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PREFACE

0

In 1975, the Offié; of Technology Transfer -(OTT), part of the National
Institute of Law Enforcement and Criminal Justice in the United States Law
énforcement Assistance Administration (LEAA), awarded grants to six demon-—
stration sites to test the concept of "full service neighborhood team
policing." Generally speaking, this concept involves decentralizing police

.

they can then prevent and control crime better.

~ b 3 3
2

California; and Winston=-Salem, North Cgrolina.

i . h“s ro'ect.
In 1975, The Urban Institute received a grant to evaluate this proj
*

tute visited the sites several times and evaluéted their implementation of
team policing. |
Eight separate reports document the evaluation. Six are case étudles
of each site that describe background and setting, planning and implemen-—
tation of team policing activities, and program results. The seventh
report describes how OTIT designed and ran the team policing prugram, and

i ind] ¢ sites.
the last report summarizes evaluation findings for all

 Preceding page blask
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A. PROGRAM CONTEXT

The roots of team policing in Santa Ana can be traced to early 1973 when
a new chief was appointed and the department began to move away from its tradi-
tional stance. Figure 1l shows the main events associated with this transition.

"Community-oriented team policing" was the title first given to Santa Ana’s
version of the team policing concept. The word "team" was dropped midway
through the demonstration. Because this department interchangeably used both
“community-oriented policing" and "team policing," we will also use both terms
in this report to describe the department’s current patrolbstaéus.

According to a Police Foundation report, Chief Raymond Davis, who was
appointed chief in early 1973, took over at a time when the department was
"ill-organized, ill-managed, faction-ridden and reportedly heavy—handed."2
At the time, the department had poor relations with the city’s Mexican commu-
nity and, according to one captain, was not receptive to'community influence.
Further complicating the picture was the facg that, during the first nine
months of 1974, Santa Ana’s crime rate climbed more sharply than that of
any other city in California, |

Chief Davis tried to tackle these problems from a variety of angles;
these included standardizing policies.and procedures, upgrading equipment,
and expanding the depratment’s community relations section. In October 1973,
in keeping with the chief’s community orientation, the.deparﬁment undertock
a bpief experiment in team policing. However, as Figure 1 shows, this effort
was abandoned in four wonths because of insufficient funds and manpower.

By early 1975, Davis eventually was able to mobilize the éommunity

and the city council to provide more budgetary support for a full scale

2. Bann, Michael. The Executive and the Patrol Function in Santa Amna,
The Police Foundation (undated).
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1973

e FPebruary., Raymond Davis appointed Chief of Police,

® October, Department experiments with team policing for four months, th:n discon=

tinues | pragram hecnuse of Lnsuflicient funding and personucl,

1974

e June, Petition for now patrol positions denied by city council,

e August, Chicf of Police and City Hanager mcet to reexamine petition for pez-
sounel incresse.

e Septenber, Department “Crime Abatement Task Porce" estabifshed; preparcs four
contingency plans for department expanstion.t

e October. Piftecn-wember "Citizens’ Crime Prevention Commission" atarts review
af SAPD crime abatement optiona.

e Decesber. The cumaisaion’s department advisory team presents preliminary team
policing plan,

1973

e - Jawuary. First phase of training fer team policing begins.
o February/March. Begin phase two of training.

® Yehruary, Commisslon report recommends crime abatement package to city council.

Package Includés recommendatfon to {ncrease the SAPD by BB positions and mandate to

fuplement team policing.

e Harch,
. o LEAA condultants viait the SAPD to assess potentlal am team policing

demonstration slte. Report that SAID plana and federsl objectlves do not match,

o City manager, council membere and departmenty ataff visit the Los Angelos

Police Departmont’s 77th Street Diviaion tcam policing operation. The viasit results
in nore positiocna for the SAFD criwc abatement program Including four new lieutenants

to comnand nefghbochood arcas.

e April. City council approves crime abatement package as nmnndcd after visft

to LAID, Leviea a property tax increase and a utflity users’ tax to fund the program,

e Hay,

o LEAA conoultants rcaseess the SAlﬂ 8 potential and find the department suitable

for recommendation as a participant in the team policing deuwonstration,
e The, SAFD bepins recruttment campaign aiwmed at certified California officers.

@ Hanagers snd supervicors attend University of Southern California aduinfeteted,

tcam bullding retreat at Highiand Springs Resoxt.

l->

ZOMH>POSNZOXRNMO
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->

.

e July.
o LEAA tean policing demonstration funds avarded to Santa Aaa.

e July/Auguse.

o Licutenants selected to cormand toams.

o Team lieutenants plan implenentation and draft preimplementation
training guide,

o Outaide training consultant contracted.

e September.
o Prcimplementatfon training for team lleutensuts, sergeants and

senior officers,
o Begin preiumplemeatation training for tean offfcers.

e QOctober. Tcama ons and two begin operation.

e Novenber, Teams three and four begin operation.

[} 'Dcccmhcr.
o Goodyear Dlimp advertises the atart of team policing in Santa Ana,
o Tcams five, 8ix, seven and eight begin operation.

1976

® May. Managers and supurvisors attend second team building retraat,
conducted by trained Ln-house facilitator.

e  April. The SAlD hneta LEAA teaw policing technology transfer conferences

e July. Department ifeleases six-month fmpact veport} declares program a succees.

e August-Octoher. Eighteen ftems about team policing appear in area newvspaporse}
eight spota are broalcast via radlo and six spots appear cm television.

o Decenmbers Teams hold vne-day retreats at local motel,

1977

e January.,~Dcpartment releases one-year impact report; declares program a success.

e Februsry. GCovernor Brown of faliforuia visfta the SAFD. Ad announces thet
governor 18 "impreused.”

e May. Managers and supervisora attend final tean building retreat.

‘s . Juna. LEAA demonstration enda.

#The term "crime abatement" applies to th. city's overall crime reduction propram,

vhich included (1) additlonal personnel and equipment for most police divisions and
(2) a mandate to implement a lecal variant of team policing.

g S

FIGURE 1: CHRONOLOGY OF TEAM

POLICING IN SANTA ANA, CALIFORNIA
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implementation of team policing. That support was a partial result of careful
and long-~term planning dating back to early 1974, By October 1975, with a

greatly augmented operations division, Santa Ana began a phased imp}ementation

of demonstration teams.

B. HOW THE PROGRAM WORKED

Santa Ana formed eight teams 0f 22 to 25 men each, with pairs of teams
under the command of a lieutenant. Twenty-four hour responsibility for the
neighborhoods in the team areas was assigned to these area commanders. Depart-
ment records show that the patrol officers worked within assigned team areas
;ver 90 percent of the time.

Santa Ana inaugurated the most ambitious community relations program
of any site, managing to garner $40,000 in donated goods and services to
pﬁblicize.the program and its accomplishments. Much of the citizen contact
work associated with sétting up a block captain structure was carried o?t
by civilian SAPD employees, Police Service Officers (PSQOs).

Because the demand as measured by calls for service remained roughly
stable during the demonstration, the increase in médpower meantvincreased
"discretionary”" time for patrol officers. They filled in'the time with a
variety of activities including community contacts, field stops, administra-
tive assignments, assistance to other officers, conferences, foot patrol,
etc.

Santa Ana did not assign detegctives to teams. Instead, two burglary
investigateors were designated liaison detectives to two teams. Santa Ana was

nct in agreement with the team policing tenet.that street stops and field

investigations be used "sparingly." The department regards these activities
as essential patrol tactics, and the amount of activity increased markedly

during the demounstration.

C. MAJOR RESULTS

Santa Ana‘s program may have contributed to an overall decrease in crime
because crime was on a downward trend during the months before the start of the .
deéonstration and the department was successful in maintaining or spurring the
rate of decline during the first six months. However, as has happened in the
past, crime then began to rise and toward the end of the demonstration period
almost reached start-of—démonstrat;on levels. Since this iével yag still
well beliw the recent high reached in 1974,'there is little question that an
overall crime decrease actually occurred.

Officigls in Saﬁta Ana believe tﬁe publicity associated with the decision
to expand the departmen§ and implement a program of "community-oriented team
policing" may have triggered the initial decline. While .it was impossible
for us to detect the influence of publicity on crime rates, the fact that
crime data for the past seven years show similarly sharp declines indicates
that the incidance of crime may vary independent of.&epartmeut action. For
this reason, there is not conclusive evidence about what caused the latest
Santa Ana crime decrease. i |

There was a marginal improvement in community rélations as measured by
a citizen survey. That the massive community relations program showed such
modest effects may be due, in part, to the facg that the first wave citizen
survey showed very positive support for the department. There.was not much

‘room for improvement.

- = i LR St i
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Althquh still high in relation to other sites, job satisfaction abtually

" decreased during the demonstration. The decline may have simply represented

an understandable "come down'" from the predemonstration peak in morale when
patrol was expanded and many promotions and raises were given.

The department was also successful in realizing ome of its local objec-

=~

o

tives; namely, to reduce monetary loss to citizens as a result of crime.

Santa Ana did this by improving the recovery and return rate of.stolen prop-
erty rather than by preventing the loss of property.

Santa Ana feels strongly that team policing has improved the department’s
image. California®s Gov. Jerry Brown visited the department and said that

he was impressed with its operations; that there had been extensive media

coverage of the program; and that departmental administrators were now in

demand as speakers. Officers said they were "looked down upon" by other

departmentsi now "we are the good guys."

D. DEPARTMENT’S VIEW OF TEAM POLICING

When patrol officers were asked at the end of the demonstration, "Has. neigh-
borhood team policing improved things in your police department?,” 85 percent

of survey respondents answered yes. Open-ended survey responses included the

-

following kinds of comments:
e "It has given this department nationwide recognition."

¢ "It gave us more money, equipment and men so on that basis alone
it has improved our department."

o "Our knowledge of neighborhoods, specifically of criminals within
[neighborhoods] has increased. [We are able to make] faster re-
sponse to calls. Confidence has increased because of all of the
above."

o "[There are] more . . . varied job duties (providing you have
the right influence and friends)."

TR

It should.be noted, however, that on the second wave of the patrol of-

" ficer survey, towards the close of the demonstration, 88 percent of patrol

" officers agreed3 with the statement that "if the neighborhood team policing

pregram succeeds, it will be largely the result of putting more men and equip-

ment on the street.,"

3. "Agreed" includes strongly agree, agree and agree somewhat.
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IXI. BACKGROUND AND SETTING

A. TLOCATION AND POPULATION

Santa Ana is a medium-sized clty located on the southern edge of the
Los Angeles metropolitan area. It is situated about five miles inland from
the Pacific on a narrow stretch of flatland often referred to as the Orange
Coast. It serves as the county seat of Orange County and the closest neigh-

boring cities éré Irvine, Costa Me;a, Fountain Valley, Midway City, Garden

Grove, Tustin, Orange and Anaheim.

Santa Ana covers an area of 27 sguare milés. It is divided into unequal
partions by the bed of the Santa Ana River, the Santa Ana Freeway and the
Atchison Toéeka and Santa Fe rail lime., The southern section of the city,
which was formerly used for truck farming, is now in the process of being
developed into a center for manufacturing and ligﬁt industry.

The city has cgmparative low population demnsity. There are few high-
rise buildings and most people reside in ome-story houses or garden-style
ap&rtments. There is anm average of 6,666 people per square mile.

Currently, the population of Santa Ana is over 180,000 and the city con-
tinues to grow at a slow rate. Each year from 1,000 to 2,000 new residents lo-
cate in the city. According to local police officials, this rate of growth
is low compared to neighboring communities, but they also point out that the

workdays bring in an additiomal 10,000 people. Reportedly, most of these
9

* Precating page blank

10

people come.to conduct business at county offices. Police officials cite
Santa Ana’s high crime rate as a major cpntributor to the city’s low annual
growth rate.

In 1974, Santa Ana led California in major crime rate increases. Accord-
ing to statistics included in the police department’s proposal for an LEAA .
team policing grant:

® one out of every thirteen homes was burglarized;
® omne out of every seven businesses was burglarized;

® eighty-two families have suffered the psychological trauma of having a

member raped; '

® one out of every forty families and/or businesses have had their
vehicle stolen; and

® one out of every eight families and/or business{es] have had an
article stolen. In the case of a family unit, this often means
the loss of a child’s bicycle, homeowner’s lawnmower, edger, or
personal tools.l

Santa Ana is predominéntly white and middle class, but there is a large
Mexican population.as well. 1In the past, there were bad feelings on the
part ot _ome factions in the Mexican comnunity who have claimed harassment
and mistreagment by the police department. Police officials are quick to
cite the "Chicano youth gangs from the west side" as one primary source of
the city’s major crime problem. The actual crime rate may be understated
because youth gangs sometimes prey on illegal aliens'who, fearing deporta-
tion and reprisal, do not report the crimes.

Santa Ana 1s governed by a seven—membér city council. " An elected mayor
presides over the council, while an appointed city manager holds functional
control of city department operations. In the early 1970s, a new city manager
who emphasized community services was appointed. For example, in order to make
the full range of municipal services more accessible to Santa Ana residents, he

estéblished a chain of four mini-city halls throughout the city.

~l. Santa Ana Proposal, op. cit., p. lé4.
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B, THE DEPARTMENT

Santa Ana has been a department in search of solutions to difficult problems.
When Chief Raymond Davis took over in early 1973, the department had a wide-

spread bad reputation. According to a case study of The Executive and the

Patrol Function in Santa Ana conducted for The Police Foundation, "The

department was ill-organized, ill—managed, fadtion-ridden, and reportedly
heavy-handed."2

Chief Davis worked to revamp the department. He reorganized it, estab-

" lished uniform procedures, expanded the physical plant, sought and received

outside funding, greatly increased the size of the department and imple-
ménted team policing.
 Between 1973 and 1976, the SAPD grew from-279 to 470 embloyees. The

41 percent increase in departmental strength was spread disproportiomately

among certain categories of persomnnel. The biggest increases were among

: . 3
nonsworn personnel, and sworn personnel with the rank of sergeant or above.

While these groups experiénced 46 percent and 44 percent increases respec-
tively, the category "sworn under the rank of sergeant" grew by a lesser,
but still impressive, 35 percent.

The opportunity for promotion and advancement increased along with the
department’s growth. As a result, morale was very high going into the team
policiﬁg demonstration. For example, during the two years preceding the dem—
onstration, all qualified candidaces for the rank of sérgeant were promoted;
Many patrol officers were awarded senior officer or corporal status and vir-

tually everyone in the department enjoyed the benefits of increased seniority.

2. Bann, Michael. The Executive and the Patrol Function in Santa-Ana,
The Police Foundation (undated).

3. This increase meant a tighter span of management and supervisory control
a2s indicated by the ratio of line officers to sergeants and lieutenants.

12

_The mof;ié of new personnel, ﬁarticularly the sworn officers who trans-
ferred from other California departments, was also high. Most experienced
a pay hike or some other tangible benefit from the transfer to the SAFD.

According to information recorded on an Urban Institute opinion survey
of Santa Ana officers, most are white (76 percgnt), male (97 percent) and
have from one to ten years experience in law epforcement. The majority have
some college training, about 30 percent have a college degree and abogt 16
percent have some graduafe level education. Besides these characteristics,
most officers are compératively large individuals. Many are six feet or taller
and weigh more than 185 pounds. Unfil the ﬁid719605, the department recruited
heavily from the ranks of United States Marines stationed at}nearby E1l Toro
Marine Corps Air Station.

During recent years, most city departments were asked to share in an
"equity of sécrifice" to achieve a charter mandated balanced budget.. How-
ever, during the same period, the Santa Ana Police Department’s budget for
operating expenditures rose from a $5.3 million for FY 73-74 to a projected
expenditurée of $11.8 million for FY 76-77.4 The biggest increase came with-
the FY 75-76 budget which included the first major installment of the Crime
Abatement Program, $2,457,850. Most of the money, about 75 percent, went
for personnel costé, and the remainder for vehicle expenses, capital outlay
and other operating costs associated with expanding the.size of the department.

The Santa Ana team policing program was accompanied by major expenses
which are not simple one—time transitional outlays. Costs associated with
adding persounnel and equipment must be sustained in future years. By FY 81-62,

cumulative additional expenditures are likely to total at least $15.5 million

4, Actual expenditures. for FY 76-77 are not available at this time.
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and, by FY 86-87, cumulative costs could easily exceed $25 million--almost

-~ five times the operating budget for the entire department before crime abate-

ment and team policing.

One of Chief Davis® first acts was to reorganize the department. In July
1973, a new table of organization with four divisions--~Administration, Field
Operations, Investigations and Technical Servides--~was established. The pre-
vious configuration had two major bureaus: Operations and Staff Services.

For team policing, the basic division structure implemented by Chief
Davis in 1973 did not really change, but within that structure, field level
patrol operations changed from a watch style to a team style of deployment.

In regard to the overall organization, the Technical Services Division

‘gained the Research and Planning Section which was formerly part of the

Administration Division; and the Animal Control unit became a full-fledged
"section" in.the Operations Division. The table of organization in opera-

tion during the team policing demonstration is shown on Figure 2.

C. PLANNING

In February 1973, Chief Raymond Davis assumed command of the Santa Ana
Police Department. Early in his tenure, a number of major changes were in-
stituted. For example, he sponsored a major departmental reorganization
into four separate divisions, each with its own command and each rgsponsiblé
for its own budget. Under Davis, the department undertook to standardize
its policies and procedures and “update and standardize" its equipment.

He also inaugurated a series of activities, prefiguring the team policing
philosophy, which emphasized police/community relations. As examples, the

proposal for a federal team-policing demonstration cites the following:




et PAS Atk Al A

gt g e s

71

. g 5 o
)
l\{ » ' 3
! '
BITY COUNCIL
: |
' [CITY MANAGER]
1 ; E |
; HIEF OF POLIC
’ L Note: Number irn parenthesis
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"We have:

"¢ set standard procedures for the receipt of citizens’
complaints;

e expanded our Community Relations Section and their efforts;

o provided school resource officers to our school system;

e established a crime prevention unit to reduce the incidence
of crime and assist citizens in hardening the targets of
crime;

e provided educational and job opportunity training to
students within our school system; and -

¢ provided sporting activities geared towards a closer tie
between our officers and the youth in our commpnity."5

These activities were designed, in part, to counter a fairly persistent anti-
police sentiment present among some of Santa Ana’s residehts-—particularly
the Mexican segment. -
According to Captain Thayer, the patrol section remained largely untouched
by these organizational changes and crime and calls for service continued
to rise. A later report stated:
"The city of Santa Ana is faced with a major crime problem. 1In a
nationwide F.B.I. survey of cities over one hundred thousand in
population, Santa Ana led the state in ‘the increase of major crimes
during the first nine months of 1974, with a 21.9 percent increase
in Part I crimes."6
In October 1973, the department decided to initiate an experiment in
team policing. According to the report,
‘"4e divided the City into three geographical areas, assigned a

sergeant and a complement of officers to police that geographial
area. We provided a team on each shift which relieved in the

, 5. "“Santa Ana Team Policing Proposal," submitted to UEAA on May 19, 91975,

p. l6. :
6. Citizens Crime Prevention Commission Report, February 1975, Santa 4na,

California, p. 6.
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regularly assigned team’s geographical area on their normal days off.
This experiment lasted four months and it proved to be beneficial
in the fact that:

“l. The citizens enjoyed . more expedient service dues to officers
résponding to thelr c. .1s faster.

2. The citizens contacted were pleaséd with having officers assigned
in the same area on a continuing basis-.

3. The officers became more familiar with their geographical area.

4. The officers became more familiar with the persons associated
with their geographical area.

5. The officers enjoyed the ‘beat integrity” of their geographical
area,

6. Supervision was greatly improved by the fact that supervisors
were on the scene of many.situations more frequently than in
the past. ‘ ’

7. There was a spirit of camaraderie within the team which helped
the team during all its efforts toward the efficient policing of
that geographical area."’/ '

In January 1974, four months after it began, the department stopped its

team policing experiment.

"This Team Policing experiment had to .be discontinued due to the
insufficient number of personnel provided within our budget and.the
large size of the geographical areas to be policed. We were forced
to return to our old method which provided maximum deployment of
limited personnel. We recognize that the concept of Team Policing

is sound. We also recognize that the City of Santa Ana should return
to this method of deployment, however, we must have additional per—
sonnel in order to make the operation work effectively."8

While available manpower levels interferred with team policing, the depart-
ment regarded staffing as a major, independent problem.

"We have found that each city [we] reviewed had a ratio of two or
more sworn officers per 1,000 population. The City of Santa Ana
has 1.34 sworn officers per 1,000 populatior:r « . « « We must not
construe the request for additional manpower as a mere basis to
institute Team Policing. It is recognizéd that the City of Santa
Ana has fallen behind over the last decade in the police personnel

70 Ibid-’ pl 39- * . !
8- Ibido .

74
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required to perform the services demanded by our community. We must
take .immediate Steps to correct our defects and continue to assume
e the leadership role in the law enforcement community.™9

In May and June, 1974, the department submitted to the city council a

budget justification for needed increases in manpower and equipment, but--—
"'budget allocations were Far below those needed. '

allowances were not caused by city indifference, they were caused by
lack of available funds and, perhaps, a lack of appreciation of the
problems that the Police Departmeiit was experiencing."10

These shortages in

The unfavorable funding outcome produced a

nll

"serious morale problem throughout

the department.

Between August 1 and August 8, 1974, the chief held a series of meetings

with the city manager to impress upon him the crucial manpower and equipment

shortage within the department. Based on the meetings, the city manager

wrote a memorandum to the chief. This memorandum intfoduced the new Crime

-

Abatement Program and listed areas of concern to be analyzed.

"The specific areas outlined under the Crime Abat
the areas of data analysis, crime reduction propo
and implementation recommendaticns,

ement Program were
sals, cost -analysis
The department was directed to

In response to the memorandum, the department established a "Crime Abate-

ment Task Force" on September 15, 1974. Appointed to the task force were the

lieutenants in charge of patrol, technical services, research and planning,

traffic, personnel and training, investigations and community relations,

Other members included a patrol watch commander, a crime prevention sergeant,

9. 1Ibid.

10. Internal Santa Ana document entitled,
Planning and Evaluation,"” June 1976, p. 1.

1l. Ibid., p. 2.

12. Tbid.

"Community Oriented Policing

T i s,
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The task force elected to prepare four contingency plans with manpower
requests varying from a high of 203 in plan one to a low of 10l under plap four
which represented "maintenance of existing work loads."13 According to
Captain Thayer, the rough cost estimates were sufficiently high that Chief

' s . . to
Davis urged the formation of an independent citizens crime commission

; sup-
“verify the increased manpower needs and help generate more broadbase@ T

port, if warranted.
The citizens crime commission, established in October 1974, was directed to
prepare a report for the city council within 90 days. It ﬁas emphasized. that:
for pians sud programs. mor wae it o be deparcmsntally o cisy com
isgliignimazgspgzﬁgiizé + + « « The commission [was to] supply the

city council with findings and recoT?endations « o« « and neFessary
1"
changes 1n existing problem areas.

With the formation of the commission, the department established an
advisory team respénsible for "collection and presentation of information and
answering questions about dgpartmental procedures, prgblgms, ¢rime rates,
comparisons and recommendations - ."15 This group, with departmental sup-
port, also researched a variety of deployment agd policing methods including:

e PAR policing (Pool All Resources, used in»Cypress, California);
° the basic car concept;

. the line beat concept;

) the squad concept; . ‘

‘e . the ten~hour workday, four-day work week (4-10 plan);

¢ saturation patrol;

e officer pay incentives for reduction in crime ratef ga)system
employed in the neighboring city of Orange, Califormia).

- 13. Ibid., p. 3.

14, Ibid.
15. Ibid.

i
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"The department eventually reached the decision, however, that Team
Policing would be most practical for this city. Some of the reasons
for this decision were that the National Advisory Commission on
Criminal Justice Standards and Goals had recommended that all cities
experiment with Team Policing to determine its effect upon their
cities. Also, results of Team Policing projects -throughout the United
States and in California had shown definite reductions in crime and
increased effectiveness of the individual departments. The comparison
of effects of Team Policing versus other conventional policing methods
far outweighed any other policing method’s effectiveness."l6

In December 1974, the Crime Abatement Task Force submitted its plan to
the commission, recommending team policing and an 88~person increase. Even
with supporting equipment, the increase was modest in terms of the department
task force’s countingency plan. On Febrﬁary 6, the crime commission submitted
its final report to the city council endorsing team policing and the manpower
increases. The council accepted the Iiconcept and content" of the report on
TFebruary 18, 1975.

In March of 1975, several city council members and several departmental
staff visited the .Los Angeles Police Department to observe the team policing
operations of the 77th Street Division. "It was the conclusion of the
councilmen that the [proposed Santa Ana] program needed additional personnel
for a more substantial impact on the crime-problem."17‘ Accordingly, the coun-
cil added the following positions not recommended by the commission:18 .

e 4 lieutenants {field operations division--patrol)
. 1 solo motor officer (traffic)
o 8 investigators (general investigation section)

) 4 invertigators (special investigations section)

e 2 investigators (juvenile section)"

16. Ibid., p. 4.

17. 1Ibid., p. 5. .

18.  Addendum to the Citizens Crime Prevention Commission Revort,
February 1977.
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During this period, Santa Ana became aware of LEAA’s intended team polic;—
ing demonstration. After a March site visit by OTT and their consultants,
Santa Ana was told that its team policing concept differed in two respects
from the national model: Santa Ana had no plaﬁ to assign detectives to teams,
and did not plan to decentralize 24-hour respomsibility to team commanders.

By March, when the second site assessment visit had occurred, Santa Ana had
worked out an accommodation in both areas. The department agreed to assign
detectives to two of eight teams and to delégate 24—houf responsibility to
"area commanders" each respomsible for two teams. According to the May site
visit report prepared by the Public Safe;y Research Institute (PSRI), OTI's
contractor,

"There is a tremendous cofmitment to making the program worg

through a new philosophical stance which has its major emphasis on

comnunity service and involvement. The potential of the department

with the commitment, with its revitalized spirit, with its additional

resources, makes it a potential pacesetter for other departments."19

By May, the department began recruiting fo augment the patrol strength.

In June 1975, two of the four area commanders, appointed to take charge of

eight team areas, began to develop a detailed implementation plan. During

August, after appointment of the remaining two commanders, the department
was heavily involved in planning and training activities. A phased imple- -
mentation of pairs of teams began in October 1975 and proceeded over the

following four months.

