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NEIGHRORHOOD TEAM POLICING IN THE UNITED STATES
ASSESSMENT SUMMARY

PREFACE AND ACKNOWLEDGMENT

The National Sheriffs' Association has prepared this summary of NEIGHBORHOOD
TEAM POLICING IN THE UNITED STATES: ASSESSMENT SUMMARY, under Grant Number

75 NI 99-0065, of the National Institute of Law Enforcement and Criminal
Justice. It is one in a series of reports in the area of patrol operations
and is part of the Institute's National Evaluation Program,

NEIGHBORHOOD TEAM POLICING IN THE UNITED STATES: ASSESSMENT SUMMARY presents

the results of a critical review of efforts to evaluate the effectiveness of
Team Policing Programs in expanding the role of the patrol officer, combatting
crime and improving police-community relations, The information contained in
this report relies heavily upon formal evaluations of Team Policing Programs
in fourteen cities. The report provides a 'snapshot'" of the characteristics
of Team Policing Programs, assesses the state of the knowledge about Team
Policing and indicates what additional information is needed to fully evaluate
Team Policing. ’

Our review of team policing programs indicates that several team policing
programs have failed because of the inability of departments to implement
the most basic components of the program. Where team concepts have been
operationalized, however, several departments have demonstrated that team
policing can improve the performance of patrol, investigative and community
service activities. The most serious shortcomings in the evaluation of team
policing has been the failure of evaluators to carefully monitor the extent
to which planned program activities have actually been implemented by team
managers and officers. Because of this shortcoming it has not always been
possible to determine whether the concepts of team policing or extraneous
variables are responsible for the evaluation results reported.

The completion of this assessment would unot have been possible without the
assistance of the many law enforcement administrators and officers with whom
we discussed Team Policing during our site visits and telephone interviews.
Particularly helpful were personnel involved with the nineteen programs
analyzed in this report. We wish to express appreciation to the members of
our Advisory Board - Sheriff Michael Canlis, Joseph Lewis, Elinor Ostrom,
Chief James Parsons, Chief Rocky Pomerance, John Stead, Victor Strecher and
Eugene Zoglio - for their helpful comments and assistance during critical
stages of our research. Thanks are due to Richard Barnes, Dave Farmer and
William Saulgbury of the National Institute of Law Enforcement and Criminal
Justice who greatly facilitated our work, and to Carl Tucker and James 0'Neil
of the National Sheriffs' Association staff who provided valuable insights
into patrol operations., We wish to thank Peter Bloch of the Urban Institute
for reviewing much of our work and offering helpful suggestions and sugges-
tions and encouragement. And, finally, our thanks to Ellen Auerbach for her
dedication and talent in preparing the manuscript.
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INTRODUCTTON

In recent years neighborhood team policing programs have received considerabile
attention from the criminal justice community. Both the President's Commis-
sion on Law Enforcement and the Administration of Justice in its comprehensive
report The Challenge of Crime in a Free Society and the National Advisory
Commission on Criminal Justice Standards and Goals have strongly recommended
that law enforcement agencies consider the adoption of team policing programs.
A National Strategy to Reduce Crime specifically recommended:

...that every police agency examine and test the team policing

concept to determine its value in improving the agency's efforts
- to reduce crime, improve the quality of police service, and en-

hance police~community cooperation, (NACCJSG, 1973, p. 78).

The National Institute of Law Enforcement and Criminal Justice has taken an
active role in the implementation of team policing programs, The Institute's
Prescriptive Package Neighborhood Team Policing (Bloch & Specht, 1973) and its
more recent publication Full-Service Neighborhood Team Policing (Public Safety
Research, 1975) have been designed as planning guides to acquaint the law
enforcement administrator with the concepts of team policing and to describe
procedures by which to implement a team policing program, Further, the Insti-~
tute is now funding six demonstration projects, and it has held seminars
throughout the country to familiarize law enforcement officials with team
policing.l The Police Foundation is also vitally involved in the potential

of the team policing concept. It has supported the preparation of Team
Policing: Seven Case Studies (Sherman et al., 1973) and has enabled several
cities to develop, implement and evaluate team policing programs.

This report represents an attempt to gather and evaluate information about

the effectiveness of team policing. Our goal 1s to provide law enforcement
administrators and planners with a comprehensive assessment of team policing

as a system designed to deliver patrol, investigative and community services.
The information presented in this report is derived from a critical synthesis
of formal evaluations conducted in fourteen cities which have implemented

team policing. We think this assessment will enable criminal justilce officials
at the Federal, State and Local levels to make more knowledgeable decisions
about the funding, planning and evaluating of team policing programs.

lFor information about the implementation and evaluation of these demonstra-
tion projects in Boulder, Colorado; Elizabeth, New Jersey; Hartford, Con~
necticut; Multnomah County, Oregon; Santa Ana, California; and Winston-
Salem, North Carolina, contact the Office of Technology Trangfer of the
National Institute of Law Enforcement and Criminal Justice.




|
:

{
L

»

SOURCES OF INFORMATION

A varidety of methods were used in gathering information for this state-of-the-
art assessment. Law enforcement literature and published team policing
materials were reviewed during the first phase of the project to develop a
background understanding of team policing activities, relevant patrol and
community relations issues, and the likely effects of team policing programs
upon the delivery of basic law enforcement services. The report Issues in
Team Policing presents the results of this literature review.

During the second phase of the study, the project staff augmented its knowl-
edge of team policing programs by reviewing and analyzing evaluation reports
of fourteen team policing projects. Field site visits to twenty-one team
policing programs supplemented the information obtained from these reports.

On the basis of our site visits and a critical review of the evaluation reports,

nineteen team policing programs were selected for extended analysis., Table 1,
Characteristics of Programs Analyzed, presents background information about
the team policing programs analyzed in this report, The primary criterion

for selecting a team program for analysis and assessment was the existence of
program documentation and evaluation reports. All of the departments provided
program documentation, Fifteen of the nineteen programs were formally evalu-
ated, usually by a university or private consultiag firm. Four programs that
were not evaluated were included in this report because they represented dis-
tinct types of team policing programs worth the attention of law enforcement
planners and managers,

The second criterion for program analysis was the size of the department,
Earlier descriptions of team policing programs have tended to describe them

as a phenomenon only of larger cities., OQur review of over sixty team policing
programs indicated that team policing has been adopted by large, medium and
small cities in approximately equal numbers. The tendency to disproportion-
ately analyze the larger departments in this report reflects the fact that
large departments have evaluated their programs more frequently. This is
probably attributable to the greater success of the larger departments in
attracting grants from the Law Enforcement Assistance Administration, State
Planning Agencies or private sources like the Police Foundation to both imple-
ment and evaluate their programs. Eleven of the nineteen programs have had
implementation grants. Although Detroit, New York and Rochester implemented
their programs without outside support, their evaluation reports were funded
by grants. Team programs have been implemented in both urban and suburban
areas, and, although the Table does not reflect it, several sheriff’'s depart-
ments have also implemented team policing.l Finally, the programs selected
for analysis represent all geographic 4areas of the United “States.

1 Multnomah County, Oregon has implemented the program county-wide; while
San Diego and San Joaquin Counties, California are using team policing
in selected areas to service communilties separated from major urban areas
of the county.




Table 1
CHARACTERISTICS OF PROGRAMS ANALYZED

;
crrY

CHARACTERISTICS

PROGRAM DOCUMENTATION
Program Description o e | e e | ® e | e | e o | o @ e | o e e jeo . ® 19
Quantcitcaclive Evaluation e |o|leoe|lejo| e 6| e e | @& e lo | o] e 15
DEMOGRAPHIC CHARACTERISTICS ;
Small Department (0-149) e ® | e ® 5
Medium Deparcment (150-399) e ® ® 4
Large Department (400 up) eleo | s e | o ® ® ® el @ 10 |
Urban e |le|lo|leoe|e|le| oo |e ® | e o | o 15
Suburban ® | e ® 4

GEOGRAPHIC SPREAD

Northeast ® ® i@ o ® b
Southeast ® 'y ® 3
Midwest e jofe 3
Hest Coast ® o | e e | e o | e 7

FUNDING CHARACTERISTICS
LEAA or Private Grant o | e e | @ eje ! e e |e 16




ASSESSMENT METHODOLOGY

Evaluation reports provided the most extensive information about the outcomes
and impacts of team policing programs. Twenty-three formal evaluation reports,
which describe fifteen team policing programs, were analyzed in preparing this
report. These reports vary greatly in type and quality, ranging from brief
one~time surveys to multi-year intensive research studies culminating in a
series of reports. Despite the relatively large number of studies, there have
been no cost-effectiveness analyses and no comparative evaluations of. two or
more team programs.,

A standard set of criteria was developed to assess the various data sources
used in the evaluation studies. These criteria permitted us to judge, with
some degree of confidence, whether the results reported by an evaluation were
likely to be accurate and attributable to the particular team policing program.
The criteria were not given equal weight in rating a report's reliability. The
adequacy of the research design, particularly the comparability of control
groups and the collection of pre-post data, was considered most important. In
addition, because the different types of data used in a single report might
vary in quality, the data sources for each report were assigned a rating of
High, Medium or Low.

For a data source to receive a High rating, the research design had to be
complete, the measures appropriate, the instruments validated and the data
gsources audited. Only four sources received a High rating: the Officer
Survey in Cincinnati, the Citizen Surveys in Cincinnati, the Departmental
Records used in the Study of Investigative Effectiveness in Rochester and the
San Diego Officer Survey. These sources have been relied upon most heavily

in the preparation of this assessment. Fifteen data sources received Medium
ratings. Most of the reports were rated as Low primarily because of inade-
quate research designs.which made it difficult to determine if the reported
effects could be attributed to the team policing program evaluated. It should
be cautioned that a high rating does not mean perfect and a low rating does
not mean poor. The ratings should be considered only as guides. Table 2 lists
the evaluation reports by cities and indicates the type of report and the
rating assigned to each data source. '

The reliability rating assigned to each data source indicates our confidence
in the changes evaluators attributed to the team policing programs. Data
given a Low reliability rating have been reported as a Qualified Change, while
data assigned a Medium rating have been reported as a Probable Change. If a
data source had a High rating, it was reported without a qualifying wodifier.
Table 3 summarizes this system.
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Table 2

EVALUATION REPORT SUMMARY

Schwarsz § Clarven

Clarrena & Schwagaz

Uzhan lnssizuca

Schwarsz 4c al,

Schwarez et al.

