, was sometimes annoying to their customers and

hence detrimental to business.  Fnforcement was also sometimes unéonvenient for

commmity residents. Other than patking ticket complaints, which are perennial

in policing, people who were interviewed ﬁere satisfied with the work thé team
was deing and with the presence of the téam in Srea Two, although several owners

had had no real contact with the unit.

o
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Bar owners or emplqyées vwere parbticularly happy with the proximity of
the teaﬁ. Three small businesses which were contacted had experienced
breaking and enterings in recent months and expressed satisfaction with

team service (property was recovered).

<«

Although, as in Ward 1, responses were in general positive, especially
from people or businesses that had had direct contact with the team, an
iﬁpression received from these interviews was that knowledge about team
operations, the team concept and a bettef understanding of policing in general
had not been sufficiently developed in the area. Contact with‘the team and
informaéion about the team occﬁrred as a result of complaints (eg. a breaking
amd enté%ing) or a call for service or from newspaper artieles.. Little
informztion stemmed frém either the Are; Two‘eommunity Relaticns Council or
the Crimé and Delinquency Task Force.

It must be noted, however, that these two bodies were formed’in the second

team area in December 1972, and hence had had little or no chance to learn

about the team itself or to define their own functions by February, when these

. interviews were conducted. Since that time, the Area Two bodies have shaped

themselves into action bodies, geared to playing an important role in the
community. There are plausable reasons why this kind of operation has been
successful in Area Two and not in Area One, a2nd they are discussed under the

Community Relations Program section of this report (Supplemental Report A).

Summary

. One goal of Team Policing is to foster better police—community-contact.
Tow;rd these ends, 2n area storefront, Community Relations Council, and Crime
and Delinquency T-sk Forces have been established in each team area. Inter-
views in Area One would seem to indicate that even in a2n area where a team

has been in operation for two years, - misunderstandings continue to arise
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between police and resiéenﬁs -- most particularly within the realm of police
du%ies and responsibili%ies.

Tt is doubtful that any structure can completely eliminate police-community
misundersﬁandings, but it is believed that P{istent structures in Area One
are not being put to full useage in spreading information about the team to
area residents and bringing residents' misunderstandings and complaints to
tﬂe attention 6f the team. Suggestions for improvement are offered in the
section of this report entitled "Supplemental Report AY,

In Area Two, residents interviewed did not voice compnlaints about Team
Two (except with reference to 6verzealousness in serving parking tickets) and

seemed particularly pleased about police proximity to their businesses and homes.
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E. MORALE AND JOB SATISFACTION = - :
In order to assess morale and Jjob satisfaction of team and non-~team

ﬁersonnel two measures were employed in 1972: a police survey, given to °

all personnel (team and non-team) in October — November 1972, and interviéws

- conducted with Team One and Two members in January -~ March 1973.

As has been sfated previously, the strong feelings within the depart—
ment for and against team policing have, no doubt, greatly affected these

measures. Variables which have nothing to d¢ with the Team Police concept

_itself, such as the contract dispute between city officials and police ne-

gotiatoré during 1972, have also had an immeasurable impact on general levels
of morale and job satisfaction.

The results of the Police Survey are particularly contaminatgd by such
variables as.indicated by the small number of sufveys returned coﬁpleted by
police personnel, Although these survey results can therefore not be gen-
eralized to represent eithe; department or team attitﬁdes, they d; indicate
some problem aréas which have affected morale.

Interviews with team members specifically addressedlthe issue of.iden—
tifying morale and job satisfaction levels ih 1972 as compared with 1971

and then determining to what extent these levels had been influenced by team

structure or by outside variables.
l.. General level of Department (team and non-team) Morale. (November 1972)

The results of the Police Job Satisfaction and Morale Survey have been appended
to this report (see AppendixG-)._ They serve as a partial, but inexact in-
dicator of attitudes within the department and Teams One and Two during the

Fall of 1972.

The police department survey was run at a time when the department was

. in a state of suspension between tiwo forces, and when bitterness over wage
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disputes was becoming more'open; Although this situation has stabilized

gomewliat since the formation of Teams Three and Four, it is still difficult

s and job satis=-

faction in isolation from many outside variables.

In order to provide better understanding of these variables and some

basis for statements about general levels of department morale in 1972, the

sections of the Police Survey which are specifically related to problem areas

identified by police personnel are presénted; Surveys were distributed to

, across rankse Although the

all department (team and non-team) personnel

original evaluation format called for comparisons of responses between Teams

(One and Two combined) and non-team personnel, and among ranks, such detailed

analysis of these results was deemed inappropriate in light of the small

number of responses which were received. of 113 éurveys handad out to police

personnel during roll calls,* only 47 completed surveys were received, among

which four were not identified as either team or non-team. Teams submitted

fifteen responses and non-team personnel, twenty-eight.

The Police Survey was divided into four sections: perceived community

attitude and cooperationj job satisfaction;j morale; and department structure,

eas affecting morale and,Jjob satisfaction

1

policies and priorities. Problem ar

were drawn from responses in all four sections of the survey. The problem

areas cited are in agreement with ‘those cited in the Police Department

Management Study conducted in 1971 and with general observations made by ‘the

evaluation coordinator in her day to day contact with police personnel.. Four

of discontent were cited by team and non-team personnel. Problem

major areas

areas cited by team and non-team personnel are similar and hence no separation

is made by the two groups in presenting these data.

decided against, due to department resentment

over such tests in previous trials (first action year). It was felt that, given
the general attitude within the department at t+hat time, a survey administered
in an informal manner, t5 be filled out by the entire department by order of the
Chief of Police, but on of f=duty hours, would be the least offensive manner

of seeking information from the department.

%A formal teating situation was

1.

N —-—T

2o

" the police department,

I WA W Rl

Pay Scale. Personnel have not received an increment in wages since
January 1971,'yhen the police-city wage dispute began. Police are
particularly bitt ; .
-.Jy itter over stalleq contract negotiations coming at a
_time of not only high inflation, but intense departmental change,
when demands for increased productivity were and are being made

Closely linked with the pay raise issue is a controversy between

Patrolmen's Union representatives and the Mayor over the police ed-

ucgtlon incentive bill. Again, the result of the dispute has been

monies witheld from policevpersonnel, whiéh in their eyes, is rightly
due them, These issues have not only provided negative reinforcement
for the changes being made within the department and demands for in-
creased police productivity, but they have increasingly widened:the
gap between the Mayor_(as the city's chief negotiating authority) and
Such a situation bears di;ectly on attitudes

with ; o
reference to Team Policing (the "Mayor's project") and general

pqlice morale levels (team and non-~team).

Politics. ~ "Politics" is used by police personnel to refer to several

Jevels of "interference' in the workings of the department,

a. A weak chain of command which has resulted from cliques within
the department.‘ According to police-personnel responding £o the
survey, the chain of command is not followed by a larée number of
personnel. The immediate cause of this problem has been the lack

of a manual of Rules and Regulations* which would clearly define de~
partment policy with reference to chain of command and es%ablish de—
finate disciplinary measures to deal with infractions of these rules.
Two underlying causes leading to abrogation of the chain of command

were identified in the Police Survey: luman nature (friendships have

*A Rules and Regulations Manual has been prepared by the Chief's Staff
and will be put into effect in June 1973.
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- developed over the course -of years of working together which

N

encourage officgrs to by-pass immediate supervisors and contact

personal friends) and political factions created during the city's
. l .

election season.

Being '"in' according to either of these two criteria has trade

itionally resulted in clique membership and hence in favorable extra

work assignments and relaxed discipline in general.

b. Promotional Policies. As'long as no established and objective
promotional policies are employed, and as long as the chief appoint---
ing authority for the department is the Mayor, promogional decisions
will be subject to attack as "politically" influenced, regardless of
the validity or non~validity of these charges, Although Civil Sefvice
examinations and grades deterﬁine £he field ffom which 5fomotions are
made, other capability measures such as fiéid experience, quality of
field work and reports, leadership capability, etc, are not neces~
sarily taken into consideration or given proper weight.' Who one

knows often counts for more thaﬁ what one has done or can do pro-

fessionally, according to police responses,

c. Chief Appointed by Mayor. The politically chargéd athosphere

within the department is encouraged by the Mayor's power to appoint
the Chief of Police, Men point out that such power gives the Mayor
an opportunity to dictate policies for the department and thus under—
cut the authority of the Chief, This situation is a méjor contribe

uting factor to the weak chain of command in the department, If

there is no real authority at the top, those at.the bottom cannot be

expected to respect this authority or follow a chain of command which

eventually leads outside the depai*tmente

e

ey

- ke
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Discipliﬁé and Workload Assignments. This problem area is closely

related to "politics" in the department. The chain of command has
been weaken%é by a promotional policy which does not allow for
lateral éntfy of police command level personnel., Hence, sergeants
lieutenants, and captains within the department must be appointed
from the ranks, and then are expe;ted to govern ex~partners,and
friends, with equanimity and objectivity. By the same token, lower

echelons are expected to follow a chain of command and not appeal

. to ex-partners and friends, who now hold higher ranks.

A related factor but one not noted by police pefsonnel is that
acéording to City Ordinance the Chief of Police must have been
a resident of the City of Holyoke for at least tﬁo yeérs prior to
appointment, This ordinance severely limits the prospective field
from which capable adhinistrators can be aﬁpointed and contributes
to the unprofessionalism of the department.‘

A chain of command weakened by political ties or ties of friend-
ship, is translatedvinto lax disciplinary policies and favoritism with

rreferemce to workload assignments, according to officers responding

. to 'the Police Survey. Men who completed the survey recognized this

problem as a serious morale issue:

WIt's discouraging to see other policemen who are not doing their
share of work..esesthey are giving us a black eye,'" and "There are
men on patrol who have never issued a parking or moving citation and
who do not know how to write a 2.6(report)s....someone should shake
the dust from the department by ordering officers to perform or
get’ out " :

Lack of Information Flow within the Department and OQutside Interference.

. This category relates specifically to the Team Police Project and

changes occurring in general in the department in 1971=-1972, Some

police officers responding to'thé survey felt that the Chieft's Staff

‘were pclitical appbintees, were inexperienced in police matters and

-
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have contributed to the sense of confusion'iﬁ tﬁe department.

Part of this confusion has been a result of lack of information

flow within the department, particularly with reference to Team

Policing, aécording to department personnel, Several respondents

expressed confusion as to exactly what implicatioﬁs the project

would have with reference to indi;idual officers and the department

as a whole, Confusion and mistrust of staff personnel have no doubt

contributed to general feelings of ffustration and resentment withkin )

the department.

These major problem areas were.citg@.by department persoﬁnel as contrib-

uting %o their general diSsatisfaétion éﬁé low morale levels in 1972, Many

‘ ‘
personnel indigated however that they would not be on the job if they did not

find police work itself intrinsically }ewaraing. The problem areas, it seems,

relate not so much to the pdlice Job as to the depaftment structure within

ﬁhigh that job must bé ﬁerformed: cliques, an unprofessional promotional policy,
a weak chain of command, an ofttimes titular Chief of Police, no offical Rules
and Regulations Manual until June 1973,.etc. It is interesting to note that
these departmental inadequacies which were noted b;-policé personnel, are the
same ones which the Police Management Survey uncovered in early 1972, That

is, police personnel (C.0.s and patrolmen) recognize just as oﬁtsideveval~'
nators did, that many aspects of the department are unprofessional and de-

trimental to "good" policing (and morale and job satisfaction).