-'19. "Santa Ana Police Department Site Assessment Report," prepared by
PSRI, May 2, 1975.
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D. THE FEDERAL ROLE

The Santa Ana Police Department was set upon the course of adopting neigh-

borhood team policing well before LEAA’s San Francisco Regional Office nominated

it as a candidate demonstration site. The site visit team, composed of an
LEAA Office of Technology Transfer (OTT) official and a Public Safety Re-
search Institute (PSRI) representative, made its first visit to Santa Ana
in March 1975 and found two features of the program not in conformance with
the demonstration intent. Santa Ana had not assigned team leaders 24-hour
responsibility because they wanted to retain the traditiongl watch stylé
of field management. Further, the department had not planned an assigning
"investigative, traffic, community relations and planning -respomsibilities
to the teams." LEAA considered these omissions to be disqualifying iness
some compr&gise position could be reached.

In the spring, members of the Santa Ana Police Department and the city
council visited the Los Anggles Police Deﬁartment. There.they observed
the team style of management that allows comﬁanders 24=hour responsibility.
This visit convinced the city council to provide additional funds for four
new lieutenants to serve as area commanders.

By the second LEAA site visit, conducted in May of 1975, Santa Ana had
agreed to aésign "investigative, traffic, community relatioms and planning
responsibilities to two of eight teams."20 In gractiée, this meant the as-
signment of two liaison detectives, still under aetective comﬁander, to the
two "ﬁull service" teams. ‘Traffic responsibilities remained largely cen~
tralized and the bulk of the community relation$ work was handled by civilian

public service officers .assigned to the team.

20. Report on May 2, 1975, Santa Ana Site Visit, prepared by Patrick
Gallagher of PSRI. .
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“The department’s compromises with respect to watch style and specilali-
zation, however, were deemed by OIT to bé sufficient and, later in the summer,
after the submission of its proposal, Santa Ana received its full service
neighborhood team policing grant.

The SAPD was awarded a $179,000 grant by LEAA to cover team policing
startup and transition expenses. fhe two largest line item amounts were
$88,551 for training and $68,858 for personnel. The remaining $21,591 was
for travel, local evaluation, equipment and supplies. The grant.funds were
expended as budgeted during the twenty—fout months of the demonstration
which started on July 1, -1975 and.officially ended June 30, 1977.

' Captain of Operations‘Charles Thayer directed the project and his time

on that responsibility was donated by the city. A portion of the LEAA grant
funds, $51,043, was used to pay the full-time 18-month salary and benefits of
one of the ;e;m lieutenants. He was assigned the combined role of project
coordinator and commander of the two full-service neighborhcod team policing
(FSNTP) demonstration teams. Another $17,615 was used to cover the lB—ﬁonth
salary and benefits of the team policing clerk typist/research assistant.

Most of the training portion of the award was applied to the preimple-—
mentation phase to cover officers’ time in traininé w@ich was billed at a
$10.00 hourly rate for 8,160 hours. The travel funds weré for sharing of
program information which entailed attendance at the technology transfer
conferences held by the other five sites. The evaluation funds were awarded
to Jack Kenney and Gary Adams, criminal justice professors at nearby Cali-

fornia State University at’Long Beach.
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E. DATA AVAILABILITY

Besides information contained in planning documents, monthly crime arrest
and case disposition reports, payroll rosters and assignment schedules, the
city budget, internal policy directives, and team files, we were allowed to
draw on the department’s extensive computeri;ed officer activity data system.

This tracks almost one hundred classes of routine police activity on a
per-officer basis, which in turn can be aggregated to form a composite of
watch, team area and departmentwide information about how patrol officers
spend their time. Changes in the way officers spend their time were expected

as a result of ;hé team policing intervention 'so we settled on the "patrol
.0fficer’s day" as a fundamental unit of analysis for the case study.
Additionally, The Urban Institute conducted surveys of citizens and
officers., - In the two-wave citizen survey about 100 randomly selected people
per wave were polled by telephone about their opinions concerning thée SAFD.
The first wave was administered in the winter of 1975-1976 and the second
in the spring of 1977.
The two wéves of officer surveys, which included about 100 per wave, were

administered in December 1976 and April 1977.

¢ IiI. IMPLEMENTATION OF ‘TEAM POLICING ELEMENTS

A, SUMMARY OF ELEMENTS

Twenty elements identifiéd by The Urban Institute in a review of the team
pqlicing literature are used to describe the team policing program in Santa
Ana, These 20 elements are listed in Table 1 along with a brief answer to
each of the following questions:

. Was the element operational prior to the team policing grant
application? - ) :

] Was there a plan to iﬁplement the element during the demonstra-
= tion period?

e What was the source of the plan?
® Was the element implemented during the demonstration period?
The SAPD achieved a degree of implementation for 16 of the 20 elements

associated with the federal team policing program. Most of the elements were
conceived locally as part of the city’s massive crime abatement program
rather than by LEAA intervention. The SAPD plans to retain most of the ele=-
< ments of its program.
Santa Ana established eight team areés coyering the entire city, a

total of 27 square miles. The area boundaries seem to honor existing neigh-

borhoods and are balanced in terms of police work load. Two team areas on

the city’s west side were earmarked as the demonstration teams.

25
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TABLE 1: SUMMARY OF SANTA ANA POLICE DEPARTMENT EXPERIENCE WITH IMPLEMENTATION OF TEAM POLICING ELEMENTS

B .

Has The Ele~ Waa There A Yhat Yas Was The What Are '
ment Operational|Plan te Imple~] The Source Element Plans For .
Element Ho. Deacription of Elements In Prior To Team ment The Qf The ‘Implemented Poot Grant !
in Federal . Federal or Local Policing Grant |Element During Plan? During The Use Of Comments '
Hodel Team Policing Hodel Application? |Tihe Demonstra- Denmonstration Element? ;
tion Pertod? Period? i
i Define Nefighborhood Ho Yes Local Plan Yeo Retain Entire City !
Boundaries for Team Arcas Covered By '
Eight Teams i
2 Eatablish Teanms of No Yes Los Angeles Yes Retain Team Size Be- !
20 to 40 Pecsonnel Police twveen 22 and 25 }
Departuent |
. '
3 Teams Deliver Services in No Yes Local Plan Yea Retain Low Crossover Rates 1
Mefghborhood Only ° !
& Training for Team Policing Yea Yes Local Plan Yes ‘Retein Large-scale Preim- !
plementation Training; :
Small-scuale Post- !
{mplementation trainin !
|
5 Agsign Detectives to Teans No Partially LEAA Partially Drop Detective asaigned !
Liaison To Teams For '
Demenstration Pertlod !
~ .
6 Detectives Train Tean No Yes LEAA Yes Drop Patrol Offlcers Rotatles o X
Officers Through Detective |
~ Division During !
Demonstration :
'
’ 4
7 Team Officers Conduct A Mostly Yes Local Plan Yes Retain Slightly Expanded '
Degree of Investigation Investigation Role N
For Team Officers $
!
8 Huke Lxhkagca With Social Mostly Ho Hot Mo, predemon~- None ;
Service Agencles : Applicable stration X
. policy .
. continued ’
9 Hake Systematic Referrals Hostly No Hot No, predemon~ Hone .
Applicable stration
: policy .
continued .
10 Emphasize Service Activities tes No Rot Partially Retain
. Applicable

il Use Street Stopa, Fleld Inter- No No Hot No None Street Stops More

rogations Sparingly Applicable Than Double During

The Demonatration
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TABLE 1 CONTINUED:

SUMMARY OF SANTA ANA POLICE DEPARTMENT EXPERIENCE WITH IMPLEMENTATION OF TEAM POLICING ELEMENTS

HWua The

Was The Ele- Was There A What Was What Are
ment OperationaljPlen' to Imple~}{ The Source Element Plans For
Element Ho. Description of Elements In Prior To Team ment The Of The Implemented Pcat Grant
in Federal Federal or Local Policing Grant |Blement During Plan? During The Use Of Comments
Model Team Policing Hodel Application? {The Demonstra- Demonstration Element?
) tion Period? Period?
Co12 Emphanize Foot Patrol No " o Not Yes, in Retain Limited Foot Patrol
. Applicable gome areas .
of the city
13 Encourage Coumunity Contacta No Yas Local Plan Yes, Retain Massive' Public
but not as Relations Campaign
intended Implemented "Block
Captatn" Program
14 Establish Continuity of ~ No Yes LEAA Partially Retain 1-1/2 to 2 Year As-
Assignment to Teams : signments to Teama
i5 Deploy Personnel Baaed On Partially Yes Local Plan Yes Retain Even Distribution
Crime and Service Demand 0f Personnel In Terms
' of Crime and Call
For Service Demand
16 Decentralize Authority/ No Yes LEAA Yes Retain Teaw Commanders As-
Accountability to Team Leader ' signed 24-llour Respon-
' \ sibility for Area
17 £lininate Quasi-Military Style to No Not No None
of Coummand Applicable '
18 Use Participative Management td Ko Yee LAPD Yea Retain
Sat Objectiven, Plan.and Evalu-~
ate Team Performance
19 Set Incentives Compatibla No Yes LAPD/ Yes Retain Rating As Team
Hith Team Policing Local Plan Membera Included With
Performance Evaluation
20 Increase Team Interaction and Hot Partially Local Plan Yes Retain More Opportunicy
Information Sharing Applicable For Interaction
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Each week during the demonstration, one pétrol officer from the teams ro-

=

The eight teams are evenly staffed with between 22 and 25 persommel per tated to the ID. The officer spent a day in each of the five major ID squads:

team, In a team, the standard complement is three sergeants, three senior property theft, auto theft, crimes agai?St persons, juvenile and vice.

officers, six crime scene investigation specialists, ten to twelve officers, Team patrol officers were given a slightly expanded role in follow-up

1. ) : »
and one or two civilian police service officers. The teams are commanded investigation. The new responsibility was for malicious mischief under

by four lieutenants, each has overall responsibility for an "area" which $1,000 and petty thefts under $100--excluding bicycles. In addition, offi-

consists of two teams cers were required to recontact victims within five days after initial con-

There was a concerted effort to restrict delivery of services by team tact where a preliminary investigation report was taken, regardless of crime

officers to their assigned neighborhoods. The effort had an impressive re- classification. Officers resisted the recontact requirement which was viewed

sult, 94.1 percent of the requests for service were answered by cars assigned more as a public relations device than as an investigative improvement.

Before the implementation of team policing, the SAPD had well established

to the appropriate area.

links with social servicé agencies and procedures for referrals. Also, coin-

In conjunction with team policing, Santa Ana launched a major éraining

program that started before it was selected as a demonstration site. The cident with the team policing, a major in-house juvenile diversion unit staffed

with a psychologist and three probation officers was established to divert

bulk of the program spanned almost a year and entailed 16,000 hours of training

for managers, supefvisors, and all line personmel involved directly in team juveniles from the criminal justice system. The diversion unit was credited

. . ) ) > . F - :
policing. The University of Southern California, the Coast Regional Training with relieving patrol officers of burdensome post-apprehension processing

‘

Center, a local junior college, the training uhit of the SAFD, local municipal of juveniles.

. ; .. There was no pl o t me service activiti c "fami
and elected officials, and the team managers and supervisors administered mo plan to alter nonmeri rvie ivities such as "family

o 1

problens, neighborhood problems," and "public hazard,”" as part of team polic-
P

the training.

. R . R . ng. Nevert mcde i e i vice vitie
Two residential burglary investigators were assigned liaison responsi-~ ing rtheless, there was a mcdest. Increas in‘these service activities

. by team officers. 1 i ' t of t t ’ -
& bility to each of the two FSNTP demcrstration teams; actua; assignment to y fficer Also, block meetings generated as par Pf he team’s commu

a team did not occur. The investigators remaiﬁed stationed in investigation - B ity outreach effort provided a'forum for publicizing services like home secu-

. \ . . rity inspections v i and - va i ¢
division (ID) offices and were supervised by their regular sergeant. The ’ P » crime prevention seminars an cation checks which were

formal liaison was said to be a way zf improving detective/patrol coordi- mostly provided by the community relations section.

»

nation and was expanded to include the other members of the residential There was no attempt to limit the use of street stops and field interro-

burglary squad and the other teams. Regardless, it was drOppea after the gations, In fact, the number of field stops increased about two and a half

»

_demonstration. _ti?es under team policing. In large measure,‘the rise ;eflected a combination

Jebie,

T ® . . . ¢
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of the increa§ed field strength,.and the frequent use of field stops, a type
' =‘of*patroi'which is a tradition with the department and throughout most of
California.
Although there was no explicit written plan to implement expanded
foot patrol, it was reserved as an option available to teams when adequate
coverage of routine calls &as assured. The teams, particularly team five
located in>the old downtown section, made use of the option. As a result,
there wés an overall increase in foot patrol during the team policing
demonstration.
There was a three-pronged effort to encourage community contacts: a mas-
sive public relagions campaign, an intensive block captain and community
-watch recruitment project; and increased citizen contacts by officers. All
tbree tactics were productive, but officers resisted adoptihg a leading
role in the biock captain/community watch effort as was planned. Instead,
civilian police service officers assigned to the teams organized the re-
cruitment meetings. Officers attended the meetings and étepped up informal
contacts with citizens while on duty. The public ;elations campaign was
. carried out by an industrious civilian community service officer assigned
to the community relations section.
Some attentipn was given to establishing continuity of team assignments

3 during ‘the demonstration, but the commitment was tempered by two provisions:

¢ Maintaining continuity of assignment should not interfere with
’ promotional opportunities; or, :

® Maintaining continuity should not bleck the department’s need
to f£ill openings with officers possessing specialized skills.

~About 35 percent of officers originally assigned to teams transferred

during the first year of the demonstration. Transfers between teams accounted

for 10 percent, and 25 percent was accounted fur by transfers elsewhere in

Laman
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the department or germinétiou. In addition, the SAPD recently announced plans
to rotate 50 percent of its officers between teams every one and a half to
two years,

As part of the team policing implementation, work load in terms of calls
for service and crime was expected to be evenly distributed among the teams.
Since team complements were to be about equal, the team areas were divided
so as to equalize work load. This goal was achieved as evidenced by calls
and crime distribution data. Additionall&, the distribution of work load per
shift or watch was more evenly balanced during the demonstration period.than
it was before under the traditional watch style of deploymént(

The SAPD’s original plans for implementing team polic;ng did not call
£or assigning 24-hour team area respoﬁsibility to a single lieutenant. The
LEAA site visit assessment and a visit to the Los Angeles Police Department’s
77th Street Division team policing operation resulted in a changed local plan.
Four new lieutenant positions were created and two of the four sergeants pro-
moted to £ill the positions were assigned as‘team commanders with 24-~hour
responsibilities. The other two team commanders had been assigned as watch .
comﬁanders before reassignment.

New and expanded roles for sergeants and senior officers were also
introduced in conjunction with team policing. There was a decrease in the
ratio of officers to supervising sergeants which meant a tighter span of
control.

Santa Ana’s team policing program was not aimed to aifect or eliminate
a quasi-military style of command, but there was a move to set incentives
compatible with team policing. An assessment of the individugl's contribg-

tion to the team’s goal-oriented programs and achieving team and personnel
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v : e eval-
objectives was institutionalized as part of a new quarterly performanc

vation rating system.

The SAPD inaugurated a system of Management—by-Objectives/Management—by—

LAPD’ the
Participatdion (MBO/MBP) that’ was based on the LAPD s model. One day of

tion
consistent with preestablished department goals such as 10 percent reduc

i i rkin
in crime. Throughout the demonstration, team meetings of officers wo g

-A I - - ll
the same watch were held frequently in conjunction with regular roll ca

of
meetings. After the first quarter of the demonstration, the commander

about
operations settled on unscheduled, verbal follow-up reports from teams

' 4 i reports
progress toward achieving objectives, rather than regular, written I€p

as originally intended.

; ase
SAPD planned that interaction and information sharing would increa

- or—
because of daily contact among fellow team officers. As expected, the opp

: i ; i : - of team
tunity for interaction and information sharing increased as part

' all
policing. The jmplementation of meetings of team members after roll ¢

; ' assists.
was accompanied by an increased number of field conferences and 4

B. TEAM AREAS DEFINED IN TERMS OF
NEIGHBORHOOD BOUNDARIES
(ELEMENT #1)

In the early 1960s, Santa Ana was divided into ten patrol beats. Over

i i date the
the next eight years, the number of beats increased to 15 to accommo

{ncrease in pepulation and growing size of the patrol force. -In addition,

' ' ior thoroughfares
the department added two "]ine beats" encompassing single majo g

- i -—
through the city. Im late 1973, Santa Ana inaugurated its first team polic

y £ i five
ing experiment dividing the Cit into thl‘ee team areas, ea.ch Contalning
2
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or six beats and one line beat. As mentioned above, this deployment configu~-
ration was abaudon;d due to insufficient manpower.

Between September and December of 1974, the department’s Crime Abatement
Task Force fixed the team area boundaries ultimately.implemented in the demon-
stration. According to department sources, tﬂe boundary configurations were
weighed very carefully, considering the following factors:

X Team boundaries were drawn to encompass one or more areas that
residents perceived as natural neighborhoods. This strategy

was considered important to.the potential success of the block

captain program and instrumental in the effort to maintain area
security.

e An effort was made to balance work load (the volume of criminal
and service calls) among team areas.

. Insofar as possible, team boundaries were drawn to coincide with
natural geographic barriers such as the Santa Ana River.

Based on these factors, the city’s 27 square miles were partitioned into
elght team areas. Population and demographic characteristics of the team
areas are shown on Figure 3.
While the department established eight team jurisdictions, the command
structure was superimposed over four areas, composed of two te;ms each. Instead

of each lieutenant being responsible for one team-~the more traditional neigh-

‘borhood team policing arrangement~~the four lieutenants were each made respon-—

sible for two teams. Team areas were further subdivided into a varying number
of districts.

Te;m area one, located west of the Santa Ana River, contgins three dis-
tinct Mexican neighborhoods: Progresso, Silver Acres and Santa Anita. :;ﬂ,
Besides these neighborhoods, the area is commercially developed along the !
central arteries. The area is well organized politically and has a repu-

tation for high antipolice sentiments.

) : s ' g N — ey
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TEAM AREA

% Mexican: 31
% Black:a 5
7% Other: 65

Total City Population: 179,499

City Size: 27.3 sq. mi.

(a) predominately white

(2)

opulation: 18,511
of City: 10
74 Mexican: 28
% Black: 5
Other: 67
Size: 3.2 sq. mi.

(1)

Population: 25,368
%4 of City: 14

% Mexican: 28

% Black: 2

% Other: 70
Size: 3.0 sq. mi.

(6)
Population: 29,227
%z of City: 16

% Mexican: 34

% Black: 16

Z Other: 50
Size: 2.3 sq. mi.

(3)

BOUN DARIES

- (4)
Population: 18,793,
Z of City: 10
7% Mexican: 7
% Black: 1
% Other: 92

Population:

18,121

% of City:
10

%Z Mexican:
40

% Black: 2

% Other: 58

Size:

2.2 sq. mi

Size: 3.0 sq. mi.

(3)
Population: 175T25
% of City: 10

7 Mexdican: 42

% Blaclk: 2

% Other: 56
Size: 2.3 sq. mi.

Population: . 21,402
%z of City: 12
Z Mexican: 35
% Black: 1
%Z Other: 64

Size:

(7)

Population: 30,902
%z of City: 17

Z Mexican: 14

% Black: 5

% Other: 81
Size: 6.4 sq. mi,

(8)

4.9 sq. mi,
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Team area two, located in the northeastern portion of Santa Ana, has a .
C. TEAM STAFFING: 22 TO 25

divided character. The southern portion of the team area contains a Mexican (ELEMENT #2)

neighborhood called Artesia, while the northern sector is primarily an upper

: . Staffing for the four "areas" was phased in gradually in late 1975 and
« middle class white neighborhood. The entire area is mostly residential. ‘
early 1976. Area A, containing teams one and two, was staffed by October
Team area three, located in central Santa Ana, contains the "new ‘
1975; area B, containing teams three and four, was staffed by November; and

downtown'" district. It 1s a commercial area, service-oriented, and contains . )
area C and area D, containing teams six and seven and teams five and eight
a variety of municipal and county office buildings. The Santa A4na County

respectively, were operational by December 1975.

jail is located in team area three. Also in this area there are scattered '
Table 2 illustrates team staffing, by ramk, as of July 1976. It shows

Mexican neighborhoods.

: that team strength varied within a narrow range from 22 to 25, fully compatible
Team area four, located in the northeastern corner of Santa Ana, contains

with the federél'guidelines on team size. For the three watches, respec-
an affluent, predominantly white residential neighborhood. There is some )
. tively, the average number of sworn personnel per team was 6.2, 7.7 and 8.5.
commercial development along major arteries. The area produces the least '

'Two of the eight teams (teams one and two) were designated .as "full service”
demand for police service.

- teams. They differed from other teams only in that detective liaison per-
Team area five, located on the eastern edge of Santa Ana, is referred .

' sonnel were assigned to support team investigative efforts.
to as the "old downtown." It contains middle class Mexican neighborhoods

and ‘a commercial district which has "gone to seed.” It is a high crime

area -and a focus for drug and vice enforcement activity.

Team area six has a black middle class residential neighborhood, with
* TABLE 2: TEAM STAFFING--JULY 1976
some commercial development along major thoroughfares.
¥ . Area A Area B Area C Area D
Team area seven has experienced a greater growth rate in recent years (47) (47) (47) (47)
Rank
. than other sections of Santa Ana. It is the least populated area and con- Team Team|{Team Team|Team Team|Team Team
. . 1 2 3 4 5 6 7 8
tains some new residential developments, several industrial parks and some
Lieutenants 1 1 1 1
farmland.
' ) Sergeants 3 3 3 3 3 3 3 3
Finally, team area eight, located on the southeastern corner, is composed : Officers 17 20 | 21 18 } 22 18 | 18 21
' . ) Other 2 2 1 1] - 1 1
of an old residential Mexican community named Delhi and some light to heavy b ) — _
Total 22 25 {25 22125 22|22 @24
industry.
Source: Payroll Schedules, July 1976
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The teams work eight and one-half hour watches which are staggered to
provide an‘orderly duty changeover from watch to watch, Teams one, three,
five and seven start each tour one‘hour before the other teams. The watch
schedule is shown on Figure 4.

Of major importance is the fact that the inauguration of team policing
was accompanied by a major increase in field personnel. Between July 1975
and 1976, 75 officers were added to the patrol division. When interdepart-
mental transfers and terminations are accounted for, the net increase in
patrol strength was 58 ﬁen during FY 1975-1976, a net gain of 35 percent over
the prior year. Table 3 illustrates the increase in patrol stréngth, by
watch, between January 1974 and July 1976.

Departmental personnel view team policing and the increased staffing as
inextricably tied together. As one officer said, "To us, they are all part
of the same package:" In fact, there are strong indications officers think‘
the added complement will effect the outcoﬁe of the demonstration. Ninety-
two percent of patrol officers surveyed in December of 1975 agreed to some

extentl with the following statement: "If the neighborhoad team policing

TABLE 3: AVERAGE STRENGTH AND PERCENT CHANGE, BY WATCH AND RANK,
JANUARY 1974 and JULY 1976

January 1974 July 1976 Percent Change
Rank Watch Watch Watch
I 11 11T I 1T III I II TIIT
Lieutenants 1 1 1 1 1 1 0 0 0
Sergeants 5 5 5 8 8 8 +38 +38 +38
Qfficers 31 26 45 42 54 60 +26 +52 +25
- Total 37 32 51 51 63 69 | +28 +49 +26
Source: Patrol Monthly Work Summaries

. 1. Includes "strongly agreed, agreed, somewhat agreed."




: e oot S ettt - R . gy
Z 4 t ¥ s
{
%
5 -
) TIME OF DAY .
waTw* 222 0 1 2.3 4 5 6 7 8 9 o 11213 14 1546 1718 19 2023 22 23 A
fA -_— ! } !
: I A—I
i 1 | t |
i —_— / \ [ |
" A N 1' |
s — \ - f
S L A |
B ’/Roll Calls\\ : [ ,
L 30 Min, | NOTE: Station watch personnel attend odd-number teams' .
! /1/5 1\5\‘ roll calls and meet with station commander or b
; - . supervisor during team meeting perilod.
| General In-
i terest Matters Meetings *"A" 15 odd-number teams--obne, three, five and seven--and
; ' : "B'" designates even—-number teams--two, four, six and eight.
Source: "FIELD OPERATIONS ORGANIZATION,' SAPD.
|
; R FIGURE 4: SANTA ANA POLICE DEPARTMENT DUTY SCHEDULE~-JANUARY 28, 1976
B :
e
i
i
!
Hiy -
- “ ’ ' )
‘i;‘
4 Bt - i s yine e o s s o U G : - R N

It

j’



Va

39

program is successful, it will be largely the result of putting more men and
equipment on the street." By April 1977, the date of administration of the
second wave of the patrol officer survey, this opinion was unchanged.

The officers hired by the department and placed on teams were by and
large lateral transfers. Most are certified California Peace Officers with
field experience, not "rookie cops." Many were hired through Project MORE--
the Minority 0Officer Recruiting Effort-—-and ten of the new hires speak
fluent Spanish.

As input to team assignments, each officer was asked to complete a -
questionnaire stating his shift and district preference. vAssignment pref-
erences were solicited after team commanders were selected but before ser-
geants were chosen. Officers were also asked to rank their preferences with
respect to type of duty, including uniforﬁed pat?ol, cormmunity relations,
planning and training. Finally, officers were asked to describe special
skills including academic training, fluency in a foreign language or special
knowledge of a neighborhood which might havé bearing on the team assignments.

(Appendix A contains the officer assignment preference form.) To a large

degree, assignment preferences were honored, except where special skills or

interests required filling a nonteam departmental need or where competing

preferences had to be resolved by seniority.

Captain Thayer, former operations division commander, appointed the area
lieutenants during the summer of 1975, Every‘éffort was made to select men
whose skills suited them to working in their particular area. For example,
one lieutenant, known for his excellent relations with the black community,
‘was appointed to the predominantly black area. Officer assignments also

took account of racial and ethnic sensitivities. Questions on the officer

ey
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assessment preference form included the "ollowing: "Are there any districts

which, because of ethnic makeup, you wish to avoid? (Please be candid.)"

