inclusion in the NCJRS data base. Since NCJRS cannot exercise,
control over the physical condition of the documents submitted,

the individual frame quality will vary. The resolution chart on
this frame may.be used to evaluate the document quahty

.
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.Thls report represents the flnal evaluatlon of the East Prov1dence

‘,Pollce Department s Integrated Cr1m1nal Apprehen51on Program (ICAP) W1th

'thls report, two evaluat1ons were- performed by an evaluatlon team made up

of management professors from the College of Bu31ness Admlnlstratlon at the

W
]

"Unlver31ty of Rnode Island The Jud ments and observatlons are those of

the~eValuation»team’solely& I T e e R e f:"dj .

(W, //
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"I, INTRODUCTION R R S

(“f}“ . S | R X
) Last; again, but foremOSt ourthanks to ‘the person who 1nev1tab1y bore,gﬂ'
Pthe burden of pulllng the report together Ms. Catherlne McGovern of the ' .
College-of Bus1ness Administratlon. The constant typlng and retyplng were
. i
‘as essent1a1 as. the efforcs of Chlef Rocha and hls entlre department
- P
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- The East ProVidence Police Department has moved through two funding cyclesy

vy : : S ‘ :

»ﬁasﬂawarded for a one year period starting

The 1n1t1al grant for $3

cin January, 1978 The anticipated outcomes of the first year were:

i

- ﬂTo improve the dellvery of pollce services to the residents
Iof.EaSt Providence,~ b
_'TTéireduce'the‘opoortunlty for individualbcrimes.

T —‘lTo create:a”sense‘oftgroup cohesiveness‘and interaction among
the policekby'combinfng‘a strong cpmmand structure‘with‘input
.fromfpatrOI officerskwith;regard.to‘the,onerall effectiveness
of their natrol. |

;’ To imprOVencommunity relations by making the pdlice more visible
‘_and respon51ve to local re51dents and merchants.

The flrst phase was evaluated by a team from the Manapement Department

I of the Un1versity of Rhode Island headed by Dr. George deLodzia. Dr. Willlam

‘Allen and Mr. Edward Marth made up ‘the team and their recommendatlons were

< ' ‘ fw * :
,‘wro Chlef Rocha for con51deratlon and 1mplementat10n.—

In January, 1979 Phase II started Essentially, the goal was to con-

tlnue upgradlng the crime analy31s and 1nte111gence analy31s capabllltles,

: and to effect dlrected patrolllng. The evaluation of this Phase II began one

year after fundlng was recelved to start the grant. As a consequence, the
B

evaluators were not able to establlsh ong01ng research controls. and monitor

o

the implementation of Phase I recommendatlons. S S o

4

Dr. George deLod21a was agaln the pr1nc1pa1 evaluator. Four specialists.

kf@om~the\Universigyﬂof Rhode IslanduCoblege.of ‘Business were selected to as-

i ST el e 2 : ; - S : .
sist in the evaluation. They were: Dr. Russell Koza (authority in Management

it

- Information Systems), Mr. E.L. Marth (labor relations expert), Ms} Gail Fisher
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R

rA% Apprehen31on Program, Aprll 15 1979 p. 29.

. ~  Inordinate amount of time devoted to admlnlstratlve ‘duties by : ' R

and their_attainment.z

‘(management. spec1allst), and Ms. Mary Lawrence (organlzatlonal behavior

[SENRT
i
o

"Each came with a d1fferent perSpectlve, and upon the grantingﬂ
AR e

S

~of the evaluatlon contract, began reconstructlng events and developlng metho—

specialist).

y N
dologlcal approaches whlch ‘would be\gppropriate for the llmlted tlme avallable

1' 5 - 0 B . .

to conduct the eValuation. ’ o : L : EIESt N s

After several planning meetings the eyaluation“team,Saw the cructal con-
tribution from the evaluation to be not only'in‘impact analysis;ﬁbut an?analy— .

sisg of the development of the ICAP modeLJPer ‘se; how it holds up in appllcarlon '
/ / i

and how an 1nterd1sc1p11nary management pproach m1ght well serve to structure

future ICAP evaluations.’ L ‘ . - s . v

N i . i " : - . s . 12 G
B 3 ) a

Phase I objectives were designed to eorrect the following deficiencies e

as stated in.the”initial grant prdposal: L s “_ig

- Absence of> data to-support'manpower 5llocation studies.' £

' - Inadequate reporting procedures to record all pollce services o
rendered. R R R

I

; patrol officers. _ o -
. - i i A W o - o
Incon51stent Quallty of reports prlmarlly due to narratlve report
formats. - :

8

Con31stent procedures employed by 11ne personnel in the prellmlnary
: stage of investigation.

"The proposal goes on to narrate the steps taken to start an ICAP unit -and

it

~ R S | S R L
address these deficiencies.” The evaluation addressed these- program goals

In general,'there was substantial progress?in opera- “**
’ g

tlona11z1ng the crime analy81s functlon, in the establlshment of an elementary

€

Evaluatlon of the East Prov1dence Pollce Department Integrated Crlmlnal

®Ibid, p. 32. o S e T

] B SR aaand X

,~efforts were comlng from the ICAP "blesslng

management 1nformat10n system, and more efrectlve reportlng systems and patrol

,act1v1t1es.‘ HOWever except for a few well documented instances, llttle tan— ”wg
fglble ev1dence that a causatlve 11nk or even a correlatlon ex1sted between

Meosiae e
gy [

‘iv&hese ICAP unit,activities and the reductlon of crime. While these_steps

uwereﬂbelng taken to 1mplement ICAP ant1c1pat10n was high among patrol per—

'sonnel that new vehlcles, equlpment fac111t1es, tralnlng, and management

It wasn't long 1nto the second

“phase that all of these beneflts were seen as attached to certaln obligations,

-

: obllgatlons whlch had serlous 1abor relatlons outcome

v/

'Phase-II‘was designedsto continue progress towards ‘Phase I goals. As
stated in the grant'proposal they were:

<

- Instruction of a field reporting system and a refinement of
crime analy31s and other analysis capabilities’ to implement
the, necessary operational changes for the 1mproved effective-
ness of all department field operatlons.

- Data analysis wasvgreatlyﬁimprovéd by the restructuring of the
.~ crime analysis unit into three specific areas of responsibility

with adequate personnel,‘l €.y crlme, 1nte111gence, and opera-
tions. . »

- _Directed deterrent patrol activity, tactical -patrol deployment
and an intense study of a viable patrol allocation model.