Although one objective of the Master Plan for the department is to try

to correct some of these problem areas through mid-management training, pre~

paration of a Rules and Regulations Manual,etc., real improvement cannot take

2

place until major structural éspects of the department are altered. And that

must come through Charter revision.

Police officers themselves have suggésted possible alternatives to current

Y

practices which the Charter Revision Committee should examine carefully:

1.

N e

I standard promotional policy based on an assessment of police

personnel according to established criterion such as: a) perfor-

mance in the field-as evaluated by supervisors, b) grade on civil

service exam, and ¢) educational credits.

A fixed formula should be established and followed which would

allow objective and fair promotions.

decisions should be a matter of record:

Justifications for promotional

written documents stating

the specific qualifications or accomplishments which Officer "A" had

" which led to his promotion shculd be kept on file,

Performance files, which have been established for provisional

police officers, should be established for all police personnel, These

individual files would contaih.commendations; disciplinéry actions,

and measures of the quality of work shown by the individual officer.

One form that such evaluation could take is a sergeant's daily log,

consisting primarily of a chronological account of the sergeant‘s

daily contacts with police personnel and prepared by each team shift

sergeant. The system has been employed successfully in the Los Angelos

’ Poiice Department and is desciibed in Patrol Administration by A.D.

Gourley and A.P. Bristow.*

Because each team will be supervised by more than one sergeant,

as sergeants take days off and are replaced by other sergeants, a com-

formance would be accumulated.

posite and perhaps more objective picture of individual and team per-

Further, these logs would act as a source of information and

means of supervision for the C.0.s and Chief to insure that sergeants

are making proper contact with officers in the field. Care must be

*Gourley, G. Douglas and Allen P, Bristow, Patrol Admin

Springfield, Illinois:

" taken, however, that in fsllowing up on calls the sergeant does not

istration

Charles C. Thomas‘Publisher, 19

"1, Fage 125
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wtake over" or handle the call himself unless two or more units ]z ° reluctance in making reports, and influences of t'he”ﬁ_nformal'organ-
are involved gn@ coordination becomes necessary. _ % ization (clique structure). Discipline must also be accompanied
Review of sergeants' logs and individual officer files should § with training methods, which will assure the department that the
bé conducted on a continual basis by the shift commander. He should % ° unfavorable incident will not recur.
also be expected to{supplement'sﬁgh reports with his own observa- ; |
tions in the field of personnel. on his shift. § 2. a series of police task forces might be established on an experi-
| é mental basis. Allow personnel to group themselves (the team struc~
5. A new administrative structure for the department. It is essential % ® ture might be followed here) to work on problems of their own and the
that one body, and preferably one which would not be subject to par- f department's choosing, such as a new grievance poiicy, improving
tisan influences, be designated as the governing body of the Police court notification procedures, etc. Results of the Police Survey
\ Department. A new struc’éure might take the form of a Board of Police ® indicated that personnel who responded had a clear grasp of pro-
}' Commissioners and a Chief appointed by them and under contract té § blem areas and what might be done to solve those problems. It
the city. Whatever the structure however, it is of pr%@ary impor-~ % would seem logical to use this in-house talent to work for the de~
tance that the police administrator nof be subject to appointment or ¢ . partment. Committees of this kind will be meaningful, .however, only
dismissal by the city administration (Mayor or Board of Alderman) until é if they are entered upon seriously by both dep#rtment adminstrators
the termination of his contract or term of office or as a result E' ( * and police personnel, and if their conclusions carry We;ght and are
of a public grievance hearing., The Police Department must be sep- ‘ d likely to be ;i.mplemented.
arated from polities in order to run efficiently and effectively. % As the Chief's Staff is phased out within the next year, these
3.' Pe:rmission for lateral entry into the department at all ranks and not ; Py groups could assume Plann%ng’ training, and public relations functions.
sush ibhin the rank of patrolnan. i ? Of course, one step which will alter morale and go a long way
. ' % in encouraging police personnel to give extra time to task forces,
‘. L. Abandonment of the two year residency requirement for canc.:lidates for 1 o *  is the resolution of the wage dispute and educational incentive issue.
the office of the Chief ‘of Police to assure a wide field.of selection. 3 Without this, it is unrealistic to assume the perscnnel will cooperate
These are issues relating to Charter Revision, Other departmental pro- 5 in any venture.
blem arcas must be handled in-house: | z ° - ‘ o ) ) A
. i ~ As stated previously, the morale situation in the department was a deter-
1, -disciplinary policies, now established in the Rules and Regulations % mining factor in the decision to step up city wide team police implementation.
Manual, must be enforced by the Chief of Police. Discipline must g Feelings seem to have leveled off to some extent with the formation of Teams
begin within command level _peréonnel and extend down the chain of o . Three and Four in the spring of.1973, and the department has appeared to adopt

command partigularly ‘."'ith reference to unnecessary use of sick time, e ®* wait and see" attitude toward the new form of organization.
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Interviews should be conducted with Teams Three, Four, and Five per—

sonnel during the early Fall to determine whether attitude changes with
\:;eference to job satiffaction, morale and the Team Police concept in gen-
eral have occurred. To date, the facet of Team Policing which seems to have
appealed to Team Three and Four members’'is the greater degree of independence

¢

afforded individual officers in a storefront setting.
2+ Team One Morale and Job Satisfaction.

In 1973 (January - March) individﬁal, informal interviews were conducted
with police personnel on Team One. tsee Appendix 4 for interview format).
Almost to a man, Team One members indicated that they were experiencing more
satisfaction as police officers under the team concept thén they had before‘
they joined the team. Reasons for this were four~fold: ' |
1. Most officers enjoyed the opportunity to follow: cases through to

conclusion. Knowing tha£ a case is "yours" translates itself into
greater effort td solve that case. Being_allowed to spend more
time on a case, especially cases)such as domestic disputes, which
require understanding on the part of individual officers, also has
: increased Jjob satisfaction.,
2. The opportunity to work in a small group, the team u;it,.was cited
as contributing to greater job satisfaction. Esprit was particularly
high within shifts; with ;:loser identifications formed among shift—
mates than among shiftso' Although some rivalfy occurs among shifts,
the situation is controlled and contributes to the close identifica-
tion of team members within a‘particular shift.
3. The opportunity to get to "really know" what is happening in Ward Ote,
Officers expressed satisfaction from seeing situatidns, relationships,

and attitudes in general developing and changing in the area, and

from being able to "tell" what is happening by changes in expressions
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or daily patterns. That is, involvement Svef a two.year period
(for most Teaﬁ One persomnel in the area) has increased their
knowledge’ of that area, both in terms of normal and abnormal sit-
. uations. This, it was felt, contributed to not only better pol~
icing, but more Job satisfaction,on the part of police officers.
L. The easy style of thke team concept allows officers more freedom to
-define their owm roles and duties and to relate more closely with
community residents. " Although this factor was cited by most Team
. One persomnel, others felt that less flexibility was permitted in
1972 as compared to the first action year, and a decrease in job
satisfaction resulﬁed. This will be discussed ;n more detail below.

Most Team personnel also indicated that they were more effective now as

- police officers,'under the Team concept, than previously. 'Reasbns were three-

fold and were closely related to previous answers on j.o'bvsatisfaction° That

_is, if an offiicer felt he had greater job satisfaction because he was allowed

to.follow a case through to conclusion, he also tended to indicate that he-

was more effective as a police officer for the same reason. This would

" seem to substantlate the hypothesis that individual officer satisfaction is

related to offlcer effectlvenesg, partlcularly in the eyes of the offlcer
himself. By increasing one, the other is positively affected —— one goal
of the Team Police project.
Feelings of increased effec?iveness resulted from:
1.: thé knowledge that the case .a teum member was on was his alone and
that he would be responsible for the eventual disposition of that
'case. The job of a policeman is more of an “accomplishment" now
according to one Team One member.
2. The development of greater expertise by individual team members as
a resultAof training and experience.

'3, Increased knowledge of the area and a better knowledge of community
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residents,

L. The change in uniform, from traditional brass and blue to a blazer
?; uniform, which allows closer community contact and hence, greater
* knowledge of the community. ~ One man also felt that the uniform
change helped change his attitude toward community residents (he felt
less authoritorian) and hence conributed to the improvement in. '
police~community relations in the area.

Team One personnel felt in general that their vorkloads were greater as
team members than previously, particuiarly with reference to report writing.
Although no one-objected té increased workloads, some resentment over pay,
overtime, incentives, and changes in team structure was expresséd. Although
morale is still high, officers were eager to express aiséatisfaction with
Specifiqally:'

‘certain situations and decisions whiclh had ‘occurred in 1972,

+

Incentives and Overtime. In the 1971 evaluation report, Galvin and

Angell cited monetary difficulties accruing to team members as one negative
aspect fo team policing in Holyoke. In 1972, this problem reached epic prof
portions in the department as a whole, affecting T9?gl§ levels in all units,
“including Team One. |

Having chosen to give up a $10.00 per week incentive pay differential in
lieu of regular overtime pay, team members (bqth Team One and Two) then
found that "legitimate" overtime was in the process of being redefined by
the d;partment. As a result, a period.éf time ensued when team personnel
received no overtime monies. A similar situation had also occurred in Team
' One during the first action year when a backlog of acecrued over-time monies
Qés substituted with Atime owed". Confusion over "legitimatemovertime and
doubts as to what form, if any, compensation would take, have led Team One
gembers to doubt the department's willingness to pay for overtime investi-

. gations (an integral facet of the generalist/specialist concept).

-,

ﬁgé

1972, as were new members,

— -~ —

’ This, coupled with the police wage dispute in.1971 - 1972 has provided

little reinforcement for extra effort in handling cases, and was cited by

. Team One members as a chief reason for the falling off of police~community

L
projects (athletic events, dances, etc.).

Relocation.

The demoralization process in Team One was furthered by
the successive moves of Team One headquarters: first from a local store-

front to the mucﬁ more elaborate basement of the Model Cities Service Center

 (August 1971). The location was not easily éccessible to neighborhood resi-

dents, and so the team was moved again to another storefront location (July

1972), Although most members agree that the move to a storefront location

-was a wise one in terms of attracting more residents to the headquarters, the

surroundings themselves are shabby and small. Necessary renovations were de-

.layed for approximately six months until Model Cities and police planners

could negotiéte terms. Physical surroundings afe importan{ witﬁ reference
to morale levels and the condition of this new location was cited as one
reason for a slight drop in morale. 4

' Uniforms, Originél team members weré badly in need of new uniforms iﬁ
Confusion as to whom should pay for the uniforms
(Model Cities or Governor's Commitee Funds), whether monies were available,
and whether the team would be alloﬁed_to continue to wear blézer uniforms,
delayed the acquistion of new uniforms for se&eral months. |

As one team member said in 1972, "It just seemed as if everything was

elther delayed or taken away from us".