Team headquarters was established adjacent to Captain Thayer’s office in
the main police building located in team area j:hree.2 The department did not
set up free-standing storefront operations, but offices in Santa Ana’s chain
of mini-city halls were made available for team activities. These offices

were never formally staffed as were storefronts in other demonstration cities~-—

they served as sites for occasional meetings. g

D. SERVICE DELIVERY CONCENTRATED IN TEAM AREAS
(ELEMENT #3)

Services delivered by patrol changed in two ways during the team policing
demonstration. The teams were largely successful in concentrating delivery
in team areas. In addition, they divested some time~consuming report writing,
traffic accident and juvenile post=~arrest processing duties.

The Santa Ana plan, which was used as an implementation guide, estab-—
lished the rules under which geographic integrity was to be preserved. The
plan provided that "units assigned to patrol within the district shall not
ordinarily be requested to take calls for service outside the district."3
Two exceptions, emergency coverage and lengthy backlog, were defined.

"If there is an incident which the dispatcher believes is an

.emergency . . . then the dispatcher may require a Team Member to
leave the District to handle a call in another District.  If the
backlog on non-emergency calls is over one hour, or if a contin-

gency dispatch plan is in effect . . . then Team Members may be
assigned to non-emergency calls out of their District."4

2. During the summer of 1976, team headquarters was moved to an annex
adjasent to the main SAPD facility in order to make room for the department’s
nev 'Command and Coantrol" center.

* 3. Santa Ana Plan, p. 5l.

4, TIbid.
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The increased patrol strength associated with team policing’ placed éome
considerable strain on the communications center. The number of written re-
ports to be handled tripled over the predemonstration year, and the use of
dispatcher air-time increased dramatically (85 percent). Additionally, the
increase in activity coincided with the reorganization and remodeling of the
communications center.

Despite the increased activity, the disorganization due to remodeiling
and the new dispatch rules associated with team policiqg, Santa Ana was able
to establish and maintain geographic integrity. As illustrated in Tab;e 4,
the average '"crossover rate" (rate at which cars from one team answered calls
for another team) for all teams was 5.9 percent from September 1976 through -
February 1977. Table 4 shows that the team crossover raées varied between
5 percent and 8 percent and remained quite stable over Fime.

Many of the new hires were 2lso new to Santa Ana, and while they were able
to familiarize themselves with their own team area, their knowledge of other
team areas was limited. As a result, they felt "insecure" when called to
cover an emergency in an adjacent area. The 1976 Annual Repoft describes
two approaches to solving the problem.

"One approach to this problem was initiated in one Area in June 1976.
The team leaders of adjacent teams simply agreed to work one week
trade wich individual officers, thus allowing each officer to have
some limited geographical training in an adjacent area. This did pro-
vide some relief to the problem, but it was not generally worked
throughout the city."?

' “Approaching the problem on a city wide basis it has been determined
that in 1977, a rotation policy for training purposes will occur.

This policy will have eight officers a month rotating inte different
areas, During that rotating month, the officer will spend two weeks

5. Picco, Lt. James and Pitzer, Sgt. Larry. "Santa Ana Police Community~
Oriented Policing Annual Report, 1976" (undated).

: Area: A B C D
DATE | Team: [T, | T, T, | T, T, | T, T, [ Tq
Sept. 1976 5.7{ 6.5 6.6 7.0 5.5 5.5 7.7] 7.7
Oct. 1976 3.9] 4.9 4.1] 5.3 4.7] 5.1 7.1 7.7
Nov. 1976 3.4] 4.8 6.6 6.3 7.41'5.5 10.9} 5.6
Dec. 1976 4.9] 4.4 7.6| 7.3 6.8] 6.9 10.0{ 6.0
Jan. 1977 1.9] 5.3 6.4 4.4 7.0f 44 7.1 4.0
Feb. 1977 3.11 5.2 3.6] 5.7 6.4] 6.6 7.4 6.1
| Average Per Team; 3.8 5.2 5.8! 6.0 6.31 5.7 . 8.4] 6,2
All Team Average: 5.9
Source: SAPD Dispatch Data
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TABLE 4: CROSSOVER RATES IN PERCENTS, BY TEAM, SEPTEMBER 1976 TO FEBRUARY 1977

approximately in each team with that area. At the month’s end, he
,will then return to his assigned team. This will be a continuing
policy; hopefully allowing as many officers as possible to be
trained in areas other than their permanently assigned district."6

Finally, under team policing, patrol officers were relieved of some re-

sponsibilities formerly handled by patrol. Théy relinquished responsibilities

" for handling traffic accident investigations and post~arrest processing of

juveniles. In addition, report writing activity was somewhat curtailed. At

the start of the demonstration, the number of minor incidents for which written
reports were required, such as "domestic disturbances” and “citizen~assists,"
decreased. Although team policing entailed some new responsibilities--follow-up
in;estigations for certain crimes and inereased crime suppression activity~;some

‘construe team policing as "more men to do less work.™

6. 1bid., p. 27.
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E. EXTENSIVE TRAINING FOR TEAM POLICING

seemed to create an interpersonaiAimpaCC. Participaﬁts repdrted that the
(ELEMENT #4) .

~“seminars encouraged a "nmew level of openness, both vertical and lateral."

Training for team policing was extensive and expensive. It entailed over Phase 3: By August 1975, the initial draft of the community-oriented

16,000 hours for department administrators, managers, team sergeants and team team policing plan was drafted by the first two lieutenants appointed team

» »
officers. About half of the cost, or $81,600, was covered by the LEAA demon- commanders. The plan was designed to function as a training aid and a pro-
stration grant, The other expenses, mostly officer overtime, were paid for gram implementation guide. In sketching out the first draft, the lieutenants
by local funds. relied heavily on the Los Angeles Police Department Team Policing Planning
Training for team policing in Sarta Ana began in January 1974, well before Guide. The draft plan contains an overview of team policing and a comparison -
a federal team policing demonstration was considered. Each phase is outlined of the "old method" and the "new method" presented here as Figure 5. The
briefly below. The LEAA grant funds were applied to phases 5, 7 and 3. draf? also desc;?bed assignments, workload, radio procedures, shift hours,
L ér;m foairy o May.1974, addicicaal ciime scene investigators %# ' community relations functions, and supervisory principles.
. and traiﬁing officers were certified in preparation for departmental expansion ‘éi .Ehéii—ii During the summer of 1975, the department engaged in procure-
énd‘team policing candidates for crime scene investigation received in-house ;i ment procedu?es to select the depgrtment's outside training contractor. A
t;aining inhérime scene search, evidence handling and court testifying. Some ﬁ, sqall contract was megotiated with the Coast Regional Training Center to pro-
.new "training officers" responsible.for on-the-job training of new hires f? vide support for preimplementation trainiﬁg focusing on managing f°r'FESUltS-
were also certified. The relationship between new hires and traininé offi- :ii Phase 5: In late September, the Coast Regiona} Training Center conducted ‘
cers was zuch like an apprentice to a journeyman.z Training officers super-~ ‘% ‘ a series of three-day training sessions for lieutenants, sergeants and senior
vised and monitored new hires, sometimes working directly together on se- i officers. The principal thrust was to educate participants in the elemen;é
lected assignments. ' v of team policing and to teach them how to train the men who would be under
their command. The sessions involved a total of 672 student hours. -

Phase 2: In May of 1975, the first team bﬁilding retreats were scheduled.

’ : e A , ,
Retreats consisted of three 3-day seminars administered by the University of i When this prucess was complete, the Coast Regiomal Training Center

Southern California at the Highland Springs Resort near Los Angeles. The supervised the department’s team member orientation. Officers received four

sessions were attended by the chief and a mix of captains, lieutenants, intensive days of training. The first three days were devoted to a detailed

and sergeants. The seminars were devoted to a critique of the February 1975 ‘f ' examination of the draft plan. The last day was set aside for setting team

crime abatement program plan, a discussion of probable problems in implement- and district objectives which were required to coinecide with the overall de-

ing tsam policing and possible solutions to problems. The meetings also partmental goal of reducing Part I crime by a level of 7 to 10.percent. .

’ B e S e ST e T R B 0 Ll i : e : R oo ]
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OLD METHOD NEW METHOD

1. Smallest patrol unit has 100-250 l. Team has 20-40 officers.
officers. : :

2. Quasi-military supervision. 2. Professional supervisors with

' consultation, setting of objec-
tives, encouraging suggestions,
in-service training.

3. Shift responsibility (8 hr. tours) 3. Team commander responsible for
with only one unit commander all aspects of police service
responsible for arcund-the-clock . on around-the-clock basis.
operations.

4, Assignment of the first available 4, Team provides all services for
car to call for police service—-— its neighborhood. Team members
priority for emergencies. are sent out of neighborhoods

. only in emergencies.

5. Officers rotated to new divisions 5. Officers given extended
or assignments. assignment to a neighborhood.

6. Special police units (detectives, 6. Special police units inform

* tactical) operate in neighborhood themselves of team goals.
without informing local patrol.

7. Community relations used as an 7. Community relations as an es-
"image builder." sential patrol function planned

by team commander consisting of
on street contacts and attendance
at various community groups.

8. Reactive policing (responding to 8. Decentralized planning (crime
calls) or aggressive policing analysis, use of plainclothes).
(stop and frisk).

9. Centralized planning (innovation 9, Decentralized planning (innova-

through orders from chief or
other important officials)

tion by team commanders, subject
to review by their superiors).

Source: Community-Oriented Team Policing Training Outline, p. 2-3 (undated).

FIGURE 5:
TEAM POLICING METHODS

SAMPLE TRAINING MATERIAL:

A COMPARISON OF TRADITIONAL WITH

. "management by participation.”
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]

:» The seminars were presented as a cooperative effort by representatives

_ from the Coast Regional Training Center, members_&f‘the department and city

officials including the mayor. The agendé differed soméwhat from team to

team. Specific topics included "management for results," "organization of a

.community watch,”" "strength management deployment," "crime prevention" and

The sequence of team training coincided with
the order in which teams were to be phased into operation.
Phase 6: The department provided in-service training which took the

form of discussion of new training bulletins during roll call sessioms.

The implementation plan calls for "increased supervisory training" and
g

. stresses trainihg in three areas related to team policing: -marcotics,

jhvenile and post-arfest processing. From January 1975 through December
1976, roughly‘one-fourth of the 43 training bulletins issued dealt with
these topics.

Phase 7: In the spring of 1976, the SAPD conducted A second team.
building retreat for supervisors patterned after tge one conducted by the
University of Southern California a year before. Two separate groups
of 35 each spent two days and one night at the Highland Springs Resort,
a total of 1,680 student hours. The sessions were administeced by an
appropriately trained member of the department and each session was split
into three small groups which appointed their own leaders. The grsups
were tasked with identifying and ranking the severity of problems asso-
ciated with operating in the team policiag mode. Tentativé solutions were

discussed and followup action taken after the seminars. Problems were.

" identified in the following areas:
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e fragmentation e public contact

® supervision e disciplinary action transfers

e investigation e personnel worth

o vehicles e ‘transfers

e word processing e utilization of nonsworn personnel
] communications e administration

° training o unequal work loads

In general, training has been perceived as too "reactive." Officers felt
training should anticipate and foresta;l problems rather than attempt to cure
them. Officers also felt that supervisors providing the trainigg were not
sufficiently skilled and kaowledgeable. Supervisors® training performance
was characterized as '"the blind leading the blind."7 As description of-
problems discussed at the retreat is presented as Appendik B. °

Phase 8: 1In December 1976, the department sponsored a series of one-day
seminars for team members at a local motel. The sessions were attended by
the chief, Captain Thayer, team members, police serv;ce officers and a facili-
tator, and involved 2,232 student trainiug houfs. According to omne partic-
ipant, they covered topids ranging from proper éare for grime scene search
equipment to developing a feam'notebook of Rnown and suspected burglars
to improve interwatch communication.

The grant budget proposed an $81,600 expen&inure for 8,160 hours of
-training, supplemented by $2,950 to produce or purchase materials like films,
slideshows, crime prevention literature, etc. The department greatly exceeded
the proposed §,000 hours of training--more than 16,000 hours of training re-
lated to team policing was provided between Jaﬁuary 1, 1975 and December 1976.
Support for the added training in the form of overtme pay for trainees was

drawn from local funds.

. 7. Team Building Workshop, 1976, p. 3.
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F. TWO TEAMS GET LIAISON DETECTIVES
(ELEMENT #5)

The original crime abatement plan, developed in late 1974, does not
mention the assignment of detectives to teams. In March 1975, OTT’s site
visit consultant, the Public Safety Research Institute, c;ted the absence
of a plan for assigning detectives as one of the deficiencies the depart-
ment must correct were it to be considered a teaﬁ policing demonstration
candidate. Accordingly, Santa Ana‘s grant proposal was adjusted, stipulating
that detectives would be assigned to two of the eight teams-—fhese two' teams
would be designated "full service" teams. The March 1976'plén provided a
more detailed expression of intent. The duties of assigned detectives were

listed as follows:

1. Coordination and liaison between their teams and Investigators
of Gemeral, Special and Juvenile Investigation Sections.

2. Will comduct investigations which can normally be confined to

their assigned area. )
a. The amount of time an Investigator spends outside of his

assigned area should be kept to a minimum.
3. Conduct such investigations and inquiries as assigned by Team
Leaders or Area Commanders. ‘ :
.a. Follow-Up Investigations in special situations as required.

4. Assist in the training of team members to improve patrol offi-
cers’ investigative techniques and abilities.

5. Provide team members with information concerning crime and
criminals in their area.8

However, detectives were not assigned to teams as planned. Instead, the
department assigned two members of the residential burglary squad to perform

"investigative liaison" duties for teams one and two. The investigators were

8. Community-Oriented Team Policing: Implementation Plan, 3rd Editiom,
March 1976, p. 18. '
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members of the investigative division (ID). They maintained offices in the ID
and were supervised by an ID sergeant. Team officers” preliminary reports on
burglaries were routed to the investigators, who provided direct assistance

to the officers, when needed;, bypassing the supervisory structure. Gradually,
and without extermnal departmental prompting, the fivé other members of the
burglary squad began to set up parallel relationships with teams three through
ejght. Over time, the squad adopted the practice of assigning cases by team
area, not b} rotation or availability. This spontaneous shift testifies to
the investigators’ feeling that they were imitating a successful, efficient

innovation. Regardless, the department chose to scrap formal detective/

team liaison after the demonstration.

- G. TEAM OFFICERS TRAIN WITH INVESTIGATION DIVISION
- (ELEMENT #6)

Training by detectives 1is not mentioned in the original task force plan
or in the crime commission report. The proposal briefly characferized detec-
tives as a "training resource'" and the implementation plan lists "assistance
in training" as one of the duties of area investigators.

In the early stage of the demonstration, patrol officers from teams one
and two participated in a one-week rotation, working with the team liaisom
detective at headquarters. During this week, officers were oriented in
investiéative procedure and assisted the liaison detective in handling bur-
glary cases which arose. This system was abandoned because it did sot pro-
vide patrol with sufficiently broad involvement in the work of the ID.

Part way through the demonstration, a newirotational system was instituted

involving patrol officers from all of the teams. Under this one-week rotation,
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an officer spent one day in each major ID section, receiving orientation in
burglary, auto theft, vice, etc. Thus, the perspective was broader than that
provided by the liaison detectives, whose specialty was residential burglary,
and participation was enlarged. The rotation was supplemented by crime scene
investigation training and in-service topics associated with investigative

techniques. (See Section E in this chapter for more information about

training.)

H. TEAM OFFICERS GAIN ADDED INVESTIGATION RESPONSIBILITY
(ELEMENT #7) '

Traditionally, Santa Ana patrol officers have exercised full responsibil-
ity for preliminary investigations. Prior to team policing, interested offi-
cers were also pefmitted to follow-up cases on their own shifts, where cbvious
leads could be pursued; i.e., patrol officers did not have mandatory follow-up
Investigation responsibility—but the opportunity to conduct follow~up inves-
tigations was available.

Under team policing, patrol officers assumed full responsibility for
follow-up investigations for two classes of minor crime--"malicious mischief,
if under $1,000" and "petty thefts (exc}uding bicycles) where the loss was
under $100." With this formal follow-up duty, oéficer discretion &as widened.
"In the.event that no workable leads are availgble during the preliminary or
follow-up investigation, the patrol officer may choose to inactivate the case
and thereby streamline the work load of the investigative division."9 Dis-

eretionary, informal follow up of other kinds of cases continued uninterrupted,

. 349. Community~Oriented Team Policing: Impiementation Plan, op. cit.,
p‘ L]
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The crime commission report stressed the community relations context

within which the investigative effort was to take place.

"To gain community support, we must have time to make contacts and
draw a closer bond with the citizems. This will start with a more
thorough follow-through of reported crimes. The patrol officer will
handle the original call in much the same manner as he does now,

only he will be expected to spend additional time discussing the
crime and [explaining] the police process to the victim. He will
encourage neighborhood watches and attempt to recruit block captains.
The officer will file his report and within a week will re-contact
the victim to establish further leads and attempt to conclude the
case. This will accomplish several things:

1. It will provide a more complete investigatiom.
2. It will greatly improve coumunity relations and leave the
citizen with the knowledge we are providing the best ser-

vice possible.

3. It will provide a basic point at which the.officers and the
community may come into closer contact."10

Figure 6 shows that the number of preliminary investigation reports con-
tinued to decline dgring the demonstration period. This decline may have
been due, in part, to decreased report writing for minor crimes.

As shown in Figure 7, the number of follow-up investigation reports
peaked to a new high in January 1976 and then decreased during the demonstra-
tion. Thus, the proportion of preliminary investigations succeeded by patrol
follow-up activity probably was not substantively altered during the demon-
stration period.

The dramatic peaks (Figure 7) in March 1975 and January 1976 were
created by uniform effort iﬁ all areas of the city. As Table 5 shows, the
peak increases occurred on a relatively equal basis throughout the city and

they occurred before (March 1975) and after (January 1976) the start of team

policing.

10. Ibid.
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Individual officers varied in the number of follow-up investigations they
Jconducted. Table 6 shows the variation in number of follow-up investigations

per officer for 112 patrol officers working full time between January and

A.ugust.l1 As mentioned earlier,‘officers were supposed to "spend additional

time discussing the crime and the police with the vietim," in order to develop

a "closer bond with citizens." However, the amount of time allotted to a

follow-up investigation did not change appreciably over the coursé of the

- demoustration.

TABLE S5: MONTHLY AVERAGE AND INCREASES IN PEAK MONTHS FOR PATROL OFFICERS
CONDUCTING FOLLOW~UP INVESTIGATIONS, JANUARY 1974 TO AUGUST 1976

January 1974 Percent

* Through Increase Over

August 1976 Monthly Average In

Team Average Number March? Januarya
Area of Supplemental 1975 1976

Investigations Per Month

1 52.2 +467 +61%
2 38.2 +207 +267
3 57.3 o+ 1% +38%
4 36.8 +20% +44 7
5 48.0 +527% +77%
6 56.0 +50% +78%
7 47,0 +38% +62%
8 - 42,2 +477% +71%
All 378.0 +34% . +58%

a. March 1975 and January 1976 were peak months as shown in
Figure 7.

11. Working full time is defined as reporting for 140 to 160 roll calls
during the eight-month period.
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: s I. CONTINUED REFERRALS TO
TABLE 6: INVESTIGATIONS PER OFFICER FOR 112 ,«! (ELEMENTS #gogégL#gﬁRVICE AGENCIES
PATROL OFFICERS WORKING FULL TIME .j
FROM JANUARY TO AUGUST 1976 '?
' While the Santa Ana ;
I propesal and cri
Investigations Number of o me commission report do not refer- ~
Per Officer Qfficers o ence linkages or referrals, the impl .
: ! P ementatlon lan list
. . <] tues . P S one of the patrol
o uties as "referrin i ~
1- 25 70 < § cltizens to Community Agencies which will be able to
26~ 50 24 o assist them with their ind " .
51-100 14 . individual problems." With the exception of a major
Over 100 3 Juvenile diversion project, funded by a state oranL, no intent was expressed
Total ] 112 to alter existing linkages or further emphasize referrals to service agencies
Before team policing, under a general order dated November 26, 1975 the
H]
department issued new procedures concerning handling of referrals and conveyed

In addition, officers were required to recontact each crime victim within
a five—page listing of referral resources, indexed by type of problem. For

a week of the complaint to explain the status of the case and elicit available
: : "
example, under "ag Ed," agency referral sources are listed for "housing,"

3

Over the cuurse of the demonstration, this practice faded.

new information. 3.
1" . -
medical care," "protective care" and "financial counsel." For the heading

out gradually for a variety of reasons. Since detectives also recontacted
n

] alcohol," topics under which agencies are listed include "family services,"

T 1 - se CD g

victims in important cases, patrol viewed the revisit as unnecessarily rze-
= . " " on
hospital care, mental health programs," etc. This referral guide con-

dundant. Further, patrol officers were sometimes unfamiliar with the status
tinues in use today,

of the cases where the followup was conducted by the investigative division. )
Concurrent with team policing, the Department of Youth Authority of

Thus, on recontact, they were sometimes embarrassed to discover from the victim
the State of California let a two-year grant of $100,000 to the Santa Ana

that, for example, a stolen vehicle had been recovered or a suspect apprehended. i
Department to establish an internal juvenile diversion unit. The objective

Officers also cite apathy and the absence of strong supervisory emphasis as
: of the project is to "reduce referrals of Juveniles into the criminal jus-
E -~

influential in the decline of the number of recontacts.
: i "
tice system." The grant provides partial support for a psychologist, three

Finally, officers were to use follow-up contdcts as an opportunity to
probation officers and four police officers, engaged in diagnosing adolescent

convince victims to sponsor crime prevention block meetings in their neigh-
problems, arranging ‘referrals and providing counseling and probation super-

Officers and sergeants report that efforts in this direction were .
vision. The increased staffing has expanded the departwent’s coverage of r

borhoods.

* police service officers were

not intense and results minimal. The teams
‘juvenile problems from eight to eighteen hours a day. During 1978, the unit

credited with arranging most of the community meetings outside the investi-
. h;ndled on an average of 267 juveniles a month. The department is exploring

gative context.
the possibility of continuing to support the project with department funds

once the grant has expired. ' ' :
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With minor exceptions, statistics on the overall volume of referrals for
1975 to 1976 are not available, so it is not possible to determine whether the
- " pattern or volume of referrals changed during the demonstration. While sta-

tistics on juvenile referrals are available for 1976, there are no comparable

Teams Begin
Operation

data for the 1974-1975 period. Available statistics on referrals of the mentally

111 show no change between 1975 and 1976. 1In-1975, an average of 42 cases a

320

month were referred to social agencies. In 1976, the monthly average was 41
cases. Even during the most active month of the two-year period, July 1975, a 2800+
typical officer referred an individual te psychiatric care infrequently, about
once every 53 days.

Patrol officers appear to be supportive of the referral progiam. When

asked whether "referral of a citizen to a social service, health or welfare

agency is a waste of a police officer’s time?," about 90 percent of respon- - w 3
[
) = -
dents disagreed each of two times the question was asked. o k‘E 1600+
" £
et °
&5
| FE
B4 1200-
J. SERVICE ACTIVITIES INCREASE =wn
(ELEMENT #10) =
1]
= : : .
¥ gbo.

An emphasis on service activities is not described in the Santa Ana task
force plan, crime commission report or proposal. The implementation plan

does contain a vague allusion concerning an improvement in these services.

. Figure 8 shows that the number of noncriminal events handled by police oy _
$ (S NN L N v .,
. . . ;203(4II\lliillll:;l;llfi;l;‘i:[[ﬁﬁ;;ff
did in fact increase from 1974 through 1976. "Service events" include ?45678910111212345678910112123456738s9
. 1874 1975 | 1976

L LI ]

such codes as "assist citizen," "public hazard," "animel problem," "civil

problem," "neighborhood problem," "traffic problem," "family problem," "de- Source: Officer ﬁaily Activity Data .

liver message,"” "lost/found property,'" etc. Due to the marked increase in

FIGURE 8:  TOTAL SERVICE EVENTS, SAPD--JANUARY 1974 TO AUGUST 1976
12, Includes "disagree somewhat,” "disagree" and "disagree strongly." : . ‘
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patrol strength; however, the frequency with which an ave. "2 officer handled @
. j‘j.\" ;—4
.a service event remained roughly stable. (See Figure 9.) Thus, while the :g ';- P
1
. . : P &3 [
. . . i . (3] 4
~demand for service increased, the patrol strength increased sufficiently to i ' Eé‘ Teams Begin
Gl . wls 21" ion
handle the demand. s : ok Operat
E : Fxe 12 - =
g o N <):3 :
The community relations section was well established before the start of £ o <1 .
i N ° ‘
team policing. Currently, the section is staffed with one lieutenant, sixteen Eé
. 4 = -
L : &
nonsworn community service officers (CSOs), four police officers and three i‘ R R o e e R RCRUNURCY I e e e o .’. ey
] B~ 1234s56729510117123456789310111212345673
; . e < o SN e U e N e e
clerks. Nonetheless, the community meetings sponsored under team policing : 1974 1975 1976
fgﬁ 4 . H . MONTES
provided the CSOs a forum for familiarizing residents with special services “
v ] .
Source: Officer Daily Activity Dat
the department offered. For example, CSOs gave speeches at community watch urce cer ety 7 2
to | FIGURE 9: SERVICE EVENTS PER OFFICER SHIFT—JANUARY 1974
meetings, describing to residents the availability of the following services: TO AUGUST 1976 .
' a home security survey; ‘ . ﬁ:,ﬁ
@ a patrol check system while residerits were on vacation; : T °
e business security inspections; ‘ & 3500+ : c. . . . .
e a "lady beware" program; and ; e T i S
e crime prevention seminars. ] ) B R i T ar e Cbe e e
= . 1 : S :
In addition, CSOs solicited residents’ suggestions for new progams such '3300;7
. k25 | '> -
as talks on bicycle safety and drugs. Thus, while team pblicing cannot be B §
- #2500 + “
credited with the full range of CSO activity, it did provide the community ; 1 :
relations section with increased community exposure through the extensive 82000+ :
g .
series of community watch meetings. i ;_s- T
) 23500.. . X
The demand for some of the services publicized by CSOs at community watch g . J
meetings continued to increase during the demonstration. For example, Figure g : L S
' 51000 T Teams Begin . -
10 shows the long~term increase in the number of patrol .checks of the homes s .F' -Operation . L .
of vacationing residents away for a short period (three days oxr less). A g 5001 7
similar increase is seen in CSO checks on homes of residents away for an ex- : ’ . ' .
' L B B s o e e e R A I S e e g
l‘l'l oo e Il’l [ J T TR I S | :
tended period. In 1975, 6,785 checks on homes were made, while in 1976 the 123435678910111212345673310U121234S567829

1374 1875 1876

number had risen to 9,897. In addition, the number of seminars for community MONTHS .

residents on such subjects as crime prevention, bicycle safety, lady beware, Source: Officer Daily Activity Dara

FIGURE 10: ''VACATION" PATROL CHECKS-—SAPD__JANUARY 1974
TO AUGUST 1076 .
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etc., rose from 197 (in 1975) to 348 (in 1976). Other CSO services previously

in high demand remained roughly stable in volume throughout the demonstration.
When team policing started, police officers felt relatively positive about

it as a vehicle for improving police serviceg. Almost 88 percent of officers

agreed to some extentl3 with the statement that "the neighborhood police team

program is a better way for police to try to improve the quality of police
services than any other me£hod I know of to organize a police depértment."
By .April 1977, when the second wave of the patrol officer survey was adminis-
tered, the overall pattern of responses did not contain a statistically sig-
nificant change (chi-square test at the .05 level).