- Intensive ICAP training both at roll: call and in a formal

classroom setting was instituted and is ongoing at the present
time. ;

It is important to notice that events came to.a head in Phase II. As patrol

‘personnel were asked to implement technical changes, management control prob—'

- lems imcreased; interdepartmental relations were strained and management was

placedlin the ‘lime light to integrate activities. If nothing else, ICAP

brought a problem to theuculturai status quo. The test of its real effective- -

ness would rest in how well a change was or was not managed.

[%
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The evaluation of Phase II lasted from- February, 1980 untll August 1980.

The methodology w1l] be explained in greater detail.

Management and personnel
y :

“reactions to acceptance of 1nnovat10ns of the ICAP program are the primary

areas of study._ Nothing is more threatening to people than ‘change. One can
well appreciate the dilemma of patroloperSOnnel who arecnot trained to accept
the ambiguity posed by 11ne-staff disagreements, changes coming from Washing—'
ton, recommendations from univer51ty professors and c1v111an ICAP planners
and,dispatchers;'new forms, new regulations on time and manning,procedurésr:

Concurrently, one can“recognizekthe'frustration of line and‘staff'officers

as they try*to bring order out .of the implementation:of_change. These have:
not been easy times for anyone 1n the police department, espec1ally in a

kfac111ty which was the town garage. During this past summer. temperatures

i .
ranged’fromIQS‘—ll9 in the building with no'air~conditioning to improve

~morale. ~With aniinadequateﬁheating-plant,'winter is no better in this build-

ing. It seems that great changes are‘often times conditioned by situations

like these which rarely find their way into the formalities of a Treport. ’

This, then, is the environment and the excitement which faced the evalu-

ators as they worked through the frustrations of the staff ‘and pressures of

the patrol officers.

1]

II. THE PROBLEM - | S D

InitTally observations were(organized‘by defining "problems" into three

Acategories, First, the initial interviews and observations yielded "organi—

zational problem" areas thch served as a basis for 1nterv1ew schedules and .
questionnaires‘ Second the evaluation team remained sen51t1ve to all the
"organizational'problemsbAas seen by the ICAP personnel. (There were other
problems ofia patrol and'information processing nature citedhin the grant
proposals): Third, the evaluators faced a serious methodologlcal problemr
synthesizing’observations of organizational, and ICAP related '"problems,"

process1ng and interpreting them through the sc1ent1f1c method. Where the

first two represented problems arising directly from ICAP 1mplementat10n and

4

the command décision made by ICAP personnel, the methodological represents
) ’ : ‘ 5
problems of approach to the first two types of problems.
The first category of problems reflect the reaction of implementing

an inno%ation and the consequences of lack of continuity in evaluation. The

former were more specifically in the area of conflicts between command and

staff personnel between union and management on minimum manning between

manual ecordkeeping and record utillzation. The latter refers to excessive

&

~ bureaucratization of procedyres for contracting by the Governor's Justice

Commission and the maximizing of, form over substance. ‘ -

.

The second category of problems refer'to problems cited as deficiencies

in Phases I and II.
Those related to Phase I were:

= Absence of data to support manpower allotation studies. @
- o
= Inadequate reporring procedures to record all police .
services rendered

O ' ) ¥

oA

o]

(OB ASR e

[ S Avca iy

5
o

BB

Lk

R A e




]

\\earlier are the assumptions that (a) crime analysis and other\aualyses aiiﬂﬁwwé

) J
~ Inordinate amount of time devoted to administrative duties

by patrol officers. , i L o ‘ . . ' . 5

[>]

- Incons1stent quantity of reports prlmarily due to narrative S
report formats. ' : :

L =
o i

.= Inconsistent procedures employed by.. line personnel in the

preliminary stage ‘of 1nvest1gat10ns._ , v 3

Implicit in these defic1encies and in the overall goals for ﬁhis phase men~

. ) e
tioned earlier are theﬁ

deliVered by-random patrolling, that the:oppOrtunity for certain crimes ‘was,-

.;—«\‘

high, that community relations v1s-a-V1s v131b111ty and respon51veness might bBe

focus until-the question was asked:

> make those deficiencies only’the‘symptoms?

in trouble, and flnally, that there mlght be problems w1th patrol personnel not
1nputt1ng to upper echelons on the upgrading of police act1v1t1es in their

posts. It is 1nterest1ng to note that the stated def1c1enc1es and the 1mp11—

cit ones underlying the Phase I goale? were not tested in ‘a needs analysis

—

prior,to the_implementation of thewgrant. Granted, there were some”seriousp

problems as police personnel saw it, the‘entirekpicture did‘not come into
What are the basic vital‘issues which
A formalized needs analysis
would have turned up the answers;b |
The p?oblem cited for the second phaserwere:
- Management and union resistance to change;

- Generalnapprehension‘that some ICAP components would not work.

= Changing of personnel due to other employment and lag tlme
. encountered in c1ty hiring procedures. o .C)
i = : : b
Implicit in these deficiencies add?the overall goals for this phase mentioned
LG ’ T o i :

~

m e 0.

Y

o

/not up to a de31red level to operationallze ‘aspects of the program, (b) thergﬂxj

9

31bid,-p. 32.

“1bid.

[

o

assumptions that police serv1ces might not adequately be >

e

R -7 i R e

is a/problem with implementing D~rhns and (c) training was seer as the vehicle

to change attitude as well as increase learing of LCAP. Again, it is inter-

esting to note the discrepancy between the: problems c1ted and - the connection

., . I :
%

of problems to underlying basic issues.. For example, if a goal is set to

"

change attitudea about ICAP and training lS seen as a means to accomplish

~

thlb chaage, then at the end of the trainlng some statement could be maderc

[

that the means were necessary and sufficient to.the ends:

[0

by the symptoms raise other questions about methodology and approach,

The question raised

Prob-‘

lems as c1ted in the proposals were not construed by the evaluation team to

\//

be exclusively valid Instead, a methodology was developed for getting to

the vital basic problem that ICAP was asked to address. It willpbe explained

/
under the methodology section.

g |
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”yemployed by manufacturlng concerns.

'h-both.;

\ 51ze, East Prov1dence occupies a land area of 13 3 square miles and has a pop—

~and retall outlets wh1ch ‘account for some 314 of the employed
- B..