Svaluatioa of Cilncinnaci's Community
Sector Taam Palicing 2vodram = A
Progreas Repore: Tha Firac Six
Moucha Summary of Major Findings,

An Zvaluation of Cineclanact'’s T2am
Polisiag Program.

Uehan Taseclcuca Tvaluacion Acecivi-

' gles Assoclagad wich c¢he Community

" Saccor Taam Policing Program in
Clncinnaci, Ohlo: A& Collaceion of
Papers.

ivaluacicn 9¢ Clnclanael's Communicy
Seccov Team Polfclag Program - A
Prograss Repors: Jaseline Oaca,

| Cincinnaci's Team 2olicing Program:

! Sighcaed Modcha of Zvaluacioa,

crLIY AUTHOR TITLE TYPE QF REPORT RATING
Albany/Arbar Crasap, MHeCormiek Albany Rolice Deparzmenc: & Manage~ | Casa Sktudv
% Pagecs, Iac, mant Zvaluacion of che Arhor Hill Crime Racords Low
Nelghborhood Palice Uni:z. Departmant Racords Mad fum
Forer § Tarvell The lazpact of cha Naighbochood Ex Posc Facto
Pallce Unic on cha Arbor HL1L Cicizea Sucvey Yadium
Communicy of Albaay, Yew Yorik: Dapartment Racords Low
A Soclological Evaluacioan,
Albany/Souch Candaub, Flelssig, Ivaluacioa of Changes in Police and Zx_Posc Faeco
§ Associaces Rasldeac Aceizudes: Nelghbochood Qtitcer Survey Yadium
Police Unic Projacz, Albaay, Mew Cirizen Suczvey Law
‘fack,
Naw ‘fock Scaca Training Neighborhaod Pollice: The Casa Study
Inscicuce for Repore on che Training Program Qfficar Sutvey Low
Covernmancal, fov che Albaay Yaighborhood Pollice
Uxecucives Unic Conduccad May L7-June 11, L371,
Albuquarque Sears & Wilsen Crima Raduccion in Aibuquarque: Sx Podc Facto
Zvaluacion of Thraa ?olice Prvojacss. Ofiizac Sucvay Low
. Departnent Racovds Low
Charlocze GLlL 20lice Ovzanizaclonal Quascionnalra Quag L-Sxoarimencal
(Memorandunm Rapocsing Rasules of J¢élcar Survey Lov
Admintscracion of Quasciopnaira
Zvaluacing Q€Eicer Acsisudes).
CITY AUTHOR TITLE TYPE QF REPORT RATING
Cincinnaci Clncinnaci Police Rapoce on Invescigacive SXdectivew Quagfi-Zxperimencal
Deparcmane aess: A Comparison of Thrae Qcficar Survey Medium
lavescigacive Models. Crime/Depe Records Hedium
Cincianaci Police Communlcy Seccor Taam Policing: An Casa Study
Depactmenc 2xaminacion of zhe Yedal's QOpera- Qfdicar Sucvey Madium
clonal Componencs B8agad !pon Six 2zime/Depe Racords Madium
Moachs of Zxperisnca,
Cincinnacl Pollica Communicy Seceor Tzam Policing! An
Departmanc Examinacioa 9€¢ tha Model's doeca-
tional Compoaencs 3ased Upca
Sighces=n Monchs of Sxperizace.
Schwarsz 3¢ al, Tvaluacion o8 Clncinnael's Communley | Juagi-Ixoecimencal
Sector Team Policing Pvogram = A Qéfleear Survay Hizh
Progress Raport: Afcar One Year, Cledzaa Sugvey Hizh
Summary of Major Findings. Dapactnenc Rasords Madium
Tiesinlzaclad Survay Mad{ium
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CITY AUTHOR TITLE TYPE OF REPORT RATING
Daycon Cordrey & Kotecha Evaluacion of the Communiicy Cancared | Ex %o0sc Taceo
Tean Policing Program, 1971, Officer 3ucvey Low
Cicizan Survey Law
Departmenc Racords Law
Qé¢flcar Incarviaws Law
Tovcoviallo & 8lace | Cuomunigy Caacarved Team Policing: ' 8¢ Pose Faceo
' A Second Yaar Zvaluactloa. Cizizen Jucvey Low
Deparcmene Recorda Low
Daecrolc 3loch & Ulberg Tha 3eac Commandatr Concepc, Ex Poss Faccto
Qéficar Sucvey Low
Deparcaeas Racords Lov
Holyoke 0fMalley Zvaluacion Raport on.ghe Holyoke Case Study
Team Police Zxparimenc of Holyoka Ciglzen Survey Low
' Police Dapargmenc, Departmenc Racoeds Low
Qéficar Sugvey Low
Los Angelas Los Angeles Police | An Evaluaclon of che Team 28 Quasi-Sxoarimencal
Department Sxperimenc. Qfilcar Survey Lovw
Cilzizen Suvvay Low
Crime/0epe Records Madium
Sacuricy Inspaction Med ium
Survey
¥snlo Park Feisc & Lufe Wenlo Park Commualey Accicuda Sucvey | fx Pose Faceo -
Report. Cicizen Sucvey Low
Haw ‘(otk 3[dch § Spechc Svaluacion of Operaclon Yeighbochood,| Quasi-Experimencal - .
Qéficer Survey Law
Cicizea Sutvey Low
Deparzment Racords Low
CITY AUTHOR TITLE, TIPS QF REFORT ATING
Rochestay 3loch & Bell How Dacaccives Concribucad co the Quasi-Zxnarimencal
{nereasad Iffacziveness of Police Oepartmenc Recocds High
Pacrol Teams in Rochescer, Mew Qfsicer Surwvey Hadlum
Yaork - Urvafe,
8loch & Ulbarg Audizing Ciaarance Races. Ex Podc Facto
Deparcamenc Regords Hediun
S4an 3zune San 3ruao Police 440 - 3aste Team Concepc. Zx Posc Faceo
Daparemanc Ouparcoent Racords Low
Qfficar Sucvey Law
San Dfego Boydscun & Shacey Flnal Svaluaclon Raporsz of che San Qudyl=Exnucinedeal
Oiego Police Departmanc's Communi- Qftizar lacecviews Low
¢y Prodils Prvojece. Cielzen Survey Lad
Flald Obsecvacica Madium
Depaccuend Racords Laow
' Crime Raco=ds Low
Stamper et al. Pardormancs Adsadsmenc: An dnalysis | Case Seudy
of Qurvane Pvoblama and a Proposal O¢ileer [acacviews Law
for Change. Cizizan Sugvey Low
Flald OQbsarvacion Medium
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Crime Racords Low
Se. Pacarsbury Hucphy Rassarch Repors: Impacs of 3¢, Ex Posc Facgo
Pacacgburg Fublic 3addcy Team Cleizen [hcacylews Law
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Table 3
DATA ASSESSMENT FORMAT

REPORT RATING PROGRAM EFFECTS

N Low Qualified’Change
m Medium ~ Probable Change
' ] ' High Change |

This system has been used to summarize all of the evaluation data presented in
this report. In addition, in the summary assessment tables for each section
we note whether the element being measured indicated the program was a success
(+), no change (0) or a failure (~). If, for example, evaluators reported that
team policing significantly improved police-community relations and the report
had a High confidence rating, the result was reported as a success (+), If the
confidence rating was Low or Medium, we reported the outcome as a Qualified ox
Probable Success,
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2
CHARACTERISTICS OF TEAM POLICING

Goals are much more than convenlent reference points by which to measure the
success or failure of a program., Goals determine what a program is and, if
the program is successful, whether the end result is worthwhile., Team polic-
ing programs havs generally adopted geoals in the following areas: '

Organizational Development

Officer Role and Responsibilities
Traditional Law Enforcement Services
Police-Community Relations

OKGANIZATIONAL DEVELOPMENT

The organizational development of team policing has been aimed largely at one
fundamental goal: decentralizing the delivery of law enforcement services,
This is most frequently attempted by a downward shift of decision making and
a tendency to increase the management and operational responsibility of team
leaders and first-line supervisors. Further, in order to establish account-
ability for operatious at the lowest level possible, team programs have
encouraged particlpant decision making and the involvement of patrol officers
in planning, investigative and community relations activities. In addition,
decentralization of service delivery usually includes assigring a clearly
defined and relatively small geographic area of responsibility to each team.

OFFICER ROLE AND RESPONSIBILITIES

The organizational changes brought about by team policing have frequently
generated new goals for the patrol officer. Team policing programs have tried
to enhance the officer's role by expanding his responsibilities, They often
stress the development of generalist officers who, although their primary
responsibility may be responding to calls for service, perform some of the

work traditionally assigned to specialists, Team officers have scmetimes
engaged in follow-up investigative work, taken responsibility for developing
community relations contacts and helped thelr sergeants plan and coordinate
team activitiss. The model for many team programs has been a more professional
offlcer who can capably perform a variety of tasks with a minimum of super-
vision. The expansion of the patrol officer's role usually has two objectives.
First, some teams assign the officer more responsibility in an effort to
increase the level of service deldivered by the officer and the team. Second,
enlarged job responsibilities have been viewed as a method by which to increase

job satisfaction.

TRADITIONAL LAW ENFORCEMENT SERVICES

Police administrators have been seeking ways to more efficiently manage the
patrol and investigative workload. Reducing crime is one of the most




frequently stated goals of team policing programs. Most team leaders have
attempted to reduce crime by demanding better quality preliminary reports,
encouraging officer-investigator coordination and permitting patrol officers to
engage in some investigative work. A second goal of team administrators has
been to more effectively manage the patrol workload by improving manpower al-
location, increasing the number of dispatch calls serviced and decreasing
response time without assigning additional personnel to.the team area. Some
have looked upon the decentralization of patrol and investigative activities

Lo teams as a means of increasing the level of service ‘delivered without
appreciably increasing inputs.

POLICE-COMMUNITY RELATIONS

A final goal of most of the teams here has been to enhance the relationship
between the police and the public., Team policing community relations objec—
tives have usually included attempts to initiate crime prevention programs,
improve police-~citizen cooperation and encourage citizew involvement in and
concern with public safety issues. Team policing administrators have attempted
to improve police-community relations by making the patrol officer wesponsible
for initiating police~citizen contacts and for carrying out activities designed
to reduce police-citizen conflicts.