Citizen assessments are relatiQeli consistgnt with officer perceptions.
When asked to raﬁe quality, 79 percent of residents in the first survey
and éS percent in the second rated police service as good or very good.
The difference between the

The survey responses are shown in Table 7.

first and second waves does not indicate a statistically significant

TABLE 7: CITIZEN OPINION: QUALITY OF POLICE SERVICES
Responses——Percentages
Quality of Police Service Wave One Wave Two
Very Good .31 gg
Good ) 48 !
Not So Good 12 . !
Poor : 4 3
Don’t Know
Total 100 100
(N=100) (N=100)
Source: The Urban Imstitute Citizen Attitude Question. First wave
administered Janudry 1976; second wave, January -1977.

1" :
13. "Agreed to some extent" includes "strongly agree," "agree," "agree

.somewhat,"
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improvement in citizen opinion about the quality of police services over the

course of the demonstrati in.

K. STREET STOPS DOUBLE
(ELEMENT #11)

A reduction in street stops and field interrogations was not mentioned

in the preparation documentation. Perhaps it was because Santa Ana, like

many other California communities, has had a long tradition of employing
proactive strategies such as auto and pedestrian stops.

As Figure 11 illustrates, auto field Stops increased two and a half

times from 520 in January 1974 to 1,295 1in August 1976 . By August 1976,
a typical officer made three'auto field stop for every two that were made

during January 1974, The same picture holds true for pedestrian field

stops which more than tripled from 501 in January of 1974 to 1,571
in August of 1976.

The average number of minutes devoted to individu;l pedéstrian and
auto stops remained roughly stable between 1974 and 1976, with one excep-
tion. Just after the start of team policing, from January to March 1976,
the average time per contact increased markedly. .

The rise in pedestrian and auto stops seems due in la%ge measure to the
increased field Strength accompanying team policing. Patrol officers simply

had more time to engage in self-initiated activity. 1In addition, the teams
emphasized auto Stops as a crime control activity., The increase in this ac-

tivity is at variance with the federal team policing tenet that street stops

and field interrogations be used "sparingly" and would appear to conflict
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with Santa Ana’s major effort to improve community relations. Captain
Thayer minimizes the conflict, explaining that an efficient and politely
conducted field stop does not generate citizen antagounism. 'Thus, while

Santa Ana did not minimize field stop activify, there was an effotrt to

conduct these stops in a manner compatible with team policing.

L. MORE FOOT PATROL
(ELEMENT #12)

Foot patrol is not mentioned in the crime commission report or in the

Santa Ana proposal. The implementation plan cites foot patrol as one deploy~-

ment option available to Commanders. However, foot patrol tactics are
whoily compatible with Saﬁta Ana’s major emphasis on increasing community
contacts. .

As Figufe 12 indicates, the number of foot patrol events increased

dramatically from an extremely low level of 13 per mounth in January 1974 to

489 per month in September 1976. The total amount of time allocated to foot .

patrol increased for the same period from 4.6 hours in January to 204.5 hours

"in September. From another perspective, in March 1974, the average officer

conducted a "foot patrol event" once every 288 shifts; by -August of 1976, an
average officer was involved in foot patrol activity at least once every
eight shifts.,

Officials attribﬁte part of the increased foot patrol activity to the

- added field strength. The wishes of downtown businesses for a more visible

police presence also prompted additional foot patrol.

e
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M. COMMUNITY CONTACTED
(ELEMENT #13)

This element recei@es prominent mention in the task for;e plan, the crime
commission report and the implementation planm. It is clear that community
relations is a central tenet of the team policing brogram, the linchpin of
the effort in Santa Ana. Encouraging community contact is specifically
cited as a duty of team leaders, senior officers and patrol officers. For

example, the implementation plan lists the following related patrol officer

responsibilities:

"2. Enlist community support by establishing citizen contacts in
residential, commercial and industrial areas. .

3. Attend community functions and meetings as a Team Representative
as assigned by the Team Leader or Senior Officer.

4, Project an image which will enhance community respect for the
Department."l4

The community relations effort consisted of three major elements:

e - A public relations campaign, using the media to publicize community-
oriented team policing and its performance-~-This component was
managed by the Community Relations Section.

® An intensive effort to establish a Community Watch program—-Police
officers were to recruit crime victims as block captains and help
organize and officiate at community meetings.

] Increased citizen contact--Officers were .to use time freed up by
the increase in patrol strength to increase the number of public "
relations (PR) contacts made in the routine course of duty.

Six Police Service Officers (PSOs) were assigned to the patrol section fV

of field operations at the beginning of the demonstration. Two PSOs weres as=— E'

signed to area A; two to area C; one to &area B; and ome to area D. Two of b
the six positions were supported through a civilian employee training- {(CETA)
grant and the remaining four through local funds. In practice, the PSOs assumed

the major brunt of recruiting bhlock captains and organizing community meetings.

14. Implementation Plan, op. cit., p. 19.
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The public relations campaign was without guestion the most ambitious
launched by any of the demonstration cities. Robert Acosta, the commu-
nity services officef who organized the campaign, estimated the department
has attracted over $40,000 worth of donated time, materials and servicss
between December 1975 and December 1976. The campaign focused on three
principal areas. ‘ s

<

o explaining the community-oriented policing program (COP);

e promoting crime prevention, particularly burglary; and

e describing the accomplishments of the COP program, particu-
larly crime reduction.

The public relations advertising program made full use of the traditional

media. For example, between August 3, 1976 and October 3, 1976, 18 items

appeared in local and regional newspapers, including the Los Angeles Times,

the Santa Ana Register and the Los Angeles Opinion Spanish Newspaper.

Similarly, between August and October, 1976, eight radio spots and six tele~
vision spots dealt with community-oriented team policing.

Other public relationms (PR) effo?ts are exemplified by the following
activities:

] The Bench Advertising Company donated artwork and space valued at
$5,000-510,000 for 25 critically located benches throughout the city.

® Local jewelry stores donated COP window and bumper stickers
that read "Santa Ana, Number One in Crime Reduction.”

e Mortuaries in Santa Ana banded together to print posters for
thirty billbecards and numerous mini-signs valued at $675.

® The Goodyear Company donated the services of its blimp on two
occasions to carry COP and crime prevention messages. The ser-
vice was valued at $10,000.

o The stars of the "Police Woman" television series appeared,
gratis, to autograph personal photographs. Their appearance

was designed to advertise February as Crime Prevention Month.

Culminating the public relations effort was a visit from Governor Brown

and his aide, Gray Davis. Speaking on behalf of the Governor, Gray Davis

said:

AT L Wt T 1P i oy Mt 200
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"We were both very impressed. It is a triumph in human relation
values through technology. Most police departments put too much
emphasis on technology and scientific gadgets, where Santa Ana has
« + » developed mutual trust and confidence between the city and
its police. . + . Santa Ana seems to have developed a rare rela-
tionship between its residents and its police officers. We have
not come across any program that is as successful as thils one."l5

Elsewhere, the Governor was quoted as telling Chief Davis: "I am impressed
Lo
with yéur dramatic reduction in the city’s crime rate."16

According to the Los Angeles Times, "The Governor spent several hours

in conference with Chief Davis who explained the program and its accomplish-

ments, and then participated in a 90-minute‘ridealong with patrol officer

Oliver Lofton. ‘At one point we pulled up beside a car one of the local

troublemakers w;s driving,’ said Lofton. ‘The guy glanced over, then did

a double take. The Governor said I think he recognized me; but I had to

geil him no, I think he recognized me because I arrested him last week.'"l7
A second component of the Santa And community relations program was an

effort to increase the number of police-initiated public relations contacts

with citizens. Figure 13 shows that the number of PR contacts increased

markedly from a high of 240 a month in 1974 to g high of 1680 a month in 1976.

Available data suggest that the average amount of time devoted to a PR contact
remalned roughly stablé between 1974 and 1976. Further, there is evidence

of widespread officer participation in the PR activity. For example, the
December 1975 patrol officer survey indicated 50.2 percent of respondents

had 1 to 10 contacts in November; 31 percent had 11 to' 20 contacts; and 18.4
percent had 21 or more. All officers surveyed reported at least some minimal

level of PR activity.

15. Los Anpeles Times, "Governor Rides with Police," Monday, February 7,
1977.

16. The Register, "Brown Drops In To See SA Police Operate," Monday,
February 7, 1977, .

17. Los Angeles Times, op. cit.
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From October 1, 1975 to March 31, 1977, tAe department helped to organize
and present approximately 975 community meetings involving a total of 21,255
Assuming the same participants did not attend more than one
meeting, the maximum effect of these meetings was to reach 1ll.7 percent of
the population of Santa Ana.18 Three types'of meetings were held: ,

meetings to recruit block captains and to develop the block
intrastructure for the Community Watch program;

®
e ongoing Community Watch meetings; and
® area and citywide meetings of block captains.
The Community Watch program was patterned after the Los Angeles Team 28
experience.
The monthly area meetings for block captains deserve special mentiomn.
"According to a éanta Anavteam policing report, "The object of the meetings

is to provide substantial material to the block captains in the area of

the criminal justice system and law enforcement so as to enrich their under-

standing ‘and enccurage their continued involvement in the community oriented L

policing program."19

® an overview of the criminal justice system;
e the role of the police in the criminal justice system;

e the role of the courts in the criminal justice system;

Subjects covered included: : o

] the juvenile justice system; - :
o adult counseling and rehabilitation; and . i,n
e youth services. | ?jﬁ
According to the report, thé National Conference of Christians and Jews é
arranged the meetings, lectures, and refreshments,‘while the police departmont ;
informed the block captains of the schedule and encouraged their attendance. ‘
i8. Thef§0pulation as of March 1977. ) | .
19, Picco, Lt. James and Pitzer, Sgt. Larry. "Santa Ana Team Policing
Annual Report," March 3, 1977, ‘p. 6.
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According o the original plans, senior officers were to be responsible

for setting up Community Watch recruitment efforts and ongoing méetings.

However, according to the team policing report prepared in March 1977,
"police service officers became the primafy tool in establishing Community

Watch mee;ings."zo

The PSOs established selection criteria for block
captéins and Community Watch members. Their recruitment efforts‘were based
n lists of names derived from crime scene investigation reports, crime
reports, community relatious section staff, and the Crime Prevention Unit.
Cther citizens were recruited through advertising and door-to-door contacts.

Table 8 illustratesvthe effects of the PS0Os’ efforts. Areas A and C,
staffed with two PSOs apiece, conducted an ;verage of 16.2 and 19.1 meetings
per month respectively. Areas B and D, staffed with on;y one PSO apiece,
conducted an average of 11.0 and 11.1 meetings'per month between October 1975
and March 1977.

To impro;e coumunications among block captains in one area, a PSO developed
and disseminated a bimonthly newsletter focusing on the community oriented
team policing program. The newsleiter provoked sufficient interest to warrant
its distribution to block captains citywide.

After the close of the demonstration, the SAPD teams continued to de-
velop the block captain program. In the summer of 1977, a citywide block
captaln. association started to form. For example, in one area the associ-
ation, which is open to all members of Santa Ana’s community watch program,
elected officers and drafted by-laws. The purpose of the association
as expressed in the draft by-laws is:

e maintaining open and current liaison with the police department;
® creating a better living atmosphere and conditions in Santa Anaj;

and
° insuring community effort in reducing crime oppbrtunities.

20. Ibid., p. 4.
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TABLE 8: COMMUNITY WATCH MEETINGS/ATTENDANCE
T T Area T T Area T T Area T T Area
1 2 A 3 4 B 6 7 C 5 8 D
Average Number
Meetings per Month 8.7 7.5 1 16.2 6.4 5.4 | 11.8 11.0 7.9 | 19.1 3.6 7.5 | 11.1
~3
N
Average Attendance
per Meeting -18.5 | 20.9 | 19.3 20.0 | 35.8 | 25.4 22,0 | 16.2 | 20.8 44.3 | 23.1 | 24.1
Source: Santa Ana Police Department Meeting/Attendance Summaries, October 1975 to, March 1977.
] { »
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In its team policing report, March of 1977, the department acknowledged
some early resistance among officers to stepped up emphasis on PR contacts

and participation in the Community Watch. However, as the following excerpt

shows, the area commanders took immediate and reportedly effective action to
rectify the problem.

"The resistance to Community Oriented Policing was a problem
encountered at the beginning of the program and which to a
small degree has continued throughout 1976. This problem

- was immediately identified and discussed at both the Super-
visors’ Retreats and the Team”s Retreats. Officers were
pleased with the crime reduction, but a portion of the
officers were reluctant to become personally involved with
the citizens. They avoided contacting the citizens and
attending Community Watch meetings. They would have
officers who were enthused with the Community Watch pro-
gram to attend the meetings and make personal contacts.
Some of the team leaders allowed this to occur.

"Phe Area Commanders, aware of the problem, began initiating
methods to eliminate it. After each Community Watch meeting,
the Police Service Officer gave a list of the citizens in
attendance to the team leaders in whose district the meeting
was held. The team leader was instructed to assign individual
officers equal portions of the list and have them make recon-
‘tacts with the citizens who had attended the meetings. The
team leaders were also directed to assign officers on a
rotating basis to attend each Community Watch meeting. As
most meetings were held in the early evening hours, officers
working Watch III were mainly involved. In order to have
equal participation from officers working the other two
shifts, working hours were individually adjusted on a-"as
needed" basis. In this manner, attendance at the meetings
was equally divided among all shifts and all officers on the
tean.

"This did not totally eliminate the problem, as a few officers
still preferred to do "Police Work.”"  Roll Call Training,
Supervisors’ Meetings and Retreats have been used to continue
emphasizing that in Santa Ana, "Police Work" is Community
Involvement.

"The results of the concentrated effort on this specific problem
have been encouraging; as more officers meet and work with the
citizens, they realize the value of this type police activity.
They become more comfortable in their new role and have begun

to identify community involvement as police work."21

210 Ibido, Pp. 18-205

i v BTEERAR L

- port and citizen involvement."
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Other activity to encourage community contacts included the Ridealong
Program ‘and special service initiatives in predominantly Mexican commu~
nities where antipolice sentiment was sufficiently high that residents
feared reprisals if they developed close ties.with police officers. In
one such instance, team members assisted a nearly blind elderly woman.

“Because of deteriorated fencing and overgrown foliage, the
rear of her home had become a haven for juvenile narcotic
users, She had been frequently burglarized, often while
she was at home. Because of her handicaps she could not
identify nor stop the culprits. With the joint efforts

of the team officers and the community center, the fence
was replaced, the yard was cleaned up, and the foliage

was trimmed. Her problem disappeared. News of this
assistance quickly spread throughout the community.'22

The first and second waves of the patrol officer sur&ey, administered
in December 1975 and April 1977, showed a relatively favorable attitude
toward community involvement. For example, in the December 1975 wave, almost
90 percent of respondents disagreed with the statement that a:tanding meet-
ings with citizen groups is a waste of a police officer’s time," and 98 per-

cent of respondents agreed to some extent23

with the statemenﬁ that "the
neighborhood police team program will increase the degree of commuﬁity sup-
Furthermore, 80.4 percent of respondents
felt their unit was doing a good job24 of "working constructively with the
coumunity." By contrast, only 13.2 percent of respondents thought their
units yere doing a good job a year prior to that first survey.

The second wave of the survey was administered in the spring of 1977.

When compared to first-wave results, the second wave showed the following:

Yo Ve Y W R g RS S 41k Nz W 1o gy Aat m i e ke 4 R T

22. 1Ibid., p. 9. 4
23, Includes "strongly agree," "agree," "agree somewhat."

24. Includes "somewhat good job," "good job," and "axceptionally
good job." '

SO~ it
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e About the same high percentage (95 percent) agreed
to some extent with the statement "the neighborhood
police team program will increase the degree of com-
munity support and citizen involvement."

e A greater number of respondehts, 88 percent, felt that
their unit was currently doing a good job "working
constructively with the community.”

‘The questions used to poll officers about community involvement and de-

éailed responses to these questions appear in Appendix F.

Despite the emphasis on community involvement, patrol officers do
not identify this as the dominant element characterizing the Santa Ana
patrol style. Fifty percent of the respondents to the December 1975
wave of the patrol officer survey characterized the style of patrol as -
"quick response to calls for service with frequent checks of suspicious
persons,"” while ohly 17.2 percent of respondents characterized the patrol
style as "units respond to calls for service and make frequent contacts
with residents and businessmen.”

By(Apfil 1977, team officers had not

changed their opinions about the character of their style of patrol.

N. THREE QUARTERS OF TEAM ASSIGNMENT CONTINUOUS
(ELEMENT #14)

The Santa Ana citizens crime ccmmission report pited the need to assign
officers to districts, but stated, contrary to team pbliciqg philosophy, that
officers "must from time to time be rotated to:different areas to ensure over-
all knowledge of the city."25 The rotational scheme was not mentioned in
the implementatién plan or proposal, nor was an emphasis én continuity of

assignment cited.

of chosg officers assigned to teams in December 1975, 34 percent had

25. Citizens Crime Prevention Commission Report, February 1975,
Santa Ana, California p. 33.

-
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TABLE 9: ASSIGNMENT CONTINUITY BY TEAM, DECEMBER 1975-DECEMBER 1976
AREA Area A Area B Area C Area D
TEAM Tl TZ T3 '1‘4 T6 T7 15 T8 Averages
December 1975 ‘
Complement 26 24 24 21 26 22 23 20 -
PERCENTAGES
Same Team,
Same Shift 35 38 25 5 38 36 26 30 28
Same Team .

- Different Shift -31 34 46 57 31 32 43 ° 25 37
Different Team 12 8 8 10| 12 14 9 15 11
Transferred Out

of Teams/
Reassigned* 23 21 21 28 18 18 22 30 23
Total** 101 1¢l 100 100 99 100 100 100

99

*Forty~three percent of this category resigned.

*%Totals may not equal 100 percent due to rounding.

O
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transfers accounted for only 12 percent of this turnover. The remaining

23 percent was transferred elsewhere in the department or terminated. In
explaining tﬂis turnover, the Santa Ana command stressed that maintaining
continuity of assignment should not interfere with promotional opportunities
or &epartmental need to f£ill nonteam openings wiéh team officers possessing
speclalized skills.

r While team assignments were relatively stable, there was considerable
r;tation among shifts. Every six months, each officer would state his
preference for new shift assignments and, wherever possible, these prefer-

ences were honored. Santa Ana is now in the process of establishing semi-

_annual "bump days"-—one'in February, one in August--when all intershift

transfers are to occur. As of December 1976, 37 percent of thé officers
assigned to teaﬁs in December 1975 ittained on the same team, but had trans-
ferred shifts. T%enty—eight percent remained on the same team in the same
shift.

While the department has been relatively successful in promoting
continuity, they view long-term continuity as problematic. According to
Team Administrative Sergeant Larry Pitzer, if officers work too long on the
same team in the same neighborhood, tbey become bor;d, complacent and less
productive. As a compromise move to garher some of the benefits of continuity

yet avoid the attendant boredom, Santa Ana plans to rotate up to 50 percent

of its officers between teams every one and a half to two years.

e
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0. DEPLOYMENT BASED ON DEMAND
(ELEMENT #15)

The early task force plan emphasized the need to bring demand and police
resources into balance. Since team staffing was roughly equal, 22 to 25
officers per team, the main vehicle used to accomplish this task was the
team boundary configuration. Team boundaries were fixed so that demaud for
police>service across team areas was roughly equalized. The implementat:ion
plan refers to the need to reassess deployment in relation to demand as time
goes on.

Were the boundaries perfectly drawn to equalize demand, one would expect
each area, containing two teams, to experience approximately 25 percent of
the demand. As Figure l4 shows, the demand among areas .is roughly the same.
Based on data from .the period August 1976 to March 1977, area D experienced
an average of 25.6 percent of calls for service, while areas 4, B and C ex-~
perienced 22.5 percent, 22.9 percent and 28.9‘percent of ghe calls for service
respectively. According to department officials, Santa Ana plans some minor
adjustments in team strength to further align debloyment with demand.

Deployment by watch, across teams and areas, is somewhat less balanced.
Were deploymenﬁ perfectly aligned with demand, the average number of zalls
per officer would be equal for the three watches. As Table 10 shows, the
average calls per officer varied in Decembér 19%6 from 48.2 for watch one to
69.8 for watch three, traditionally the busiest watch. Howeﬁer, when these
figuges are compared with average calls per officer per watch for December
1974, the improvement is readily evident.

Average number of calls per

officer for watch two was almost. twice that for watch one.

o b e BT s i
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TABLE 10: AVERAGE CALLS PER OFFICER BY WATCH, DECEMBER 1974 AND 1976

Watch December 1974 December 1976
Watch One 63.8 48.2
Wateh Two 121.0 53.8

Watch Three 91.2 69.8

fatrol officers view the deployment under team policing positively.

When asked to "describe how well the level of patrol and the need for‘patrol
were matched in'your area in the last two months," about 90 percent of the
respondents for both waves of the survey (December 1976 and April 1977) rated
the match as "satisfactory," "“good" or "excelient.“

While patrol deployment was well aligned with demand, supervisory
deployment was not. Given the discretion to choose their days off, some
supervisors tended to select weekends. For example, "during every shift
« o + on Friday through Monday there were only tw; supervisors per area
present. These were the very days that because of increasing calls for
service, the amount of personnel working was highest. During swing shift
on weekdays, Tuesday through Thursday, when . . . field personnel were at
a minimum, supervisory persomnel were highest."26 To control this problem,
the captain,0f~6berations authorized area commanders to work out a definition

of the minimum coverage required on weekends, allowing supervisors assignment

discretion within these boundaries.

26. Picco and Pitzer, op. cit., pp. 16-17.
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P. TEAM LIEUTENANTS AND SERGEANTS TAKE RESPONSIBILITY
(ELEMENT #16)

Decentralization of responsibility and authority is not mentioned in the
Santa Ana task force plan or the crime commission report. It was a mode of
organization adopted on the recommendation of the Public Safety Research In-
stitute (PSRI) site visitors. During the March 1975 site visit, the PSRI team
found that Santa Ana did not meet the minimum criteria for team policing,
partially because the plan "called for each of the eight teams to be under a
‘lead supervisor or sergeant’ subject to a different watch commander around
the three shifts."27

By the second assessment visit in May 1975, the department had gained

support from the city council and was able to appoint four area commanders, -

each with 24-hour responsibility for two teams. Though prompted by the
council’s visit to the Los Angeles program, this arrangement represented

a compromise with federal team policing philosophy whereby.authority is

~decentralized to individual team managers, not area commanders. responsi-

ble for two teams apiece.

Figure 15 lists area commander (lieutenanti resppnsibilities after the
inauguration of team policing. The lieutenant’s role was affected in two
major ways. Formerly responsible for a shifting complement of men during
a watch, he now had 24-~hour responsibility for a specified geographic segment
of the city.  Previously, lieutenants carried fesponsibiliéy'for both station
aud'field operations. Under team policing, lieutenants specialized. As the
description below indicates, former watch commanders were assigned station

command responsibilities.

. 27. "Santa Ana Police Department Site Assessment Report,"

prepared by
PSRI, May 2, 1975, Pe 3. :
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AREA COMMANDER RESPONSIBILITIES

1. Command responsibility for assigned area (two teanm districts).
2. Responsibility for direction and control of personnel within his
area.
%+ Provide for continuation of command and supervision during his
absence.
"4, Maintenance of discipline and morale.
5. Team coordination.
6. Confer regularly with team leaders regarding operational activities
and needs in his area. '
7. Keep Field Operations Commander informed of problems, needs, and
progress. .
8. Conduct periodic imspections of personnel and equipment.
9. Assignment of shift personnel.
10. Promote and stimulate supervision on part of his Team Leaders and
Senior Officers.
11. Responsibility for citizen complaints: (a) assign for investigation
and (b) recommend proper action.
12. Cause to be prepared necessary LEAA reports in the full service teanm
area.
13. Prépa;e necessary correlations and projections.
14. Periodic meetings with team leaders and Senior Officers to discuss
problems, community reactions and progress.
15. Establish training for all personnel. .
16. Implement Team Policing within guidelines established by department
policy and directives.
17. Establish guidelines and team policies.

NOTE: Area Commander will work varyiﬁg hours, as needed, to assure
effective comnirol of all shifts under his command.

FIGURE 15: AREA COMMANDER RESPONSIBILITIES
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"Watch commanders . . s are now [station] commanders,
having only a functional respomsibility for the teams
when an area commander is not available, with their
functions focused almost exclusively on ‘housekeeping.’
The four existing watch commanders will mnot be chosen
as team commanders; [team] commanders will be chosen
from the lower ranks and promoted, hopefully to ensure
a fresh approach to this new concept,."28

Under team policing, patrol lieutenants appear to have developed an aug~
mented role in policy development and planning. According to Captain Thayer:
"] jeutenants are listened to more since the establishment
of team policing. Their ideas are given more weight be~
cause they are resgonsxble for operations in sections of
the city. Further, a loosening in fiscal control has oc-

curred since the beginning of the demonstration. Formerly,
division commanders were required to approve each and
every departmental expenditure. Under new but stringent
guidelines, lieutenants are now authorizing expenditures
of petty cash up-to $15.00, costs associated with enter-
taining departmental visitors, costs for office materials,
and expenses for snacks served at team meetings."
The responsibilities of lieutenants assigned to station command are listed
"in Appendix C.

'Sergeaﬁts.functioning as team leaders were not given 24-~hour respon-
sibility for the team neighborhoods. Instead, three team leaders were
assigned to each team, one responsible for each of three watches. TFigure
16 displays the respomnsibilities of team leaders under team policing.