,‘Over QOA of the offenses can Stlll be categurlzed as property related crimes. -

'contlnuous pattern of crlmes, a pattern forced ‘by rhe reportlng categoiieS'or

47
l .
|

ITI.

BACKGROUND OF THE DEPARTMENT

No significant. changes have occurred in the make-up of the city since

7

the first evaluation.

{) v‘o

A, The City?of East ProVideﬁte SR

East Providenceﬁ:the fifth largeSt city in- Rhode Island has a populatlon

(1975 estimate) of 50, 900.' It is located at the head of Narragansett Bay,.

just across from Prov1dence, the state s cap1ta1 and largest c1ty.
i

dered by the Clty of Pawtucket .on the north by the Town of Barrlngton on the

It is bor—;

2

‘south ‘and by the Town of Seekonk Massachusetts on the east. In terms of

.y
ulatlon den31ty of 3 820 persons per square mile.

The maJorlty of the city! s re31dent c1v1lian 1abor force (about 454) is
R \/

The c1ty has a large amount of wholesale

According.to
| o

the last U S. Census, the medlan famlly 1ncoﬂe«in‘East Providence‘was $10;179;'

Crime Problem and'the Consumption‘of Patrol Time

The basic'patterniof offenses has not changed sinee the first evaluation.
G RN

N ¥

'Statlstlcs w1th regard: to the consumptlon of patrol t1me ‘are as ‘shown_ 1n Appen—

NS : ~—,

:le K.  The. overall rlslng crlme problem w1th1n categorles 1nd1cates e:1t:her<‘“\>

i
&

ThlS is one of the serious problems in 1nterpretat10n of stat1st1cs.
' S ,\ < 7 PR
Be thlS as 1t may, tha/rnallty of crlme occurrence shows a steady 1ncrease in

)
>

crime that ICAP has not been able to reduce. The de81gners of the ICAFR modelu,;:

e

fintact.,

allOw for Speculation on ICAP variables alone.‘

'prlor to Phase I is described in the Phase I evaluatlon.5

unit jurisdiction.

The East Providence Police Department:

Since the first evaluation there has been no reorganization or change

This is sigan1cant. If‘the'department had undergone massive in-

ternal changes we mlght well have had 1ntervenlng varlables which would not

o
ol

s

A‘general review of conditions
‘mHowever, changes
have occurred in the ICAP unit since Phase I. There have been notiCeable
additions and changes in the 1nformat10n proce531ng and change has taken place
in organizational behav1or as a reaction to mannlng requirements and tactical

Other notiCeable changes have been in the addition of two

crime,analysts,‘an‘intelligéhce analyst, and an ICAP secretary. Certain

duties of these personnel have been expanded since Phase I.

)

Lol -

in management‘conditions and make-up of tHe Divisions have basically remained

hcz;%d %gf antlclpate all of the 1nterven1ng varlables whlch effect the crlme Op;Cit; p. 8’ ulx’
- rate.. Ty g
i o %r 4 ,
) l9 7 v
: = : > i i > S . o
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‘to help the reader see the hlstorlcal arrow mov1ng forward

-

- IV. METHODGLOGY o
u —-_~——T-——__ | , | :c ;7ﬂ
L o i : ) A

A. HiStorical Perspective and the Evaluation q

In Phase I the evaluators found that most of the effort wasycentered on

the 1dent1ficat10n of key Varlables in order to establlsh a basellne for the

: L

further comparlsons and contrasts in Phase II.,I From thrr\baseline, barrlers

to change could be found and then the progress in the acceptance of ICAP mon1-

“tored.

S

L el

The Relationshlps of ICAP Grants'~

‘Pre»ICAP »yPhase I (lst grant) Phase II-(2nd grant)

Priorities® determlned R

’ Priorities de31gnated to put
by events.

- a planning foundatlon under
patrol act1v1t1es.

PrOJected prlorltles

Reactive Problems:

4

1. Absence of Beat data 1.

" Beat Dévelopment of crime 1. Tralnlng S
support manpower al- analysis mnit. . 2. Establish a career
! locations. 20 Appllcatlon of rational oo crimipal unit.
C 2 Inadequate reporting decision model (ICAP 3. ‘Upgrade reports.
' procedures and re- . model) . . 4y Full field reportlng
- cording management. 3. Test reports in serv1ce.r 5. Better MIS system.
©3. 'Lack of a manage- 4, Train personnel to ICAP. 6.  Better procedures
' ment information” 5. ' Development of. new re~ ’ for investigations.
system.A - porting systems. tat

.

~!
e

: Incons1stent pro- :
cedures in 1nvest1-«

on beat data.
gatlons. '

An overview of the 1nterrelatlonshlp between phases would be approprlate

“_almed at operational-
izing planned changes.

- Implementation of di- : -
_Tected patrols based

*,Random patrol,
”:-“Responsive‘to;demand..

Base 11ne 1dent1f1cat10n for Cnange in
. service. ' o ‘

"

%

S

R&

‘o

o lIn general many of the obJectlves of Phase II have been accompllshed

v

The follow1ng 1llustrate notable achievemenbs. ; P

S
7
7/

1. Tra1n1ng of’ personnel has become an ong01ng act1v1ty
(see Appendlx A). LS

i

2. .Gere operatlons analysts and an 1nte111gence analyst. have ‘
' been added to the ICAP unit. !
; H ‘ : :
3. A new reporting system “has been implemented.

4, New ‘reports and rgvised report format ‘have been.
- 'developed (see Appendix B). ’

.S;P A full field reporting system has been implemented.

kIniaddition, procedures for investigations have been improved, but, the imple-

mentation of a tactiCal‘unit‘and D-run management are still being worked out.:
o ‘

S In general, ‘a great number of reports, manual tabulatlons and analyses have
' been generated by ICAP personnel but measures of effectlveness have not been

devised to monitor the‘application ofLICAP in’ the field or the statistics to

shom'how effective ICAP has been in reducing the opportunity for crimes. It

should be’pointed out that_the‘cultural problems that make.informed police re-

from civilian ICAP personnel

i

: ) e . " "
luctant ‘to actept direction, advice, and "“orders

A

make the above accomplishments remarkable!

B." Evaluation Subjects and Special Emphasis’
’During Phase I the following items were the subject of the evaluation

Organizational structure.

e} ' :
Staffing procedures and ‘patterns.