TEAM ORGANIZATION

The organizational structure of the team 1s an important criterion for dividing
the varilous team programs into types and developing a conceptual framework.
Departments have organized their officers into teams respousible for either

an area within the city on a twenty-four hour basis or for a specific block

of time during the day - usually an eight hour shift. Area Teams are respon«
sible for providing law enforcement services around-the-clock and are usually
headed by a lieutenant. Twenty~four hour responsibility permits a single team
leader to coordinate all patrol actilvities in the team area., It has uysually
facilitated cross-shift planning and coordination. In addition, twenty-four
hour rasponsibility frequently gives the team leader considerable flexdibility
in deploying officers toc meet the changing level of service demands experi-
enced throughout the day. Area Teams generally have from seventeen to forty-
nine officers and are larger tham teams organized by shifts. Shift Teams

are usually led by a sergeant or corporal and usually have from eight to
twenty-twoe officers., Unlike the Area Team organization, no formal chain of
command has been established to coordinate the various shifts serving a single
area. The sergeant directing a shift team usually reports Lo a watch ¢oummander
who, like the sergeant;, is responsible for only a single shift within a twenty-
four hour perdiod.

The permanent assignment of officers to the team is an importansf element in
the decentralization scheme and has been a common_feature of team policing
programs. Unlike traditional patrol systems where officers are frequently
dispatched throughout the city, team programs have attempted, not always
successfully, to assign most calls for service in the team area to team
officers. Permanent assignment has led police administrators to hold team
officers accountable for the delivery of law enforcement services in the team
area. All of the team programs described in this report feature permanent




assignment, and most assign officers to a specific beat within the team area.
The assignment to a specific beat has meant that the beat officer is respon-
sible for preventive patrol in that beat and may participate in community
relations, and investigative and traffic activities in the same area. Team
policing has frequently been accompanied by efforts toc decentralize manage-
ment and planning functions to the team level. Most teams have made an
attempt to establish procedures that would enable first-line supervisors and
officers to plan and coordinate patrol strategies. Many team programs have
also attempted to better coordinate investigative and community relatioms
activities within the team area.

The primary wechanism for planning and coordinating has been regular and
periodic meetings of team members. In most instances the traditional roll
call has been replaced by less formal gatherings where team members and first-
line supervisors can discuss and plan activities for the team area. These
meetings also provide a mechanism for team members to participate in decisions
made by team leaders and first-line supervisors.

TEAM RESPONSIBILITIES

The organizational and managerial aspects of team policing described in the
previous section provide the base upon which departments have decentralized
the delivery of basic law enforcement services in the field. Most team
programs have sought to replace random roving patrol with patrol activities
designed to achieve specific objectives. Teams have been assigned additional
duties so that when officers are not responding to serviece calls they can
perform community relations, investigative or crime prevention activities.

We have developed a functional typology to describe the kinds of services that
various team programs have provided to citizens. Table 4, Program Aspects of
Team Policing, presents a visual display of the functional responsibilities
that have been assigned to teams. In addition, the Table indicates the type
of officers and specialists that have been assigned to teams. Analysis of
functional responesibilities of each team has made it possible to group the
nineteen team policing programs into four categories:

Basic Patrol Teams
Patrol-Investigative Teams
Patrol-Community Service Teams
Full Service Teams

BASIC PATROL TEAMS

The simplest form of team policing has involved the reorganization of depart-
ments into teams responsible for basic preventive patrol, radio dispatch
service and traffic duties. North Charleston, Richmond and San Bruno have
adopted this organizational structure.l Each of these cities has viewed team

lRichmond is planning to develop a Full Service Team program.
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Table 4

PRGGRAM ASPECTS OF TEAM POLICING

rd COMMUNITY
BASIC PATROL /IHVES' : FULI, SERVICE TEAM POLTICING -
‘///’ RELATIONS LICInG ,//
/ P4

HULTI=SPECIALLIST / CENERALIST /

TEAM RESPONSIBILITIES

FIELD SERVICES
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policing as an organizational form which could more efficiently deliver basic
patrol services to the community. In these cities improved manpower alloca-
tion, reduced response time and the clearance of service calls have been
primary objectives. Unlike the other programs described in this report, the
officers in the Basic Patrol Team do not have community relations or investi-
gative responsibilities. Except for evidence technicians in Richmond,
specialists have not been assigned to these teams. All three Basic Patrol
Teams employ a shift organizational structure.

PATROL-INVESTIGATIVE TEAMS

The Patrol-Investigative Team combines the features of the basic patrol team
with the assignment of follow-up investigative responsibilities to the team.
The single example of this system is Rochester, where most investigative work
has been decentralized. The Rochester reorganization has involved the trans-
fer of approximately one-half of the centralized investigative bureau's
detectives to teams. Although most of the team follow-up investigations are
performed by detectives, patrol officers have been responsible for conducting
more complete preliminary investigations and have occasionally been assigned
investigative follow-ups. The Rochester team is an Area Team respousible for
patrol and investigative duties around-the-clock.

PATROL-COMMUNITY SERVICE TEAMS

The Patrol-Community Service Team incorporates the features of the Basic Patrol
Team with responsibility for community relations. By assigning community
responsibilities to team officers, administrators have hoped to increase the
level and kinds of service delivered to the community. The comnunity relatioms
focus of team policing has been an important step in replacing traditional
reactive patrol with a more focused proactive patrol strategy.

Three of the surveyed departments - Albuquerque, Hartford and New, York - have
adopted this approach. Although the San Diego experimental Community Profile
Program emphasized individual officer rather than team responsibilities and
organization, we have chosen to include it in this group because of the pro-
file program's emphasis upon community service. Team officers in Hartford and
San Diego have also been assigned some responsibility for traffic services.
Although each team has performed community relations activities, personnel from
the centralized community relations units of these departments have not been re-
assigned to the teams. Even in San Diego, for example, which has extensively
enlarged the role of the team officers' community relations respounsibilities,
community service officers working in the team area are attached to the cen-
tralized community relations office and not to the team. Hartford, because of
its satisfaction with team policing, has diminished the role of its centralized
community relations units and has contemplated the transfer of community rela-
tions personnel to its teams., Albuquerque implemented a Shift Team while
Hartford and New York implemented area teams.
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FULL SERVICE TEAMS

The most complex team policing programs have involved the decentralization of
patrol, investigative and community relations responsibilities te the team.
Eleven of the nineteen programs analyzed in this report have adopted this mode
of team policing. A number of these programs have also decentralized some
traffic duties to the team. The transfer of persomnel from centralized bureaus
to the team unit has usually involved detectives apd to a lesser extent com-
munity relations and traffic personnel. The usual tendency has been to assign
between three and four detectives to each team. Because of the relative size
of the detective bureau In most agencies, the transfer of personnel from that
bureau to the team has frequently had the most impact upon a department imple-
menting team policing. '

The Full Service Teams can be ¢lassified into two distinct groups by the
types of specialist duties assigned to team members. Seven of the eleven
teams - Arbor Hill in Albany, Charlotte, Cincinnati, Detroit, Los Angeles,
Palo Alto and St. Petersburg - have developed a Multi-Specialist approach.
These agencies have deployed mixed teams of patrol officers and specialists
(detectives and community relations officers) who are under the direction of
the team leader. Although team patrol officers frequently participate in
investigative and community relations activities, the specialists assigned to
the team have taken primary responsibility for these activities.

South End in Albany, Dayton, Holyoke and Menlo Park have adopted a Generalist
approach to team policing. In these agencies all team officers have been
expected to perform both basic patrol and specialist duties. When the
Ceneralist mode has been adopted, the number of persounel and functions as-
signed to centralized bureaus has been severely reduced. With the exception
of Menlo Park and Palo Alto, the Full Service Teams have been organized as
Area Teams,
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3
OFFICER ROLE AND JOB SATISFACTION

The attempt to redefine the role of patrol officers by expanding their job
responsibilities is a wmajor element in team policing programs. With the
exception of Basic Patrol Teams, all of the departments reviewed in this

report have used team policing as a vehicle to replace traditional reactive
patrol strategies withi proactive techniques designed to make the patrol officer
responsible for the delivery of a wider range of services to the community.

Team policing supporters believe that expanding the patrol officer role will
accomplish two objectives., First, because team officers are assigned spe-
cific service and investigative responsibilities, it was felt that team
policing would enable an agency to deliver a higher level of service to the
community. Second, team policing planners have generally believed that
permitting officers to participate in planning, investigative and community
service activities would increase the officer's interest and satisfaction.

OFFICER ROLE PERCEPTION

In recent years a number of law enforcement analysts have emphasized that
crime related problems occupy only a small part of the patrol officer's time
(American Bar Association, 1973, pp. 32-35; Bittner, 1970, p. 29; Wilsom,
1968, p. 19). The contemporary law enforcement officer has been called upon
to provide a wide range of social services to the citizens in their commun-
ities, Some observers have referred to the police as a twenty-four hour
social service agency capable of providing assistance when other agencies are
not available. In spite of this recognition, patrol officers have sometimes
been reluctant to abandon their crime fighter role perceptions and accept
their job as encompassing the provision of many non-crime services.,

In every team policing program an effort has been made to increase the officer
responsibility for traditional law enforcement functions and to add new
responsibilities, primarily in the area of community service, to the patrol
role. Team officers have, for example, assumed new responsibilities for
making referrals to other social agencies, conducting security inspections,
providing crime prevention information and performing community relations

work.

Although New York has provided information about how team officers regard

their job role and the community, only San Diego has made an extensive assess-
ment of the changes in role perceptions have have occurred among profile of-
ficers. San Diego planners assumed that any change in patrol operations could
only come about if patrol officers changed their ideas about what the role of
an officer should be. When the attitudes of profile and control officers were
compared, the evaluators found that profile officers regarded police-community
relations_as a significantly more important activity, and that profile officers
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had developed a significantly greater level of support from the community
(Boydstun & Sherry, 1975, p. 50). According to officer self reports, pro-
fi1ling brought substantial changes in their patrol methods and their orienta-
tion toward patrol. Their assessment of "roving patrol" declined significantly
as they adopted analytical techniques designed to facilitate the identifica-
tion"and solution of preblems in the team area. When not responding to calls
for service, profile officers frequently planned patrol strategies or engaged

in proactive community relations activities (Boydstun & Sherry, 1975, pp.
62"63) .

Evaluators of Operation Neighborhood in New York found that officer role
orientation changed in the opposite direction of what was predicted and
desired. Team officers rated radio patrol mare highly than did the control
group, and the attitudes of team officers toward community service deterio-
ratéd during the course of the evaluation. Moreover, team officers rated
aggressive patrol tactics more highly than did officers in the control group
(Bloch & Specht, 1973, pp. 67-75). Table 5, Summary Assessment of Officer
Role Changes, indicates that only San Diego's Community Profile program has
achieved success in altering the offlcer's perception of his role. 4 large
part of the success in altering the officer role in San Diego can be attrib-
utable to the department's profile trainimg pregram and the fact that
profile officers were assigned specific patrol activities in order to imple-
ment the profile program.