Peer Pressure. Peer pressures were also éited as a reason for a slight
morale drop in Team One. Several team members cited a November 1972 vote
(60-10) against Team Police expansion by the 75 member Patrolmen's Union,

as a source of Team One concern, Members do feel, however, that department

feelings have leveled off and, now that other teams have been formed, harass-

ment is lessening, -
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Changes in Team Structure. Most original Team One members expressed

dissatisfaction with what they saw as the increased regimentation of Team

. One persomnel, Individual team members, it was felt, had less flexibility

now than in 1971, due to increased éupervision by ranking officers. Fewer
decisions were made by the team as a uhit, and more by sergeants or lieu-
tenants assigned to teams. This situation was exacerbated by an experiment

in rotating sergeants from team to team, which began in March 1973 and has

| subsequently been discontinued. Rotation, initiated for the purpose of

greater coverage of teams by command level personnel, resulted in a break

of continuity (hence knowledge) between the team and its sergeant or lieu-
tenant and led to arbitrary decision-making ;n the part of most C.0.s. This
was strongly resented by Team One personnel who had been afforded a high

degree of indepehdence iﬁ 1971, Othér coﬁmand level decisions had been made

in 1972 with the overall aim of increasing the coordination of teams and
increasing the knowledge which each shift commander had of his teams., Although

reasons for such experimentation may have been valid, as will be discussed.

in the section entitled "Team Model®, the sudden decrease in Team One inde~

" pendence was cited as a reason for changes in morale level on that team.

Most Team One members acknowledged the necessity of pr?viding a
ranking officer on each shift to make certain command level decision or to
solve minor personnel problems, but some members did feel that the line be-
tween problem-solving and autocracy had been overstepped and that the hiere
archy and rank consciousness whiéh were to be minimized in Team Policing,
had crept back in, in 1972,
. Staffing. Some team members felt that under-staffing had contributed to

a decrease in morale. On some shifts, only one police officer may be manning

the storefront, due to sickness or vacations, Although such situations

- pceur rarely, there is a feeling that C.O.s do not shift personnel appro-

priately at such times, preferring to man headquarters at the expense of

Team One and other area teams,

77—1A 72" .
Changes in Community Relafions° Because of both a lack of free

w‘time and monetary problems which forced most team members to hold second

;jobs during their off-duty time, public relations projects which had begun

in 1971 were discontinued in 1972. As indicated in the 1971 interviéws with
Team One members, basketball games, block dances, soft ball games, etc.
which were organized by Team One personnel in the first action year, greatly

contributed to the high levels of satisfaction and morale within the team.

As these activities were curtailed in 1972, officers expressed regret that

such contact was not taking place. Officers felt in general that communify
contact had decreased slightly because of this, because of the move to the

Model Cities Basement, and because of a lack of'monies for coffee hours with

neighborhood residents.

Team One members continued to adéress‘students in the Ward One school,
however, and participated in a program designed to curb racial hostility
among school chilc}rene In the Spring of 1973, a move back in the direction
of wvolunteer poiice-community projects was made in a joint Team One and Two

effort: "Hood" vs. police softball games were held on two consecutive

weekends.

SUMMARY., In general, Team One members felt greater job satisfaction and -
increased effectiveness as police officers due to the team structure; par-
ti@ulérly those parts of the structure encouraging greater independence and

individual flexibility. Following cases to conclﬁsion, greater Inowledge of

en area and its people and team spirit within shifts were cited as having a

pqsitive.impact on job satisfaction and morale. Although workloads were
seén as generally greater, this was not in itself resented. The fact that

overtime, time owed, incentive and pay raise disputes had resulted in no

monetary incentives, had however, affected morale level in a negative direction

in 1972, Increasing departmental control over the team, moves from one

i
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headquarters to another, shabby uniforms, negative department attitudes,

L understaffing at times,'and less time for community prbjects also con-

_tributed to more open dissatisfaction with team operations in 1972.than

in 1971,

Some of these problems have been fesolved: renovations of the store-~
front have taken place, new blazer uniforms have been purchased, rotating
sergearits have been suspended in favor of permanent assignment to a team,
approximately twenty new officers have been added to the force, and joint
team—-community projects have been renewed. It is also anticipated that és
department feeiings about team policing stabilize, morale in Team One will
be positively affected,

A problem area which has not been resolved is defining the fine line
which must exist between team indepeﬁhénce and departmental (co%manding
officer) control over the team, Although team members recognize the ne-
cessity of supervision within each shift and of coordination between the

team and headquarters, it is felt that team independence (and hence morale)

has been needlessly sacrificed for the sake of a centralized command, That

‘is, team members would like the right and responsibility to schedule their

own vacations and make their own personnel assignments as they did in i971.
Impromtu rotation of personnel into and out of Team One is especially re-
sented, breaking up as it does, £he unity of the group. Thevproblem of
changes within team police strugture which have increasingly occurred in
1972, will be discussed in more detail in the section entitled "Team Model".
;t is emphasized however, that this problem area and that of overtime and
wages aré the ones which pose the most immediate threat to the team con-
cept, not only because they have injured morale levels, but because they
tend to encourage a precinct model of policing as opposed to a team model.
In summary, it would appear thap'to the extent that team policing in-

creased individual indepeﬁdence and decision-making powers, reduced rank

ST r . -

consciovsness, and encouraged community-police projects, morale levels were

high; wﬁen these facets .of team policing were altered, morale fell and

alterations were specifically cited as one reason for this decrease in morale.

3. Team Two Job Satisfactlon and Morale.,

-

Team Two feelings and attitudes toward team policing 2re similar to those
expressed by non-team members in the Police Survey administered in November 1972.
Besides resentment over policies end fear of being undermanned in summer months,

Team Two personnel expressed resentment at being ordered onto the team and the

-team concept itself. - Duplication of services and extra cost to the city,

resentment. of staff personnel; and poor inter-team communications were cited‘

as reasons for anti—teaﬁ feelings, A repeated question was, "Is this (team
éolicing) really'pénessafy in~§olyoke?". Proﬁlems which were,irri&ants in Team
One,; developed into major mérale issues in Team Two, possibly because this new
team was formed at a time when départment feelings were running strongly zgainst
the project. TFor exampls, confusion.over overtime policies for team members .

led for a time to overtime monies being substantially curtailed for teams. In

) » . 3 a
. Team One, the result was increased griping and lower morale, but overtime

investigations in general continuved. In Team Two, the result was a minimization
of investigationé carried into overtime for a 1 - 2 month period. How much of
this was due to a reserve of morale and team spirit in Team One which was

lacking in Team Two, and how much to persoﬂalities of team members, is impossible
to deterﬁine; although both factors were probably working in these diverse
reasctions to similar situations.

. The greatest morale problem‘according to Team Two pemsonnel was the wage

| issue. Members for the most part enjoyed workine together (within shifts)

and the informal atmosphere of the team setting, but resented increased paper-

work which came with team policing, and particularly resented doing more work

for the same amount of pay.
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In general, Team Two members had experienced less or the same degree of
Sdb satisfaction as team members than they evperienced bafore they joined

the team. Reasons were thres-fold:

1. 1less pay and more work.

2. no difference could be discerned between team policing

and traditional modes of policing,

3. doubts as to the necessity of team policing, storefronts

and decentralization in general.

These last two reasons are closely related to one another. Team Two personnel

stated consistently that 1. they could see no real difference between team

policing and tr=Aditional policing a2nd hense 2, could see no real;need for
téam policing.‘ Several factors contributed to Team Two's inability to dis-
tinguish hetw=en team policing and traditional policing: Team Two's structure

4

and training wvas and is quite different from that of Team One. In many ways

(as will be discussed in a later section) Team Two is fo}lowing a precinct

| model, nnt 2 team wndel ~nd other teams are sppronzching this point.

Training was not veceived by all Team Two persomnel, and most members do
not feel éualified to he labelled "sfecialists" in eny field. Although
most members do consider themselves ”generalisté", there is a tendancy to
call in Detective Pureau or Team One personnel to investigate cases. This
is particularly so becaﬁse Detective Bureau testimony and that of certain
experienced Team One personnel, are the only testimony zcknowledged by the
court as "exmert". This, coupled with overtime prohlems, has meant that
Tea& Two members do not necessarily follow cases to conclusion. Team meetings

have only recently gotten off the ground, after having died out when members

were no longer paid to attend. Team Two, although more independent of

" et

u1 'k};ln
headquarters control than non-team personnel, has never experienced the

degree of freedom given to Team One during its first action year: decisions

h"with reference to training needs, uniforms, and policies had been mapped out

prior to Team Two formation by Team One members op staff planners,

Thus Team Two went into a team situation with not only a negative
attitude,but with few of the advantages th;t Team One had in terms of train-
ing, orientation, and independent decision-making, Some important aspects

of team policing were not able to become integral parts of the team concept

in Team Two. Hence, no real difference in police service delivery can be

© cited by these men because job structure is, in fact, not very different

o

from traditional policing, One reason that no discernable change in job

satisfaction is expressed,.may be due to the fact that for many on Team

H

¢

o, the job really has changed very 1ittle,
In summary, although.Team Two members enjoy working with one another
within shifts, general IGVel; of job satisfaction and morale are ‘lower than
or the same as satisfaction and morale levels of non-team members and sube
stantially lower than Team One levels in 1971 and 1972, Team Two has never
had an opportunity to develop into é team. Created at a time of deep bitter;
ness over departmental changes and team police expansion, the team is com-
posed mostly of non-volunteers (indeed, some men felt they had been assigned
to Team Two as punishment) and has faced problems with overtime and incen-
tive péy, lack of training, changes in team structure, and little organized

police~community contact. All of these factors have served to 1., dilute the

actual functioning of the team concept and 2. contribute to general dissatise

faction among Team Two members.,
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' GENERAL SUMMARY

Although it may be true that Team One personnel are a sub-group within

* the department and: are generally more open to change and flexibility, as 1971

attitude tests demonstrated, other factors also contributed to significant
differences in job satisfaction and morale levels in Team One and Team Two.
First and foremost was the general department attitude toward team

policing during the creation of Teams One and Twe., Team Two members, non-

' volunteers for the most part, shared attitudes which were generally similar

to those of non-team members (bitterness over team policing). Team poliéing
was also a subject of controversy during the formative stages of Team One,
but Team One members did nof share in the doubts about team policing and in
some ways were more closely united as a team because of'the cpntroversy sur-—
rounding their unit. , ) ‘ : . '

Team One volunteers were also afforded more independence and respon-—

 sibility for their team unit's structure and policies, involved as they were

in renovations of their storefront, organizationél committees, the preparation

of a manual of procedures, and the selection of new uniforms. In depth

" orientation on the goals of team policing, methods of handling crisis site

uations, family disputes, etc., were given to Team One membeys; All members
received training in conducting investigations, the laws of fhe state, and
specialty courses, Further, Detective Bureau personnel were ordered out of
the Team One area except in the case of homicide, The team operaﬁed for

all intentg and purposes independently of headquarters supervision and mem-
bers were directly answerable to either the team as a unit or to the team
cSmmandef. Original Team Oné members are unanimous in stating that such
independence and involvement in the formation of the team contributed greatly

to the high degree of morale demonstrated by members in 1971, The fact that

- dissatisfaction has resulted from decreasing freedom and increasing cene-
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tralized control, lends weight to the conclusion that participation in set-

ting up the team structure, and a greater degree of independence, greatly

" increased morale in Feam One.

This helps explain the low level of satisfaction found in Team Two.
The second team has never achieved the independence of Team One; personnel

received minimal orientation to the goals of and reasons for team policing,

and have in some cases, not received training in investigative skills. Thus,

" Detective Bureau or Team One personnel are used to conduct investigations

in the Team Two area., Monetary problems resulted in difficulties in re-
ceiving overtime monies and hence, overtime investigations and team meet
ings were curtailed,

Because of these differences in structure and operations between Team

t Two and the original Team Police modei, it‘is difficult for Team TWO meme

bers to distinguish between team and traditional policing, except for the

obvious difference of de-centralization, (unnecessary duplications as Team

Two members see it).