As a result of decentralization, two principal changes appear to have
occurred in the sergeant’s role. First, as Table 1l demonstrates, the span
of control tightened. In December 1974, a typical sergeant supervised an
average of 10 to 11 officers; by July 1976, a sergeant supervised 7 to
8 officers. These figures, however, understate the tightness of the span
of control because they do not account for the addition of senior officers,

who frequently function as supervisors thereby increasing the supervisory

pool and decreadsing the number .of officers in need of line duty supervision.

28‘ Mn, pp. 3"'40
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11.
12.
13.
14.
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16.

RESPONSIBILITIES OF TEAM LEADERS (SERGEANTS)

Responsibility for direction and control of subordinate personnel within
his team to assure proper performance of duties and adherence to rules,
regulations and policy.

The designated Team Leader on duty will assume command of his area in
the absence of Area Commander.

Maintain discipline and investigate citizen complaints and any dere-
liction of duty brought to his attention and take necessary action.
Coordinate Team activity.

Coordinate with other Team leaders and become aware of problems, tech-
niques and progress of other teams.

Confer regularly with his Area Commander on operations act1v1t1es and ?'i

the needs of his district, and shall keep Area Cormmander informed of s

"situations which may affect his area and/or the Department.

Respon51ble,f?r organization and assignment of duties within his Team.
Shall be alert to criminal activity, crime trends and community problems
within his team district.

Assign days off, vacations, and training for his subordinates.

Responsible for preventing and reducing crime.

Responsible for maintenance of close community relations within his team
area.

Responsible for developing and maintaining a community involvement pro-
gram within the team district.

Developing personnel and encouraging cross-—training to enhance the quality
of his personnel.

Monitor follow-up investigation of crimes which are assigned as team
responsibility.

Periodically reviewing reports submitted by team members to determine
training needs.

General training to assure individual and team effectiveness.

Source: Communityv Oriented Team Policing: Supplemental Plan, Third Edition,

.March 1976, pp. 15-16.

FIGURE 16:  RESPONSIBILITIES OF TEAM LEADERS (SERGEANTS)
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TABLE 11:. RATIO OF OFFICERS TO SERGEANTS, 1974 TO 1976

. Number of Number of Average Number of
Date Officers Sergeants Officers/Sergeant
December 1974 113 11 10.2
December 1975 111 12 ' 9.25
July 1976 187 24 7.8

Thus, excluding senior officers because they share supervisory responsibil-
ity, the sergeants are responsible, on the average, for supervising three

to four regular grade patrol officers.

Second, sergeants experienced a

substantial increase in managerial responsibility.

Below are paraphrased the remarks of Sergeant Gary Sawyer, whose views

-

on the role shift experienced by sergeants seem representative,

Before team policing was implemented, patrol operations in
Santa Ana were based on a watch concept. There was no
particular reason for supervising sergeants to feel respon-
sible for specific neighborhoods in the city, nor was there
a reason for these supervisors to feel particularly respon-
sible for the ongoing activities of one group of patrol
officers.

Depending on the watch and the day of the week, a supervising
sergeant was likely to be responsible for a larger number of
patrol officers. In reality, this meant that sergeants were
little more than guardians. They checked to make sure that
gross violations of regulations and procedures did not occur,
but had only a very limited amount of time to work closely
with individual patrol officers.

With implementation of team policing, sergeants are becoming
managers rather than guardians. They are concerned about
many new facets of patrol activity. For example, sergeants
are increasingly involved in matters of personnel deployment,
planning for regular and special operations, work scheduling,
running roll calls and team meetings, training officers in
the field, community activities, and on-site supervision of
patrol activities. Team policies are handled mostly at the
team commanders level, but the team sergeant has the hourly
responsibility of seeing the policies are implemented.

i A
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.

Figure 17 depicts the duties and respomsibilities of senior officers

under team policing. The senior officers interviewed by our field team

felt the team policing mode required more supervisory/managerial skill.

Under team policing, they were being asked to organize and implement a

broader range of activities.

senior officers to take the initiative in solving problems related to the

community, team personnel or interdepartmental issues.

Decentralization brought with it several problems, including conflicts

between station and team area commanders. The in-house team policing report

describes this problem and its resolution.

"The Implementation Plan [states that] . . . Station Commanders
I1f no
Area Commander was on duty, the Team Leader (Sergeant) had full

were allowed no direct supervision over field personnel.
responsibility over his district. . . .

"It was often necessary for the Station Commander to use field

In many instances, sergeants have encouraged

personnel to man communications. Friction often developed between

the Station Commander and the Team Leader when a Team member was

called from the field by the Station Commander. Often the Station

Commander felt that it was necessary to make decisions affecting
the Team officers when no Area Commander was on duty. At times
these decisions conflicted with the standing orders of the Area
Commander. This sometimes created friction between the Area and

Station Commanders.

"In order to resolve some of these conflicts which have developed,

it was decided to have weekly meetings between the Area Commanders
and the Station Commanders. During these meetings, each of the
problems which has arisen was discussed and a solution, which met

It was decided
at these mretings that the Station Commander did have functional
supervision over Team Officers in the absence of an on-duty Area Com~

with the satisfaction of the majority, was reached.

mander. This decision was made explicitly clear to all Team Leaders.

"In order to avoid the animosity created by a Station Commander call-
ing in a Team member to work communications, officers were assigned

from each shift to work communications for a one month period.

Ample

personnel were assigned so that it would no longer be necessary for

the Station Commander to call officers in from the field."29

29,

Picco and Pitzer, op. cit., pp. 12~l4.
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RESPONSIBILITIES OF SENIOR OFFICERS

Senior Officers

Fach team will be assigned three Senior Officers, one assigned to each
shift, who will be immediately subordinate to the Team Leaders. The Senior
Officers’ duties and responsibilities will consist of:

1. Within established parameters, will assist in certain supervisory
functions as determined by the Team Leaders.

2. Will assume the necessary duties of the Team Leaders in Team Leader’s
absence.

3. _As representative of their team, will establish community contacts,.
block captains and neighborhood watch systems in those areas conducive
to such a project.

4. Scheduling and coordinating activities and meetings between their teams
and the community. .

5. Provide the Tezm Leader with more open communications regarding the
activities, problems and morale of‘'the team members. )

6. Assisting Team Leaders in observing tactics and demeanor of patrol

* officers to determine team and individual training needs.

a. Assist in training programs.

7. 1Instructing officers regarding Department policies, principles and
procedures.

8. Assist Team Leader in obtaining acceptance of the Team Policing Program
and of new management techmiques.

9. . Assume such duties as may, from time to time, be assigned them by the
Team Leaders.

Source: Community Oriented Team Policing: Implementation Plan, Third Edition,
March 1976, p. 17.

FIGURE 17: RESPONSIBILITIES OF SENIOR OFFICERS

g
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Early in the demonstration, team members complained that there was

4'differential enforcement of regulations associated with haircuts, tardi-

' ness, care of equipment and lunch policy. Regulation enforcement varied from

team to team and stemmed in part from area commanders’ reluctance to correct
or admonish officers from othér areas. To solve the problem, area commanders
began holding weekly meetings to air common préblems and conflicts. Each
meeting focused on one "problem of the week and a uniform method was developed
for handling the problem. Area commanders also agreed to‘ekercise enforcement
authority over officers from other areas. Area commanders also instituted

a "supervisory file." For example if a team leader consistently fails to act

on officer violations of department or team policy, the commander counsels

‘the team leader and may place a memorandum in the supefvisofy file recording

the supervisory irregularity.

Q. STYLE OF COMMAND UNCHANGED
(ELEMENT #17)

None of the Santa Ana planning documents cite the intent to minimize or
eliminate the quasi-military style of command. There is no evidence of an&
activity in this diréction.

Like most police departments, the Santa Ana department can be chafacter-
ized as quasi-military. For example, there is relatively strong eﬁphasis
on uniformity of appearance and conduct. Further, Santa Ana has a history
of seeking recruits among those with military backgrounds. There exists little
informality between ranks——for example, the practice of "first naming"” officers
of different rank is infrequent. In relation to this general style of command,

officials point out that there continues to be a strong emphasis on being held
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responsible for assignments but there is also an increased line and supervisory

“ involvement in decisions related to assignments.

R. CONTRIBUTION TO TEAM PART OF OFFICER PERFORMANCE RATING
3 | (ELEMENT #19)
The Santa Ana proposal mentions that incentives should be tied to
reductions in crime, not to arrest rates. The implementation plau is much
more specific, stating that an officer’s performance will be measured by
the following standards:
a. the indjvidual’s contribution to the team’s goal-oriented
programs (i.e., crime/traffic accident reduction, community

involvement, etc.); and .
b. his achievement of team and personnel objectivesu30

In Division Orders 1l and lla, issued October 1, 1975, the concept ex~
pressed above was operationalized. These orders conveyed a new supervisory

b rating form used to judge officers’ performance in four areas, including

team policing objectives."

four to twelve elements on which officers were to be rated on a five—poiné

scale from "unacceptable" to "outstanding."

ings on a quarterly basis.

* appear below as Figure 18, and the two divisional orders dealing with incen-

tives are attached as Appendix D.

g

Supervisors reviewed officers” performance annually with a view toward

promotion, disciplinary action or salary adjustment.

30. Santa Ana Proposal, May 19, 1975, op. cit., p. 29.

e o . I S o BT T oo S e o s : N . s

"personal characteristics, interpersonal relationships, duty performance and

Each of the four areas was broken down into from

Supervisors were to execute rat-

The rating elements associated with team policing

The performance review
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1v.- TLAM POLICING ORJECTIVES ' 0. 1 2

. COMPLIES WI1TR GOALS OF THE TEAM ,
CONTRIBUTES TO DECISI1ON MAKING OF THE TEAM : . i
DEMONSTRATES ABILITY TO WORK AS A TEAM MEMBER | )

CONTRIBUTES 1DEAS FOR IMPROVING TEAM
OPERATIONS

STIMULATES INTERACTION AND CROSS TRAINING WITH . i -
- TEAM MEMBERS

EADILY PA.RTIbiPATES IN COMMUNITY INVOLVEMENT

CONTRIBUTES TO POSITIVE ATTITUDES. AND TEAM
HOPRALE

PURSUES POSITIVE COMMUNITY PARTICIPATION .
AND SUPPORT ’

DEMONSTRATES ACCURATE JOB. KNOWLEDGE

DEMONSTRATES PUBLIC SPEAKING ABILITY

. 1S ABLE TO IDENTIFY COMMUNITY PROBLEMS
<

. DEMONSTRATES OVERALL ABILITY AS AN EFFECTIVE
TEAM MEMBER TO PUBLIC .

COMMENTS:

SECTION OF THE SANTA ANA OFFICER EVALUATION FORM
DEALING WITH TEAM POLICING~RELATED PERFORMANCE

FIGURE 18:

L)

was recorded on a city form-—separate from the qﬁgrterly evaluation discussed ‘

above. The city form did not provide space for explicit comment on team

policing performance. Nonetheless, supervisors used the quarterly form§ as

general input for the annual assessment. -
Because the demonstration was preceded by numerous promotions, the oppor- ?

tunity to rise in rank during the demonstration was almost nonexistent:

one ‘senicr officer was promoted to sergeant. While promotion to three of

the five within-grade steps is based strictly on time served, performancel
was a factor in promotions to the top level within each grade. It is difficult |
to assess whether team policing-related performance was a strong factor in

such promotions. As one sergeant said, "supervisors don”t distinguish that

e
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sharply between team policing performance and general performance; it is one

of many factors and different supervisors weigh team policing type activities coployees take part fn the planﬁing et deotstodndeing prdcesses."32 retye

differently. But good performance as & team officer cam be completely over= ' ..ing on the "Los Angeles Police Department Team Policing Guide," the Santa
eremn . .

shadowed by other things--for example, if a good team officer can’t write Ana plan outlines in a general way the process for implementing MBO-MBP, n
a

i - o and presents a caveat.
reports, he won’t get promoted until he corrects that problem | P.

icing, an additional ."The benefits of MBP often take considerable time to manifest
Though not generally considered a part of team pol & ' themselves. The Team 28 experiment (LAPD) determined that MBP
" requires a comprehensive training program, followed by application
in selected situations, such as planning Team operations, to counter=-
act crime problems. Many of the Team 28 officers felt they were too
involved in the decision-inaking process and were uncomfortable. It
is obvious that additional experimentation and research are required
to establish a proper balance which would maximize the advantages of :
planning and working together as a team, and minimize the disad~

incentive compatible with the intent of the program was instituted on Jan=
vary 13, 1975 in department order #45. This order provided for a one per=
cent increase in salary for those officers tested as fluent in Spanish,

ané provided for tuition support to prepare for the examination. Along

g

_ vantage of conducting everyday team activities by committee.'33
iti ilineual patrolmen, this provision illustrates
with the acquisition of biling P ’ The MBO-MBP system was formally inaugurated when the area commanders
p ; t to develop close police/community relations .
the department’s commitment to R . went In the summer of 1975 to develop the first draft of the community
. . ish- onstituency. . :
with Santa Ana’s Spanish-speaking ¢ y . oriented team policing implementation plan. As a part of this exercise and
. 1" 1if , .
. : £ tioned as "good team members’ .can qualily -
Finally, officers who have func 8 in conjunction with department polisy, they set forth the following major
. : indis i r a crime ,
more readily for schooling to become either a training officer o goals.
scene investigator. "The team policing approach will:
" lower the crime rate by 10 percent, [
° reduce the monetary liss to our citizens as a result of crime, C
e decrease the probability that our citizens are going be victims ’ L
S. OFFICERS HELP DEFINE TEAM OBJECTIVES of violent crimes, :
‘ (ELEMENT #18) e increase our availability to render effective police services. i
, , to the citizens of Santa Ana, i:
. s ¢ . . . weed cut the unworkable cases and thus streamline the P
. . ]
lan, crime commission report, and proposal do investigative process, and -
The Santa Ana task force p ’ e provide a better clearance of workable cases."34

not discuss participative management. The implementation plan refers to

The second step in the process occurred at the preimplementation team
1

: . '
patrol officer contributions "to the decision process of the team,” and to

retreats, where the last day was devoted to defining team objectives and
"ostablish[ing] goals for the team and themselves."3! It also proposes the ’ y g j

strategies. The team objectives were designed to support the overall

32, 1Ibid., p. 30.

33.  Ibid., pp. 31-32.

34, "Community Oriented Team Poliecing Training Outline," used in pre-
implementation training in the fail of 1975 (document undated), p. l.

use of Management-by-Objectives (MBO) and Management-by-Participation (MBP).

"MBP is based on the theory that the job will become rewarding when the

31, Community Oriented Team Policing: Implementation Plan, Thixd
Edition, March 1976, p. 1.
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goals set earlier by the area commanders. Figure 19 presents examples of

objectives defined by teams three and four at the end of October 1975. To

illustrate the level of detail at which strategies were defined, we present

MBO-MBP OBJECTIVES ESTABLISHED BY TEAMS THREE AND FOUR
OCTOBER 1975

below team four’s strategy for meeting their objective to "reduce crime in

District 4 by a minimum of 15 percent by January 1, 1977 as compared to

- Team 3
January 1, 1976." Activities included the following: - ’
; ( . l. To establish a Community Watch Program and Coordinator in each
®  increase home inspections by the crime prevention unity . : of the nine reporting districts of District 3 between November
e emphasize field interrogations; B 1, 1975 and December 31, 1975.

® . use specialized equipment (silent alazus, ear plugs for
pack sets, unmarked cars, etc.);

e increase officer awareness of crime patterns in the area.

[ ] engage in selective enforcement (e.g., pressure known
offenders); and :

] raise officer professionalism by rotating through investi-
gations and contact with other agencies.2?5

2. To develop contingency plans of action for policing of urusual
occurrences by June 30, 1976. (Special emphasis on the Civie
Center complex.)

3. To decrease the number of reported burglaries by 16 percent in
District 3 from November 1, 1975 through November 1, 1976.

The original plan called for quarterly reporting on progress in
Team 4

achieving team objectives. However, after two cycles of reporting, con-
1. To develop a fully operational Community Watch Program in Dis-

siderable discontent arose over the process. Captain Thayer, former chief trict 4 by January 1, 1977.

of field operations, felt the process entailed needless, wasteful paperwork, 2. To reduce crime in District 4 by a minimum of 15 percent by
: January 1, 1977 as compared to Jdnuary 1, 1976.

and encouraged a degree of editorial distorfion which would not occur were .
3. To raise the professional level of each officer in Team 4 by

January 1, 1977. (This particular objective will be evaluated
on the present level of training and expertise of each indi-
vidual and compared a year later after exposure to special
assignments and other training available to the Santa Ana
Police Department.) - :

progress to be reported in face-to-face meetings. Accordingly, the quarterly

reporting requirement was dropped, and in its élace Captain Thayer made per-
. .iodic "internal checks" on progress and problems. Céptain Thayer was gener-
* ally supportive of MBO, bqt felt the paper process could "get in the way

more than it helps.”

Source: Evaluation Report—--Community Oriented Team Policing, Area "B,"

Team meetings were scheduled with sufficient frequency to afford mem-
November and December 1975, January 22, 1976, p.l.

hers a chance to participate in management decision making. Fifteen—- to

thirty-minute team meetings were held on alternate days after roll call,

'and informal watch meetings occurred often. The December 1975 patrol FIGURE 19: MBO-MBP OBJECTIVES ESTABLISHED BY TEAMS THREE AND FOUR

IN OCTOBER 1975

. 35. Team four MBO forms completed during preimplementation training,
October 1975.
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officer survey indicates officers felt they exerted fairly substantial %

influence in their work environment. For example, when asked "How ‘much

s influence do you have in planning what you will do?," 13 percent of the that the;e was, in fact, a marked increase in interaction and thus an increase

i i m . £ n
respondents answered "very large influence," 33 percent answered "large in the opportunity to share information. Unfortunately, there is no way

1 for us to confirm that these interactions involved the sharing of pertinent

influence,” and 41.2 percent answered "some influence" on the first wave

of the survey. When asked "If you have a suggestion for improving the job-related information.

job or clarifying the set-up in some way, how easy is it for you to get Although this element is not mentioned in earlier planning documenta-

a chance to give your ideas to the individuals involved?," 83.5 percent tion, its importance is underlined in the Santa Ana implementation plan.

’ 1" . . ’
responded "fairly easy" or "easy." When asked "To what extent do you set Under team policing, "the sharing of information and woFklng together .to

objectives, goals and procedures for your job rather than following direc- resolve specific problems will increase considerably because most team B

. ‘ i i t officer - team. Depart-
tions or established procedures?," almost 86 percent of the respondents members will have dally contact with other officers on the: tea part

' . R : ment experiments have also demonstrated there is greater motivation for
characterized their participation as "very great" (10.3 percent), "great" 7 °

.(38.1 percent) or "some" (37.1 percent). officers to assist each other when the commitment to a specific territory

. 36 .
. . . P " Py . .
By April 1977, when the second wave of the survey was adminiétered, ofi— is highly intensified. The plan also specifies that team meetings will

: ‘ , . . occur daily for a 15-minute period at the conclusion of roll call.
ficer opinions about participation in management decision making was less . ¢ i - F

itq ' . . Available data indicate that the opportunity for information sharing
' ‘ positive. For example, a reduction was observed for the percentage of of- PP 4 °

. R . s , , ‘ and coordination did, in fact, increase under team policing. For example
ficers characterized their participation in "setting objectives, goals and ’ ’ P 8 Lot

: the number of on-duty meetings between officers or "field conferences'" rose
procedurgs for your job" as "very great," "great" or "some." The respon- 7 : |

. 5 1 ; under team policing, as Figure 20 suggests. The increase in conferences
dents in the "little"™ and "almost none" categories rose from 14 percent to . P & 8 &8

‘'was not strictly a function of increased field personnel, as the average

22 percent. (The question used to poll officers about participation in

: . ' mber of confe er offi er shift so i ased. Before team
setting objectives and two waves of responses appear in Appendix F.) i f conferences per otficer p e al nereas

policing, an officer was involved in a conference about once every seven

to twelve shifts. During team policing, conferences occurred about once -

T. INCREASED INTERACTION AND OPPORTUNITY FOR INFORMATION SHARING

(ELEMENT #20) every two to four shifts. Additional evidence implying an increased oppor-

tunity for information sharing is shown in Figure 21, which documents a

Santa Ana officials mai i i ,
aintain that information and interaction among marked increase in the number of "officer assist" events where a call is

line officers increased under team policing. We do not dispute that con- jointly handled by two or more responding units.

36. Community Oriented Team Policing: Implementation Plan, Third
Edition, March 1876, pp. 2-3.

ﬁg; plusion, but we cannot verify it. The available information indicates
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1 be providéd with more accurate and

team policing program, officers wil

i pivityd'
ijmely information about area problems and criminal justice ac y
timely :

P g

a t -

es fhat officers are not as confident

tistically significant change and impli ‘(Tl
ici 1e
tart of team policing.
fit as they were at the s .
about this program bene
detailed results appear in Appendix F.) g
iti iffi ties
11y, the two major Santa Ana source documents citing dlfflcg |
Finally,
i Policing
iated with team policing--the minutes of the 1976 Team
assoc |
ici --do not cite
Workshop and the March 1977 Santa Ana Team Policing Report
or

er team policing.
jnteraction and {nformation sharing as a‘problem und

" Yaoree somewhat "

‘ 37. Includes "strongly agree," "agree,

IV. OUTCOMES

In the review of the team policing thesry, ghe Urban Institute identi-
fied eleven beneficial outcomes expected to re;ult from implementing team
policing. These eleven outcomes are listed in Table 12 along with three
locally proposed objectives. The locally proposed elements are numbered
12, 13, and 14 in Table 1l2.

The SAPD planned and implemented a massive campaign to improve police/
community relations. The findiﬁgs from a survey of citizens were suggested |,
as the principal means for identifying the effects of the campaign, but
attendance at community watch meetings and the results of the department
block captain recruitment effort were also expected to signal impact.,

Two waves of the citizen survey indicated nc statistically significant
improvements in citizen percéption of police. Meeting atfendanqe during
the demonstration which included those who may have attended more than one
meeting totaled 21,255 which represents approximétely 12 percent of the
city’s population. Additionzlly, about 600 block captains were recruited.
Officer survey results indicated the general opinion that, in fact, police/
community working relations improved during the demonstration.

The main intention of the Santa Ana program'was to réduce-crime. Thé SAFD
claims a dramatic crime reduction as a result of team policing and the new
persoﬁnel added to the department under the auspices of the crime abatement
pfogram. fhe decreased crime rates sustained @uring part of the demon-

stration are not entirely attributable to recent SAFPD efforts.

101
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TABLE 12: “SUMMARY OF SANTA ANA POLICE DEPARTMENT EXPERIENCE WITH OUTCOME CHANGES

Consf{dering the Number,

Families to Santa Ana

v Has Element What Were The Types Of Timing and Magnitude Of What Data Do The Data
Qutcoma Charge Stated As teasures For The The Implementation Were Collected Indicate
iin Federal a Local Chinge Used In | Changes, Ia A Signifi- To Measure A Change?
Tean Policing Model Objectives The Local ObjJective cant Outecuwe Change Change? What Directioa?
Plausible?
. . ‘
1 Ioprove Police/Comuunity Relations Yes Survey of Citizen Attitudes Yes The Urban Some  Improvement
Toward Police, Attendance at Institute’s Pa- Evidenced
Community Watch Heetings, trol and Citi-
Number of Block Captains zen Surveys.
Two waves cach,
2 Increase Officer Job Satisfaction Yes Survey of 0fficers Yea Cificer Yes, Job Satisfac-
* ' Opintons tion Decreased -
Somewhat, But
Still Iigh
3 Iocrease Productivity No Not Appllgable Not Applicable * tict Applicable § Not Applicable
& Increase Flow of Crime-Related Strongly Reported Crime Rates Yea Reported crime Some Increase
Informatton to Police and Iuplied rates., The Ur- Evidenced
Increase Reporting Rate ban lnstitute’s
of Crice . citizen/patrol
survey [indingsa
5 Increase Quality and Quantity Inferred Number of Arrests Yes UCR arrest data © Yes,
of Investigations, Inczrease local court increased
Nuaber of Criminals lfataon offi- arresta and
Appretiended and Prosecuted cer case pre=- prosecut ions
. sentation
data
6 Iwprove Police Scrvice No Not Applicable Not Applicable Not' Applicable | Not Applicable
7 Inprove Crime Prevention No Not Applicable Not Applicable Not Applicable | Not Applicable
and Control
8 Hore Effective Law Enforcement to Hot Applicable Not Applicable Hot Applicable | Not Applicable
9 Decrease Crime R;tel Yea UCR Crime Statlstics Yes UCR Crime Yes, Crime De- |,
* Statistics creased, Cannot Be
Attributed to Teaw
Policing
10 Decrease Cltizen Fear Yes Citizens’ Feeling of Year Yes The Ur~ Yes,
ban Institute fear
Citizen Survey decreased
11 Improve Community Services No Not Applicable Not Applicable Not Applicable } Not Applicable
12 Reduce Traffic Fatalities and Yes Humber of Traffiz Deathws Yes Number of Traf- No Change
Accidents ftc Warnings,
. Citations, Ac-
cidents and
Fatalities
13 Reduce Monetary Loss To Yes Dollir Value of © Yes Dollar Value Yes, Recovered
Citfzens As A Result Stolen Property Stolen and More Stolen
aof Crinve Recovered Property
Property
14 Attract New Businesses and Yes None Suggeated No Not Applicable | Not Applicable

20T
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The officers’ satisfaction with their job declined during the team 104

l

i , .-perceptions of fear.

officials expected some decline. The timing of promotions, reassignments
and the influx of new, mostly experienceﬁ officers probably caused job satis- i» The SAPD did not cho
; ‘ ose to focus on the followin i
~ | 8 outcomes associated -
4 faction to peak near the start of the demonstration program. The major reasons g ) THER the federal dnte
. ; ervention: increased productivit i
. Ys 1lmproved crime prevention
. | ’ -

improved. police service or improved community service. \ .

for the down~turn were-growing disenchantment with:
However, it was expected

that the program would reduce traffic fatalities and accidents
A 3

) promotion opportunities;
® the level of freedom exercised by line officers in decision

making;
e top management concern for the problems of line officers;

) line officers’ opportunities to learn new things; and,
® working hours.

reduce monetary

loss i i
to citizens resulting from crime, and help attract new families and new

businesses to Santa Ana.