Table 5
SUMMARY ASSESSMENT OF OFFICER ROLE CHANGES

MEASURE
ROLE CHANGE ASSESSMENT
CITY
Vew York - Qualified Failure
San Diego + Success

OFFICER JOB SATISFACTION

Inereasing the satisfaction of officers with their jobs has been a goal of
most team policing programs., Team planners have assumed that the addition of
new responsibilities to the patrel functiom would allaviate the boredom which
many police officers consider characteristic of traditional preventive patrol.
Variety and added responsibility have been injected into the patrol role by
assigning officers responsibility for helping team leaders to plan patrol
strategles, carry out community relations activities and participate more
fully in the investigative process. Increased job satisfaction has been
important not only for the officer but also for the department since it has
been recognized as a critical element in inereasing the efficlency and
productivity of organizations,
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The National Commission on Productivity has identified five technilques for
measuring job satisfaction. Four of these measures are behavioral: job turm-
over, absenteeism, employee misconduct and the responsiveness of employers to
employee suggestions. The final measure of job satisfaction is based upon at-
titudinal information gained from questionnaires and interviews (NCOP, 1973,
p. 60). Five team policing programs have made an attempt to measure officer
job satisfaction, With the exception of four programs which monitored sick
leave, none of these programs has measured other behavioral indicators of job
satisfaction. The tendency has been to rely upon questionnaires to collect
attitudinal data.

Four programs have presented comparative data about officer use of sick leave.
Cincinnati and New York presented positive results. ComSec officers consis-
tently used less sick time than officers in the control area, while officers

in New York used only one half the sick leave of non-team officers in the

precinct (Bloch & Specht, 1973, p. 99; TPIESCPD, 1974, p. 32). Evaluators of
the Dayton program reported that there was little difference in the use of

sick leave by team and control officers (Tortoriello & Blatt, 1973, p. 103).

In Holyoke, although sick leave for both team and non~team officers rose dra-
matically, team members used less sick leave than other officers in the depart-
ment (0'Malley, 1973, pp. iii-iv).

The most extensive analysis of officer job satisfaction has been performed by
the Urban Institute in Cincinnati. ComSec officers felt that their independence
to perform non-routine duties without direction from superiors had increased,
that they had a greater ability than officers in non~team units to influence
decisions affecting them and that their freedom had also increased. In spite of
these changes, however, they did not report iIncreased satisfaction with their
work. Results similar to Cincimnati were also found in San Diego. Both profile
and control group officers expressed less, but not significantly less, satis-
faction with their assignments at the end of the evaluation than at the begin-
ning. Throughout the evaluation, however, the expressed levels of satisfaction
remained at approximately seventy percent (Boydstun & Sherxry, 1975, pp. 46-52).

Police Foundation reviewers of both the Cincinnati and San Diego programs have
noted that factors extraneous to the team policing and community profile pro=
grams may have interferred with the job satisfaction of program partic¢ipants.
In Cincinnati, officer job satisfaction was adversely afifected by efforts to
re~centralize operations and to place restrictions upon officer's responsibi-
lity. In San Diego officer morale was tested during a period when rumors
abounded that the profile program would be abandoned at the end of the experi-
ment.

Only the evaluators of the Charlotte program have reported positive changes in
officer job satisfaction with team policing. Although team officers thought
that getting ahead in the department was more difficult since team policing was
implemented, they expressed slightly more interest in patrol work, a substantial
increase in their desire to Stay on the job until retirement, satisfaction with
the four/ten schedule and a belief in the value of police work (Gill, 1975,

pp. 5-6). Of the four programs which surveyed officer job satisfaction, only
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New York reported negative results. Eighty percent of the Operation Neighiborhood
officers felt their jobs were getting worse (Bloch & Specht, 1973, p. 99).

Table 6, Summary Assessment of Officer Job Satisfaction, indicates that team
policing programs have had only a limited impact upon the satisfaction of team
officers with their jobs. Only Charlotte indicated officers were more satisfied
with their work after team policing was implemented. Cincinnati and San Diego
reported virtually no change, while officers in New York expressed less satis-
faction.

Table 6
SUMMARY ASSESSMENT OF OQFFICER JOB SATISFACTION

MEASURE
SICK LEAVE ATTITUDINAL ASSESSMENT
CITY
Charlotte + Qualified Success
Cincinnati + - No Change
New York + - Qualified Failure
San Diego 0 No Change

UNRESOLVED PROBLEMS

The indicators of job satisfaction discussed in the previous section have been
very general in nature. None of the evaluators has attempted to ascertain the
level uf job satisfaction derived from the various functional responsibilities
added to the patrol officer role. To identify the source of dissatisfaction
in the officer role, one would need to know more about the officer attitude
toward:

e Participant decision making and planning responsibilities;

e Investigative responsibilitdies; and

¢ Community service assignments.
Job satisfaction information about these topics would appear to be a valuable
tool enabling planners not only to understand job satisfaction but also to

achieve changes in the officers' role that are consistent with team policing
goals,
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A
PATROL WORKLOAD MANAGEMENT

An important goal for seven of the nineteen team policing programs reviewed in
this report has been improved management of the patrol workload. Because law
enforcement is a highly labor intensive activity, program planners and admini-
strators have been concerned with the impact team policing might have upon
manpower utilization and patrol workload management. Only seven of the nine-
teen programs, however, have evaluated any measures of workload management
effectiveness. These programs have attempted to measure the impact of team
policing upon the:

e OStable assignment of officers to the team area;
e Flexible scheduling of patrol officers; and

o Ability of the team to manage service calls by evaluating
changes in the number of calls serviced, response time and
the amount of time spent on calls.

STABLE ASSIGNMENT TO THE TEAM AREA

The permanent assignment of an officer to a particular beat is designed to
decentralize the patrol function and increase the officer’s responsibility for
a well defined area of the community. In support of permanent assignment,
departments have attempted to assign radio calls from a particular beat to the
officer responsible for that beat and to limit the number of team calls handled
by non-team units,

Cincinnati and Detroit experienced considerable success in maintaining stable
assignment of officers to the team area. An examination of Departmental
Records in Cincinnati indicated that only ten percent of the calls in the team
area were handled by non-team units (Watkins, 1973, p. 1). Similar results
were achieved in Detroit where the number of outside runs was between five

and ten percent (Bloch & Ulberg, 1972, p. 59). Maintaining radio assignments
within the team area, however, was a problem in New York. Team units were
dispatched out of the team area on approximately fifty percent of their calls.
In spite of efforts to modify dispatch procedures to limit the amount of out-
dispatching of team units and the amount of in-dispatching of non-team units to
the team area, little progress was made (Bloch & Specht, 1973, p. 10).

Information about stable assignment in San Diego's Cowmunity Profiling program
indicates that assigning officers to a single beat, rather than a group of

beats is counterproductive. Whereas Cincinnati, Detroit and New York evaluated
only the extent to which officers were dispatched within the team area, San

Diego evaluators developed a more stringent measure of stable assignment.

San Diego's Community Profiling evaluation measured the extent to which an
officer was dispatched to his assigned beat rather tham to the entire squad area,
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Analysis of calls-for-service indicates that only thirty-three percent of the
service calls were answered by the profile officer assigned to that beat
(Boydstun & Sherry, 1975, pp. 23-24). Given the low level of beat respouse,
it is unlikely that profile officers were able to adequately use their knowl-
edge about the beat to answer calls or initilate services.

Table 7 summarizes our knowledge about stable assignment. Although New York
experienced difficulty in implementing stable assignments, the results from
Cincinnati and Detroit suggest that dispatch procedures can be developed to
assure that officers assume responsibility for and provide service to the team
area., Evidence from San Diego suggests thac stable assignment to a specific
beat may be impossible. The stable assignment of officers to a patrol area
requires that dispatchers recognize team boundaries and that team officers
have responsibility for and work in a multi-beat area.

Table 7
SUMMARY ASSESSMENT OF STABLE ASSIGNMENT

MEASURE STABLE ASSIGNMENT
STABLE ASSIGNMENT STABLE ASSIGNMENT
CITY TO TEAM AREA TO BEAT AREA ASSESSMENT
Cincinnati + Probable Success
Detroit + Qualified Success
Vew York - : Qualified Failgre
San Diego - Probable Failure

SCHEDULING FLEXRIBILITY

As part of thelr improved workload management goal, some departments have
looked upon team policing as a way to more effectively match manpower assign-
ments to workload requirements. Although the data is limited, our site visits
and literature review suggest that whether a2 team is organized on an area or
shift basis is important in determining the ability of the team leader to
match manpower with workload demands. Area team leaders with twenty-four hour
responsibility have a greater capability to allocate patrol resources in
accordance with changing service demands than do leaders of shift teams.

Area teams appear to have two advantages over shift teams in achieving deploy-
ment flexibility: First, area team leaders are responsible for the twenty~four
hour period and can alter the schedule of individual officers to match

service 'demands. Second, area teams have a larger manpower pool from which

to draw. With the advent of team policing in Cincinnati, planning and
deployment decisions have been pushed down to the team level.
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As a result, team leaders have used their .discretion and departmental infor-
mation about service demands to deploy their officers more flexibly. One
team leader has used as many as ten starting times to achieve a better match-
up of officers and service demands. It also appears that the larger
Cincinnati teams are better able to achieve flexible deployment schedules
(TPIESCPD, 1974, pp. 20-24; Watkins, 1973, p. 19). In Detroit, the team area
generally had more units available for dispatch than did the traditionally
organized patrols (Sherman et al., 1973, p. 95).

Our site observations indicate that departments organized into shift teams
have been less able to accommodate even short~term changes in service demand,
especially those generated by holidays and special events. Because all shift
teams have less manpower than area teams and because members usually have the
same schedule, it is impossible to change a shift's manpower without changing
the number of personnel on the team. Administrators in Richmond indicated
that to increase manpower on a shift, personnel had to be assigned from one
team to another. This movement of personnel could easily disrupt the concepts
of permanent assignment and beat accountability.