It is impossible to say whether or not Team Two satisfaction and morale
would have been better if more independence, deci;ibn-making and team orienw-
tat;on and training had been afforded them. One can hypothesize, however that
the fact that Team Two members can see little difference between team struc-—
ture gnd traditional policing, hasvcontributed to their skepticism over the

necessity of the Team Police projecte.

As we have stated, although morale remained high in Team One in 1972, some

..change in a negative direction was noted by members as a result of struc-

tural changes and command level decisions which have decreased Team One ine
dependence and decreased incentives to pefform and expend extra effort,

In order to improve the morale situation in both teams, two major dec-

.isions must be made by police administrators:
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1. Where should the line be drawn between centralized command and
coordination, and team independence and decision-making? Although

this will ge discussed more fully in the section entitled "Team

.

Model", it'should be noted that the team model is changing to
a precinct model of policing. Although adaptations in the con-
cept may have been necessary to }nstitute Team Policing on a
.city~wide level, planners must recognize that they may very well
end up with something other than Team Pdlicing if alterations con-
tinue, How much of the teaﬁ concept can be altered before the
model becomes a precinct, and whether or not "precincts" are ne-
cessary in a city of 50,000 people, are decisions which should be
made immediately, | |

2. . How much money can the department spend on overti?e pay? Department
administrators must realize that if the generalist/specialist con~
cept is to work, officers must be allowed ﬁo conduct investigations,
if necessary, after their toﬁr of duty is completed, and that they
must be compensated for legitimate overtime, This could very well
mean additional expenditures within the departmen£ budget, but it
is naive to assume investigative work will be continued into off-
duty hours if overtime monies are difficult to comé b&.‘ Criterion
for legitimate overtime must be eétablished in order to glarify'
when monies will be paid to team members., If such compensation
is not available, the generalist concept becomes meaningless,
Given the general morale level of most department personnel,
"volunteer”" overtime will not be forth coming and igvestigative
vwork by most team personnel will be curtailed,

It is also necessary that investigative skilis be taught to new Team One

,members and Team Two members who have as yet received no training. Detective

Bureau personnel with investigative éxperience,,should be assigned to all
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teams with specific instructions to 1. assist inexperienced or unsure

c s . . . . nesd pmed
team personnel in investigations at the request of the officer assigne

qf,to the case or the team leader (specific plans for utilization of Detec--
: e

tive Bureau personnél should be a decision made at team meetings) and

2, provide informal training to team members who need skills up-grading.

Cemy

Although formal and in-service training programs will provide courses in

investigations, interrogations, Massachusetts Statutues and specialty

" courses, Detective Bureau personnél will provide a different and very val-

uable training device: ‘teaching the techniques.of experienced investigators.
Before Detective Bureau personnel are assigned to teams, however, ad-
ministratofs must face the issue of pay scales. Team personnel will be

learning and eventually acquiring the skills of Detective Bureau personnel,

" put will be paid substantially lesse - Should overtime policies and pay

:

scales be altered to provide more equity between team and Detective Bureau

personnel or are differences between the two units valid at the{present

| time? This issue should be addressed squarely now, before monies again be-

come a morale issue, this time separating Detective Bureau persqpnel and

— e e n

team officer.

In general, what is necessary now, is a clear decision as to what form
team policing will take in Holyoke: precinct or team. If team policing i?
the choice, then investigétive training, overtime monies, and a degree oOi’

real decision-making authority must be given to teams, for as Team One per-

sonnel indicated, these factors contributed to the high morale levels and

nence to the effectiveness of that team in its first year.



“.

P ' 18-
F., THE TEAM POLICE MODEL: TEAM OR PRECINCT?

1. Original Team Model.
s 1 |
The originaligranﬁ request for Holybke's Team Police Project €N
visioned six major innovations in the traditional policing model.
| l. Assignment of personnel on a permanent basis to a team area.
e Decentral?zation and relative independence of the team from head-
guarters controle.
3. Democratic decision~making within the team on operational and
" organizational issues.

L. A task-oriented approach to area problems and a flexible formu-~

lation of police activities.

- v

I

5e A generalist/specialist model of police'service deliver&.
6. Close community-police contact in fesolving policy matters, in
order maintenance and in.informal'situatiens. ‘

In projecﬁsbof this nature and size however, it is rare that modifications
in the original cencept do not occur as the project is implemented. Compromses
and tradeoffs must be made between the hypotheses, assumptions and goals of
the planher, and the operational and political realities withlwhich his plan
is confronted, If one is skiliful or, perhaps, lucky, the efiginal concept,
will not be altered so drastically as to negate its impact on project goals.
But a particularly watchful eye musi be kept on decision-making with refer-
ence to project policy——~ it is quite conceivable that a myriad of minor de-
,.cisions, each in itself not seen as detrimental to the project, could in
combination substaptially alter the structpre of that project and in so doing
undercut the goals toward which the project originally strove, -

The structure of team policing in Holyoke has been altered substantially
during the course of its two year history. Change has come, not from decisions

deliberately geared to altering the team model, but from several small exper-

ceurr
© answers and smaller percentages of pro-police answers O

s —— - P —— o~ i
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iments, compromises, concessions, etce.

The impact of such alterations has been stated heretofore: a slight
put noticeable decrease in the Jjob satisfaction of Team One members who

rl—-
prefer the team concept as it was fwrst developed in 1970 -~ 1971, and an i

who find
erease in the sense of confusion and bltterpess in Team Two members

it difficult to distinguish between team policing and tra@itional policinge.

_ . -
Further, we have seen that changes in Team One morale levels have in all pr
1 ’ ' :

} 1 ' it One. In a
bability affected citizen attitudes with reference to Team Unit One

al
Community Attitude Survey run in Ward One, greater percentages of neutr

ed in questions
es, than
referrfhg to police attitude in 1973 than in 1971, and in some 1nstanc '

1970/ The morale changes in Team One, whlch no doubt contrlbuted to ‘this
1n

. : gt . B a_n]
growth in citizen neutrallty with reference to police, were,01ted by Te

One members as at least in part a result of structural and conceptual changes
e

4
in the team models

This segment of the evaluation report examines in detail what alterations

cember 1970, why these changes have

have occurred in the team model s1nce De

1s.
occurred and what their impact has been on progress toward project goals

i i : the
P0551b1e alternatlves to curvent practlces will be discussed as well as

merits of a team Vs. precinct model of policing in the City of Holyoke.

24 Action Year One
. ‘ . . d
Tn its first action year (December 1970-1971), Team One c}osely followe

“the original model. Fifteen patrolmen were selected by the Chief of Police

and Project Director from a pool of police volunteers, and then approved,by

eighborhood residents working with the Model Cities Agencye These men were
n i

ssigned to Ward One on a permanent b351s and remained a stable group during
a

A ver
‘the first action year (two members did re51gn at the end of the year, however,

giving iinancial hardship as their reason). -
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Team members, held organizatlonal meetings prior to the actual im~
plementation of the teamlaﬁd mapped cut their responsibilities. Menbers
decided ;mongst themselves that only in cases of homicide would Detective
Bureau persognel be-authorized to intervene in Team One investigative op=-
erations., It was also decided by the Chiéf and Project Director that.Crime

Prevention Bureau operations, which often reqﬁire concentrated activity,
and maximum security, would
the. Ward One afea. With the exception of these two cases, total respon-
sibility for area crimes and police services were accepted by tﬁe tean as a
unit, ‘
He%dquarters assistance was sometimes, but rarely, reguestgd‘by the
' team. Dééective Bureau personnel were calleq upon infrequently to assist
team members in 1ifting and classifying prints. Noh?mlcides:bccdiréd ln 1971
in Area One, hence detectives did not often enter the team area. 'Although
most team members felt they could call upon department specialisté at any
time for help, the team as a whole handle@ its own cases and even assisted
‘ headquarters personnel when detectives were unavailgple.

‘Democratic decision—making within the team occurred on the level of

organizaﬁional and policy-making issues. Committees of three to four team

members were formed prior to Team One initiation, to identify and deal with
problems and make recommendations w1th respect to communlcatlons, equipment,
communlty relations, record—keéplng and the relatlonshlp with the rest of the
department,

» Democratic decision-making ln operational matters, however, was less
sucéessful in action year one and eventually, through a team vote, a hier~
archialAstructure was superimposed upon the team.model; Many team members
found that it was difficult to speak with equals about their wérk habits or
to settle minor opefational decisions (such as whose turn it was to answer

bothefsome or tedious complaint calls), It was decided that a designated

be allowed to continue, independent of Team One in

. =18l
shift leader Was necessary in order to make Just such declsions and to

insure the smooth functioning of the team,
‘ A few men felt that rank=consciousness had never really been reduced
and that group declslén-maklng was sometimes a meaningless procedure be~
cause of a strong team director, but most members stated their approval
of the designatedhleader concept (usually %he man of greatest seniority on
the shift) and felt that the team director allowed sufficient flex1b111ty and
and individual dec151on-mak1ng to accompllsh maJor proaect goals,
Task-definition was also carried out by the team, Original team members
stated that the team as a unit sought to define policing priorities in the
Hard One aréa° Tasks which the team (or’individual members ) Speciflcally ‘
identigﬁed centered primarily around the internal workingé of the team it~
fsélf (esg+y equipment needs) and police~community relations'(thefneed for

athletic programs, block dances, etc¢,). Other tasks were in general similar

to those established in the original model description: answering service

calls, 1nvest1gat1ng recent crimes, assisting community re51dents with pro-

blems and assisting the communlty in maintaining order.

Specific problems were also 1dent1f1ed and resolved, For example,
speeding on "A" street was a constant policing problem and the team as a
group assigned an officer to cover that area{ ticketing policies were re-
viewed and standaréized withln the team area; and emergency ambulance ser—
vice was defined and explained to area- ‘residents by team members., School

speaking engagements and local activities were also planned by team mem—

bers in response to the commnity relations aspect of the program,.

. The generalist/specialist model of policing was fdllowed closely in
Team One in its first action year. Original members stated that training
and experience together was sufficient to allow members to handle most

investigations, although little opportﬁniﬁy was provided for practicing spec-
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©  ialty techniques throughout the course of the year. Eence, members often

had fo maintain or up-grade their own skills on their own time.

Finally, commup%éy input into police policies and procedures was not |
as great in 1971 as bolice planners had enviﬁiéned. Citizen contact with
police centered primarily around informal visits to the team storefront
and the athletic events and neighborhood d;nces organized by the team,

The two communitybbodies (the Community Relations Council and the Crime and
-Deiinquency Task Force) met at first with @wo‘to three team representatives,
but little or no feedback from these éroups reached the remainder of the team.

Thus, although the team concept envisioned joint police-community re-
sponsei'to major problem areas, the structure of problem resolution more often
than neﬁ took the form of individual complaints to the team and then, an -
-organized team response to the problems, ’

In summary, the democratic model of decision-making was not particularly
successful in gperational matters and community input into problem resolution
was.not as great as had been planned. In general, however, the original model
“was followed quite closely in Team Ones first action year., With the excep—
tion of the problems with overtime money and the fotally democratic model,
the members -experienced great satisfaction with the team structure and dem—

{

!

onstrated high levels of morale.
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3; Action Year Two '

During the course of 1972, however, the team model changed slowly until,
with the formation éf]Teams Two, Three, and Four, the model came to more
closely resemble.that of a precinct.* Reasons for model change were
threefold: ' | °

1. Concessions to the Board of Aldermen.

The original team model as envisioned by police planners specified
that.non—traditional (blazer) unifbrms were to be worn by Team One
personnel, Team members also decided that unmarkeé>cars would be

used in the Team Cne area. It was assumed by planners that, if

blazer uniforms and unmarked cars proved to be satisfactory in

Area One, they would similarly be successful in Area ng (a dem-
ographic twin of Ward One). . '

Severe opposition to the blazer—unmarked car exper?ment developed
within the Board of Aldermen, hoWever, Just prior to Team Two
formation., Board objections centered around their belief that:

‘1; area twé residents did not wish a police uniform chaﬁge and
2. . police would not be easily recégnizable without diséinct and
traditional dress and cars.