» .= Crime analysis unit.

Patrol personnel. T
Lowdn

Fommunity of I‘ast Prov1dence.y
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o

"phase ofpthe evaluatiOn;,particularlyjin the_area ofkrecordkeeping~proCeduresa"

‘contrasted with Patrol.

;12;'

Durlng Phase II the evaluatlon was . almed at.Jv"‘ i

B ‘The' organlzatlonal cllmate, partlcularly as it applles to the aCf"
- ceptance of ICAP. The climate was seen as. 1mportant because 1m-
: plementatlon 1s done by patrol personnel ‘ :

S

¥ = The 1nterrelat10nsh1p betwpen Detectlves Vice and"Patrol each -

.- department was’ examined to see if ICAP reportlng procedures were
belng followed :

S

- The crlme . and 1nte111gence analysrs functlon and results.f L

- 'Patrol personnel

= Detectﬁves,and‘Vice perSOnnel;

The East Prov1dence communlty. v

B ¢

Agaln, spec1al empha51s was placed upon the 1abor relatlons area for :
;reasons C1tedrearller.

'Sonnel anda?atrol‘(see Appendix C)'were‘designed. The;Patrol questlonnalre‘

'was updated and rede31gned to captnre answers to 1mp1ementat10n problems

)l'

"and acceptance of ICAP reportlng requirements.\ Tnterv1ews were also conducted

with c1ty off1c1als, state drug control folclals and w1th other pollce depart—

'”ment;personnel 1n_the,state.‘“‘

C;. Conduct of the Evaluatlon

it
5

Due to the lack of contlnulty between the - ‘two phases of the ICAP evaluation

effort pre~ and post- experlmenrs could not be performed ‘ In addltlon, ICAP

Lpersonnel’COuld‘notkbe'guided in,the design‘of evaluatlon;proceduresvfor theirf*

activities; ' To overcome these problems, thewevaluation’team‘monitored perfor-
mance through quarterly‘reports~and direct observations,of procedures,yrecords,t
'reports and events,'rlntensiVE interviewsFWere'conduotedrwith‘keylpersonnelpin
iy . ]’{ T {“”

”‘~all departments-'spec1a1 attentlon was devoted to Detectlve and VlCL in thlS rtQ

&

N

g

Spec1al questionnalres for Vlce Detectlves, ICAP per-'

kjthe reportlng and recordkeeplng process.‘

' D. Data Collection .. - . SRS b

* third shift for City X in Rhode Island.

- .control group.

‘inAanother police‘department'in the State.

rEaSt'Providence’and;CitY”X were in sharp contrast.

;13_'
%‘[2 ‘Il :~:“ .(f P »'J:;‘ 7
The evaluators went out on patrol repeatedly in East Prov1dence and in a
Offlcers

ksmall c1ty of Rhode Izland that was not rece1v1ng federal funds.

'we Q. 1nterv1ewed while on patrol as well as’ respondlna to-an oplnlonnalre.

’lThe Chlef of Police, heads of departments, ICAP staff personnel and selected
‘_command offlcers were 1nterv1ewed as were the communlty relatlons ‘headand a

‘krandom'sample of people:in?the‘communlty.*

l, The ManagementblnfOrmation specialist-on our staff spent time following

In addition, the computer systems

_that ICAP personnel 1ntend to 1mplement in Phase III were explored to see if

“the,present»systemu}s compatible with the,PdsSE system.

iQuestionnaires‘Were designed and circulated to all Detectives; Vice,
Patrol; and ICAP personnel the same  patrol quest onnalre was used on the
‘ Two police departments in other thde‘
Island‘communities.would not allow lnterviews for purposes(of'establishing a’
1 » “There was a great deal.of paranoia in even discussing ICAP
for fear‘of having'strangerS‘come in and inuestigate the operations.v’This

paranoia was well founded when certain disclosures were made of illeégal activities
) A ; :

The openness of the police personnel in

[

Thisycan be attributed to

 the attitudefof_the>Chief of Police.

E.  Approach )
The basic,struCture of problem identification
RN S , o

in Phases I and II mentioned

“in the grant proposals run this way:

A

[4)

The Approach

‘Constrain Performance Effect ‘Impact
Category ~The Area of - Goals ‘ Goals
‘ : - Application ' Effect Program -
el ‘ Goals

[
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Tokbe‘more specific,‘it is'assumed-that the performance goals‘associated

with the training of patrol upgradlng reports, computerlzed data, expandlng

crlme analy31s capabllltles effect: 1mpact goals, such as 1mprov1ng the quallty

of prellmlnary investlgatlons, reports, etc. These, 1n turn, reduce the oppor—

ftunity for crime. The approach categorles, on the other hand reflect cate—

on OVerall program'goals, They are: trainlng, 1nformat10n support systems,’

upgrading of newldata for analysis and(the‘lmprovement of patrol deployment.

These approach categoriés parallel_those,mentioned in[a.statement oprCAP‘goals.

sent out from LEAA. 6 A careful review of thlsfletter and‘the lCAP manuals?;
shows a contrad1ct1on in focus, amblgulty of pr10r1t1es and confu51on on- the
proper method to accompllsh program goals. kWith this;confuslon 1t_1Sfdoubtfu1
that causation statements can be. made. | |

vThe responsibilities of the evaluatiOn team was not,toqconduct the basic'

ICAP needs‘analysis. However, thls is a necessary step and we: hlghly recommend

.phase was primarily after‘the fact‘since We did,not input into the app11Cat10n‘

of recommendations; The one year delay caused by the recontractlng problem

AJ‘:‘

‘allowed events to move on (as they should) R . f“‘, *mkf-?"
this is a contlnuou evaluatlon of changes which contrlbute to the program

~’andﬂrefer_him.to the quarterly'reports ih“the Appendix.