East Hartford, North Charleston, Palo Alto and San Brumo introduced the ten

" hour/four day week when team policing was implemented. There are indications

that the four/ten system will further complicate the ability of shift teams

to deploy manpower in accordance with service demands. Evaluators in San Bruno
noted that patrol force deployment did not match department service demands
simply as a result of the rotation of officers' duty schedules (San Bruno,

n.d., [1972], pp. 17-18). This same problem was also observed during field
visits in Charlotte, Palo Alto and East Hartford.

Because the information is so limited, it is impossible to make any final
judgments. Although the results in Cincinnati indicated that area teams can
achieve some degree of flexibility in deploying officers, the evidence is not
strong enough to support any generalizations. As the evaluation in Cincinnati
noted, the tools to evaluate service demands are so limited that flexibility
in scheduling does not imply the ability to match manpower with service
demands (Watkins, 1973, p. 19). The anecdotal and evaluative information
about shift teams indicates that they have a limited capability to meet
changing service demands without altering the number of persomnel in the team.

SERVICE CALL CLEARANCE

The major activity of traditional patrol divisicns has been responding to calls
for service, Because this activity consumes so much of the patrol officers'
time, police administrators have been concerned with the ability of their team
officers to clear service calls and return to service as rapidly as possible.
The limited data suggests that the amount of responsibility assigned to team
patrol officers, particularly in the area of follow-up investigations has a
definite bearing upon the way service calls are handled. Teams of generalist
officers who perform both preliminary and follow-up investigations will
probably increase the amount of time required to complete service calls.
Evaluators in Dayton reported that team officers spent an average of eighteen
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minutes longer on dispatch calls involving Part I crimes - larceny, rape,

auto theft and frauds/forgery. The evaluators attributed this difference to
the fact that team officers, unlike control officers, carry out both prelimi-
nary and follow-up investigations which require more time. On calls not
requiring follow-up investigation there was little or no difference in the
amount of time team and control officers spent (Tortoriello & Blatt, 1973,

Pp. 105-107). Even though team members assumed investigative responsibilities,
Dayton evaluators discovered that team members were responding to more service
calls th§n officers in comparable non~team areas (Cordrey & Kotecha, 1971,

pp. 9-10).

Albany and Detroit attempted to compare the amount of time team and non-team
officers spent on service calls. Unlike the results from the generalist pro~
gram in Dayton, these teams of patrol and specialist officers were usually more
efficient than non-team control areas in clearing service calls and returning
to duty. In Detroit, where team patrol officers were expected to collaborate
in investigations with detectives assigned to the team, team patrol officers
spent less time on dispatch calls and returned to service more rapidly after
dispatch calls than did the units used for comparison (Bloch & Ulberg, 1972,
p. 61). Evaluators of the Arbor Hill unit in Albany found little significant
difference in the average amount of elapsed time team and non-team members
devoted to service calls (Cresap et al., 1974, p. G-2).

The results of the San Diego experiment with community profiling indicate that
patrcl officers can be given-greater responsibilities without impairing
departmental ability to respond to radio calls. Profile officers were respon-
sible for preventative patrol and radio dispatch as well as citilzen contacts
on a regular basis, developing written descriptions of social, crime and
traffic conditions on their beats and referring citizens to social agencies for
assistance. In spite of these added responsibilities, profile officers in

San Diego reported less out of service time than control officers even though
the profile officers were assuming more initiative in community relations. In
addition, the profile team responded to approximately the same number of calls
for service as did officers in the control group (Boydstun & Sherry, 1975,

I1I 47-50).

Although the response time of police patrols to emergency calls is a conspic-—
uous feature of police interactions with the public and a common indication of
police efficiency, the empirical literature on team policing provides little
insight into the effects of team patrol organization upon response times. Only
Albany evaluators have collected response time data. Team units in Arbor Hill
had significantly better response times than comparison patrol units (Cresap
et al., 1974, p. E-2).

Table 8 summarizes our assessment of a team unit's ability to respond to calls
for service. The results in Albany, Dayton and Detroit are suggestive of
what impact various configurations of team policing might have upon the amount
of time officers need to clear service calls. The Dayton results suggest that
a department intending to assign generalist investigative responsibilities to
patrolmen must antlcipate some increase In the time required for officers to
complete calls requiring an investigation. Where officers have not been
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assigned investigative responsibility, however, there has been little change
in the time required to clear calls. The results from San Diego and Dayton
suggest that additional responsibility does not impair the officer's ability
to handle calls for service. In both cities, experimental officers were re-
sponding to more calls for service than officers in traditionally organized
control units,

All of the information reported in the calls for service section is plecemeal
and refers to programg established under different organizational counstraints
and with different objectives. The lack of similar and comparable information
about critilcal workload management outputs from more departments points up a
critical shortcoming in the ability of agencies to monitor and evaluate patrol
activities,

Table 8

SUMMARY ASSESSMENT OF SERVICE CALL CLEARANCE

MEASURE SERVICE CALL CLEARANCE
TIME SPENT NUMBER RESPONSE ASSESSMENT
ON CALLS OF CALLS TIME
CITY
COMMUNITY
San Diego + 0 Qualifiad Success

MULTI-SPECIALILST

Albany/Arbor + + Probable Success
Detroit + ) Qualified Success
GENERALIST |

Dayton + + 0 Qualified Success
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INVESTIGATIVE EFFECTIVENESS

Team policing advocates maintain that teams can be used to transfer investi-
gative functions from highly centralized and specialized detective bureaus to
more locally oriented teams of officers with generalist respomsibilities,
Twelve of the nineteen teams described in this report have used team policing
to decentralize their investigative bureaus. With the exception of Rochester,
all are Full Service team policing programs.

Table 9, Team Investigative Goals and Activities, indicates the extent to
which the various departments have decentralized investigations., Although
twelve teams have decentralized investigations, only Charlotte, Cincinnati,
Palo Alto and Rochester have adopted improved investigative effectiveness as
a program goal. All of the teams with investigative respounsibility have
permitted the team leader to close cases, while most have also provided team
patrol officers with crime analysis information.

1wo general strategies have been developed by team programs to decentyalize
investigations. Both involve the degree to which investigative cases have
been assigned to team members. Investigative operations have been decentral-
ized by the creation of Multi-Specialist or Generalist Teums, Multi-Specialist
Teams are composed of patrol officers and detectives who are supervised by the
team leader, Although patrol officers conduct preliminary investigations and
occasionally complete follow-up investigations, team detectives do most of the
investigative work. Table 9 indicates that seven Full Service Teams plus
Rochester have adopted the Multi~Specialist approach. Generalist Teams have
been implemented by four Full Service team policing programs. These teams do
not make any distinction between patrol and investigative officers. As a
consequence, team officers are expected to have wide-ranging capabilities to
perform both patrol and investigative work,

A general belief underlying nearly all team programs is that the incorporation
of investigative responsibilities into team patrol units will coordinate

patrol and investigative processes and develop a more effective departmental
investigative capability. Team policing advocates believe that the assignment
of patrol and investigative functions and personnel to teams has two advantages.
First, supporters maintain that team policing contributes to the breakdown of
officer-investigator isolation and hogtility found in many traditionally
organized departments. The combining of patrol officers, investigators and, in
some cases, community relations persomnel into cooperative teams has broken
down the functional barriers that have separated these units in traditionally
organized departments. Team policing can provide an organizational context

in which officers and investigators coordinate their activities. Second,

gince most crime is locally committed, it is only natural, according to team
policing advocates, that officers and investigators who are permanently
assigned to a small number of beats can acquire knowledge of the team area and
its people that will increase investigative effectiveness,
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TEAM INVESTIGATIVE GOALS AND ACTIVITIES

Table 9

ACTIVITY INVESTIGATIVE RESPONSIBILITIES
CASE CRIME
O | costme | MALESIS | e | Lacewr | sossese | sto s & | soMzermE
crTY AUTO THEST NARCQTIES
BASIC PATROL
A, Charlascon
ichmond o
San 3runo
DIVESTIGATIONS
Rochestar . ) . L ° .
COMMUNTTY RELATIONS
Albuquarque [}
Harcford .
lew Tork »
San Diego °
FULL SZRVICE
TEAM POLICTNG
Multi-Soecialise
Albany/Arher D) ° ° N ° . N .
Charlocte e ) ° . ° . .
Cincinnaci [ ] . ) [ » . °
Dacrois . [ ] . . . ° .
Los dageles (] ° ) [}
Ralo Alto ] [ L . [} .
Sc. Pecarsbury ) ® . ) ° . [ 0
Uenesalise
Albany/Souch . . . ° . . . @
Dayton [ ] [ ] L} [ . . [}
Holyoke L ) . . ] .
Manlo Park . L) ] o L] . ) .
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By permanently assigning officers to a specific area, team leaders have
attempted to create a situation where officers and citizens become familiar
with one another and begin to share information about law enforcement problems
in the cowmunity. Evaluating the effectiveness of team policing upon investi-
gations involves knowledge about the extent to which team policing has:

¢ Led to improved clearance rates; and

® Led to the prosecution of those arrested.

CLEARANCE RATES

In evaluating investigative effectiveness we have chosen to report information
about the ability of team policing units to clear crimes by making arrests.

MULTI-SPECIALIST TEAMS

Clearance rates for team policing programs in Cincinnati and Rochester have
been carefully monitored. Both programs have reported encouraging results,
but it should be noted that along with team policing they also developed a
system for screening out investigative cases with a low probability for
solution. These screening systems probably contributed to the teams' investi-
gative effectiveness,

An audit of clearance rates for burglary, robbery and larceny in Rochester
revealed that both team and control areas increased their clearance rates.
However, the teams were more successful in clearing burglary and larceny

cases. In addition to implementing team policing, Rochester also developed a
novel method for supervising detectives within one of its teams. Rather than
assign cases to a detective, he assigned individual tasks of a case to different
detectives and officers and carefully monitored the progress being made on each
case, Perhaps, becuase of this rigorous and innovative case management system,
Team C in Rochester was able to achieve higher clearance rates than its sister
team policing unit. In Team C investigators and officers increased their
arrests per man year substantially more than did their counterparts in the
other team and the control areas (Bloch & Ulberg, 1974, p. 9). Although the
data for the Rochester teams is largely positive, before £inal conclusions can
be drawn one would want to know more about the differences in performance
between Team C and the other Rochester teams. Why, for example, did Team C
increase its arrests/man year substantially more than did the other team or the
control area? Perhaps the case screening system and the method of task assign-
ment in Team C accounts for its effectiveness as much as team organizatiom.