Although there was a substantial increase in the number of verbal and

An increase in the flow of crime-related information to the police was

writ
ten traffic warm.ngs and an increase in the number of c:Ltatlons there
]

expected as part of team policing and specifically as a byproduct of the

was no
n decrease in the number of traffic accidents. Since there was a small

campaign to improve citizen support for police. According to two waves of

decrease i iti
) e in traffie fatalities, but without a corollary decrease in accidents

the citizen survey there were no statistically significant, improvement in
or a more substantial decrease in fatalities,

the community’s predisposition to be helpful in supplying information to ¥ ] L . R
- iR N L
change in the level of traffic fatalities resulted from team policing

it does not appear that g “lasting

police. A majorit& of patrol officers thought that team policing improved . ;i

Th
e SAPD improved the recovery and return of stolen property, thus reducing

citizen cooperation and that members of the community would share informa-

monetar i '
y loss to citizens as a result of crime. The improvement was most likely

g I R
i A e

{ io”. Wlth po]-lce'i ’
1

s

While the number of arrests for UCR Part I offenses declined 9 percent Ci

» ' Although the rate of r i
during the first year of team policing, the number of arrests for Part II e o comerciar o e o xoee

: v " T:
| 2 : during the team i AP ‘
i ; i A policing demonstratj
- -offenses increased by 23 percent for the same period. The overall effect was 8 f% 8 ation, the effort of the SAPD to reduce
, 8 , o ’ c¢rime was only one of man fact
. : 3 [ ors .
- a net increase in arrests. One result of the increased arrest effort was an F , . y that brought about the change. Police

) increased number of cases presented to the local prosecutor and a modest, ,
3 city’ .
B . ¥y '8 old downtown section as the most tangible example of team ﬁolicing's ¥

almost 5 percent, improvement in the rate of cases accepted for prosecution.
. general effect on the city’s growth pattern.

As indicated by citizens perceptions about the safety of their belong-

ings, fear of crime was reduced during the first year of team policing. It
was expected that the implementation and the general reorientation and expan= .

. sion of the department would bring about the change, but it may have been

s e ke en v e 5t £ e e s 6 - o e A e S e o L e e e me [ . . . - v O .
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A. POLICE/COMMUNITY RELATIONS REMAIN STEADY
(OUTCOME #1)

police/community relations is cited in all the Santa Ana planning

Improved

s one of the major aims of team policing. It is stressed as one

in the reduction of crime and used as a major justification

asing the strength of the patrol force. Santa Ana mounted an inten-

fort in this area. Major components {ncluded a public relatioms

an intensive community watch program and an increased emphasis on
officer contacts with citizens.

Evidence from two waves of the citizens survey administered January 9 to

12, 1976 and January 31 to February 5, 1977 indicates little improvement in

citizen perception of police; the changes are is not statistically signifi-

est for any of the nine questions

on the survey most germane to this issue. Table 13 summarizes the questions

and responses for both waves of the survey.

In terms of recognition, citizens show insignificant changes in recog=

nition of officers working in their neighborhood and believe there was some

.

increase in officer recognition of residents.

Mutual respect between citizens and police appears to have increased only

slightly and most residents on both surveys felt it unlikely that police would

be harassed by citizens. For example, on the first survey, 35 percent of

respondents said residents viewed police as "outsiders pushing them arourd";

by February 1977, this figure was reduced to 23 percent.

To some extent, it was surprising to find no statistically significant

on of police/community relations, as Santa Ana

The find-

change in resident percepti

mounted the most ambitious program among the demonstration cities.

ing suggests, simply, that it is hard to create measurable changes in public

opinion about city services.
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TABLE 13: SELECTED CITIZEN OPINIONS--POLICE/COMMUNITY RELATIONS

Question

Wave

N

Categories and Response (%)

In general, would you say
you recognize most, some,

a few or none of the po~-
lice working in vyour

neighborhood?

One

Two

100

100

Most
10
10

Some

12

Few None Don’t Know

11 68 0

In your opinion do po-
lice officers working in
your nedighborhood recog:
nize most, some, a few
or none of the people
who live there?

One

“Two

100

100

11
12

16
25

2% 21 28
20 14 29

To the best of your
knowledge, is this type
of program (police as-
gigned to small areas)
in operation lo_your

neighborhood?

One

Two

99
99

Yes

21
29

XNo Don’t Know
52 26
53 15

How wmuch respect do
you think residents

in your neighborhood
have for police of~
ficers-—a great deal of
respect, some respect,
or not much respect?

One

Two

100

100

A Great Deal

Some

Not Much Don’t Know

42
47

45
45

9 4
4 4

In general, how mucyh
respect to you think
police in your neigh-
borhood have for people
iike yourself~-a great’
deal of respect, some
respect or not much
respect?

One

Two

99

100

47
a9

43
29

HBow likely do you think
it is that a police of-
ficer would be harassed
by residents in_your

' neighborhood-~very likely,

somewhat likely or not
too likely?

One

Two

100

100

Very Likely

Somewhat

Not Too

Likely

Likely Don’t Know

]

7

11

8

78 5
82 . 3

To what extent do you
think residents in your
neighborhood view police

as outsiders pushing them

around--to a great ex-
tent, to some extent, or

41 not at all?

One

Two

100

100

Great Extent

Some

Extent Not At All Don’t Know

2

1

3 54 11

Do you ~hink this pro=-
gram has improved
relations between the
police and the people
whp live there?

[this question « « .}

One

18

29

Have you talked in-
formally with any po~-
lice officer in your

neizhborhood during
the past mouth or so?

One

Two

99
99
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Table 14 illustrates the findings germane to police/community relatiouns
drawn from two waves of the patrol offiger survey. The statistically signif-
icance of changes between Wave 1 and Waye 2 are indicated in the left column.
The resﬁonses to the firs£ two questionsllisted on the table show that after
experience with team policing SAPD officers rate the job they do working
with the community and their ability to recognize people who live in the team
neighborhoods more favorably. The responses to the third question show that
when the program started over eight percent of the officers believed that
citizens would have more influence under team policing, this opinion did not
change after sixteen months of experience with the prograﬁ.

Ansvwers te the fourth question indicated that over 80 percent of the
officers responding to both waves agreed that top management i1s concerned
about neighborhood problems. The fifth question and responses show that
between 20 and 25 percent of the officers polled on the two waves think it is
likely that police officers would abuse or harass people in the team neigh-
borhoods.

Additionally, the survey contained three questions that form an index
that measures the perceived level of citizen ﬁostility to police. An unex-
pected finding was that the police perceptions tended to polarize during
the demonstration. On the second wave of the survey, officers expressed
somewhat stronger pro or con opinions. However, the shift was relatively
evenly distributed between the polar positioné and was not quite statis-

tically significant.
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TABLE 14: SELECTED PATROL OFFICER OPINIONS--~POLICE/COMMUNITY RELATIONS

ST
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i
Questions Wave| N Categories and Responses (%) Statistical @
Significance ;
Very Somewhat Somewhat Very
How good a job of working Poor Poor Poor - Average Good Good Good
constructively with the com- :
munity would you say your Onej 97 0 1 5 13 33 40 7 0.05
unit is doing now? Twol 96 0 0 0 13 23 48 16
In your opinion, do police Most Some Only a Few None
officers in the neighborhood ) !
in which you work recognize One| 97 5 55 39 1 0.05 ) f
most, some, only a few, or Twol 96 27 . 56 17 0 '
none of the people who live =
there? . &
w
Strongly Agree Disagree Strongly
Citizens have more influence Agree  Agree Somewhat Somewhat Disagree Disagree
on police programs under Onel 97 5 38 . 40 14 2 0 N.S.
neighborhood team policing. Twef 96 7 30 46 12 5 0
Top management is really con-{ Ongq 97 12 34 39 8 5 1 ]
cerned about the different Twd 96 13 30 40 7 . 11 0 N.S. }
problems of each neighborhood ‘ . !
in this city ar county. ;
Very Likely Somewhat Likely Not Too Likely
How likely do you think it
is that police officers .
would abuse or harass One} 97 4 18 78 N.S.
people in the neighborhoed Two | 96 38 15 . 76
in which you work? !

=4
v
It

not significant
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B. CRIME DECREASE
(OUTCOME #9)

During the demonstration, the crime rate in Santa Ana continued a general
decline that started months befére the implementation of team policing. The
implementation was accompanied by further decline for some mgnths until July
1976 when the reported crime rate began to rise. »By March 1977, near the end
of the demonstration, the crime rate had rebounded almost to the level recorded
at the start of the program. Thus, there is no evidence as yetvthat team
policing has caused a lasting decrease in the rate of crime in Santa Ana.

In March 1977, Santa Ana published a crime impact report documenting the
results of the first year of team policing. According to theirepb;t:

"The results have been dramatic. In its first full year of operatiom,
we have not only reversed the trend of constantly increasingunﬁmbers
of major crimes, but have successfully reduced them by 18.03%.
' Between 1975 and 1976, the following specific decreases were noted:
e 23.09 percent decrease in burglary;
e 21.03 percent decrease in auto theft;
® 19.13 percent decrease in rcbbery;‘
e 5,21 percent decrease in theft over $50.00;
o 22.00 percent décrease in theft under $50.00; and
® 47.15 percent decrease in rape.
According to the report, "a major factor in the success of the program
[has been] the degree of cooperation and commitment which has been displayed
by the fine citizens of our city." Chief Davis used the report ' as a vehicle

to "congratulate the members of the city council, the members of the citizens

1. 1976 Crime Impact Report, City of Santa Ana, California, "Community

Oriented Police" (undated), p. 2.
2. Ibid., pp. 11, 13, 15, 17, 21.
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crime prevention commission and especially the' involved citizens of our com-
munity and members of the Santa Ana Police Department for their efforts in
making C.0.P. the success that it 15" and to communicate findings about the

program to other interested departments.

‘Several lines of analysis are available for examining the probability -

that the decrease in crime in Santa Ana was caused' by team policing and not
by other factors. Examination of control and comparison groups can - represent
an extremely useful approach. Under ideal circumstances, one could compare
changes in crime within two similar sectofs of Saﬁta Ana itself; one where
team policing was implemented, the second where it wasn’t. Or, one might
compare crime changes in cities where a uniform variant of team policing

was introduced with control cities, cgosen for simila;ity in size and

;ther socioeconomic variables. @

Since Santa Ana adopted team policing citywide and since substantially
different variants of team policing were adopted by the other demonstration
sftes; we.campared Santa Ana’s crime tfends with those of all other American
cities of similar size.‘ If Santa Ana crime rate trends parallel those of 2
large number of other cities, thig finding weakens the argument that team
policing influenced crime rates in Santa Ana.

The second lipe of investigation is a time series analysis. Using

this method, one would examine fluctuations in crime rates over an extended

period of time in Santa Ana. If one can identify past changes in the rate
of crime, similar in magnitude and duration to that experienced under team
policing, and if those earlier fluctuations cannot be easily attributed to
some major departmental effort, this finding would tend to weaken the argu-—

ment that team policing caused the change. The more plausible explanation

would be that the observed change was a continuation of uncontrolled or

natural fluctuations in patterns of crime.

3. Ibid-, po 2- T, ¢
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Finally, a necessary (although not a sufficient condition) for assigning
?

attribution, is the presence of a departmental effort of sufficient magnitude
3

and duration which can be logically linked to the outcome--reduction in

crime. If it could be demonstrated that team policing did not entail a sub~

stantial change over predemonstration police operatioms, the Santa Ana

department and the team policing program cannot bg credited with success in

reducing crime.

Briefly summarized, oﬁr findings from these three lines of analysis are

as'follows:

* The change in operations=—-particularly the incr?ased patrol
strength--was of sufficient magnitude and duration to make o
plausible the argument that team policing influenced the declina

in rates of crime.

® Comparison of crime trends with those of other cities showed that

i i in Santa Ana. = Only

thing distinctly unusual was happening in
§°:§ IOIgcities (with populations between 100,000 and ZSO,OQO)5
experienced a similar or greater decrease in crime between 197

and 1976.

. Since 1971, Santa Ana has experienced three other majo? drops
in the crime rate which parallel or exceed.the change in .
question. In addition, the decrease in crlm? under.team pOllﬁ
ing appears. to be part of a longer term decline dating from the

fall of 1974.

e The net figures (the ones used in Santa Ana’s crime impact report)
-do-not reflect the fact that the decline in crime rate ugde; tea?
policing was a transient five-month phenomena at the beglyn%ng o ‘
the demonstration. Beginning in June 1976, crime began rising again
and by January 1977, the crime rate reached the same level exper-
ienced during the second month of the demonstration.
This collection of evidence places evaluators in a quandary. On the one
hand, we know that Santa Ana’s experience was very atypical. The question
arises whether the unusual net decline in crime between 1975 and 1976 stemmed .

from team policing or, rather, stemmed from a complex of factors unrelated to

enforcement activity which drive periodic fluctuations in the c¢crime rate.
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The problem in Santa Ana is that available evidence supports both views. The

. department made strenuous efforts whose logical result would be a decline in

crime. On the other hand, similar dips in crime have occurred between 1971
and 1975 without major departmental initiatives.A Further, the dip in crime
rates ﬁqder team policing appears to be part of a long~term decline which
began in the fall of 1974, 1If team policing prompted or contributed to the

decline in the first half of 1976, 4its decreasing effects were temporary. It

is possible that the increased patrol presence, field interrogation activity

and the media campaign caused a temporary deterrent or displacement effect
which wore off as criﬁinals adjusted to "the new rules of the game." Below
we Teview the lines of analysis which contfibute to the attribution argument.
Team policing represented a substantial change over predemonstration
operations. Perhaps most crucial was the facé that the department experi-
enced a net gain of 58 patrol officers between July 1975 and July 1976, a 35
percent incgease in patrol strength. Increased strength is reflected in more
intense arrest activity. . Between 1975 and 1976, arrests for Part I and Part
II crime increased from 12,599 to 15,614, a 19.31 bercent increase,5 and
field investigations increased dramatically., During this same period, 15,770
citizens attended community watch meetings. Over 600 bleck captains were re-—
cruited. The visibility of police was enhanced through marked increase in
foot patrol, and the proportion of follow-up investigations was increased.
Given the general increase in manpower and activity, it is quite plausible to
expect some direct or indirect influence on crime rates, be it through deter-

rence, target hardening, warehousing or displacement.

4, Officials report that a dip in late 1971 and early 1972 may have
reflected a conscious effort to manipulate the incidence of reported crime
in order to achieve a higher clearance rate.

5. Ibid., p. 25.
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Figure 22 shows that Santa Ana experienced a 5 percent increase in Part

I crime between 1974 and 1975. Santa Ana’s experience was roughly typical

' of cities of similar size. While 55 cities experienced a larger increase,

24 cities experienced no change or a decrease, and 20 other cities experienced

an increase parallel to that in Santa Ana. However, as Figure 23 shows,
Santa Ané's experience between 1975 and 1976 became very atypical. While 61
cities experienced an increase in crime, and crime rates remained stable in
17 others, Santa Ana experienced almost a 20 percent decrease in Part I crime.
(Appendix E presents a series of figures which show the percent change in
crime from 1974-1975 and from 1975-1976 by type of Part I crime.)

Figure 24.shqws the number of Part I crimes recorded from 1971 through

egrly 1977 in Santa Ana. The major peak in December of 1973 may be a sta-

" tistical artifact, explained by increased‘emphasis on accurate crime reporting

by field officers. The chart reveals three major dips in the crime rate prior

to team policing.

e Between October 1971 and January 1972, the number of Part I
crimes dropped from 1,248 to 836, a decrease of 33 percent.

. Between October 1974 and November 1974, the number of Part I
crimes dropped from 1,858 to 1,537, a decrease of 17.3 percent.

8 Between January and June of 1975, the number of Part I crimes
dropped from 1,668 to 1,335, a decrease of 20 percent.

None of these dips appear to be associated with major departmental initiatives.
Under team policing, between December 1975 and May 1976, the number of
‘Pér; I crimes decreased from 1,477 to 1,049, a decrease of 29 percent. How-
ever,‘between May 1976 and January 1977, the number of Part I crimes increaéed
from 1,049 to 1,481, an increase of 29.8 percent. As Figure 24 illustrates,
the dip under team policing appears to be part of a longer term decline in.
crime rates beginning in October 1974 and (apparently) ending in June of 1976.
Figure 25 which illustrates the number of Part I crimes per 1,000 population

illustrates this decline more clearly.
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SANTA ANA COMPARED TO 99 OTHER CITIES WITH POPULATIONS
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FOR 1974-1975
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CRIME FOR 1975-1976 (FIRST NINE MONTHS ONLY) ’ fw
Source: "Crime in the United States, Uniform Crime Reports,"

Federal Bureau of Iavestigation 1974 and 1975, and

“Crime in the United States, Uniform Crime Reports,”
Federal Burcau of Investigation, 1975 and 4
Uniform Crime Reports Release (January-3September, 1976) [
Issusd by Clarence M. Xelley, Director, F3I, and !

dated December 21, 1976.
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C. JOB SATISFACTION PEAKS AT START OF TEAM POLICING
) (OUTCOME #2)
Job satisfaction declined over the course of the first sixteen months

of team policing, but it was uncharacteristically high at the start of the
demonstration so SAPD officials expected some decline. The expectation of
increased officer job satisfaction waé not explicitly expressed in the task
force planning paper, the crime commission report or the proposal to LEAA,
but it was clearly implied by statements in the implemeptation plan and
conveyed in discussions with department officials. According to the intro-
ductory section of the implementation plan:

"The strongest attribute of team policing, as it will be applied in

Santa Ana, is that greater trust will be placed upon the intelli-

gence and Ingenuity of the working police officers who comprise the

team. All team members will be involved and encouraged to contribute

thelr own ideas for improving tedm operation. They will play major

roles in building their teams . . M6

When team policing started, moraie and job satisfaction were very high

because of the department’s recent rapid growth. During the preceding months
most veteran patrol officers experienced some tangible benefit such as a pro-
motion to sergeant,gappointment as senior officer or corporal, a more prefer-
able duty assignment such as crime scene investigator (CSI), or simply
increased seniority. The new officers hired to expand the field complement
also had reason to have a very positive attitude because most experienced
a pay increase by coming to Santa Ana. As a team one senior officer reported

about a'typical new officer who transferred from a rural California county, b

"He .almost doubled his salary by coming here and, of course, he is very happy."

' 6. "Community-Oriented Team Policing Implementatiom Plan," undated,
Pe 2. ’ ‘
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ol . ® Job freedom as measured by "freedom to make decisions," "freedom
, ) h g i to use my own judgment," "ability to plan ahead," and "freedom to
The first wave of The Urban Institute’s patrol officer survey reflects the 8 i express my opinions to my superior" declined during the demon-

.. -stration period.
generally positive attitude SAPD patrol officers felt about their job. For P

e Officer perceptions about the level of top management concern

example, when asked, "Which of these statements best tells how you feel about 8

A - s ‘ ; about the problems of the line police officer declined during
your job?," almost 90 percent professed to be either "coitpletely satisfied" s 'j f;‘ - ' the demonstration. |
« ' » - . . .
or "well satisfied." However, by the end of the demonstration period, the Qi lii ) | f giiiiiédpjiﬁigglz;z :Zgggszzztzgi?rtunlty Fo "learn new things
) number of officers that offered either»of these rQSponses was down to about ;; ?; - e Officer perceptions about the oppo;tunitf to "have good hours"
65 percent, a significant decrease. (The detailed responses to this question ;é - declined during the demonstration.

are included in Appendix F.) What happened? Specifically, what led to a

25 percent decrease in job satisfaction during the first sixteen months of E . D. OFFICERS BELIEVE CITIZENS OFFERING MORE CRIME-RELATED INFORMATION

-4 . (OUTCOME #4)
team policing operation? 4 [ ’

The survey findings show a statistically significant reduction in job Throughout the Santa Ana planning documentation runs the theme that

satisfaction in four different ways: , . gf ;f improved police/community relations is a prerequisite for crime reduction.

e Intrinsic work satisfaction as measured by '"happiness in my .
work," "liking for the work," "interesting work," "opportunity
to learn" and "sense of accomplishment" declined during the
demonstration period.

For example, the implementation plan states that "without citizen involvement,

‘"6

our Police Department will be hard pressed to curb the crime rate . .

. ) . Further, the crime commission report states that "The extent to which crime
® Extrinsic work satisfaction as measured by ''chances of getting

" ahead on the job," "friends’ opinion about the.police agency,"
"satisfaction with progress,” '"pay compared to other places,"
"chances of going as high as I want," "advancement compared to
friends," "advancement on the basis of ability," and "pay com-
pared with the pay of my friends" declined during the demonstra-
tion period.

and traffic injuries or deaths can be reduced is directly related to the ef-

fectiveness of the officers in making the people of their district a part of -

. their team . . . ."7 The implication, rarely explicitly stated, is that

. . . long-term crime reduction depends upon improved citizen reporting, cooperation
- e Work satisfaction as measured by an 18~item index including

characterizations like "fascinating,' "boring," "active,” "“frus- -

. . in investigative efforts, etc.
trating," etc., declined during the demonstration period.

R . . - Orly in one section of the crime commission report could we find part of
@ Overall satisfaction as measured by an 18-item index including .

questions like "would your life seem empty without your work?,"
"Do you think ynu selected the wrong occupation?,"” "Would you

’ always like to remain in police work?," etc., declined during
‘the demonsttation period. :

the specific strategy articulated. "The increased communications with eiti-

zens and more available time for patrolman’s outside activity will initially

."8

s T s e

Ak

. . . increase the number of reported crimes. . .
The survey findings point to five significant reasons why job satisfactiomn

3 6, Citizens Crime Prevention Commission Report, February 1975, Santa -
“ Ana, California, p. 42. R
S T 7. Communitv Oriented Team Policing: Implementation Plan, Third yé

. Edition, March 1976, p. 2. : s
’ 8. Ibid., p. Sl.

declined.

e Promotion satisfaction as measured by a nine-item index including
: "
"good opportunity for advancement," "promotions on ability," ingre—
quent promotions," etc., declined during the demonstration period.
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Santa Ana initiated‘three broad classes of effort whicﬁ could plausibly
increase the flow of information from the community. These activities include
the public relations campaign, the community watch program and the stepped-up
PR contact efforts made by patrol officers.
A comparison of two waves of the citizens survey reveals no statistically
significant change (at the 0.05 level) in attitude of helpfulness in supplying

information to the police. For example, the proportion of citizemns who felt

121

TABLE 15: CITIZEN COOPERATION INDEX QUESTIONS AND RESPONSES

Citizen Cooperation
Scale Questions

Officer Perception of
Degree of Citizen Cooperation

If a group of juveniles
and children were causing

trouble or were about to | ]
u . . . . .
residents in your neighborhood would usually . . . help police identify break the law in the RESPONSES (%) Total
. . : E . neighborhood in which '
criminals" increased from 49 percent to 58 percent. Similarly, the proportion yougwork, would people _ | | B l | }
) " ) . - : usually, occasionally, or December | |
éf citizens who thought "residents in your neizhborhood would Psually « o seldom try to solve the 1975 16 | 11 | 33 [ 17 | 24 | 101
bl h ? =
report crimes they observe to the police" increased from 65 percent to 74 problem by themselves N =97 | | | | |
) . . . If asked by the police to | | | | | |
percent. There was no substantial change in respondents estlmates.of the give their name and |
. ] ) , appear in court as wit- April | | ] | :
probability that residents would give their name and appear in court as L nesses to a crime, do you 1977 30 19 |22 16 13 | 100
. . ) . . o think residents in the N =97 | | | | |
witnesses to a crime. Beyond the survey data, there is some evidence of an neighborhood in which you
. : e o . work would usually, occa-~
increase in the number of "{crimes] in pl..‘OglESS calls made to the police as sionally or only seldom HIGH Cm—rmmmemmmmem > LOW
? ;
the demonstration proceeded. do so? . CITIZEN
COOPERATION
Would residents in the . INDEX

As evidenced by a statistically significant change (0.05) in the respouses neighborhood in which you

work usually, occasionally
or seldom help police
identify criminals?

from two waves of the patrol officer survey, citizen cooperation with the police

Amproved during team policing. An index which includes four questions listed om

From your viswpoint, would
- residents in the neighbor-
hood in which you work
usually, occasionally or

. seldom report crimes they
observe to the police?

Table 15 was used to measure citizen cooperation. In addition, two other state-

- ments, one about "the police team program’s [ability to] increase the degree of

community support and involvement" and another.about the usefulness of "meeting

with citizens [to provide] increased information to improve police effectiveness" -
Source: The Urban Institute Patrol Officer Survey

were strongly supported by officer responses on each wive of the survey. On
?verage, over 90 percent of thg respondents agreed with these‘statements but
there was no statistically significant change between December 1975 and April
1977. In sum, officers feel that team poliéing improved citizen cooperation

and the likelihood that citizens will provide information to police.
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E. MORE ARRESTS AND PROSECUTIONS

(OUTCOME #5) traffic unit, as well as patrol. Overall, between 1975 and 1976, depart-
mental arrests increased, due principally to 4 rather striking increase in

The rate of SAPD arrests increased from 1975 to 1976. The upturn was .
‘ " Part II arrests.

A%

driven largely by a marked increase in Part II arrests which offset a modest z
As Figure 26 illustrates, Part I arrests have a history of fluctua-

("

decline in Part I arrests. The clearance by.arrest rate for Part I crimes,
. tion, with numerous peaks and valleys occurring since 1971. In 1975,

however, remained stable and did not increase according to departmental ‘
there were 4,289 arrests for Part I crime; in 1976, the number declined to

expectations. Both the number of cases presented for prosecution and the
3,870, a decrease of 9.8 percent.

acceptance rate increased during the demonstration year.
As Figure 27 illustrates, the decline in Part I arrests between 1975 and

11

The task force plan, crime commission report and implementation plan do .
1976 was more than offset by a large increase in Part II arrests. While

not mention this outcome directly. However, the departmental level MBO
Part II arrests averaged 674 per month in 1975, the monthly average had

statement lists "providing a better clearance of workable cases" as one of
. risen to 872 in 1976. As Figure 27 illustrates, this increase appears to

the five major goals, and Santa Ana does report on its arrest recoid in the
be part of a long-term trend of 1nrreasing Part II arrests.

crime impact report issued after one year’s experience with team policing.
Figure 28, based on data from the Daily Activity Reports; reflects

Further, the task force plan called for the establishment of a legal advisor
patrol activity omnly. This figure shows an overall increase in arrest events

who would provide, "among other services,
from 1975 through the first eight months of 1976, 1In 1975, the average number

"informal legal evaluation to any member of the department on cases
) submitted, . . « o+ individual case evaluation . . . and liaison
' with the District Attorney’s office, the city aStorne the court
g and any legislative branches as required . '

of monthly arrest eventg was 1,138. 1In 1976, the monthly average had.risen
to 1,289, peaking in April at just under l,SOO’arrest events,

"with the initiation of an inhouse legal advisor . . . we will not Figure 29 illustrates the rate of clearance by arrest for Part I crimes

only upgrade the department’s performance, but will establish mean~-
ingful lines of communications with police_ officers, courts and the
remainder of the Criminal Justice System.”*%’

The figure preseuts a picture of continuing stability. 1In 1974, 1975, :

- ‘ P ; . rcent 23. 1 ercent

singled out for special effort-——show a similar stablllty. From 1974 through

and include arrests which can be credited to the investigative division and
1976, the clearance by arrest rates for burglary were 28.1 percent, 23.4

9., Citizens Crime Prevention Commission Report, February 1975, Santa percent and 24.0 pércent respectively.