It was decided by police planneré and the city administration
that this facet of the team concept could realistically be sacrificed
in order to assure passage of the Team Police expansion program. It
was alsc believed that at a later date, Area Two residents could

be canvassed in order to more accurately determine their own feel-

ings with reference to police uniforms and cars. Hence, Team Two

*A ﬁrecinct refers to a model of policing in which personnel are
assigned to an area of a city, buf remain under the direct supervi-

‘sion of centralized headquarters and follow a traditional model of

police deiivery and service,
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and all subsequent teams went into’ operation with traditional

uniforms and marked carse.

Problems in befining the Responsibilities of Commanding Officerso
ﬁuring the first action year, departmental command level personnel
had been effectively isolated from Team One operations largely
because of intense rivalries between Team One and non—team leaders.
As city-wide team policing became a reality, it suddenly became
necessary to involve these men in the operation of the teams and

to define, with them; the responsibilities and duties of Command-

V ing Officers under a team models These definitions, however, have

not been clearly specified as yet, in part Because no city-wide
team model has heretofore existed in the nation. Experimentation

has been initiated in wvarious areas in order to discove}-fhe proper
balance between command level authority and teah independence.,
Unfortunately, at this point in time, team integrity seems to have

been sacrificed for the sake of centralized control, An inability

of team project leaders and departmental command level personnel

‘to communicate effectively with one another has also contrivuted to
" confusion and misinterpretation of Commanding Officers' duties with

- respect to-the five teams,

Specifically, shift'commanders have been given authority to
schedule vacations aﬁd days off for all team members on their shift,
in order to assure that the city will receive proper coverage, For
the same reason, commaﬁding officers have been allowed to re-assign
feam members from one afea to another at will and insome cases have
assigned uniformed police to Area Oﬁe, a non-uniform area. Further,
8 tendency has develqped‘at headquarters to staff Team Fivé (a back -
up team) Qith personnel at t@e e#pense of area teams (i.e., re-

assigning men from Teams One, Two, Three, or Four to assist head-

'3
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quarters but rarely, if ever, reversing this procedure).

Planners and command level personnel also decided during 1972

that, to the extent possible, each shift on each team would have its

/
own sergeant'who would serve as the "designated leader", resolving

operational and management problems., Sergeants are directly res-

ponsible to their shift commander; reporting to him on a daily

' basis and assisting team personnel in report-writing, investigative

érocedures, dispensing or recommending disciplinary proce2dings, etc.

Further, for a period of time, sergeants were assigned to head-

'quarters and then dispatched to teams on a rotating basis in order

to'eliminate cliques or loyalties which might possibly have formed
between sergeants and "their" teams.

These changes have méant increased centralized'supgrvision of
area teams, with less: opportunity for ﬁen,to work at their own pace.
Team One members, who had experiénced greater independe?ce in action
year one, resent increased centralized authority. Other team members

who have not experienced similar decision-making opportunities, can

see little difference in 1972 between Team Police and traditional pol=

icing with respect to decision-making. Designating a ranking officer

(sgt.) as the team/shift's immediate supervisor has vitiated the

goal of reducing rank consciousness among team members. Team One

members in particular have expressed dissatisfaction with the in-

creased hierarchial structure of their team in 1972.

Furthermore, temporary re-assignment of team persbnnel to cover
shortages in other teams or to bolster the headquarters fofce, dis-
perses the team unit, making it more difficult for team members to
form an identificatioﬁ wit .ach other, and to develop in-depth know-

ledge of one area and of other team members. Again, Team One per-

~ sonnél expressed great dissatisfaction with such policies, feeling

that they were less of a team and less efficient because of such
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reassignments,

Similarly,‘the rotation of sergeants among teams was seen
as an unwise move by Team One and Team Two members; continuity of
khowledge of the area and the team itself was broken as sergeants

were required to supervise various teams at the C.,0.'s order,

Political Realities,

. As the division over Team Policing grew within the department,'

police planners recognized that immediate action was necessary to

salvage the project and the department. Immediate city-wide expan-
sion, the chosen solution, also addéd problems to an alreadj weak~
ened team model. | - -
The speed up in team formations has meant that Teams Three and
Four and some members of Team Two have nolt yet recgived training or
in depth orientation in the team concept, Furthérmorez the team -

format, policies, storefronts and uniforms were predetermined by

either Team One or political forces before Team Two's formation;

- hence Teams Two, Three, and Four members did not participate in the

shaping of their own teams,

Problems with overtime monies,‘which had occurred in Téam One
during its first action year, contined into 1972. "ngitiﬁate over-~
time", was not clearly defined and £eam personnel (Team Two in par-
ticular) developed a reluctance to investigate cases into theirloff-
duty hours,

Contract disputes over police pay raises embittered ﬁost p&licernen
affecting their attitudes to the project in general, but more im-
portantly, severely limiting their desire and ability to "volunteer"
their time to commnity projects,

" Team meetings fell off in 1972 as.reimbursement for meetings was

cancelled. ‘Happening at the initial stages of Team Two formation,

[ © as it exists in Holyoke,
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this meant that task definition did not take place among team mem—
bers as a whole, although policing problems were discussed by shift

mates and,selutions for problems were reached in this fashion,

These éircumstances have greatly affected the developmeﬂt of

Team Unit Two. Members feel that they are generalists, but that

they are not qualified tv be labelled specialists, Hence, Detective

Bureau personnel are regularly called into the Team Two area to
assist in investigations, fingerprinting, and photography. Pro-

blems with ¢gvertime monies have seriously curtailed investigative

- operations which entail extra work during off-duty héurs, and this

haé veakened the police generalist concept., No real team identi-
fication has as yet ﬁeen formed among Team Two pérsonhel; no real
commitment to the team concept exists, . Members were assigned to

the team and for the most part resented the Team Police experiment
prior to these alterations in the model., But such chénges have con-~
tributed to Team Two's inability to detecﬁ any significant differ-
ences between their current job as Team Police and their past job

as traditionai police,

Teams Three and Four experienced a similiar development, although

 members demonstrated less open hostility to the Team Police concept.

These then are the changes which have occurred in 1972 in the team model

Two major areas of change, the decision to post-

pone the blazer experiment in the rest of the city and those problems ac—

‘cruing from the speed-up in city-wide expansion {e.g., problems with in-

sufficient training, confusion over overtime policies, insufficient time to

permit each team to shape its own policies, select its own site, etc.), were

unavoidable for the most part. These problems are recognized by police plan-

‘ ners and administrators; and those that can be corrected, will be (eegey for-

mal tfaining programs will begin in the Fall of i973).
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But the remaining area of change, alterations in the team concept

..-stemming from command level policies, are of a much more serious nature, for

such policies have él;eady and will continue to affect project goals unless
clear-cut decisidns are made immediately. .Incentives to team members have
grown smaller, affecting both job satisfaction and morale; team and indiv-

idual decision-making on policy and operational matters has been seriously

foreshortened; team autonomy is décreasing in Team One and has never existed

in Teams Two, Three, and Four; rank consciousness has remained unchanged;

personnel can be and are assigned in and out of team areas at the discre-

- tion of the Commanding Officer,

Although both Teams One and Two have made substantial progress toward

project goals with reference to community attitude and improved police ser-

* {

vice to areas one and two, these goals; too, could be adversely affected by
continued alterations in the structure. We have already seen some impact.

in this respect on Community Attitude in Area One in the curren€ action year.
Further, team efficiency and effectiveness, which ié dependent upon group
and individual initiative and morale, citizen cooperation, and in-depth
knowledge of an area will more than likely be affected by current practices
within the department. |

‘ +
At this point in time, then, it has become necessary for police planners

and administrators to decide what kind of policing model they desire for the

neéxt year iq Holyoke: +the highly centralized model with which the depért—

ment is now operating or a model more closely resembling that of action year

one,

At the heart of this issue’is a problem which has never been specifically
dealt with in Holyoke: what are to be th; duties and responsibilities of
Commandihg Officers with reference to teams., This problem area is é direct
threat to the Team Police Model for it has been allowed to thwart the goals
of team autonomy. Coupled with other problem areas, particularly that of

overtime monies, this alteration in the team model has substantially vitiated
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that model until little more than a precinct operation exists at present

.in the city, And in a city of 50,000 people, it is doubtful that a five-

precinct mode of poiige service delivery is necessary, more efficient, or
worth the extra mbney that such a decentralized system would cost the citye.
If the Holyoke Police Department (planners and command level person—
nel) cannot realistically plan for and approach a modified but still mean-—
;ngful team model, particularly with respect to team autonomy, it makes

little sense to continue to "experiment" with the Team Police Model, for

it is unlikely that project goals will be reached through what is really

* no more than a precinct plan,

Reviewing the situation in the Holyoke Police Department in 1973, it
would seem that the following suggestions could be realistically imple=-
° i

mented and would contribute to a strengthened Team Police Model,
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Alternatives. i

a. Supervision of Teams. Given the experience of Team One in its
first action year: the level of discipline extant within the depart—
ment and the fact that twenty new ana untrained provisional police
officers have been added to the force in 1972, it seems unrealistic to

assume that a totally democratic decision-making model can exist in

 Holyoke's Five Team Police Units. Some degree' of supervision within

shifts and within teams is necessary for operational decision-making,
reviewing reports and in general, insuring the quality c¢f police ser—
vices within the team area during each shift. The current practice of

assigning sergeants to serve as team supervisors has not proven satis—

factory, however, because of the emphasis on continued rank—ponsciousness

and autocratic decision-making which such a éituation eﬁcourageso

At this time in the department it would be unrealistic to assume

:

that non-ranking personnel could assume this funétion in teams, however.
Therefore, it is suggested that all sergeants receive in~depth orien-
tation sessions with reference to their duties on the team. These ses-—
sions may be repetitious for sérgeants who served previously as Team One
patrolmen , but such reiteration would seem necesséry given the fact that!
even these personnel have, to a degree, stépped back inté a mere trad-
itional and hierarchical role pattern.

It is supggested that these orientation sessions clearly establish

that the sergeant®s duty under the Team Police concept is to guide not

_ supervise in the traditional sense. The sergeant is there to add his
Ainput to an investigation, but not to conduct that investigation for the

~officer answering the call, His should be the final authority in re-

solving issues which the team as a unit cannot resolve (such as a con-

sistent disciplinary problem), or-in resolving an issue which requires

-immediate and firm action, The sergeant should not be allowed to become,

=19y~
however, the primary means of problem-solving within the team: After
immediate action pas been taken, the group as a unit should discuss
the problem and. its resolution, determine why the problem arose and
why the team could not handle it, and then establish a guideline to
usé in similar circumstances,

L e

The sergeant's primary responsibility should be field observation

of team personnel. In another section of this report, it was suggested

that the shift sergeant compile a‘daily log of'officers and their con-
duct which the sergeant has observed during his tour of duty. Such a
log would provide a written record of performance levels of each‘officer,
and thus assist in promotional discussions, in disciplinary and commeﬁ-
datory action, in clarifying training needs.,

- Further, each sérgeanﬁs' days off would ensure that more than oﬂe
sergeant will be reviewing the performance of each shift in each team;
in this manner it is hoped that personal biases will be everied out and
objective performance reports will be collected for each pclice officer.
A clear and concise explanation of what the sergeant!s log is to be used
for, what qualities are expected of police personnel and who would be
reviewing‘the log, should be given to all police officers.