Cincinnati, like Rochester, also monitored clearance rates as a means to guage
investigative effectiveness. In the area policed by teams, District I, approx-
imately twenty-four percent of all crimes were cleared by arrests compared to
sixteen percent in other divisions of the department. The clearance rate for
Part I crimes was 48.7 percent in the District I team area compared to 31.3
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percent for the rest of the city which was serviced by the centralized criminal
investigations division (ComSec Evaluation Section and The Urban Institute,
1974, pp. 2-3). The Cincinnati results also indicate that team officers who
worked closely with investigators were more successful in clearing cases than
were officers who were not working in team policing units. In fact, one can
attribute the success of the ComSec teams in clearing cases to the superior
productivity of team patrol officers rather than team investigators in making
arrests (Cincinnati Police Department & The Urban Institute, 1973, pp. 2; 5;
7). Limited information about clearance rates for the Arbor Hill team in
Albany indicated no significant change in the number of arrests made by the
team (Forrer & Farrell, 1973, pp. 31-34). Although the results reported from
Albany are limited and largely negative, both cincinnati and Rochester, on the
basis of more extensive data and analysis, have indicated that team policing
can contribute to a department's investigative effectiveness.

GENERALIST TEAMS

Of the four Generalist Teams, only Dayton has collected informatiomn about
clearance rates which would permit an evaluation of the team's investigative
effectiveness. Evaluators in Dayton found no difference in clearance rates
for the first six months of the team policing program compared to a corre-
sponding period of the preceeding year in the same area. However, the second
year, evaluators concluded that team officers were more efficient at clearing
crimes than were officers in the control distriet (Tor;oriello & Blatt, 1973,
p. 124),

CASES PROSECUTED

Making arrests is only one step in the process of adjudicating those suspected
of committing a crime. For a department to successfully meet its goal of
combatting crime, care must be taken to insure that prosecutors view with merit
the cases against those arrested. Evidence from Cincinnati and Holyoke suggests
that it is probably an unreasonable expectation that officers without investi-

'gative training and experience can be expected to prepare cases as well as .

geasoned detectives. In Cincinnati, it was the view of the City Prosecutor
that ComSec officers were less well trained to build court cases properly

and that they did not do as good a job of following through on leads (Bloch &
Weidman, 1975, p. 89). The Holyoke approach indicates, however, that orfficers
can be trained to handle court cases competently. In Holyoke, when the first
police team was formed, a number of the court-recognized "experts' were as-
signed to the team. The expert assistance may have had much to do with the
judgments of the Clerk of Courts and the Prosecutor for the Holyocke District
Court that the team members saemed to be functioning on a par with detective
bureau personnel (0'Malley, 1973, pp. 175; 93).

Albany and Dayton evaluators have presented some quantitative information on the
degree to which teams have made arrests that were eventually prosecuted. The
Dayton evaluators noted thac under team policing, the percentage of processed
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cases that were dropped because of withdrawals, acquittals or dismissals had
not changed (Cordrey & Kotecha, 1971, pp. 32-36). In Albany the number of
arrestees who were eventually prosecuted dropped by more than ten percent
(Forrer & Farrell, 1973, op. 31-34).

CONCLUSIONS AND IMPLICATIONS

Evaluation of the investigative effectiveness of teams indicates that, at the
very least, teams with investigative functions have performed as well as and,
in some cases, better than non-team control units, Table 10 summarizes our
assessment of the Investigative effectiveness of team policing. The Multi-
Specialist Teams in Rochester and Cincinnati have reported the most positive
findings. Teams in both cities have been quite successful in clearing cases
within the team area and increasing the number of arrests made by both offi-
cers and detectives. The results from Albany, on the other hand, indicate
that few changes have accompanied the implementation of team policing in that
city. The only Generalist Team to report results on investigative eifective-
ness has been Dayton, where arrests/man increased but the percentage of cases
prosecuted did not change.

Table 10
SUMMARY ASSESSMENT OF INVESTIGATIVE EFFECTIVENESS

HEASURE CLEARANCE RATES

cITy BURGLARY | LARCENY {ggﬁé ROBBERY gﬁ%ﬁéé ARﬁﬁi:S/ PRS;E%ﬁ;ED ASSESSIENT
?

MULTI~SPECIALIST
Rochester + + Q 0 + Probable Success
Cincinnatd + + Probable Success
Albany/Arbot 0 - o thanee
GENERALIST
Dayton + 0 g“&{;g%gg
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6
CRIME TRENDS ACCOMPANYING TEAM POLICING

An important ratiocnale for the introduction of team policing has been its
presumed effects upon the ability of police to reduce criminal activity. Most
programs have adopted the reduction of crime as an important team goal., The
reduction of crime by team policing programs has been a presumed effect of two
major components of team policing: improved police community relations and
greater cooperation between patrol and investigative personnel,

although several team policing programs have collected and analyzed crime data
to evaluate their programs, there are serious conceptual and methodological
problems in using reported crime as a criteria for measuring program effec~
tiveness. Conceptually, it is unreasonable to assume that team policing will
have a major impact upon crime trends. Law enforcement activity is only one
factor which affects the level of crime. Changes in crime are, in significant
part, & function of social conditions, the economy and the effectiveness of
other social services in the community. Quite apart from the conceptual
oroblem of linking program activity to impacts upon crime are problems in
measuring crime itself, Most police agencies have relied upon reported crimes
as a measure of program effectiveness. Victimization surveys have illuminated
the serious under-reporting found in reported crime data. In addition, studies
have shown that reported crime is a functien of the actual crime level as well
as citizen perception of what should be reported to the police.

VICTIMIZATION SURVEYS

Cincinnati, Hartford and Tacoma have undertaken victimization surveys to
evaluate the effectiveness of their team policing programs. The most extensive
studies of criminal victimization in team policing communities have been under-
taken by the Law Enforcement Assistance Administration and the Urban Institute
in Cincinnati. However, differences in the levels of victimization found by
each survey have made comparisons virtually impossible (Clarren & Schwartz,
1975, pp. 5-17). Although Hartford and Tacoma have conducted baseline surveys,
follow-up victimization data has not yet been collected.

REPORTED CRIME RATES

Rochester, Los Angeles and Cineinnati collected the most extensive information
about crime rates., When crime rates in Rochester for the teams were compared
with similar data from the entire city, there Were significant differencea in
the areas of burglary and larceny, although robbery rate changes were smaller.
Burglary rates declined by a third in the team areas, while they rose slightly
in the rest of the city. Larceny dropped by thirty-three percent in the team
areas but only twelve percent in the rest of the city (Bloch & Ulberg, 1974,
pp. 17-18). Crime in the Team 28 area of Los Angeles declined substantilally
(LAPD, 1974, pp. 89-96). In Cincinnati, however, both the team and control
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areas reported similar reductions in the crime rate, while St. Petersburg
evaluators found that team policing had no apparent effect upon crime levels
in the community (CPDTPIES, 1974, p. 35; St. Petersburg Police Department,
1973, pp. 187-190). Evaluators in Holyoke reported that crime declined in

the team area, while the rest of the city experienced an increase in crime
rates, The evaluators in Holyoke, however, cautioned department officials
that the decline in the team area could not be conclusively attributed to team
policing (0'Malley, 1973, pp. 55-37). The evaluators of New York's Operation
Neighborhood were unable to conclude that the slightly greater decline in crime
in th§ project area was a result of the team program (Bloch & Specht, 1973,

p. 14).

Table 1ll, Summary Assessment of Reported Crime, indicates that crime in
Rochester, Holyoke and Los Angeles improved relative to the rate in control
areas while Cincinnati, New York and St. Petersburg reported very little
difference between team and control areas. More detailed examination of the
projects reporting some level of success does not strengthen the argument that
team policing will reduce crime. In Rochester, for example, crime dropped
substantially in one team area while the control area for the other team
experienced a greater reduction in crime. Not enough is known about the
Holyoke evaluation to attribute high reliability to the positive results
reported in that city. Since Holyoke used the entire city as a control area,
it is impossible to know how changes in crime rate in the team area might
compare with those in a control area of similar characteristics. Because of
contradictory evidence and the methodological problems in some of the studies
analyzed here, it is impossible to assess the impact of team policing upon
crime rates., More studies of team policing need to be conducted before a
definite positive or negative assessment would be appropriate,

Table 11
SUMMARY ASSESSMENT OF REPORTED CRIME

WEASTRE

f%”?r BURGLARY | LARCTNY | R0BRERY % ASSESSMENT
CITY
Rochester + + Q Probable Success
Las Angelas P + Probable Succass
Holyoke + Qualifiad Success
Clacianact Q ‘5(?: o&aak.)nlgae
Vew York 0 .‘é“lcéﬁééé
Sk, Patersburg ’ 0 + gg“é&iég‘é
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7
COMMUNITY SERVICE PROGRAMS

The National Advisory Commission on Criminal Justice Standards and Goals
suggested that one of the most serious problems confronting law enforce-
ment agencles 1s the isolation of police from the community. The report goes
on to describe team policing as a modern program to reduce police isolation
and involve the community in solving law enforcement problems (NACCJSG, 1973,
pp. 161; 154). Recognizing the crucial role of the community in effective
law enforcement, most team programs have placed a strong emphasis upon
improving police-community relations. With the exception of the three Basic
Patrol Teams and the Investigative Team in Rochester, all the teams analyzed
in this report have adopted goals dealing with improved police-community
service and relations.

A desire to improve police-community relations by providing additional services
to the community is rot, of course, unique to departments instituting team
policing. What is unique is the context within which these activities have
been conducted and managed. Team policing has generally implied the decentral-
ization of community-related responsibilities to the team leader and to patrol

-officers. Two problems arise in trying to assess these various community

service activities, The first problem has been estimating the extent to which
each of these activities has been implemented, and the second deals with evalu~

ating the impact the activity had upon the community and the team, Observations

during numerous ride~alongs with team officers indicate some of the program
activities, particularly efforts to stimulate increased officer-citizen contact
and to provide crime prevention information, were not being implemented. Two
factors may account for these omissions. First, most of the programs have
redefined patrol officer responsibillity without providing adequate training
gupports. Only nine programs have developed pre-start-up training programs to
acquaint officers with the concepts and methods of community oriented team
policing. Second, with the exception of San Diego, none of the team programs

altered the way in which officers were evaluated when new team policing concepts

and activities were adopted. Thus, although team officers were expected to
change their job role, they continued to be evaluated by criteria that did not
reflect the new emphasis in team patrol operations and responsibilities,

PERMANENT ASSIGNMENT

One of the most counspicuous features of team policing has been the assignment
of the team and its members to a specific area or neighborhood for an extended
period of time, Permanent assignment has played an important role in team
policing community relations. Team planners have assumed that if the team and
its officers were permanently assigned to a community, they would increase
their knowledge of the community and would be able to provide more effective
enforcement and community services.