! Ana, California, p. 53.
10, Ibid., p. 54.

As Figure 30 illustrates, the number of cases presented to the prosecutor

increased from 7,167 in 1975 to 8,030 in 1976, an increase of 12 percent. ?5?

.11, Excluding traffic-related arrests.

i
.

L et e te TR T 1T T T e i SN R ot ) o e AL s e e seaei e ok iy e

B R T LI N T T v .




125

124

u .
i
i
!
{ L}
I
k
| o
|
,)‘ -
| ' s T T T =
| : ; ‘
’ : . g
“ : ‘e .
. ! :
: . ;
700 : : ' 5 ’
4 . . oo nanLs .
-

,Qﬂ‘

qob‘ -.‘ - . . c e e

B

8

ARRESTS

e s

PART II ARRESTS

3004 -

’ .

‘Teams Begin Operation

Teams. Begin
| » . e i3 tloperatisn

1004 o RS if?.A_.;;_?...u.‘ LS "%- -

8

T 13 ¥ el Tl BRI 43 (S ETF A 2T FSE7F Tanali v yScerfimarz]t +3
Tt ns - i
t:‘:} . ! )
' MONTHS

- ' 2 3 g4 75 76 77 )
- P sl caun| . n
P ‘ Quarterl}’ MONTHS -

= Source: ' SAPD Monthly Statistical Reports: Crime and Arrest

Source: SAPD Monthl& Statistical Reports, Crime and - : Information.

;; | : Arrest Information ‘
o o ’ , ; FIGURE 27; PART IT ARRESTS--JANUARY 1973 TO MARCH 1977
FIGURE 26: SAPD ARRESTS--TOTAL PART'I CRIME, JANUARY 1971 -

TO FEBRUARY 1977

.
B
- - - -
R e TS o -, e . b . e

K i
< e A 45t g b 5 KL et e e s e e

s g .
R, e {
» P i o - - o . 1
. — e - e PR N g e 23 et vt o i e W
SEN) iz BRI - . - * i T e
s - e . v R




R N

et g it S

C

126

t 4

.. .E:

-y et e

.i Teams Begin

h

: Operation

]
- b
g
;

.

t
|

L

"‘j“‘i'."t.“ T ThT

*ST EVENTS, JANUARY 1974 TO AUGUST 1976

o
%)
.
(=]
>
&
r{
>
s 0
: 5
! | 5 3
) L.Alw; m “
¢ j &
1 " =
1 a
TN 3
i Qi b
“ - i ° .
i : 7o)
i . o~
o f a
i ! o m
[ L : o]
_ o “ ) w [T
: i S w B
i _ e
W.mu : . ER DN N m .
.mll..l.l. oOo . ......v....“ _. ; :
ALIAIIOV ISTNYY IVIOL «-i: i 1 1
R o PR A Y w‘ 0
' [
AN
. , ‘
‘.
s




. i i Sy
:{ L ! f wm
N
! . |
654
60}
50t
40+
£
%
-
a r
A m L]
; 2
@ 221
i 1
i O
&
‘ % g 10+ Teams Begin Operation
; i
&
i I
o
1} Oelll“::ll'lLll::;:u!l'L'nlllA-All':::'::!JI:!::&[:'!E:IIl;l!llj'n:l
14701 47101234561 39101:1)11 23456789 10113111 2345 6'789101111{'12_345 67891011(123
i 19711 1972 1973 1974 S 1915 1976 1977
- ¢ MONTH
it . . .
- i Source:: SAPD Monthly Statistical Reports, Crime and Arrest Information,
. i s
‘ FIGUKE 29: RATE OF CLEARANCE BY ARREST FOR PART I CRIME, JANUARY 1971 TO MARCH 1977
. “rfj ‘
- i e BRI e gyt -
v N v ) .

g



128

o A S e

.....

.........

......

‘‘‘‘‘‘

.....

¢

Cases presented for prosecution,” ™
i .

" 'Cases accepted for prossgucion,

......

......

.......

P I IR Y A

R

i
vlLl

§ SN S B |

56789

2211234567820
ST Teeve

o= et e

.......

Source:

FIGURE 30:
FOR PROSECUTION, 1975-1976

Court Liaison Section Monthly Activity Reports

NUMBER OF CASES PRESENTED FACH MONTH AND ACCEPTED

129

This increase was most likely reflective of the rise :in Part II arrest activ-
ity. Similarly, the number of cases accepted for prosecution rose from 6,311
in 1975 to 7,451 4in 1976, an increase of 18,06 percent. The case acceptance

rate rose modestly from 88.1 percent in 1975 to 92.8 percent in 1976,

F. CITIZENS FEEL SAFER
(OUTCOME #10)

The Santa Ana crime commission’s report opens by stating that:

"The objective of this commission is to present a program directed

toward a time when every citizen can live without fear of being the
victim of a crime . . ."

.

2dramount among the community’s concerns presented to the commission were

-the following:
¥(a) Public fear of crime. '

(b) The right to feel secure in one’s home and business . . . and

(e) Concern in juvenile crime activities; gangs roaming the
streets; known criminals openly committing crimes, some in
their own neighborhoods and openly threatening their neighbors
to the extent that crimes go unreported for fear of personal
physical harm."

One component of the Santa Ana department”’s program could be expected

to have direct impact on the level of citizen fear. Within six months

of the beginning of the program, Santa Ana incorporated into its public
relations program massive publicity concerning the decreases in reported

crime and the success of the team policing program. For example, the

department issued 4 crime impact report documenting decreases in Part I

crime from January through June 1976. As mentioned, many signs and bumper

stickers were printed with the legend, "Santa Ana: First in Crime Reduction.”

15. Citizens Crime Prevention Commission Report, op. cit., p. 6.
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The citizens surveys, in faét, coﬁfirm that residents éhought crime
dé@feaséa. On the first wave of the éurvey, 44 percent of citizens thought
crime within neighborhoods nhad decreaged or remained the same in the past
ye;r. By February 1977, when the second wave was administered, 73 percent
thought'crime had decreased or remained the same. Similarly, 4l percent
of respondents on the first wave felt the chances of being robbed or attazcked
in their neighborhood had increased during the past year. When the second
wave was administered, only 27 percent felt the chances of teing robbed or
attacked had increased.

Comparison of responses on the two surveys reveals citizens did feel
safer about leaving their homes unlocked when they left for the evening. The
specific responses are listed below.

TABLE 16: RESPONSES TO THE QUESTION: "HOW SAFE DO YOU FEEL YOUR BELONGINGS

WOULD BE IF YOU WENT OUT AND LEFT YOUR HOME UNLOCKED FOR THE
F4INING~--VERY SAFE, REASONABLY SAFE, SOMEWHAT UNSAFE, OR. VERY UNSAFE."

Percent of Resporises
Very| Reazonably| Somewhat o
Wave N Safe Safe Unsafe Unsafe | Don’t Know Total
December }100 12 27 26 29 6 lOQ
1975
April 100 4 42 32 22 (0] 100
1977

Soﬁrce: The Urban Institute Citizen Surveys

Note: The change in distribution of responses shown in the table is
significant at the .05 level with a chi-square test.

However, residents’ estimates of how safe they would feel "being out alone
in your neighborhood at night" did not change significantly from the first to

the second wave of the suxrvey.

[

T T
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G. SLIGHT RISE IN TRAFFIC ACCIDENTS; FATALITIES DECLINE
: (OUTCOME #12)

The intent to reduce traffic accidents and fatalities is mentioned in
passing in the Santa Ana crime commission report in comnection with another
objective. However, Santa Ana did report on its progress 1n this area in the
crime impact report documenting the progress of community-oriented policing
during the first year of the program.

Statistical evidence indicates that the department did step up
traffic enforcement activity during the demonstratiog. At the start of.team
policing, the department issued a policy encouraging increased use of verbal
warnings, and, in fact, the average number of verbal warqings per month
increased from 1,137 (in.1975) to 1,688 (in 1976). Although there was a
dip in written warnings in the early months of team policing, that‘activity
reestablished itself to former levels as the demonstration proceeded. There
was a sizable increase in citations issuéd between 1975 and 1976. 1In 1975,
an average of 1,771 citations were issued a.month. By 1976, the monthly
average had risen to 2,539. There was also an increase in "identification of

traffic problem" events but the total number is small, never exceeding 201

in a given month. There was a parallel increase in "traffic control' events,

Despite this activity, traffic accidents appear to have risen somewhat
during the demonstration, as Figure 31 illustrates. On other other hand,
fatalities were reduced from 18 (in 1975) to 15 {(in 1976), as Figure 32 illus-
traﬁes. However, since traffic accidents did not decrease, and since the
reduction in fatalities appears to be part of a longer term trend, there

is no link between team policing and fewer traffic deaths.

T ———r——C
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H. MORE STOLEN PROPERTY 'RECOVERED
(OUTCOME #13)

k%

" The Santa Ana crime commission report treats monetary loss resulting from
crime as prominent among the list of citizens’ concerns. Major concerns include:

"(c) the economic loss due to crimes, especially in the burglary and
fobbery area [and]

"(d) direct personal financial losses."13

The crime commission report further states that,
"the adoption and implementation of the Neighborhood Team Policing
Program . . . would produce the following results:

"l. Lower the crime rate before it is beyond our grasp.

2. Decrease the probability of our citizens being victims of
~violent crime.

3. Reduce the monetary loss to our citizens as a result of
crime. [emphasis added]

4. Increase the availability to render effective police ser-
vice to the citizens of Santa Ana.

. 5. Enhance the ability of the citZ of Santa Ana to attract new
families and new businesses."! .

Figure 33 shows that the estimated value of stolen property.recovéred has
remained roughly stable since 1974, with the exception of two spikes: one in
the fall of 1974, the second in the spring of 1976. However, the proportion
of stolen property which was recovered did increase considerably during the
demonstration, as Figute 34 1llustrates. In 1974, the value of recovered
property represented 28 percent of the total value of property stolen. In
1975, the figure had risen to 29.5 percent. But in 1926, during the demon-.
stration, the value of property recovered represented 44.9 percent of the
total value of property stolen. The Santa Ana recordkeeping system is or-

ganized such that property found by the department is mot classified as "re-

covered" until it is specifically associated with a particular case.

13' Ibid. ] p' 6'
14. Ibid" p. 12.
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 the demonstration in one of the industrially zoned areas of the city.
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Thus Santa Ana was successful in achieving its goal of reducing monetaiy
loss to citizens, not by preventing the loss of property, but by improving
the recovery and return rate of stclen éroperty. The increased recovery rate
does not appear to be part of'a specific strategy implemented through genegal -
orders or other meansj; rather, it appears to be a byproduct of the increased

number of arrests during the demonstration.

I. ATTRACT NEW FAMILIES AND NEW BUSINESS TO SANTA ANA
(OUTCOME #14)

According to Captain Thayer, community businesses, civic organizations
and developers were highiy concerned about the rising raté of crimé in the
early and mid-1979s. The fear was expressed that the Santa Ana crime
problem might dampen population, business and industrial growth. These
groups were gratified and SupportiGe'when the department faced the problem
squarely with a twin sprategy of increasing departmental strength and in- .

augurating team policing. One of the five intended benefits the crime com—

mission hoped would accrue from this strategy was an enhancement of "the

~ability of the city of Santa Ana to attract new families and businesses."15

Evidence concerning this outcome is wholly testimonial, supplied mostly

by Captain Thayer. According to Thayer, there has been major growth during _J

However, as he points out, it is hard to attribute the growth to de-
clining crime rates because the growth is consistent with that experienced
elsewhere in Southern California. Thayer does attribute a degree of re-

vitalization in Santa Ana’s "old downtown™ to decreasing crime. He reports

15. 1Ibid., p. 12.
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that vacant stores are being reoccupied and further that some merchants

‘plqim a 40 percent increase in business since team policing. Downtown

- merchants are extremely supporiive of foot patrol activity; when it is

lessened, Thayer reports, the department receives complaints.
Thayer says that Santa Ana has experienced a slow but stable growth

rate in recent years. On the average, the city population increases from

1,000 to 2,000 pzople a year and this pattern has not changed. Thayer

believes that so many'factors affect why people move that it would be hard

to attribute population trends to a single factor like fluctuation in crime

rates.
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APPENDIX A

ASSIGNMENT PREFERENCE FORM

. B el

A-1

SUPPLEMENT 1I ASSIGNMENT PREFERENCE FORM
DATE

Please keep this form current. The information contained herein will be con-
sidered when deciding what assignments you will receive. When your preferences
changes, please file a new form.

NAME ' BADGE #
(Last) (First)

LENGTH of TIME on DEPARTMENT PAY GRADE

Reason for Filing:

1. First time form has been filed (check)
2. To change the following items:

SHIFT ASSIGNMENT PREFERENCE (mark preferences 1, 2 or 3 -~ #l1 indicates highest
preference) .

.No Preference (check) Shift #1 Shift #2 Shift #3

«
Which shift, 1f any, do you STRONGLY wish to aveid?

None (check) Shift # ‘

To which DISTRICT WOULD YOU PREFER TO BE ASSIGNED?
(indicate 4 in order of preferemnce)

1. 2. 3. 4.

Which is more important to you, being assigned your shift preference or
your district preference? (check one)

Shift Preference District Preferencg.
TYPE OF ASSIGNMENT PREFERENCE (mark 1 thfough 4)
A, UNIFORMED PATROL

1. Call Car

2. CSI

3. Training Officer

4. Traffiec Enforcement
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- ' NAME
~TPLEMENT 11 ‘A3 :

NAME

SUPPLEMENT 1I

. Speci istrict neighborhood (discuss)
B. COMMUNITY RELATIONS D. Special knowledge of desired district neighborh

1. Attending Citizen Meetings
(including meétings with potentially hostile citizens)

‘2. Establishing Block Captains

3« Involvement in Youth Activities

4, Public Speaking

J L
C. PLANNING Ee Other (discuss any skill you think may help your team)

1, Preparing reports on Team Operations

2+ Analyzing Crime Data in Order to
Develope Strategies and Tactics

3, Preparirng work schedules a

k. Preparing Correlations and Projections of Team Activity

F. Are there any districts wﬁich, because of ethnic make up, you wish to

. De TRAINING
| avoid? (please be candid) -

1. Preparing Roll Call and Team Meeting Training Faterial

24 Field Training Officer

6+ WHAT SPECTAL SKILLS DO YOU HAVE? (use additional pages if necessary)

k. Special Academic Training (specify)
G. Are there any types of assignments you wish to avoid (specify)

L. Foreign Lanzuage  (specify)

7. Would you like to be assigned to work the desk ? " (check one)

Occasionally Of ten ~ Permanently

Never .

C. Public Speaking (specify)

By
‘:l

+




APPENDIX B

SUMMARY OF THE SPRING 1976 USC TEAM BUILDING RETREAT

FOR SUPERVISORS ,

] ot

B-1"

TEAM BUILDING WORKSHOP
1976

-

Introduction

As a follow-up to a Team Building Workshop presented by the University of Southern
California one year ago, the majority of supz-visory and management personnel {rom
the Police Department et for two separate two-day sessions to discuss and critique
the Team Policing program. Each scssion Was attended by approxifnately 35
personnei from all divisions within the department.  Sectional integrity was

maintainud in that superiors and subordinates from the same section or area of

responsibility attended The same workshop session.

Overview of Workshop Activities

All participants were provided with a brief orientation of the intent of the workshop
and subsequently they were randomly divided into three equal groyns., Each group was
asked to select @ Joader—and—o Tderti{y Brotizm areas and arcas of concern which
have become apparent since the implementation oi team policing. After identifying
these areas, each group was instructed to list and prioritize the problems. .

Upon completion of. the task, all groups gathered together and each presented its
findings for general discussion. When possible, top level administration was available

" and able to respond to specific problems and questions gencrated by the discussions.

At times, possible solutions were offered by participants.

Findings

The [ollowing material was gathered from the worksheots used during the group

' presentations.  The data hds been clustered into major headings which include brief

explanations and appear in the order of greatest frequency according to the results of
the independent group discussions: :

1. Fragmentation

° Too much emphasis on territorial imperative.

) Teams are task oriented rather than goal oriented - a common

‘ departmental goal seems to be-lacking.

° Thesz Is no clear definition of the responsibilities of the Area
Commanders vs. the Station Commanders. .

] The authority and control authorized to the Senior Officers varies
among the teams. ~ !

) A lack of coordination in scheduling personnel - who is responsible
for scheduling?

° Fragmentation appears to be greatest among management and

" supervisory personnel - there are no uniform operational procedures.

° Lack of vertical and horizontal communication among teams, areas,
sections, and divisions. . )

o Many patrol officers are familiar with only their team area. They

fail to respond to incidents which may be but a few blocks outside of
thelr assigned area. : : '

PR
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2.  Supervision
) IPoor quality of control.
e _ Many Scrgeants fail to accept responsibility for the actions of
subordinates and are unable to make decisions.
. Field Sergeants are over burdened with paperwork.
. Sergeants handie too inany of the Area Commanders duties.
. Insuflficient training in how to handle complaints against oflicers -

soine supervisors over-react to an incident and are arbitrary in
recommended disciplinary action.

s Sergeants spend more tiine in the office than in the Ixcld supervising
personncel. .

. Sergeants are not sceing to it that proper radio procedures are
observed. In some instances teams are making up their own codes.

. Destructive criticism.

o  Lack of pride and dedication - this attitude exists among some

supervisors and patrolmen. No positive actions are apparent which
might alter these attitudes. ‘

° Some supervisors, due to "administrative responsibilities," have
developed the ability to hide.

° Again, due to "administrative responsibilities,” Sergeants lose -

control and -are unable to personally  become involved in the
activities of their men, which results in a poor - quality of
information exchange.

L) Officers hanging around station, rather than being in the field.

° Many Sergeants fail to take action against officers assigned to
another Scrgeant's team.

Investigation

502"

'Y t,ack ol inmovation - the only change observed has been in the
ncreased number of personnel assigned.
. It is felt that Investigation should have lighter case loads.
® The deployment among various details should be re-evaluated.
- Juvenile has more personnel than it needs.
. Investigation in general does nnt seem to be cormmitted to Team

Policing; although there are individuals who show interest. The
“prima donna" syndrome still exists.

° Lack of intra/inter dw:sxonal communication. Specific incidents
cited were: '

{a) Patrolmen are not aware that thefts under $100 are not
assigned.
. (b) Five-day contacts are not always routed back.
(c) Reports prepared by patrolmen are incornplete, too brief,
and offer only basic m!ormanon.

Vehicles
e Vehicles are assigned to individuals who only nced them to go to
Lunch.
© Vehicles are held by individuals in antxc:patlon of a future need, thus

depriving someone of a vehicle who really needs it.

?

Word Processing

. Timely transcription and distribution of custody arrest tapes.

) Officers should check tapes belore going home.

(3 No priority established as to what type of reports requiring
correction should be done first.

) Too many people developing procedures.

Communications (Radio)

) Radio frequency too crowded.

e Patrolmen disregard emergency calfs’ "if the location is outside of
their area (supervision and training). - '

) Lack of courtesy - Patrolmen will make routine or unnecessary

transmissions in the middle of an emergency situation. '(Supervision)

Training
. Training tends to be reactive.
° Supervisors are insufficiently trained.
° Blind leading the blind - referring to supervisors and training
officers. .

Public Contact (Supervision)

® Telephone discourtesy.
° Desk personnel are eager to transfer incoming calls.
e - Emergency and business lincs are the same, which creates much of

the problem.

Disciplinary Actlon Transfers

® Patrol is the dumping ground for disciplinary transfers (reasons for .
this were explained).

Personnel Worth (New Employee - Lateral Transiers)

. Poorly trained. .
) Laterals were given promises which are not kept. A
L] Con{licts arise between Jaterals and "home grown" - specifically

with regard to assignments (preferential treatment).

Transfers
® The opinion is that transfers, in many cases, are "wired."
. Are the eligibility requireinents (qualifications) for transfer fair?
e '~ Cliques exist which strongly influence the acceptability of prospec-

) tive transferees - specifically in Special Investigation.

Jtilization of Non-Sworn Personncl

o Commumty watch program - Non-sworn are used too much. 'lhere
is a need for more cfficer involvement.
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Administration

® Crisis oriented. :
e-  Re-evaluate priorities (7?) - :
° Administrators, specifically Area Commanders, are "desk jockeys"

‘ and are rarely in the field. ‘ ' *
. Adiministration gives the appeararce as having its "head in the sand" N

- it is not fully aware of "what's happening" within the departinent.

Unequal Workloads | | .

) Half the people are doing all the work, particulatly among the field
Sergeants. )

Failure to identify the slackers and failure to recognize the
producers among supervisory and management personnel.

CONCLUSION

The primary concerns expressed involved fragmentation, supervision, and communica-—
tion. It is viewed that much of what has been identified was to be expected when the
department undertook this program. Singularly the problems which have been iden-
tified are not significant; but when embodied have a tendency to become distorted
. to the extent that morale and effectiveness can be adversely affected.-

APPENDIX C

DUTIES OF STATION COMMANDERS
' (LIEUTENANTS)
AND SUPERVISORS

<3
A personal observation was that supervisory deficiencies, communication problems,
etc., were alluded to on many occasions; but virtually no one was willing to bring
to the attention of either his peer or his superior during the workshop session
or on the job, these problems, especially with regard to individual offenders.

(SERGEANTS)

The team-building workshop approach to problem solving can be of considerable
benefit to the department, providing there igs nc fear of reprisal and that the
workshop produces some favorable changes. Many of the attendees expressed,; at the
conclusion of both sessions, "We'll wait and see what happens." It is imperative
that some positive changes take place in order to maintain the credibility of the
intent of team building and the confidence in management. In general, the workshop
was well received.

SPECIFIC RECOMMENDATIONS

The following recommendations were made during and after the workshop sessions:

Pooling of vehicles. -

Establishiment of report analyst position.

Clear definition of the role of Station and Area Commanders.

Area and Station Commanders jointly evaluate patrol Sergeants.
Training pregram for Sergeants.

Consideration be given to  the  possibility of " rotating Division
Commanders.
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Station Commanders and Supervisors .

Station Commanders and Supervisors will be responsible for super-

vising 24 hour station operations. There will be four Station

qommanders of the rank of Lieutenant assigned to Field Operations. They
will be assigned on a shift basis, one Station Commander will act as
relief, for Watch I and thch III. Watchgs IT and IIX will be assignedf
one Sergeant whose designation will be Station Supervisor. The Station
5uperyisor.will assist the Station Commander in the performance of his
duties and responsibilities which will include:
1. Performing duties currently assigned to the "Watch Commander",

relative to station operations.

a. Functional control of Communications.

b. Functional control of Records/Clerks Personnel

c. Functional control of inside Police Service bfficers.

d. Functionai control of Desk Personnel
e. Functional and Line control of Animal Control Units to

maintain extended hourly cﬁverage.

(25
.

Haintaining cqntrol of Patrol Vehicles and Equiﬁment.(damage control
iogs, master keys, assignment rosters, etc.).

a. Assignment of Special Egquipment.

3. Maintain area personnel

assignment roster for ready reference by

concerned personnel.

4. Review and approve reports and direct re-writes to Area Commander/Team

Leader.

3. Complete initial report on Citizen Complaints and direct report to

appropriate Area Commander.

Coordin : iald g :
~nate requests for specialized investigative»services,‘requested

'

by Area Personnel,

£

1. Advis : ‘
vise Area Commander of activities outside their Area of which they

should be aware.,
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10.

11.

12.

13l

a. Will maintain the continuance of routine police services during

Source:

c-2
Coordinate Field activities in Emergency Situations when two or more

Area Commanders are needed.

emergencies while the Area Commander is in charge of the Command

Post. . ' . -

b. Advise appropriate personnel and agencles of emergency situations.

c. Implement requests for mutual aid.

Advise Teavaeaders or Senior Officers upon request, when Area Commander
is unavailable.

Prepare daily summaries for Chief of Police, Division Commanders and Area
Commanders of noteworthy activities.

In absegce of an Area Commander oxr Téam Leader, the Station Commander will
approve arrests“in accordance with Department Policy.

Modify Patrol development to adjust for late assiénment changes (sick,
traiﬁing, éourt, etc.) when Area Commanders and Team Leaders are absent.

Official representative of the Chief of Police during absence of higher

authority and will assume administrative duties of the Chief of Police.

Comnmunity Relations Section(CRS)

Team Policing will affect the duties of the CRS, as some of their traditic
¥

responsibilities will be decentralized to District Teams. The Officers of.

" CRS will not be assigned to a Team. The following duties shall be assigne

to the CRS:
1. Coordinating the area community relations programs.
Maintaining liaison with and coordinating the activities of citizen s¢

groups, booster clubs, and youth services with those of the Team.

Community Oriented Team Policing Implementation Plan, -
pp. 12-14, undated. :

.

14~

Live
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FIELD OPERATIONS ORDER #11

TEAM POLICING PERSONNEL PERFORMANCE EVALUATION

D-1

SANTA ANA .

POLICE DEPARTMENT

FIELD OPERATIONS DIVISIONX ORDER NO. 11

the needs of the community.

Community Orilented Team Poiifcing.

‘October 1, 1975

'SﬁBJECT: Team Policing Personnel Performance Evaluation

' Good police work requires both an efficient operation and responsivenesé to

‘ These sometimes conflicting aims are fruitfully
reconciled in a promising mew method of patrol organization known as

The noticeable results of this type of

organization have been: an increased effectiveness in crime control, an
improved relationship between police and the community, and, not of least
importance, improved police morale,.