T 6Lette1 from Robert Hacht ‘Law hnforcement Assistance’ Admlnlstrator to.
ICAP Chlefs ‘and Progect Dlrectors March 1980, p.,2;¥,f. R S :

OIS 7Rlchard G. Gra381e, et al., The Role of Communlcatlons in Managlng‘ 5@0
Patrol 0 eratlons, u. S Department of Justlce, August 1978, p; 9 12 o
P B

"p‘ .

gories in Wthh performance and. 1mpact goals w1ll be evaluated for thelr effect;

this step for future evaluatlons.‘ The role of the evaluatlon team in thlS second

The quarterly reports 1nd1cate tecnnlcal progress or changes._ In'a»sense_

k goals stated in the proposals, We w1ll spare the reader a repetitinn of these;,"

O

-15-
’ o ‘\‘\ .
;Thesbasic Pyrpose/of'the evaluationieffortfwas to‘folldw the train'of

thought back to therba31c ICAP needs analy31s to see if conclu31ons follow

loglcally ;For;example, is tra1n1ng the appropriate'way to gain acceptance
for an 1nnovation? The loglc followed here was that unless the tracks are

la1d correctly beforehand the best of trains would not get through

h“..«\'k T

After trac1ng the 1og1c flows, con51stency or noncon51stency between the

ICAP model and the way 1t was applled in East Prov1dence was evmluated This

evaluatlon,bthen, must assess whether the ICAP: model and its 1nterpretat10n by

i

ICAP personnel has the potentlal to allow for ‘causation statements (e g.,g

a more systematlc approach to’ data gatherlng .. will result in 1ncreased

\»\

" ‘ ‘
effectlveness ) ‘and an analy51s of performance of goals to see wh1ch ones are

necessary and sufflclent to lead to impact and program goals (e g there can

be a great quantlty of tralnlng but 1f it 1is not relnforced by organlzatlonal '
‘ rewards for better police work the. tra1n1ng is not the correct route to better
program goal attalnment)

Testlng causatlon assumptlons and models is only a part of any evaluatjion.
5 '
Anc order to develop 1nformat10n for testing 1t is necessary to develop specific

approach categorles. leen the unlque culture it was dec1ded to conduct the

evaluat1on through the follOW1ng perSpectlves.

21

. Innovatlon dlffu51on.

. Management 1nf0rmat10n SYStemS-
A O
. b

. Labor’relations.

.+ ~Organizational management.
S Organizational behavior.

a'Innovatlon dlffu510n refers to 81tuat10ns where changes are brought to

a social system from out81de that system (e g., 1ntroduct10n of new procedures

i in a corporate merger, newxllturgy changes in church r1tual hybrld corn acceptance

o
if

<ot
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lations can dlsrupt power, frlendshlp relatlons

‘llne and staff all present powerful manipulators of the fthings

ﬁto,accept“or reJect dhange.,

along the way, and,yrelated to the relatlonshlps between each step in the

hthe real pQSSibility of a confroht&tion,

-716'51‘

in a rural COmmunity); These.changes,‘if not planned'to accept the human re-
motivations,:expectatiOns,

personalltles, and eventually cause the lnnovatlon to: be absolved in a totally
ﬂ

different way than origlnally 1ntended or cdn even reJect 1t. ICAP is a change

y/

phenomenon introduced 1nto a- tradit10na1 pollce department where union rela-

tions, polltlcal relatlons w1th the clry counc11 -and strong personallties in

\,
necessary

o

i
Management lnformatiOn Systems refers to the7entire.recordkeeping, pro-

cessing and reportlng procedures used by management to control the allocatlon
=y

"and development of resources. This f1eld of inquiry 1s well developed ICAP

\\

! y
“relies heavily for 1tq success on the correlatlon between 1nformatlon process-

h i
ing and crime‘deterrence. How well raw data from the‘scene of a'crime,is pro-

J
]

; / |
»cessed to thelcompletion of a case 1s/a functlon of the managerlal decisions

4

process. ;

,
!
i

g g

Labor Relations is a particularly important area since the political re-
v - /‘/,"/ o L. ‘ - ‘ ~‘ X K 5 : " ) .

lationships become strained when fear of the unknown increases. " Police personnel
feel uneasy abdut'many of the efficiencies brought by ICAP

i

notions 'of - sequenc1ng and allocatlon of personnel by ICAP requirements. "The -

especially the

N

minimum mannlng issue w1ll be the,real test case for ICAP 1mplementat10n with -

~This area of~inquiry representsra

formalizaﬁdon of the combative process 1nt10duced by the ICAP 1nnovatlon.

it
S /,

It, is pointed out here because of the wealth of data in this area and”because '

, i H i . I

She relatnonshlp between management and the patrol personnel is formally in—
i . . .

stituted by contract.

oo

by &
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Organizational management refers to a process of planning,organizing,

controlling'andkleading. ‘It concentrates on how.well‘the management of“an.

' organizatlon employs ratlonal means to 1ntegrate and prepare the subordinates

'_er,accompllshlng a mission. The appllcation of management criterla is behind
the MIS and organizational behavior areas. The former represents a type of
control towards the attainment of goals and the latter represents the use of

motivational means to harness needed human dedication to achievefthe‘goals.

Organiiational behavior is a recogn{zed field of inquiry that examines

group'dynamics; the effects of cultural determinants on free will, leadership,

and communications in a dynamic.social context. The importance of this area

¢

cannot be overplayed.

a

Police departments are essentially paramilitary social

_systems. with traditionally_rigid customs and expectations. How well patrolmen
[NEe . .
S - k ,

exercise individual judgments or covertly subvert threats to custom stability

“is extremely important;

_as the covert level:"Acceptance of change is.determined by how well the indi-

vidual and the group see the innovation as advancing their own self interest
(e g., new equlpment new vehlcles, etc. ). o ' e

Throughout all these there is a common thread. Each is dependent on the
other and each looks at the problems of change in relation to the bas1c assum-
. ptions of the ICAP model and its appllcatlon. This perSpectlve is of value
for the»evaluatlon for another reason. Attention is always‘forced to the rea-

‘lity'of,the vital basic, problems. Social systems are not trapped into a model

]

= : . S o ‘ v :
or the assumption underlying a model and thus inevitably lead to false conclu-

sions and broken expectations.  This contingent open systems approach works
from the reality back to the assumptions and proved to be more realistic and ™

~helpful in 'this evaluation.

y . R . . oy t
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The political variable exists on the manifest as well
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‘ F.. The ICAP Model Rev131ted

=8 . . " .