30




Although team planners have assumed that permanent assignment would enable a
department to meet a number of community relations goals, only_ the San Diego
evaluators attempted to evaluate its likely impacts., The results from the
San Diego evaluation suggest that permanent assignment, by itself, may not

be sufficient to increase officer awareness of the community. In San Diego
both control and experimental officers were permanently assigned to their
beats. However, only the team officers increased their knowledge about
community services (Boydstun & Sherry, 1975, pp. 39-44). If permanent assign-
ment were the critical factor in. acquiring beat knowledge, then control
officers would have increased their community knowledge. The results from
San Diego suggest that if an agency wants to increase officer beat knowledge,
it should not only assign officers to that beat for a period of time, but
more importantly, require them to formally analyze and describe conditions on
that beat. -

COMMUNITY OFFICE

A second way by which team programs have sought to increase theilr community
outreach has been by establishing an office in the community. Of the nineteen
programs reviewed, only the two Albany programs, Albuquerque, Dayton, Holyoke
and Los Angeles established offices from which teams could conduct community
service work. The major assumptions underlying a team community office have
been that it would create greater team visibility, would provide the community
with easier access to law enforcement services and would result in improved
police~community cooperation.

Of the six programs which have utilized community offices as a focus for their
team community service programs, only the effectiveness of the Albuquerque and
Los Angeles offices was monitored by program evaluators. The Los Angeles
evaluators reported that although the imitial response to the community center
was enthusiastic, after several months the center was used less frequently

and was eventually closed (LAPD, 1974, pp. 74-75). Evaluators of the
Albuquerque program noted an opposite effect but still recommended that the
community office be closed. In Albuquerque the evaluators suggested that
because of the lack of funding and planning supports for the office, civilian
agencies might better meet the heavy demand for neighborhood social services
(Sears & Wilsom, 1973, pp. 57-60).

In both Albany programs the team office has been operated with success
(McArdle & Betjemann, 1972, p. 10). Unlike the other team office, the Albany
teams have used their offices noc only as a focus of community service, but
also as a basis for all team administrative and operational activities, Our
site visits indicated that the Albany South End team office offered a vardety
of community services and appeared to be interacting with the community quite
successfully.

The results from Albuquerque and Los 4Angeles, as well as our obse:vations in
Albany, suggest that a team office 1s more likely to be successful if it is
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adequately staffed and is the basis for all team operations, not just com-
munity services. Before a final judgment is possible, more evaluative
information is needed about the relationship between the functions of the team
office and their viability.

NON-CRIME RELATED SERVICES

Ten of the fifteen teams with a community focus have increased the responsi-
bility of patrol units for non-crime services. In many departments the change
to team policing has resulted in attempts to handle more non-crime related
service calls, refer citizens to social agencies for assistance and implement
crime prevention programs. Team planners have generally agreed that assisting
citizens with their non-crime related problems would improve citizen attitudes
toward the police and result in increased citizen cooperation with and support
for law enforcement.

SERVICE CALLS

Team officers in Albany, perhaps more than any others, were encouraged to
assist community residents with a variety of problems. As a result, calls
—-— for police service to the Arbor Hill team in Albany doubled over a two year
' period. In addition to the "overwhelming" increase in calls for assistance
in interpersonal disturbances, there was also an increase in calls for
assistance in other non~criminal matters: auto accidents and missing persons
(Forer & Farrell, 1973, pp. 22-26). Although Dayton and Holyoke had planned
to increase non-crime services to the community, this policy was not reflected
in a review of departmental calls for service (0'Malley, 1973, p. 67;

T Tortoriello & Blatt, 1973, pp. 111-113).
T
REFERRALS

Cincinnati and San Diego evaluators monitored programs to refer citizens with
e problems to social agencies for assistance. Both evaluations indicated that
- the programs were seldom used. Although team officers in Cincinnati expressed
e support for the referral program, evaluators found that few referrals were
being made (Schwartz et al., 1975, pp. 5-6; Watkins, 1973, p. 30). Evaluators
- - in San Diego reported that team officers felt the available social services
were of a poor quality. As a result, the team's use of referrals was similar
to that of the control group and actually declined slightly over the course

- - of the project (Boydstun & Sherry, 1975, p. 4).
. m' CRIME PREVENTION
. - The Los Angeles evaluators carefully monitored the number of security inspec-

tions that were conducted by team members. They found that although most team
officers felt the security inspections were of limited value, nearly fifty-three
. — percent of the homeowners complied to some degree with the recommendations to
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“ target harden their property. In spite of this, Los Angeles evaluators

‘ concluded that security inspections were not cost effective and when the
: . grant funds were spent the inspection program was dropped (Los Angeles Police
| Department, 1974, pp. 68-69).

Table 12 summarizes what is known about the extent to which non-crime service
programs have been implemented and what impact they have had. The evalu-
ations indicate that most programs have had almost no impact, Only Albany

was able to increase its ability to handle non-crime service calls. Referral
of citizens to social agencies for assistance was an important focus in
Cincinnati and San Diego, however, officer response to the program was limited.
Finally, although the Team 28 experiment in Los Angeles was successful in
conducting a large number of security inspections and burglary rates dropped
substantially, program administrators recommended that the security inspections
be dropped because of their cost.

l
i
B

Table 12
SUMMARY ASSESSMENT OF NON-CRIME SERVICE PROGRAMS

re AR s SLSE | REFFERALS PRE?V%?’II‘EI o ASSESSMENT
COMMUNTITY RELATIONS
San Diego 0 No Change
FULL SERVICE
TEAM POLICING
Multi-Specialist
Albany/Arbor + Probable Success
Cincinnati Q No Change
Los Angeles + Qgiéigi:d
Generalist
0 e
Holyoke 0 Lgaéﬁgégg
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BLAZER UNIFORM

Efforts to change the symbolic image of the police have accompanied several
team programs. Special vehicle marking and coloring schemes have been used
in Albany, Dayton and Los Angeles. In addition, five agencies - Albany,
Dayton, Holyoke, Menlo Park and St. Petersburg - have adopted civilian type
blazer uniforms. Most of these experiments have been based on the assumption
that the informal uniform would increase citizen identification with the

police, decrease citizen-police isolation and enhance police communication
with the public,

Only Holyoke and Menlo Park have attempted to evaluate the impact of the
blazer uniform. Citizen surveys in both communities indicated an acceptance
of the new style (Fiest & Luft, 1974, p. 19). None of the evaluators as-
sessed how officers felt about the informal uniform. Our site visit to Albany,
however, indicated that officers and citizens had adapted to and liked the
informal attire worn by team members,
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8
COMMUNITY RELATED EFFECTS OF TEAM POLICING

The previous section discusses what has been done to measure the extent to
which teams have actually implemented community-related activities and the
impact that these activities had upon team members and the community. The
information reported in this section is of a more diffuse nature. In the
absence of clearly defined and tested behavioral measures to monitor the
impact of team policing programs, evaluators have relied heavily upon atti-
tudinal surveys.

POLICE ATTITUDES TOWARDS THE COMMUNITY

The most complete information about officer assessment of team impact upon
community support for law enforcement is available from San Diego and Cincin-
ati. Both programs reported positive effects. In San Diego profile officers
developed a significantly higher level of confidence in having the support

of the community than did control officers. The profile officers also
reported significantly greater cooperation from citizens in their day-to-day
patrol work (Boydstun & Sherry, 1975, p. 53). In Cincinnati, more than
seventy percent of the team officers agreed that ComSec increased the degree
of community support and citizen involvement (Schwartz et al., 1975, p. 28).
In addition, ComSec officers felt they were doing a better job in improving
police-community relations (Schwartz, 1973, p. 36).

Evaluators in Albany, Albuquerque and Los Angeles also reported that team
officers felt the community was more cooperative and interested in law
enforcement activities (Sears & Wilson, 1973, pp. 48-49; Candeub & Fleissig,
1972, pp. 22-23; Los Angeles Police Department, 1974, p. 64),

Table 13 summarizes our assessment of officer attitudes towards the impact of
the program upon the community. With the exception of New York, it indicates
that officers generally felt the community was more cooperative with the law
enforcement since team policing had been implemented (Bloch & Specht, 1973,
p. 63).

COMMUNITY ATTITUDES

Improving police-community relations has been a goal of all of the teams in
this report except the three Basic Patrol Teams and the Investigative Team in
Rochester. Evaluators have attempted to dssess attainment of this goal by
surveying changes in citizen attitudes related to satisfaction with police
services, and support for, or hostility towards, law enforcement. Albany

and Los Angeles evaluators reported that community attitudes improved. In
Albany/Arbor Hill, c¢itizen attitudes were consistently more positive than the
attitudes of citizens in the control area, particularly regarding police fair-
ness, dependability and trustworthiness (Forrer & Farrell, 1973, pp. 50; 34).
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An evaluation of Albany/South found that people in the community more fre-
quently described team officers as being "nice' or as doing a good job of
protecting citizens {Candeub & Fleisslg, 1972, pp. 19-21), Evaluators of the
Los Angeles Team 28 program found that citizen perceptions of police fairmess
and impartiality in enforcing the law improved during the program (Los Angeles
Police Department, 1974, pp. 58-539).

Evaluators in Cincinnati, Holyoke and New York found that team policing had
no impact upon citizen attitudes. After one year, citizen satisfaction and
belief in the honesty of officers in Cincinnati remained high, but did not
increase as much as program planners had expected (Schwartz et al,, 1975,

p. 4). Although initial surveys in Holyoke indicated that community attitudes
toward the police were improving, results over a two year period indicated no
change in citizen perceptions of police quality (O'Malley, 1973, pp. 131-132;
152). The evaluators in New York concluded that Operation Neighborhood had
little success in reaching hostile citizens (Bloch & Specht, 1973, pp. 15;
95-96). Finally, Dayton evaluators found that citizens in the control area
were generally happier with police services and viewed officers as more help-
oriented than did team area citizens (Tortoriello & Blatt, 1973, pp. 36; 38;
95).