In order to establish an effective evaluation of individual team member
performance relative to the Santa Ana Police Department’s Team Policing
concept, a new rating form was developed to provide an objective and standard

.rating of individual performance and characteristics.

The form is to be used

to evaluate all sworn and nom-sworn personnel, below the rank of Sergeant,

direvtly involved in Team Policing.

The new rating form replaces the old
-"Individual Supervisor's Rating' and develops four basic categories of evaluation:

Personal Characteristics

In;erperaonal Relationéhips'

Duty Performance

‘Team Policing Objectives

The purpose of the categordes 1s to provide a guldeline for the rating of

personnel directly involved in the Team Policing Program.

a general perspective augrmented by a number of specific objectives by which the
individual team member's performance is measured.
a comment section. This ‘'section is to be utilized to explain and clarify the
overall rating of each category and may be used to document sgspecific instances
wvhich may have contributed to the rater's evaluation of the individual.

Each objective under the four categories will be measured according to the

following scale:

0 - Unable to determine
3 - Ssatisfactory

1 ~ Unacceptable
4 - Above Average

2 - Below Average
5 = Outstanding

The numbering system is to assist the rater and is not intended for point value.
This allows the rater to effectively evaluate withocut weighing particular objectives
equally. The comment section after each category allows the rater to indicate
emphasis in particular areas of his evaluations.

three. general ratings:

" At the conclusion of the four categories‘is an overall evaluation section with

Each category represents

At the end of each category is
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FIELD OPERATIONS DIVISION ORDER NO. 21 October 1, 1975

- Needs Improvement
~ Satisfactory
~ Excellent

The probationary section provides for supervisory recommendation and supportive
comments. This 1s used for probationary personnel only.

After the rating has been completed, the emplpyee being evaluated wil%hbe given
an opportunity to review and discuss the evaluation with fhe rater. e fat
employee may then document any comments by writing directly in the agp;ogr.a e
The employee is required to sign the evaluation even though he/she may

! ture verifies the review of the evaluation and
e e e coport A copy of the evaluation

space.
not agree.
acknowledges the employee's opportunity for comments.,

is given to the employee.

ot ' T - will gign the rating and submit it to
Upon completior of the review, the rater wi
'his immegiate supervisor for endorsement. The rating will then be submitted to
the Field Operations Division Commander for review and will b? filed in the
employee's information file maintained in the Watch Commander' s Office.

ine will be completed by supervisors quarterly and at the end
.zgesgigiozganZf it the end ofpthe year, each evaluation will b? ;t;ac?ed to
The employee's annual rating and forwarded to the Office af the Chie 1ofile
Police, The ratings will then be placed in the individual's personni ith-the
The forms will be retained for a one year period and replaced annugl y w

subsequent year's rating.

-

C. R. Thayer, Captain
Field Operationd Commander

AFPROVED:

Rl ) %

Raymond C. Davis
Chief of Police

23
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~Department standard expected of the average employee group.

D-3
SANTA ANA

POLICE DEPARTMENT

FIELD OPERATIONS DIVISION ORDER NO. 11-A October 1, 1975

SUBJECT: Supervisor's Supplement -~ Personnel Performance Evaluation

L4

RATING INSTRUCTIONS AND GUIDELINES

To insure that standardization of the Personnel Performance Evaluation Form is
achieved, the following categories have been broken down by subjects and each

- subject is defined to provide the rater with a guideline upon which the evalua-

tion can be based. The rater 1s to evaluate the employee according to the

This applies to

what is expected of an average Santa Ana Police Officer with 'C" Step experience
in his particular division assignment. The rater should take into consideration
extra training, knowledge, and expertise acquired through experience, education,
and other contributing factors. The following guidelines are provided to assist

"the rater in definition of terms, objectives, and desired qualities that hopefully

will contribute and insure a fair and objective evaluation that will benefit both
the employee bedng rated and the Santa Ana Police Department.

I. PERSONAL CHARACTERISTICS

APFEARANCE: The rater should take into consideration the employee's
neatness, cleanliness, personal grooming habits, general
physical appearance, 4.e. undexwelght, overweight, uniform
maintenance, leather care, accessories such as jewelry,
additional equipment, etc.

LOYALTY: On evaluation of the employee's allegiance to the Department

as a vhole, as well as his particular division,section or

team should be taken into consideration. Areas to be. considered

under Loyalty are: verbal support to Department goals, general

support and opinion held by emplovee toward the Department as a
whole.

COMMON

Emphasis should be placed on the judgment and decision-making
SENSE:

demonstrated by the employee. Areas of consideration are:
tact, diplomacy, practical application of knowledge and skills
to effectively accomplish job performance.

PHYSICAL
FITNESS:

The rater should consider the general physical condition of the
employee as it relates to job performsnce. This would include.
physical aspects of general field requirements, as well as
frequency of illness, ability to effectively perform shift work,
etc. Does the employee actively seek physical fitness and maintain
an active program to insure overall health and well-being?
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Qctober 1, 1975
Page 2°

Y. PERSONAL CHARACTERISTICS (CONT.)

ADAPTABILITY:

GENERAL
ATTITUDE:

IT.

'WITH PEERS:

WITH PUBLIC:

WLTH
SUBORDINATES:

WITH
SUPERIORS:

e

Consideration should be given toward the employee's
ability to conform to new cirsumstances. How easily

docs the employee grasp situations such as harmonizing
his Interest toward the goal of Team Poliecing? 1Is the -
employee able to perform under a new set of circumstances
and 18 he able to react emotinnally to job requirements?

How does the employee view his job and pesition within

the Department? What is her/his general dispogition,
opinfon or overall outlock on the Department in his
assigned activities? Does the employee inspire morale?
Emphasis should be placed on the overall view of the
employee's duties and how he or she relates to same. Areas
of concern would include: enthusiasm, temperament, motiva-

tion, etc.

INTERPERSONAL RELATIONSHIPS

The rater should consider the employee's ability to

relate to his fellow workers. How well does the employee
get along with fellow officers? Is the employee pleasant

to work with in the eyes of his co-workers? Does he

strive to establish effective relationships with his peers,
with the Department benefiting from such efforts? Individual
perscnalities should be considered, however not used as the
basis for the overall situation. ~

Does the employee have the ability to work with the public?

Is she/he congenial and condiderate in his dealings with the

Does she/he effectively represent the Department

public?
Areas to be

with his relationships with community members?
considered are: diplomacy, empathy, etc.

This will mainly apply to employees in a position other than
rank of supervisory. An example would be Senior Officer
and Training Officer. Does the employee relate to his
subordinates and show them respect as well as maintaining
leadership principles and objectives? Do the subordinates
respond to the employee's scope of authority?

Is the employee receptive to constructive criticism? Does
the employee respond favorably to supervision? Areas of
consideration should be: receptiveness, resentment, self-

improvement, etc.

D-5

FIELD CPERATIONS DIVISION ORDER NO. 1l-A October 1, 1975
Page 3

. III. DUTY PERFORMANCE

The rater should consider dependability of the employee.
Can she/he be trusted to perform his job task without

RELY4BILITY:

excessive Instructions, supervision, etc.? -~

PUNCTUALITY: Is the employee late for scheduled work assignments, .
examples: Roll Call, Team Meetings, Scheduled Conferences, etc.?
Is the eg?loyee able to continue the accompiishment of Job tasks
d@apite difficulties and opposition frequently encountered in

the field? Does the employee actively and enthusiastically pursue
accomplishment of his job tasks?

PERSEVERANCE:

INITIATIVE: Does the employeg have the ability to originate new ideas and
nmethods? Does the employee demonstrate the ability to take
action when necessary? Does he actively seek to improve himself

and the Department?

QUALITY OF
WORK 2

Emphasis should be placed on the type of activity the employee

is able to develop. 1Is the employee thorough in his reports?

Is he able to cemplete work assignments without error or delay?
Does the employee seek activity which accomplishes the team or
Department goal? Is there a definite purpose or objective reached
through the employee's accomplishment?
QUANTITY OF
WORK:

Is the employee able to meet work schedules and complete assign=-
.ments on time? Does he "puli" his share of the load?

COMPLIANCE
WITH RULES:

Does the employee follow policy and procedure establiched by
the Department? Does he work within the limits of the law and

is he able to accomplish job tabks using the guidelines set forth

by the Department?

RESPONSIVENESS TO LNSTRUCTIONS:

Is the employee able to grasp orders effectively without repetition? 1Is
she/he able to work effectively as a subordinate?

ACCEPTANCE OF RESPONSIBILITY:

The rater should comnsider the employee's ability to perform duties requiring
responsibility. Does the employee willingly accept the obligations of his
dutieg? Areas to be considered are: trustworthiness, dependability, account-
ability, etec. ‘ '

DECISION MAKING:
Does the employee possess the quality of making sound decisions and timely

Judgments?  How well does he relate to Common Sense, discussed earlier in
Personal Characteristics to job performance?




|
|

D-6
FIELD OPERATIDﬁS DIVISION ORDER NO. ‘11-A Cctober 1, 1975
. Page 4
IV. TEAM POLICING OBJECTIVES
COMPLIES ''f" il GOALS OF THE TEAM: _ .
Does the employee place team objectives over personal ;nterest aﬁd -

involvement? Does she/he understand the goals set forth by the team
and does she/he pursue these goals with enthusiasm end initiative?

CONTRIBUTES T9D DECISION MAKING OF THE TEAM:

How does the employee benefit the team in the decision making process?
Does she/he actively and constructively participate in decision making,
accepting responsibilities, etc.?

DEMONSTRATES ABILITY TO WORK AS A TEAM MEMBER:

How well does the employee perform as a member of a team, rather than
ar individual? Are his Interpersonal Relationships compatible with the
tean? . ' .

CONTRIBUTES IDEAS FOR IMPROVING TEAM O-ERATIONS:

Areag for consideration should be: initiative, perseverance, and general
interest directed toward the accomplishmeat of achleving team goals through
planned operations.

STIMULATES INTERACTION AND CROSS TRAINING WITH TEAM MEMBERS:

Is the employee able to relate well to his team members in a training
gituvation? Does he or she offer unusual talents that can be shared
through training or interaction with other team members? Is the employee
receptive to such talents possessed by other team members?

READILY PARTICIPATES IN COMMUNITY INVOLVEMENT:

Does the employee enthusiastically seek to Iimprove relationships with

citizens within her/his assigned area? Is he able to use tact and diplomacz

in gaining respect and support from community members within his assigned
area?

.CONTRIBUTES TO POSITIVE ATTITUDES AND .TEAM MORALE: .

" Does the employee actively support the goals of the team and the Department
as a whole? Are criticisms constructive rather than destructive? Are
verbal and mental support present? Areas of consilderatinn should be:
enthusiasm, vigor, initiative, etc.

PURSUES«%OSITIVE COMMUNITY PARTICIPATION AND SUPPORT:

Does the employee actively seek out members of the community and enthusias-
tcally participate  in police-comnunity programs? Is the employee able to
relate the importance of commuvnity involvement, thereby, creating support in
acconplishing team pelicing objectives?

D-7
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TEAY POLICING OBJECTIVES (CONT.)

DEMONSTRATES JOB KNOWLEDGE:

Does the employee possess necessary training and expertise to effectively
perform job skills? Is he mentally alert and versed on current court
decisions, Department training, legal information, etc.?

DEMONSTRATES PUBLIC SPEAKING ABILITY:

Does the employee have the ability to speak effectively to large groups
of citizens? Is he able to answer questions and present lectures effec—
tively? Areas of consideration are: poise, appearance, persuasiveness,
delivery, vocabulary, etc.

IS ABLE TO IDENTIXY COMMUNITY PROBLEMS:

Can the emplcyee effectively -recegnize crime within his specific area? Is
he able to formulate accurate information regarding criminal tendencies

within his specific geographical area? 1Is he quick to take action and share
information with team members regarding such activity?

DEMONSTRATES OVERALL ABILITY AS AN EFFECTIVE TEAM MEMBER TO PUBLIC:

Has the employee gained the respect as an effective Law Enforcement Officer
within his team area? Do citizens respond well to his job performance?
Does he portray the desired image of a Frofessional Law Fnforcement Gfficer
and Member of th¢ Santa Ana Police Department?

C. R. Thayer, Captain
Field Operatio Cormander

-

APPROVED:

\Raymond C. Davis
Chief of Police
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) ' PERSONNEL PERFORMANCE EVALUATION ol . )
EHFLOYEE INFORHNTION = I1I. DUTY PERFORMANCE (CONT.) D-9
: 3 ating is achieved. The i )
t f the evaluation form is to insure that standardization of rat : A ‘ ' |
zgglggizciiviatcd asccording to the Department standard expeg:eq of the average cmployece group. ,? COMPLIANCE WITH RULES: Does the.employee follew policx and procedure established by the
Thié applies to what is expected of an average Santa Ana Police Officer with "C'" Step experience i Department ? -
in his particular division assignment. The following guidelines are provided to assist in(the = i . ) ) 4 )
‘defi{nition of terms, objectives, and desired qualities that hopefully will contribute and insure o ~ RESPONSIVENESS TO INSTRUCTIONS: Applies to ability to grasp orders effectively without
' a fair and objective evaluation that will benefit both the employce being rated and the Santd Ana | |, repetition. ©
Police Department. . i ) A ¢ : in ; .
¢ e B o .= ACCEPTANCE OF PESPONSIBILITY: Evaluates employee's ability to perform duties requiring
f.. PERSONAL CHARACTERISTICS . " [ I SR : responsibility. Areas to be considered are: trustworthiness, dependability, accountability,
e AV - . ) '
. APPEARANCE: Applies to neatness, cleanliness, personal grocming habits, general physical . x L& s -~ DECISION MARING: Does the employee possess the quallty of making'sound decisions and timely
~ appearance, 1.e. underweight, overwveight, uniform maintenance, leather care, accessories . 3 ’;% Judgements 7 .
additional equipment, elc. : ¥ zi; 2 5 . )
' such as jewelty, ! ’ . : , ‘{%, £ . 1V.TEAM POLICING OEBJECTIVES .
. » . 1 support and opinion 02 £ ) '

~ LOVALTY: Loyalty includes verbal support to Department goals, genera - L. ‘
held by employee towards the Department. : . o £ - CQHPLIES WITH COALS OF THE TEAM: Does the employee place, team objectives over personal

) . . : : . b < interest? Does he understand the goals and pursue.these goals with enthusiasm and initiative.

-  COMMON SENSE: Emphasis is placed on the judgement and decision-making demonstrated by the s .
;EEIE;EET‘;;EES {nclude: tact, diplomacy, practical application of knowledge and skills to. 3 ~ CONTRIBUTES ?O DECISION MAKING OF THE TEAM: Does the employee actively and constructively
effectively accomplish job performance. : ; partizipate in decision making{ ' X

- PH?SICAL FITNESS: Applies to general physical condition as 4t relates to job-performance. 3 - DEMONSTRATE ABILITY TO WORK AS A TEAM MEMBER: How well does the employee perform as a-

Yt includes physical aspects of general field requirements, as well as frequency of 1llness, : member of a team, rather than as an individual? Are Interpersonal Relationships compatible
ability to effectively perform shift work, etc.  te wvith the team7 ) :

~ - ADAPTABILITY: Eﬁployee's ability to conform to ﬁew efrcumstances and harmapize interest = CONTRIBUTES IDEAS FOR IMPROVING TEAM OPERATIONS: Applies to initfiative, perseverance, and
towards the goals of team policing. ’ ] general interest directed towards achieving team goals through planned operatiouns.

-~ GENERAL ATIITUDE: Applies to employee's view of the Job and position vithin the Deparcnent. -  STIMULATES INTERACTION AND GROSS TRAINING WITH TEAM MEMBERS: Does the employee share mutval
Ceneral disposition, opinion or overall outlook of assigned activities. Includes enthusiasm 1S } talents, training and knowledge with other team members? Is the employee receptie to such
temperament, motivation, ete. - : : . L talents possessed by other team members? . » :

11. INTERPERSONAL RELATIONSHIPS . 3 < - READILY PARTICIPATES IN COMMUNITY INVOLVEMENT: Does the employeé enthusiastically seek to
‘ : ’ ‘ improve relationships with citizens within his assigned areay
- WITH PEERS: How well does the employee get along with fellow officers? Does he strive to . s |
establish effective relationships with his peers, with the Department benefiting from such 3 - CONTRIBUTES TCO POSITIVE ATTITUDES AND TEAM MORALE: Does the employee actively support the
efforts? : i g - . goals of the team{ Are verbal and menta. support presenty Areas of consideration should
) c ' ? 1 ¥ ' be: enthusiasm, vigor, initiative, etc. .
Cs blic? Applies to : |
~ WITH PUBLIC: Does the employee have the ability to workzwith the pu ; ; |
diplomacy.'émpathy, etc. - PURSUES POSITIVE COMMUNITY PARTICIPATION AND SUPPORT: 1Is the employee able to relate the
’ ' importance of community involvement, thereby, creating ‘support in accomplishing team policing
- TR SURORDINATES:Does the employee relate to his subordinates and show them respect as well objectives? . .
g%"ﬁifﬁ%iiﬂT%E"IEhdership principles and objectives? Do the subordinates respond to the  DEMONSIRATES ACCUR
' ~ - T UMATE JOB KNOWLEDGE: Applies tu necessary trai ' -
. employee's scope of authority? Tvely perfomm job skills. PP ssary training and expertise to effect
% Areas of consideration . '
-~ WITH SUPERIORS: Does the employee respond favorably to supervision . . - i
should be: receptiveness, resentment, self-improvement, etc. - DEN?YSTRATES PUBLIC SPEAKING ABILITY: Does the employee have the zbility to speak effectively
4 - ~ ~ ;olinrge group: ;f citizens? Areas of consideration: poise, appearance, persuasiveness,
k elivery, voca . :
11I. DUTY PERFORMANCE . .. - . , : ¥, vocabulary, ete ' B} ]
- 'RELIABILITY: 1Is the employee dependable and able to perform job tasks without excesséye . A4 - ii ABLE zg IDENTI?Y COXMUNITY PROBLEMS: Can the employee effectively recognize crime within
. ZE;E;;EZZEES- supervision, etca? . z} " 8 specific area Ig he able to formulate accurate information regarding criminal tendencies
 PUNCTUALITY: Is .the eaployee late for scheduled work as eignments, 1.e. Roll Call, Team // » -  DEMONSTRATFS OVERALL ABILITY AS AN EFFECTIVE TEAM MEMBER TO PUBLIC: Has the employee gained
Meetings, Scheduled Conferences, etc. . : S . respect within his tesm area! Do citizens respond well.to his job performanée?
- PERSEVERANCE: Does the employee actively and enthusiastically pursue accomplishment of . THE ENTLOYEE IS REQUIRED T0 SIGN THE EVALUATION EVEN THOUGH HE/SHE MAY NOT AGREE. THE SIGNATURE
his 3ob tasks? gEgIFIES.THAT THE EMPLOYEE HAS HAD AN OPPORTUNITY TO REVIEW THE EVALUATION AND MAY ADD COMMENTS IF
' . . E IREH- THE EMPLOYEE HAS THE RIGHT TO APPEAL AN EVALUATION AFTER REVIEW AU SHOULD SUBMIT A
- INITIATIVE: Does the employee have the abflity to originate new {deas and methode ? Does WRITTEN APPEAL TO THE DIVISION COMMANDER VIA MLMORANDUM AND CHAIN OF COMMAND. -
“the employee take actlon when necessary ] Does he actively seek to improve himself and the ) . i
Department 1 , .
< « "QUALITY OF WOEK: Applies to the type of activity the emplcyee 13 able to develop. 1Is the
employce thorough in his reports ? Ia he able to complete vork assignments without errov or
delay 7 . ‘ : .
- QUANTITY GF WORK: Is the employee able to meet work gchedules and complete assignments on o ‘ Sﬁ{)b F—L]X'-IO/'IS‘-'IOOD .
time] Doea he "pull" his share of the load? . ' I . = ' .
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D-10 ' IV. TEAM POLICING ORJECTIVES 0o 1 2 3 & 5 D-11

’ SANTA ANA POLICE DEPARTMENT
' « COMPLIES WITH GOALS OF THE TEAM

. CONTRIBUTES TO DECISTON MAKING OF THE TEAM

PERSONHEL PERFORMANCE EVALUATION

. DEMONSTRATES -
NAME (LAST, FIRST, MIDDLE) AREA TEAN 7. | TEAH FUNCTION OR ASSIGNMENT ONSTRATES ABILITY TO WORK AS A TEAM MEMBER

’ ’ . . . CONTRIBUTES IDEAS FOR IMPROVING TEAM

: OPERATIONS
SALARY STEP RATING PERIOD . . STIMULATES INTERACTION Ai'D CROSS TRAINING WITH
FROM: T10: TEAM MEMBERS
4 . READILY PARTICIPATES IN COMMUNITY INVOLVEMENT
g - gf‘able §°bgetemi“e 2 - ii;izfiﬁzgze - . CONTRIBUTES TO POSITIVE ATTITUDES AND TEAM
« Unacceptable ] - MORALE
2 = Below Average . 5 = Qutstanding -
. PURSUES POSITIVE COMMUNITY PARTICIPATION
T, PERSONAL CHARAGIERISTICS o1 2z 3 4 5 » AND SUPPORT :

. DEMONSTRATES ACCURATE JOB KNOWLEDGE
. DEMONSTRATES PUBLIC SPEAKING ABILITY
‘ . IS ABLE TO IDENTIFY COMMUNITY PROBLEMS

. DFMONSTRATES OVERALL ABILITY AS AN EFFECTIVE
TEAM MEMBER TO PUBLIC

. o« APPEARANCE
« LOYALIY
. COMMON SENSE
. PHYSICAL FITNESS
. ADAPTABILITY
. GENERAL ATTITUDE

COMMENTS:

COMMENTS :
OVERALL EVALUATION:
NEEDS IMPROVEMENT SA ; N
II. INTERPERSONAL KELATIONSHIPS o-1 2 3 & 5 TISFACTORY EXCELLEN?
COMYENTS:

. WITH PEERS
. WITH PUBLIC

. WITH SUBORDINATES
. WITH SUPERIORS : E ' !

PI.IOBATIONA.RY EMPLOYEES ONLY:

COMMENTS ¢ |
RECOMMENDATION: ) S R e e -
£ FURTEER OBSERVATION PERMANENT STATUS TERMINATION
o COMMENTS : ' : '
1II. DUTY PERFORMAKCE : 6 1 2 3 4 5 i
. RELIABILITY kDo
. PUNCTUALITY »
. PERSEVERANCE i EMPLOYEE'S SIGNATURE
. INITIATIVE : % . o ‘ .
' 4 X . RANK/TITLE DATE
. QUALITY OF WORK i
QUANTITY OF WORK ‘ . . Ny EMPLOYEE'S COMMENTS: (OPTIONAL) :
. COMPLIANCE WITH RULES ‘
¥,
. TRESPONSIVENESS TO INSTRUCTIONS B . ,
e 1e . M
. ACCEPTANCE OF RESPONSIBILITY ] !'. ' RATER'S SIGNATURE ) T
. DECISION MAKING . 2 Cx i AANKITIRLE - D .
COMMENTS: R ' ,
ENDORSER'S SICNATURE B PR SN A
x . : 1" Ce Fl . .
A S— - RANK/TITLE .. DATE
: t . 1 : . " ' “ B T -
SAPD P H%-10118 ~teon -~ X = } . - :
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APPENDIX F
SELECTED PATROL OFFICER
SURVEY QUESTIONS AND RESPONSES
e citizen involvement
@ participation in
. setting objectives
v - and goals
E ‘ tod o overall satisfaction
R o citizen dnformaticn
. o sharing with police
8
.
. . |
k d . : ‘ - o Source: Urban Institute Patrol Officer Survey,
i ) ‘ December 1976 and April 1977
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TABLE 1: OFFICER PERCEPTIONS OF CITIZEN INVOLVEMENT
Questions Wave| N Categdries and Responses (%) Statisﬁical
: Signifi@ance
Strongly Apgree Disagree Strongly
Attending meetings with Agree Agree Somewhat Somewhat Disagree Disagree
citizen groups is a
waste of a police One| 96 1 2 7 17 56 17
officer’s time Two| 84 2 ] 17 16 44 15 N.S.
The neighborhood police
team program will increase
the degree of community
{ support and citizen One| 97 26 36 36 2 0 0
involvement Two) 94 19 49 27 3 1 1 N.S.
Excep- ' Somewhat Very
How good a job of working tionally Good Somewhat Average Poor Poor Poor
constructively with the Good Job Job Good Job Job Job Job Job
community would you say )
; your unit was doing Onej 91 0 7 7 36 30 18 K|
Two| 94 4 28 28 - 31 9 1 0 0.05
How pood a job of working
constructively with the
community would you say One| 97 7 40 33 13 5 1 0
your unit is doing now? Two| 95 16 48 23 13 0 0 Q- 0.05

N.S.--Not Significant
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TABLE 2: OFFICER PERCEPTIONS OF PARTICIPATION IN SEITING OBJECTIVES AND GOALS
- Questions Wavei N Categories and Responses (%) Statigtical
Significance
_ Very Great Great Some Little Almost Never
To what extent do you set
objectives, goals, and
procedures for your job
rather than following
directions or established One} 97 10 38 37 11 3
procedures? Two| 95 3 28 46 19 3 0.05
’
TABLE 3: OFFICER PERCEPTIONS OF OVERALL SATISFACTION
Questions Wave| N Categories and Responses (%) Statistical
Significance
Completely Well Little Dis= Very Dis-
. : Satisfied Satisfied Neutral satisfied satisfied
Which of these state~-
ments best tells how One{ 97 29 60 7 3 1
you feel abcut your job? Twof 75 11 56 16 14 3 0.05
£ x B %R AR




iR

T S T T SR R =
‘\; .:i'.‘- r " & & L 2
:
/
TABLE 4: OFFICER PERCEPTIONS OF CITIZEN INFORMATION SHARING WITH POLICE
% Questions Wave| N Categories and Responses (%) Statistical
i Significance
’ i Strongly Agree Disagree Strongly
g Agree Apree Somewhat Somewhat Disagree Disagree
i :
g Under the neighborhood team
T pclicing program, officers will
i be provided with more accurate
kS and timely information . ,
ik about area problems Onel 97 22 54 22 T3 0 0
i and crimirnal activity Two| 93 17 41 29 5 8 0 0.05 i
. ! | w
’ Yﬁ
v » ; :
g
]
i
I
, ) ;
- i‘
i
.
% i
’ i ;; R S—
S . - i B - .
g : i - . - :

L hiaemartb e
REFE