ICAP model in the f1rst evaluation phase,

@ Early in the examlnatlon of the

. ' 8
O , ach..
' B k comments were made on the strengths and weaknesses Of the appro

the ICAP model is presented as follows.

a S To ‘briefly review the main po;nt, e v )
B . = ‘ : ) ) « ’ s o : i . Serv1ce | N
Data - .. Analysis 5 Planning ) —>Delivery
- . G e A ; - ? : :
Collection — ‘ R ’ : .
S
5y c R i
R ' ““--Feedback
o o } | | i | | g : :
-8 | ) | f * ) ' . : A s ss of
A | Data collection is singled out as the loglcal first step in this proce O -
, ’ ver-
1mproved .service dellverv. The evaluatlon team agrees that it is an o
’ Shown c.
simplification of a more sophlstlcated management process that could be »
as follows:
‘ 4 C oo ou
e ' ‘ ing ¢ : ) : ction
% 4 diagnosis B ® Planning: o ?Etiﬁgige;
of local ser- —  for the — : = :
vice delivery ~ introduction P k
"cbl 8 of change. s . ;
problems. k o R
/" . D.
! : E // K D‘:T; “
D Collection of * Modify changes to
_data and ‘analy- = kaccomplish results .
' sis of results. . and continue imple- . ¢ ~
sis LT + . mentation of change. »
o = i e
= “ : . L N B .‘\“; i “.' 4, f:
A Dlagnosis of Local Servlce Delivery Problems - This phase.cons;sts o
.. - i ‘ . b
1.J Plannlng of the needs ana1y51s. ‘ ‘ ‘E .
i &t‘ oy ) i . NI
}2 Development of a model of 1nqu1ry to strucrure the problem,and’thek .
. collectlon of data.. - w : =
; 3.» Establishment of an 1uterd15¢1p11nary approach to problem 1dent1flf
5 L cation. L Co . . R - : | .
4. Identlflcatlon of vital ba51c problems to be addressed
Op.Cit.Phase 1 Evaluation, pp. 3-4 » “C}

b R T i i ‘ o Q

.. 3. Plan communicatlons to translate change to local interests;

. Analysis of Results

- 5. Constraint analysis.
&

6. Development of an approach categorles for evaluatlon.

v De51gn of evaluatlon instruments.
‘ 5 .
Planning'for the Introduction of~Change )
o W o l{
1.»‘Establish1ng a base llne for attltude, op1n1ons, and bellefs.
o

'iZ."Mapplng of the culture' 1dent1f1catlon of key social varlables,

)

communlcatlons networks that must be dealt with.

3.» Monitor barrlers to change.

4. Make necessary corrections.‘

0

i

Lo Whatgﬁere the'social andctechnical;consequences»pf the change?-
. ( B

plan
use of innovation d{]fuslon. :
Introduction of Change
B & . O ) - T * ‘
1. Monitor attitude changes; formation of political reactions. -
L2, Test key 5001al varlables to see 1f we dealt with the rlght ones.

2. 'Was the change 1nst1tuted or planned or dlstorted? o S

',3.,dEvaluate approach model

4 Was the - change the correct response to solve e problems,

i turned up by the diagnosis?. /

-Modify Changes to Accomplish-ReSultsrand Continue Implementation
L. ‘Continueymonitoring all'social variables.

~v.2. Monltor changes and communicatlons patterns.

3, Evaluate results of entire approach model

‘ and performance,
Aand program goals

.make changes if necessary.

O

@
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the:ICAP model is flawed bygits -

from being an over—simplifiéation;‘

development ot better manaoement

information systems Will necessarily lead

Aside

However, the use of 1nformation to make resource alloca—'

tion de0151ons in a cost—effective manner more timely and accurate 1nforma—‘

0to ‘crime reduction.‘

exclusionhof organizational behavior. There is no mention of the effects of

=5 i

fiefdoms, string personalities, local politics, evaluation levels,,internal

55 " = Lt }
7 power struggles, etc.' PerSistent in. the, ICAP literature is the assumption tion is a declded benefit to the IcAP approach Better management controls v !
o “ i o [
of “a bene"olent and obedient patrol culture but this may be a false assumption and resource allocations are a must for tight budget items. There may be: Q b
' - ‘ B '5 i 3
! : I
serious problems for ICAP, if the key dec1810n makers assume a deterministic

,glfk- ., in many applicatiOns,
One of the most serious problems with the model is 'its "mapping nature."

This is indigenous to any process model including the one‘suggested.~ The

But crimes do not occur

o

assumption made is that the'model is the reality.
in accordance w1th cla581fication systems of them or research assumptions.

ICAP is applicable to crimes Patrol can reach by cars. The target crimes rep-

resent only a percentage of all crimes that are committed or unreported - There

is really on effective way to detect and record all types of crime._ Streetg

c¥ime may only represent 20% of all crimes while organized crimes, arson, vice
~ and white collar crimes 8o unaddressed in intenSity across city boundaries.
< .

crime control sup—‘

f .‘This is why any assumption that directed patrol and street
-

pre551on w111 result in a reduction of crime is. extremely limiting Even if

.the East PrOVidence Police have a more proactive deterrent policy there is

i

‘ 'too much of a cost conSideration 1n decreaSing the Opportunity for crime than
Y :
A brief revmew of the budget re-
\')
w111 show that directed patrol &

’Lhere is to responding to calls for service.

quest from the Vice Department (see Appendix D)

_and better management of’ records will not affect the Vice opnration. ‘Hence,

the suppre551on of Vice crimes require another model and revenue.~ _
. Ty o - 2
However, on the pOSitive Side, the current ICAP model does represent

nd £

)
=S O

Without it, this evaluation

- el

rst step in raiSing the right questions.

After obserVing the random patrol operations in
O

“would not even befpossible.

-other chmunities, it isonot conclu31ve that a st%uetured approach to the

ol

)

Q

o

response from the new, young,

i}

better educated patrol officer.

&
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/" and crime analysts of the East PrOVidencenPolice Department, an'opinionnaire

;'alysts.a Responses Yielded 38 pat%ol questionnairesrcompleted ’7 detedtivés,

sentiment was favorable or'unfavorable. In general

V. RESULTS : S S T e Y

A. Patrol,»Detectives and Vice Survev

In, rdder to quantify the aggregate opinion of patrol detectives, vice
«:) X

W

was anonymously‘administered This instrument was designed to both assess’

the opinions and attitudes of all departments, and to evaluate the change of

»

attitudes of the patrolgofficers since the Phase I evaluation.‘ Unlike the

Phase [ evaluation in which the opinionnaire was distributed and analyzed from

_the viewpoint of rank, the Phase II opinionnaire was distributed to each of.
the departments of thegEast Providence Police Department. That is, patrol was
administered its own opinionnaire, as were detectives, vice and the crime #n-

2 vice and one crime analyst completed

) /,‘.*

j7/
“both command and the union and had the endorsement of both groups before

distribution._~v
The decision to individualize this opinionnaire and distribute‘it«to all

departments contrasts with the Phase I decision to administer the opinionnaire

only to patrol and generalize to all departments.~ HaVing completed two years

of the ICAP program, it is 1mportant to evaluate the attitude of each specialty

‘and“assess the integration‘of ICAP goals’ and‘objectives throughbut‘the police

force.