Table 13
SUM:IARY ASSESSMENT OF POLICE ATTITUDES TOWARD THE COMMUNITY

MEASURE
POLICE ATTITUDES ASSESSMENT
CITY
COMMUNITY RELATIONS
| Albuquérque ;+ Qualified Success
New York Sgaéﬁgigg
San Diego + Success
FULL SERVICE
TEAM POLICING o
Multi~Specialist
Cincinnatd + Success
Los Angeles + Qualified Success
Albany/South + Qualified Success
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Table 14 summarizes our knowledge of citizen attitudes towards team policing
programs. Citizen respounses have been mixed. Evaluators of programs in
Albany/Arbor and South, Los Angeles and San Diego have reported positive
results. Holyoke and Cincinnati reported no changes, while Dayton and New
Tork evaluators reported a decline in citizen satisfaction with the police.
Care wmust be taken in interpreting these results. The programs in Dayton,
Holyoke and New York were implemented during periods of stress in the depart-
ment., In Dayton and New York the programs were implemented very quickly by
new chiefs and with little planning. In addition, neither of these cities
was able to successfully increase the level of crime and non-crime related
services to the community. In Holyoke, although citizen attitudes improved
initially, they dropped as many community-related grant-supported activities
were curtailed at the end of the project's first year, Finally, the evalu- ,
ators of the ComSec program emphasized that citizen attitudes toward the team
did not improve because many team policing community activities had already
been implemented when the baseline community survey data was collected.
Although four programs failed to produce a favorable impact upon community
attitudes, further analysis indicates their failures may have been the result
of departmental problems that interfered with the full implementation of the

team programs.

Table 14
SUMMARY ASSESSMENT OF COMMUNITY ATTITUDES

MEASURE
COMMUNITY ATTITUDES ASSESSMENT
CITY
COMMUNITY RELATIONS
New York 0 gaéﬁgégg
San Diego + Probable Success
FULL SERVICE
TEAM POLICING
Multi~Specialist
Albany/Arbo: + Probable Success
Cincinnati o - Vo Ghahge
Los Angeles -+ Qualified Success
Generalist |
Albany/South 4 Qualified Success
Dayton | - A Qualified Faildre
Holyoke 0 35 Shinge




9
SUMMARY ASSESSMENT

In the previous chapters we assessed the effectiveness of team policing
programs by analyzing individual measures of police performance such as
clearance rates, response times and crime rates as well as surveys of officer
and citizen attitudes. In thdis chapter we will present an aggregate of what
we currently know about team policing programs and what avaluators need to
focus upon in order to present an accurate and full assessment of team
policing. Table 15 summarizes much of the information reported in this as-
sessment. The table also indicates the many gaps in our knowledge about team
policing. The strategy in this chapter is to discuss the many gaps in our
knowledge of specific team policing outcomes and then to use the conceptual
framework developed in Chapter 2 to describe the impact of the five basic
types of team policing programs.

PROGRAM IMPLEMENTATION AND EVALUATION RESULTS

A review of Table 15 indicates that evaluation Information has been collected

in only a swmall number of categories for each team program. Two measure cate-
gories are particularly important for understanding the results achieved by

the team programs analyzed here. These are the measures of officer role and

the provision of community services. Unlike the other six measure categories,
which assess program effects, the officer role and community services measures
were designed to monitor the extent to which planned program activities have
actually been implemented. The tendency for program evaluators has been to
assume that program activities have been implemented and then to measure, for
example, the effects of the program upon job satisfaction, workload management,
crime control and police and community attitudes. More attentioun needs to be
given to monitoring the extent to which program activities have been implemented.
Knowing what has changed is essential for determining whether the concepts of
team policing or extraneous variables are responsible for the evaluation results
reported, In evaluating a program two questious need to be asked:

1. Have the planning program activities actually been implementad?

2. What has been the impact of these activities?

An analysis of the officer role and community service measures will illustrate
the problem of attributing ewvaluation results to team policing.

.

Only two departments have attempted to assess changes in the role of the police
officer. We think knowing how team policing changes the officer's role and
knowing what the officer is doing in a team program is especially critical in
determining whether the program or other factors are responsible for the results
reported by evaluators. In San Diego where evaluators noted that profile offd-
cers have altered their job roles and were, in fact, implementing the planned
profile activities the program was quite successful., Although measures of job
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Table 15
SUMMARY ASSESSMENT OF TEAM POLICING PROGRAMS

HEASURE

CITY

OFFICER
ROLE

Jop
SATISFACTION

HORKLOAD
HANACEMENT

INVESTICATIVE
EFFECT1VENESS

CRIME
CONTROL

COMMUNITY
SERVICES

POLICE
ATTITUDES

COMMUNTTY
ATTITUDES

BASIC PATHOL

N. Charleston

Richmond

San liruno

INVESTICATIONS

Rocheater

Success (V)

Success ()

COMIUHLTY RELATIONS

Albuquerque®

Faillure())

Success(Q)

Marcford

Hew York*®

Fatlure(Q)

Faflure()

Failure ()

Ho Change (Q)

No Change (Q)

No Change(Q)

San Diego

Success

Ho Change

Succesa(Q))

Success

Success

FULL SERVICE
FEAM POLICING

Hulri-Speciallsc

Albany/Arbor

Success(P)

Ho Change (Q))

Success (P)

Success (P)

Charlotre

Success ()

Clnctunart

Ho Change

Success(P)

Success{P)

o Change{P)

Success

o Change

Detralt®

Succesa(Q))

Los Angeles

Success{)

Success ()

Success ()

Suceess{Q)

Pala Atro*

St. Petersbucg®

Ho Change (1))

Generalist

AYbanyfSouth

Succ=sg{Q)

Success ()

Baytoa®

fuccess(Q)

Mo Change{Q)

No {hange (0

Fallure ()

Holyoke®

Success ()

to Change (X

Ho Change{Q))

Henlo Vark

*Pepartments which have discoontinued team policing.

)

Probable;

() Qualified
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satisfaction showed '"mo change' profile officers in San Diego improved their
workload management, increased community services and adopted a more positive
attitude towards the community. However, in New York, where officers did not
change their job roles and continued to police in a traditional manner, evalua-
tors found decreased job satisfaction and workload management capabilities and
no change in measures of crime control, community services and community atti-
tudes. One can venture that the New York Program failed not because team polic-
ing was faulty but because program administrators and officers failed to imple-~
ment the most basic components of team policing.

An examination of the extent to which community services were implemented by

the various team programs indicates that where community services were increased,
police and community attitudes towards each other improved. Increased commuunity
service activities on the part of officers in San Diego, Albany/Arbor Hill and
Los Angeles affected both the officers and the community in a positive way. In
Dayton and Holyoke, however, where planned community service aspects of team
policing were not implemented community attitudes towards the police remained
largely unchanged.

OQur review of the extent to which team programs have affected the officers’
job role and the proviszion of community services should caution planners, ad-
ministrators and evaluators to carefully monitor program activities to insure
that planned changes are actually being implemented. One cannot assume that
because a program has been planned and adopted by a department that it has
also been operationalized. Knowing the extent to which a particular program
has been implemented is a prelude to determining the effect of that program.

Some care must be taken in interpretating the results in Table 15. Three of
the programs were notable failures -~ New York, Dayton and Holyoke. In each
case the departments were unable to operationalize the team program. We have
already indicated that the New York program was not implemented. Although
quantitative information was unavailable our field observations and evaluation
reviews in Dayton and Holyoke revealed that these team programs were never
implemented. In Holyoke budgetary and labor problems, internal department
disputes and low officer morale undermined the program. Similar problems af-
fected the Dayton program. The failure of the New York, Dayton and Holyoke
departments to implement team policing was the result of general depart-
mental problems that would have greatly hampered any effort to alter the way
patrol, investigative and community services are delivered to the public.

ASSESSMENT OF PROGRAM TYPES
BASIC PATROL TEAMS

None of the Basic Patrol Teams have collected the kinds of evaluative infor-
mation which would make it possible for us to judge whether or not the program
was effective. Only San Bruno conducted an evaluation, but its quality was so
poor it virtually precluded its use in this report. A proper evaluation of the
Basic Patrol Team would demand, at a minimum, that information be wollected
about changes in the officer's role and job satisfaction and the ability of the
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team to manage its workload. Since the Basic Patrol Team does not have investi-
gative or community relations responsibilities, its impact in these areas does
not need to be monitored.

INVESTIGATIVE TEAMS

Rochester was the only city to implement a team ualt with an investigative
focus. Evaluation of the Rochester program has provided the most reliable and
complete information about investigative effectiveness. The teams have been
successful in improving clearance rates and reducing crime,

COMMUNITY RELATIONS TEAMS
o

Three of the four Community Relations Teams have been evaluated, and the
fourth, Hartford, has recently embarked upon a major evaluation effort.
Albuquerque and New York have already discontinued their programs. In both
instances the failures may have besun the result of intervening varilables and
general departmental problems rather than the team policing program itself,
Evaluation of the Albuquerque program indicated that although police attitudes
towards the community changed, the team was unable to provide a higher level

of community services. In New York the evaluators concluded that the teams
failed in a number of areas. The New York program failed to change the patrol
officers' role or increase their job satisfaction. 1In additiom, the team ap—=
pears to have had little impact upon police and community attitudes towards one
another., Unlike Albuquerque and New York, the San Diego profile experiment op~
erated with a high degree of success. Officers in San Diego adapted to their
new role, delivered increased community services and improved their attitudes
toward the community. The San Diego program is one of the more prowising pro-
jects reviewed in this report.

FULL SERVICE TEAMS - Multi-Specialist

Three of the Full Service Teams - Albany/Arbor, Cincinnati and Los Angeles
have been extensively evaluated and generally have received successful ratings.
The Cincinnati program has been the most carefully and heavily evaluated team
program., Its impact has been mixed. While indicators of workload management,
investigative effectiveness and police attitudes towards the community have
improved, there have been no changes in officer job satisfaction and community
attitudes. Although there was no chamnge in the Albany/Arbor team's investi-
gative effectiveness, the team provided additional community services and
improved police-community relations. The Los Angeles program has been c¢redited
with lowering crime rates and improving police-community relations. The re-
maining cities in this group have not provided enough information to assess
their programs, It should be noted that Detroit, Palo Alto and St. Petersburg
have dropped their team policing programs.

FULL SERVICE TEAMS - Generalist

The limited evaluation of Albany/South has indicated the program succeeded in
improving police-community relations. The programs in Dayton and Holyoke had
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only a minimum impact and were eventually abandoned. However, both of these
programs were implemented during periods of departmental turmeil and under
severely constrained budgets which contributed heavily to the failure of the
team programs. The evaluative information and our reasoned judgment suggest
that the Generalist concept is more difficult to implement and maintain than
is the Full Service Multi-Specialist approach to team organization.
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