A traditional duty of the sergeant is to review reports made during
h%s shift and offer suggestions for improvement, tips on poséible inves—

tigative fechniques, etc. This function is particularly impbrtant in

the depaftment now due to the large percentage of provisional police

officers who have recently become members of the department, and to the

" fact that some older officers are inexperienced with reference to good

report writing;

"‘ﬂ"
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It is suggested that the team as a unit be held accountahle for

the qﬁality of its reports, and that one man on each shift should be
designated by the team as its' "reports officer." This man should be
someone experienc;d in accurate report-writing and investigation, and it
is probable that detectives assigned to the team would be the most likely
persons to fill this position. It should be emphasized, however, that a
qualified patrolman would also be an appropriate "reborts officer." fhis
system would allow the sergeant to spend more of his time in the field,

a function vital to patrol and maﬁagement operations.

' The "reports officer! would read all reports submitted by officers
and retﬁrn those reports which are inadequate.l He would make recommend~
ations to the team and individual memﬁers as to How reports cbuld be
improve@ and in team meetings would, with the sergeant, revigw specific
reports, As the team develops its report-writing capabilities, the teams

could appoint officers to fulfilll the report—officers funcb}on on a ro~

tating basis.

b. Team decision-making. The emphasis in action year three should be a

reassertion of team decision~making authority. Clear guidelines should
be drawn up as to which decisions rightfully- belong to the team and
which decisions must be handled by supervisory personneli Thinking
with refereﬁce to resolving this problem should be along two lines: what
decisions can the team make in order to govern its own operations, and
what deéisions can teams contfibute to with reference to the operation
of the department.
1. Team Operation. Teams should be given authority to schedule
their own days off, éubject to the review of the commanding
officer, who could alter the plan only if, as a whole, team sche-
dules Jeopardized the coverage of the city. Guidelines for de-

finiﬁg what would "Jjeopardize coverégeﬂ should be drawn up by

e o e e+ it
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commanding officefs, pianners, and team febresentatives.* It

would also sgem possible for teams to schedule their own vaca-
tioﬁs, given,the stipulation that vacations within individual teams
must be spread out over the course of the year.

It has been suggested at 6ne¢time that teams be given respon-
sibility for management of their own overtime monies — i.e.; each
team would be allocated a share of department overtime funds, per-

haps on a quarterly basis, and would be allowed to assign prior—‘

ities to various investigative tasks. All uses of overtime would

- be reviewed by the team, and by sergeants, Commanding Officers, and

the Chief of Police‘on a weekly basis to insure strict and proper

'OVErtime useage. Teams should clearly understand that aﬁy mige

‘management of overtime monies would result in discontinuance of

this policy and a return to the férmer system,
2, Department Operations. The department has now been divided into
five operating units. It would seem feasible to use these struc-

tures as centers for problem identification and resolution for the

| department as a whole, In a previous section of this report, it

" was suggested that committees be formed 4o propose policies or im-

provements with reference to departmental matters such as new
equipment, vehicle maintenance, grievance policies, training needs,

local supply procedures, communication needs, etc. Commanding

' Officers and the Chief would then take recommendations from tea:m

committees under advisement in planning for the department. Com—
ﬁittees might take one of two forms: One team as a unit could be
involved Qith'one or two departméntal problems, o representatives
from each team could meet to form a commiftee in order to resolve a
certain problem area. Reports with attached recommendations would

be submitted directly to the Chief of Police.
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Again, if such commitééis proved to be a waste of time or
merely a platform for protest or political gain, without con-
tributing r%ésonable and well thought out recommendations for
problem resélution (as assessed by team and command level per-
sonnel) they would have to be discontinued.

If the above suggestions are impi;mented, it should be clearly
understood by department personnel that overtime monies will not accrue
to them as a reward for their activities., This'must be seen as an
opportunity for department personnel to participate in the organization

and functioning of their team and their department. If such respon-

sibility is not desired, other means for department planning must be

found,

° »
'

c. Duties and Responsibilities of Commanding Officers.’ Duties and re-

sponsibilities of Commanding Officers should center around 1) the coor-
dination and overseeing of team activities, 2) Organization;l and fune—
tional plaﬁhing for the department (based upon recommendations from de-
partment personnel), 3) formal planning for the handling of non-routine
activities; 4) performance assessments of police personnel (reviewing
the.sergeants log and conducting field checks and recommendations for
prometions), 5) overseeing the organization and planning of police
éommittees, 6) disciplinary action, and 7) report reviewinge.

It should be made ciear to Commanding Officers that Area Team per-
sonnel should not be re-assigned to other teams in the évent of per-

sonnel shortages. The headquarters or back-up team must cover this

* eventuality. The Commanding Officer should, however, have the authbrity

to recommend personnel reassignment for disciplinary reasons, or if he
feels better team operation could result from such a change. Such re-
commendations would be made in writing to the Chief of Police,

~ Commanding Officers, policeplanners, and the Chief must review
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2ll of the above areas and lay down explicit guidelines for commanding

officer responsibilities, for onlv in this way can command level

personnel be held accountable for their actions.
SUMﬁARY The importance of clear end vrecise definitions of individval duties

Individuals

for all Hepartmontél personnel cannot be emphasized tno strongly.

cennot be held accountable for their actions unless guidelines have been
established for all to see. Planners cannot hope to have their program carried

e sand method of ite athainment

thfough effectively unless the underlying purpos

is clearly understood from the top of the organimation down to the level of

execution. 1972 has been a difficult year, a year of experimentation 1n

) ) 0 L] > . < 1'b
many ways, but too often planning has been hesitant or 1ndec151ve? As a result,

the department stands somewhere between a precinct model and a team model of

‘ ished immediatel
policing. Clear directives for.the department must be establlsxeq immediately

l in order to end confusion and avoidance of responsibility.

» @
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G. MASTER PLAN STAFF e ‘ | SRR

With the establishment of a decentralized mode of police service delivery
in the City of Holyeﬁe, it became obvious ﬁo police planners and administrators
that a centrally located staff would be:necessery to support the teams ad~
ministratively, provide assistance in planning for departmental improvements
and provide continued monitoring of team operations,

The etaff, reporting directly to the Chief of Police, was to specifically
concern ifself with initiating basic institutional changes within the police
establishment, These cﬁanges were to center around the expansion of the Team
Police eoncept throughout the department, and the identification of homogen-
eous communities within the city which would house team units. Centralized

. planning for training programs, records and communication improyements and
vdata collecfion was to be provided by the staff; as well as'proﬁosals for
the solution of problem areas identified in team units and in the department
as a whole, The overall objective of all'proérams pfoposed by éhe staff was
to be a more p;efessionalized police department. .

In line with the staff's duties with reference to the coordination of the
area teem units, the staff was also charged with coordinating team and depart-
ment planning and actions, Specifically, the staff was to work to improve the
relations and communication between team unite and the remainder of the de~
partmént. Orientation and information sessions were to be conducted with
beth line and command personnel and ranking officers were to become actively
-involved in proposing solutions to planning, training, and record-keeping pro-

 blems. The aim of joint planning and information sharing was to reduce the
bitterness and strife with reference to institutional change which was extant
within the police department in 1972,

A final goal of the Master Plan Staff was to ihform the commﬁnity as to

the Team Police concept, mode of operations and the rationale for change within
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the Holyoke Police Departmént.f A Speakers Bureau, composed of stalf members,

..was to be established with this aim in mind.

In conjunction with the above activities, the staff was to avail it
self of federal, state, and local conferences or training programs within
each staff member's particular area of interest, in order to upgrade staff
capabilities. In such a manner, a residual core of personnel experienced in
various poiice administrative fields would accrue.to the department at the
conclusicn of the project period.

‘In summary, the staff was charged with:

1. Providing planning, training, records and communication improvement,

| cooreination of teams, and data on team.andvdepertmental performance
inorder to promote the professionalization of the Holyoke Police

. - f

‘Department. : .
2, Increasing commmication and infofmation flow between team and non-
team personnél and between staff and line personnel by$
da. involving ranking officers in plenning for Team Police
expansion and departmental programs, and |
be by providing orientation sessions with reference to project
goals for non~team personnel.
3, Providing information to residents of Holyoke with reference to the

| the Team Police concept through information campaigns and speaking

engagements,

This segment of the evaluation report will assess the exten@ to which

the Master Plan Staff has been able to accomplish these goals. Without doubt,

this section of the report has been the most difficult to write. Objectivity,

when dealing with figures, percentages, or other people's attitudes is fairly

easy to attain, When one must assess performance only on the basis of one's

own observations, objectivity becomes more difficult. This evaluator has

worked closely with members of .the staff for almost twelve months, during
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vwhich time differences of opinién with reference to attitudes, policies and

..-actions have occurred between the evalvator and various staff personnel. By

the same +token, friéndships have also been formed between the eva1u5£or and
staff memhers. It would be less thanAhonést to say that personal bia;es have
-suddenly been eliminated from the evaluétor's mind when dealing with staff
performance.

It would also be less than honest for this report not to discuss the role
of the Master Plan Staff during the course of 1972. In many ways, opposition
to Team Policing within. the department has been restruétured at this poiné in

time into opposition to the staff. It is therefors doubtful whether =2 unified
department, structured around a Team Police model-of polipe operations can be
.achieved through the continued presence of a Master Plan Staff.

What follows is an atfemﬁt to 1is£ the accorplishments whichfthe staff‘ai
a whole has made, and to list those problems which the staff as a whnle has not
been able to resclve. Individual performances will not be assessed, for personal
bias would be difficult to eliminate on that level;

Before any final assessment is made as to staff performance, however, it is .

strongly suggested that an independent evaluvation be made by 2 person or gfoup

which has not been a part of the staff itself.

— T egyo™T T

1. Accomplisiments '
Tn reviewing the events of 1972, and particularly the sudden sreed up in

the implementation of a a city-wide Team Police Program, it is obvious that the
!

: staff has accomplished one major goal under difficvlt conditions: estgblishment

of four additional team mnits during the course of 1972. A four month period

from August 7, 1972-December 5, 1972, was spent in identifying appropriate team
areas, planning the deployment of police personnel and envirment and in justifying
the ovpan51on proposal in wpekly'mnpfings with the Board of Aldermen. Within
three months of the Board of Aldermen's decision, the fifth team unlt was formpd
Citizen councils and tesk forces have been established in all team areas except
et Area Four; which is currently in the process of organizaing its citizens

groups. Although, as this report has indicated, the Team Police model is mot.

' belng closely followed in all wnits at thls time, the major step of actually cre-

ating the teams haq taken place and this was no mean*avcomnlashmpnt

A one week in-service training program, the first in the history of the

. Holyoke Police béhartment, ran for a ten week period in September-November 1972,

and was attended by all patrolmen. Courses rangedvfrom laws of arrest and nar-

' cotwca to dlsnret1on and nlannlna. A one hour orientation session on the Team

'Pollce concept was also presentpd as part of ‘the training program. Police per-~

sonrel stated their general satlsfactlon with the prngram, although attltudes to-

ward the Team Police course were mostly'neoatlve.