Results will be reported on the basis of whether or not a 51mple maJority
. /) L S E B ’L‘J
agreed or disagreed w1th a statement, to conclude whether or not the general
8 A e : \\

response of "don' t know

o

or no opinion are conSidered neutral but may lend themselves to further ex-

’
planation.
! . o

It should be stressed that this opinionnaire rfpresents only one'of‘many'
. - g . J N
tools used by@the evaluation team to assess the wave of sentiment at East

&

This opinionnaire was 1nspected by /)

-

.

23—

et B

oy

k7Q Providence.; Any attempt to draw iron—clad conclu51ons from this Simple mech—k

anism ‘must b ewed warily. It illustrates only a portion of the complex
‘system representing the East Prov1dence Police Department.

The questions in the opinionnaire ‘are diVided into broad areas of people

and'operations and further‘sub—divided'into speCifid'suthPics in order. to

i 4 o

i - ‘ " ‘ i ‘ . : ‘ ’ . . I Tl .
assist in evaluating the differences in opinion in various areas.

1. Pecple Oriented Issues

L‘l.l Job Related Satisfaction.~“

’~Both patrOl‘and detectives.were asked to respondqto,the‘statement "1
think I get quite a'bit of recognition for the things I do well in my police
work, " 63,2% of Patrol either disagreed or strongly disagreed and 71 4/ of
,DetectiVes disagreed with the’statement. This tends'to indicate that'the sa-
‘tisfaction thaththey'get from their~work must be intrinsic.

.L0nly Patrolfresponded to the statement "Most of the work that I,do‘doesn't

Pave anything to do with;solving or prevehting'crime,” and 65.8% of the

Officers either*disagreed’oristrongly disagreed. Itkis encouraging to note
that Patrolkpersohnelvfeel as’though'thev‘are contributing positively to the
deterrence\of crime. ’ln{an‘attempt‘to“quantify‘job’expectations, 56% or Patrol

* agreed that "I have a lot of faith in the future of this department,' 32.4%

R

- disagreed and 15.7%_mere neutral on this issue.

<

MostkDetectiVes-in the East,Providence'Police Department arevsatisfied,
with their %ob‘as‘BéfSZ agreed that VI like police work as much ox. more than
, When I started to work for EPPD " Additionally, 57.1% of the Detectives dis-
agreed with the statement "1 do get bored with my job from time to time."

This tends to 1mdicate that Detectives are still belng challenged by their work.

\
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| ,When;asked‘if offered‘another'job‘at comparable wages*outside»of police .'Personal growth and development can be translated into its promotion and

work ‘only 14 3/ of Detectlves would. serlously con31der 1t yet only 15. l/ 'transfer components, DetectiVes, when‘queStioned about the'fairness and hon-

of the Detectlves say. they 100k forward to g01ng to. work while 28. 6A do - ‘,esty of promotlon examlnatlons, 1nd1cated that 71.4% do not. feel promotlon

not enJoy g01ng to work and 14 3/ are neutlal vaﬁll s - exams are handled falrly or . adequately and should be corrected in the of—- e . |

- “ d tl fter the examlnatlon. Additionall 71 47 of
1.2 Personal Growth and Development ‘flcers presence irectly afte ys

Y

! ‘ : ' : the Detectives uestloned feel that 1ts who ‘you know 'not what you know that
Patrol personnel were asked to respond to the statement "Offlcers are v 1 y

: ' ' . gets .you romoted.~ PhaSe I'evaluation report ed that promotion exams were \ ‘ {
capable of d01ng a lot ‘moxre p]annlng of . thelr act1v1t1es than they are glven gers -you P P P

"“con31dered unfair and- arbltrary, and 1t is dlsapp01nt1ng that there is no. . s !
¢
S ‘percelved 1mprovement. Transfer pollcy has not 1mproved over the past year

’ credlt for,” 84.2% agreed or strongly ag'eed : Along the same - llne, 78 9/ of

Patrol feel there 1s at least above average opportunlty for 1ndependent thought

1 as 92 l/ of Patrol and 85.7% of Detectives feel that transfers are not given ——r
»and actlon, whereas 57 l/ of Detectlves feel the opportunlty for 1ndependence :

: ; . ‘ L , ‘ : " to the most qual fled person. Permanent transfers to both Vice and Detec-
.in thought and actlon. Offlcers 1ntr1nSLc7job satisfaction may be a result

P
|
i
\

tive d1v181ons should be " based on examlnatlon, background and experience ' =

of the independent nature of‘thefjob“ "1( . v e

vaccordlng to over 85/ of Patrol off1cers and Detectlves. Patrol and Detec~ , !

i

When asked how much authorlty is connected w1th the p081t10n of Datrol

' ' ! tlves‘dlsagree as to~whether short term three month transfers would be bene-
\offlcer now, 68. 2/ of Patrol responded elther above average or maximum as d1d

f1c1al w1t 86 8/ of Patrol agreeing or stron l agreeing and 57.17% of
- 85.7% of the Detectlves.' The questlon was nonspec1f1c w1th regard over whom h g & gLy a8 &

Detectives dlsa reein
the offlcers exerclsed authorlty ! & B

T
|

o .. 2. Operations Oriemted Issues

Patrol responded that 57.8% of the offlcers felt that there was e1ther a

T e e et i
P A

2.1 Work Activity. - '

,'mlnlmum or below average opportunlty for personal growth and development in

; ‘Patrolvofficers_were asked.to res;ond to‘the uestion "How should Patrol-
rgthelr p051t10n, ‘as d1d 42 9% of Detectlves. However 93, 7/ of Patrol and \\ ? s

‘ : b 1o t d7" d 28.9% felt th t calls f should b T
. 100/ of Detectlves reported that there should be at least above average growth : ,men‘ ea cate an v ¢ a ca‘ s or service shou €a maJo

L :

factoxf wh11e a smaller percentage also listed workload incidence of violence,
\; v .