A second in-service training program began in April, 1973, and is geared to

" teaching provisional police officers the elements of policing procedures, partlcu-

larly laws of arrest. Classes are held three times per week and will continue

.ﬁntil the instrucfor, a sergeant in the Holyoke Police Department, and pelice ad-

ministrators feel that provisionals are capable of handling most arrest situations.

i isi ' i s 50 con~
Firearms training for provisionals and regular police personnel is also

‘ of instruc-
ducted once a week. Men attending these.courses receive four hours i |

tioﬁs on revolver safety measures, nomenclature, position, grip and firing prac-

. L3 . - & F -
tice, Officers are graded according perfqrmance by their instructors, mem

bers of the Holyoke Revolver Club.

i



A Rules and Regulations Manual gggBBeen'ﬁrepared'by the'%foject Director
épg is scheduled to be distributed as of June 1. Although this—manual will
bé;a working document-aﬁd subject to revisioh, it will hopefully serve to de-
fine departmental poliéies which have heretofore often been nebulous.

A $50,000 grant request has beeﬁ subniitted for the establishment of a cen~
tralized records keeping system within the Pglice Department which will go a
long way toward alleviating data and plamming problems discussed previously in

this report.

Finally, the Project Director, Assistant Director and Community Relatiions

§ Specialists have actively participated in speaking engagements throughout the city,

explaining the Team Police concept to community residents. A thirty minute

, film‘on Team Policing in Holyoke has greatly aided this parf of the program.

. A "Policing Booklet! has also been prepared Hy the staff for community‘ﬁide'dis—

tribution.
In sumary, the Master Plan Staff has provided the basic planning and public

Justifications necessary for a speed-up in the implementation of a city-wide

. Team Policing Program in the City of Holyoke., Without a centralized planning

_board, it is highly doubtful that Team Policing would have moved beyond the

initial team in Ward One.
2. Problems.

Wi?hin many of the staff's projects, problems and delays have occurred,
largely because the staff has not been able to overcome opposition to itself
from within the department.

Opposition has stemmed from two primary sources:

-1 natural rivalries and suspicions arising from ﬁhe division between
staff and line functions, and opposition to change agents working
within & traditional organizational structure, and

- 2. actions and attitudes oﬁ the paft of the staff which have tended to

alienate both cormand level and non-ranking police personnel.

=20k~

For both of these reasons, staff capabilities for promoting project

gbals have become severely limited.

The firét basis for opposition to the staff has been discussed in a
previous section of this report. Staff personnel not only recieve higher
prestige and salaries than line personnel, Eut also represent the Team
Policing concept and the threat of rapid, unspecified change within a hereto-
fore traditional organizational structure. .Further opposition, however,
stems from the fact that in forming the staff, several highly skilled
department personnel were "passed over" and other personnel appointed to
positions on the staff. Although staff membership was supposed to be a
"learning experience" for those appointed, one wonders if éuch a stance was
éppropriate: 1. given the monumental'taské facing the‘staff in 1972 and
2. given tﬁe reaction to these appointments within the department. Charges
of political favoritism have clouded the staff's credibility within the
department and someiﬁnes even in its own eyes.

The second source of departmental resentment of the staff has stemmed
from actions or decisions of the staff itself which have done little to ease
the tension within the department in 1972, More particularly, little real

effort has been made by the staff to ease the trensition from treditionzl to

Team Policing., 4n attitude which has permeated the staff is that transition

was bound to be difficult, particularly because of negative attitudes toward
Team Policiné within the department; and therefore orientation, explanation,

etc. would be wasted effort. Although several attempts were made to

oriént,police personnel in 1971 and 1972 (usually through brief meetings with

€.0.5 or informally with patrolmen), effort in this direction was not
sustained.’ As a result, personnel were sent into teams with little or no

concrete direction 2s to what was expected of them.

L



'personnel in 1972, and this gap has never really besn closed.
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In-depth orientation and organizational sessions could have been conducted
%ith personnel on Téahs Two, Three, and Foﬁr, certainly not to the extent pro-
vided Team One, but enough to familiarize team members with specific duties
and responsibilities., Team formations were separated enough in time to allow

individual attention for each team. This was not forthcoming from the staff,

however, As a result, skepticism abru', the need for the new form of operations

and for the staff, and resentment over initial operational problems (2 new
records system, commmnications problems) continuved to grow among new team
members, Face-to-face contact between staff personnel and future teams

during the few weeks prior to each team's formation, and during the first

weeks of each team's operation might have demonstrated staff concern end

consei entiousress, two qualities which most police personnel do not

attribute to the staff.
More orientation, role definition, and assistance in policy(formation

from the 'staff would have aided new teams in their transition from traditional

to Team Policing. CGCoordinated devartmental rlernine and decision-rakineg would

also have eased the transition. TFor example, aseignment of Detective Bureau
personnél to teams for opurposes of training and assistance was often diécusqed
at staff meetings, but the Chief and staff could not come to any clear decision
with reference to this. ‘FUrther,.because job responsibilities of the staff
and commanding officers with reference to teams were not clearly fixed, team
members often fourd it difficult to determine vho was accountable fof solving
qperationgl problems. ¥or a time neither commanding officers not the staff
took full rerponsibility for the teams or their problems.

The split which bhas existed in the departrent befween team and non-team
personnei became translated into a split between command level and staff

The result has
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been split level pianning; slow decision making and difficulty in affixing

fésponsibiliﬁy for pfoﬁlem resolution.

Althdugh responsibility for this éituation must be shared with thé Chief
of Police and his Commanding Officers, the §taff itself has contributed to the
problem by assuming a rather"elitist! attitude when dealing with commanding
officers and in minimizing information sharing between itself and commanding
éfficers. Thus, the staff has become a rival command hierarchy often assuming
responsibilities which would in enother department belong to its commandiné
officers (eg., pianning for expansion, designing a new records system, etc.).
Although it may be true that ﬁithout a centralized planning body these pro- .
jectq would not have become reality, it is also true that meaningful involvement

of commanding of?wcprs at the start of and thrnuahnuf the action voar would

have greatly eased some of the oprosition to the staff and team policing

4

vwithin the department in 1972.

A clear example of the breakdown in communication which has occurred
between the staff and line commanders has been the fact that a highly central-
ized Team Policing model currently exists in Holyoke. Clear guidelines as to
commanding officer responsibilities and hteam percgatives have;potvas yet
been defined by staff personnel and coﬁmanding officers, The strained relatign-
ship between these two forces 1argely explains why such definition has not

taken place.

Another example of the problems created by a split decision making

structure in the dopartment has been the continuing difficulty in resolving

problem areas brought to staff and commanding officer attention by patrolmen.
Consistent complaints by non-ranking personnel concern such things as cruiser
maintenance, equipment selection and control, the court notification system,

the grievance system, and promotional policies. Reactions to these complaints

and resolution of such problem areas has bsen slow.
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The inability of staff members and commanding officers to resolve their
” differences and coordjnate department planning is a continuing problem
area, Another and related problem hds been the staff's inability to tromote

easy and on-poing information flow betwéen staff and line persomnnel, The

staff has not seemed to bz cognizent of the fact that many misunderstandings,
suspicions, and frustrations extant within the department could have been
‘eased by sharing information with department personnel, A simple system of
memoranda (and of course recularly scheduled meetings with commanding offircers
and non-ranking ‘personnel) would have allowed the staff to explain contemplated
actions, decisions, reasons for delays or changes in policies. Too often,
department personnel have had no knowledge of what stage problem resolution
has been a2t or whether the problem wes’ sirply being ignoredﬂ
This was particularly obvious during the late summer-and fall of 1972.

The reasons for delays in renovafticns at Team Tnit One, ordering,Team One
nniforms, and vroblems in cruiser maintenance, were not explained to the team
as a whole and deep frustrations developed within the team as a result. How
initial communications problems couid and wovld be resolvéd? why training has
been delayed, vhy prnvisional offigers have received training prior to
community service officers, why team trips ha&e been cancelled -~ all of these
decisions need to be adequately explained to department personnel, Even now,
it is extremely doubtful that department memberé are aware of what kind of
records system they will soon become involved in and how such a systém will
aid them in their jobs.

' Thus, althonch bitterness over the Team Policing concept itself seems to
have eased, at least on the surface, as a result of city-wide expansion, two
other problem areas are as serious in 1973 as they were in 1972: the poor

relationship between commanding officeré and the siaff, and the mistrust of

EF
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staff persoﬁnel by nonérahking persornel within the department. That is, the

‘bitterﬁess over Team-Pblicing seems to have been concentrated into resentment

with the stéff as a whole. As stated previously, natural divisions between
staff-line functions, residual bitternesé over Team Policing and fast-paced
innovative change, and perhaps some personal rivalries and jealousies have
contributed greatly to this situation.

But the staff itself must be held aooountable in many ways for the extent
to which their credibility has deteriorated. Some staff members have
demonstrated an "elitist! attitude when dealing with departmené personnel, thus
contrxbﬁp:ng to natural staff#41ne rivalries. Commanding officers in
partlcugar have resented this attitude., Further, the staff, qulte naturally,
ﬁas identified close1y with Team One and is proud of its accomplishments; but
this pride has been translated into disparagement of'other teams and the
departmen£ as a whole. This attitude, too, when reflected in staff wordéyor
actions causes resentment within the department.

The staff, often under bitter attack in 1972, has tended to isolate it~

self, its actions and planning until after the fact. Open dialog between

staff ahd 1ine personnel has not come about, largely because the staff has
suspected subversive or disruptive reactions to their suggestions. 1In

practlce this has meant little or no information flow between the staff and
department personnel untll a d801s10n has already been made. Cormanding officer
resentment wmth their exclusion frcm the decision-making process has been
understandably great. Even now, when meetings are on-going between commandi.ng
officers and the mid-management consultant (a former Holyoke Captain), easy
dialog and frank discussion of problems are difficult to maintain. Commanding
officers feel, quite naturally, that their input will continue to be ignored,
that the staff has already detérmined its decisions with reference to specific

S

problem éreas, and that serious discussions are a-waste of effort. As long
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-as this feeling continﬁes; it is unrealistic to expect either coordinated
planniﬁg or substantial imbrovement in suppdrt for the Team Police céncept

to take plaé;. Thé supervisor who does not or will not understand the purpose
and nature of a plan does not support it; this attitude; quickly reflected

in his subordinates, almost invariably causes the plan to fail. Police plénners
and administrators have an obligation to see that policies and procedures are
understood and~harmoniously followed through the whole deparﬁment, regardless

of how much extra time and effort must be put into this venture. For the Master
Plan Staff, this implies close contact with commanding officers in‘meanianul
decisio%—making situations, where commanding officer input is given egual footing

with stéff input. It also implies drastically improved information fldw between

“the staff and line functions. Without these improvements, liﬁtlefﬁobe can be
seen for the re-unification of theé department.

*Finally, the staff faces another problem area: training. T;aining Pro-
grams ha&e gotten off to a slow start. Negotiations with Holyoke Community
College, stalled police contract talks, and a question about how much mid-

+ management pgrsonnel and patrolmen should beApaid for attending training programs
have hindered program develoﬁment. Staff personnel cannot be faulted for these
delays, and other training methods (such as in-service firearms and provisional |
training) have been insﬁituted as Qstop—gap" measures until formal training can
 be initiated. | |

At the beginning of the action year, however, other trainiﬁg devices had

been sugge;ted. These have notqbeen implemented to date. Typical suzgestions
weré a monthly training bulletin'and a daily police bulletin which would keep
officers abreast of police related events in the city or state., Utilization
of Detective Bureau personnel or sergeants as on-going training resources has

also not been seriously investicated. Such personnel are the most likely

training resources at this time when formal courses in investigative techniques

have been delayed. If’thé generalist éoncpet is to work, team members must

be giveﬁ the skills ﬁo}foliow-up most cases and detectives could provide some
of this traiﬁing. ‘The staff recognizes this, but has as yet been unable to
persuade department administrators to re;assign detective personnel to teams.
It is essential that the staff, the Chief and commanding officers meet o
discuss training priorities in the department and informal training solutions
to delays in formal programming. It should be clearly understood by personnel

involved in the planning of training courses that a two fold emphasis must be

givenbto most programs: 1. upgrading traditiona. policing skills and 2. developing

skills ;Flated to team policing. That is, courses must nop only relate to

laws of{grrest, narcotics identifilcation, and motor vehicle violations but must

also be concerned with conflict reéolution, crises management, the use of
discretion, etc. This latter emphasis has received less attention in recent
months than have more traditional volicing subjects. Although it'is true that

firearms training and instructions to provisional police officers are necessary

* in this department, it is essential that equal emphggis be placed on the

. social relations courses received by Team One in its first year, DBoth types

of courses are necessary to good policing.

Summary. The Master Plan Staff has been successful in several program areas.
- .

Foﬁr additional Team Police Units were established in 1972 after a four month

" long hearing on the merits of the concept. Representative citizen groups have

been formed in team areas and the staff has, throughout the yeaf, disseminated
information to city residents on the Team Police concept. In—serviée training
proérams have Been initiated for the first time in the department and a Rules
and Regulations Menual is in the process of being distributed. Planning for a
centralized recordé system has been completed and monies have been committed

for this project by the funding agency.
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r lem areas have not be sol ' . |
Several major prob.pm areas have no en resolved, however, and as The staff has in essence lost its credibility with most department members.

B t: ff's gffectiveness has be 21y limited. The staff has . . :
a.resulf, the staffls % ectivensss has been severely Limite ® s . . It is difficult to detérmine at this point whether that credibility can be

been unable to establish itself as a credible part of the nolice organizztion. . , . . . o )
: ‘ e regained, It 1s essential, however, that clear and consise decision-mzking tske

ite the fao e he staf ice officers, the »
Despite the fact that most persons on the stgz f are police officers, the place with reference to the problems faring the Team Police expsriment discussed

ai in the department that staff personnel iders fml-
attitude persists in the departmen ae personnel are outslders in this veport. It would thus seem that some kind of review and planning mechanism

filling unnec.essary debs.  The staff has tended to qperate in a vacuum, an L mist be retained in the department if the department is to continue in its

ver-reacti ition face . ;4 -1972. Information- -
over-reaction to the opposition faced by the project in 1971-197 Informati . experiment with Team Policing.

shering has heen minimal between staff 2nd line persomnel. As a result, Possibly the best alternative and one under serious consideration by the

commanding officers have largely been excluded from the decision-making process ® staff would be thé phasing out of the staff, with police personnel returning bo

and planning and designation of responsibilities has been segmented. Chronic . i am . . .
- g gn o Lo : active duty in the derartment. Responsibility for planning, training, end records

‘ ~ranki ers e e i 1y, 1 4 . .
complaints by non-ranking personnel have been dealt with slowly, largely improvement would then ba decentralized and assumed by the department, 2s 2 whole,

use of the .inability of commanding officers and staff personnel to communicate r . . .. i . : o, : B
because 3 J & : o broken down into commitiees whose representatives report directly 4o the Chief

effectively with one another. The clearest example of the effect of segmented and the commanding officers. The Chief and commending officers wowld assume

guidance the department is the highly centralized Team Police operation now . o . . . ’ oo .
° on o0 - ‘ - P final responsibility for maintaining the impetus for improvement now existing in

in existance in the city. Related to these problems is the fact that little . _ ® ‘ the department. In the end, success or failure of c-iepartmental improvements

. decisiveness in resolving problem areas relating to Team Policing has come from . * ) .
& Prod s - must rest on the Chief's shoulders, however, and novon a "staff" considered

‘tﬁe office of the Chief of Police. This has usually meant lengthy confrontations . -to‘ be apar£ from ‘the departnent.

twe iy line personnel over probl . ' ' :
between staff and line personnel over problem areas : . |® Clear direction mvst be given by the Chisef as to his comitment to Team
Policing, the form he wishes to see that model take in this city, and the direction

future programs should take. Unfortunately, it 1s highly unrealistic to expect

" such authority to eminate from the Chief's office, given the structure of the
police depértment as it now exists. If the étaff is dissolved, it is likely that
Téam Policing may follow shortly thereafter for lack of support within the depart-
-ment..' If the staff reinains, divisiveness aﬁd resentment of the program will
probably also continue, repgardless of improvements in department attitudes toward

the Team Policing concept itself. .
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The dilema is a dn_fficu]t one and perhaps other alternatives are feasible.
| It is essential that c;ty and police admlnistrators face this uroblpm squarely,
° . for in resolving this issve, the future of Team Policing in the city could
very well be decided.

-
H, RECOMMENDATIONS P S

Recommendations contained within this report are concerned primarily
. J . N

with two problem areas: the alterations in the Team Police model and con-

tinued divisions between Staff and line, persorinel.

o

ae¢ The Team Police.model. In order to approach a team model more closely
geared to attaining project goals, the folldwing steps are suggested:
1, Orientation sessions for all sergeants assigned to Team Police
Units, stressing the reduction of rankconsciousness and restructuring
of traditional hierarchic role model, Emphasis should be placed on
team decision-making and problem resolution as opposed to command level
decision-making. ' The sergeant's primary responsibiiity should then be
festructured into field observation o% team personnel,,
2. A daily log prepared by each sergeant, listing his contacts with team
personnel, Such a log would be useful in disciplinary and‘promotional
decision-making. Data collected should be included in.individual pér—
formance files for each department member, and could be the basis for a
more objective promotion system.
3{' A vreports officer'" on edch team could be‘appointed'by peém members
to review reports submitted by teaﬁ members and make redommendations to
individual members as to hoﬁ'reports could be improved, Such an officer
would be able to_felease the sergeant from one of his duties and allow
him nore time for field observation.
he Emphasis on team decision-making. Clear guidelines should be drawn
up as to which decisions fightfully belong to the team and which decisions
must be handled by supervisory personnel, It is suggested that teams be
given authority to schedule their own days off, subject to Commanding
Officer reviéw and alteration only in thé event that team schedules

" Jeopardize coverage to the city. Guidelines defining "“jeopardized cove
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_erage" should also be drawn up, Teéﬁs should be allbﬁedAto schedule
their own vacations, with the same stipulations. An experiment in
giving teams regponsibility for their own overtime monies might also
be initiated, |

Teams should be allowedAto participate in departmental planning.
Team committees could provide a cent;r for probiem identification and
resolution, particularly with reference to training needs, supply pro=
cedures, communication needs, equipment and vehicle maintenance, and

other operational problems now occuring within teams. Committees would

- report directly to Commanding Officers or to the Chief of Police.

5 Défine duties and responsibilities of Commanding Officers, partic-
ularly with reference to: | |
a, the coordination of tedm activities,
b. organizational planning for the department,
¢e formal planning for handling non-routine activities,
do 'assessing performance oi police personnel,
€o ovérseeing the organization and planning of police committees,
f. reviewing reports, ahd
g« Trecommending and adminis£ering disciplinary .and éommendatory
actions, |
It should be clearly undersitood by Commanding Officers that Team

Five personnel are to be used as a "back up" group for area teams, and

not vice versa. At all timés, emphasis should be placed on maintaining

the area team as a unit, unless re~assignments are deemed necessary for
disciplinary or personal reasons.

6. Re-assign Detective Bureau personnel to area teams to provide ine
formal training in investigative skills to personnel who have not re-

celved formal training at Holyoke.Community College. Thought should

- also be given to the current difference in detective and non-~detective

!
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pay scales and a decision:rcached with reference to the~appropriateness
of such differengeé, in order to prevent rivalries between detective
personnel and team members., i

7.> Re-asseés training needs of the department, ensuring a two-fold

the teaching of traditional police

emphasis in the training program:

skills and more socially oriented courses such as conflict management.

8, Re-orientation of Area One and Two Community Relations Councils and

Task Forces, emphasizing a more programmatic response to area needs and
closer council-team contact. Particular attention should be paid to
re~structuring the Area One Council and Task Force in the event that

programmatic responses are not forthcoming from the groups.

. 9. Orientation sessions should be held during team meetings, concerning

. .
H

the duties and responsibilities of Community Service Officers. Particular

attention should be paid to clarifying the dual role of a Community

4
Service Officer (police assistant and community liaison), defining the

" proper role of a Community Service Officer in crisis situations and

emphasizing the rights of individual citizens with reference to Com

munity Service Officer authority.

® 10; Team One members should be informed as to the currgnt trend of
opinion in Ward One with reference to‘police attitudes tgward citizens,.
Appropriate action should be taken by the teaﬁ to regain some of‘the lost
o ground _e.g.A, more athletic eyeﬁts’ with area young people, more police
contact with the Community Relations Council and the Task Force and with
' _ elde?ly residents,
@
b. Divisions between staff and line personnel. It seems unrealistic to assume
that staff-line rélations will imprové substantilly within the next year., It
] - is thérefore, ‘s_uggested thats . ‘

.1,  Planning for phasing out thé Master PlanStaff be continued and that
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police committees be formed to provide input into'the.p%énning mech—

anism, with the Chief and his Commanding Officers held accountable for
the success or-ﬁéilure of innovative'change within the department.

2, Until the s£aff is phased oﬁt, information flow within the depart-
ment must be improved (through memoranda, committee meetings, meetings
with Commanding Officers) and Commanding Officers must be involved on

an equal basis with the staff in the decision-making process, De-
centralized planning, centered around the team units, and reviewed by
the Chief and Commanding Officers, should be the eventual goal of current
re-orgonization.

Finally, it is suggested that some form of project evaluatimcontinue,

preferably in the form of an ih~house evaluator. Since Team Policing is a

- project with. national sighificance, it is essential that measures bf perfor-

mance levels, crime patterns, community attitudes, etc.; continue in 1973-1974

in order that other cities may benefit by Holyoke's successes and mistakes,

If .continuation of such a position is not deemed- appropriate By the city, it

is recommended that the state or federal government provide the evaluation

" mechanism,

Specific attention should also be giveq to assessing the aepartmeﬁt atti-
tude with reference to the project. It is suggested most strongly that un-
less substantial progress is made in 1973-197L4 in improving department atti-
tudes toward participation in Team Policing, in involving Commanding Officers

in a meaningful and satisfactory decision-making role, and inreviewing the

- current team model in light of its ability to accomplish project goals, cone

tinued fﬁnding of the project in 1974-1975 should be sériously questioned,
Although 1972-1973 data indicates that the concept is capable of approaching

certain important project goals, continued goal attainment is highly unlikely

- unless current police attitudes and the team model itself are substantially

| repaired °

In many ways, 1973 will be the most crucial yeér in ﬂer@é of the pro- |

Jects future status, ' Not only must damage done to the project in 1972 be

“‘Fepaired, but the woqk of the Charter Revision Committee will begine Their

°

recommendations will bear heavily on the future structure of the police de-

partment and to a great extent, on the success of current innovations within

<

this structure,

ki,