’gpatrol consumptlon tlme, geography, hours of the day, and officer safety as

R E i

‘ opportunlty This is the same sentlment expressed in the op1n10nna1re com—”‘

pleted at the end of Phase I

A
jVat

Detectlves and Patrol derlve some satlsfactlon of- worthwhlle accompllsh—

: cons1derat19ns. Of Detectlves, 71. 44 had no response, and 28. 6/ 115ted

:calls’ for serv1ce as the prlmary crlter1a. R - k , b

it

‘.ment from the1r p051t10ns"7l 4/ and 86 84, respectlvely.i There should be

i Next, w1th regard to. the questlon concernlng tne pot ential of patrol RERRRRIA
at least above average or ‘maximum feellng of worthwhlle accomp11shment re- - k

belng better organ1zed than they are now, 73.7% of the Patrol division res- : o
N . 3

, port lOOA of Patrol and Detectlves.
iy e
o 5

Ponded w1th agree. or strongly agree while 100% of the Detectlve d1v1310n . ' ?é

MR
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.responded in these two categories. Thus, the concept of 1mproved organiza—-‘

,Patrol.division. - LIRS -

Both,Patrol,and'Detectives>feel that more crimesycouldjbe'solved'if
3 TR g : L , k N o
Patrol were'more involved than they are with 75.9% ard 100% respectively

agreeing or strongly agreeing w1th the statement. The'term~"inV°1vementﬁ

was not elaborated upon and may have various 1nterpretat10ns.
| ‘:Patrolmen disagree (Sl.QZ)kthat5;"When it{comes down to it,.thehPatrol»'
‘ offlcer doesn't dolthat mnch in the way'of preventing crlhé;"“ Thesejresults_b
reaffirm earller quéstions regardinngatrol's contributiOnﬂto crime deterrence.

Information dissemination is an integral part‘of ICAP»and one of theé com—
ponents‘of information‘processing is communicationsr 71.1% ot Patrol eitheth

agree or strongly agree that there is good communlcation among Patrol offlcers.
‘ 52 6£ of Patrol found no 1mprovement in. dispatchers 31nce Phase I and 50%

reported no 1mprovement 1n‘dispatch procedures overvthe past year.

Detectlves were asked to respond to the statement that "Patrolmen .do an- ‘

excellent‘Jobvof writing‘case‘reports. ‘The majority of Detectlves (85. 7/)
do not feel that‘the Patrol case reports are excellent in quality There" ,
were no follow~up questions de31gned to ascerta1n how adequately the reports
are’_ompleted | |

O

Detectlves apparently feel»they‘have a'g od’ rapportkw1th each otherbas
85 7/ report good communlcatlon in theﬁdepartment. Anzincreasebin street
time rather’ than admlnlstrative tlme is COnsidered desirablelby 1064 of'ﬁhdéb

queried., About 864 of the Detectives questloned felt that they were adequately

&

‘staffed in order to do the job properly,‘and 71. 4/ do. not feel they are‘,‘”‘ z
adequately funded to do the JOb ' ' o p o

N

tion via the ICAP concept has potent1al for further 1nvest1gat10n in the e

U g DR R

Rl

"Heither’agree or strongly agree w1th that statement,

‘wdrk

i

2 2 Tnterdepartmental Relations.‘

The ICAP concept hlnges heav1ly on the exchange of information and 1nte—

o state-.
gration of serv1ces between departments. The follow1ng reactions t

ments w11l help to clarify sentiment between departments.¢
‘1

red
respond to "I understand Just about everything that Detectives are requi

When asked to

to do " 60.5% of Patrol elther agreed or strongly agreed; Interdepartmental
kd

11 ' d
cooperation is assessed by responses to the statement The Detectives an

Pe " 86.9% of Patrol
Patrol officers don’t,cooperate as much as they should,

as do 85.7% of Detec—

‘ icer ize
tives. It is important to note that the maJority of the officers recognl

the'need'for interdepartmental cooperatlon but ICAP should be helping to pro-

o

‘ hat
vide the superstructure‘for working together.; LEAA literature. states t
ICAP provides‘the framework for integration of the Various'police service

dellvery functions.

Although Detectives do not feel that the Records division is well or-=
ganlzea (37 l/) 71 47 of Detectives feel that Records dlvision is well organized
o) s
(57 %), 71. 4%-of Detectives feel that Records is helpful to them in their

Lastly,¢85.7£ of Detectives feel that Records division's duties do

1mpact on Detective operations. When Patrol was asked to respond to the

statement,~‘The Records d1v151on s duties have little or no 1mpact on Patrol

operations," 68.4% of the offlcers elther dlsagree or strongly disagree. -

The majority of patrol (63 8/) do ‘not feel they recelve a. lot of help from

; : : é fr- n-
the‘activities of the Bureau of Criminal Identlflcatlon. The ‘Plans 1nd Zai

| ision i 80 of Patrol.
ing Division is not seen as d01ng)an adeQUate Job by 65.8% f\ﬁ
‘ 7 Aif TR R R ‘ ‘ o

Bopeit, Hecht, p. 9.
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Part of the ICAP objéctives‘is to‘establish a,back-up of personnel to .
' felt that "max1mum degree should be exerc1sed in: (a) rankgand life

perform routine field act1v1t1es or administrative work which need ‘not be

s ~ experience, (b) 1eadersh1p training, (c) acce551b111ty, (d) most regu— L v o
done by sworn personnel. In ﬁast Providence this squad is called~.special Co
s R ‘ o e e L s e - larly with department personnel (e) being aggreSSive on behalf of the:
Hin o police" and the following statements were designed to assess the attitude of - ‘

: ‘ ‘ . i R o : T ~ : department, ‘and (f)‘firm 1n:enforc1ng the rules and regulations of the
Patrol~toward them and evaluate their~effectiveness. Better than half of ‘ ~ R : I , . Lo T ‘ :

kdepartment. i

the officers (57 9/) felt that the public does not see speCial pulice person—‘ | . u
‘ ‘ In a response Whlch at bestftan be descrlbed as lukewarm, only 57. 9%

h‘“-: g

nel as full fledged police officers. When asked to respond to thepstatementb,j ‘ n

k of Patrol and 42. 9/ of Detectives feel that their superv1sors understand

‘ "Spec1al police personnel should have uniforms which distingu1sh them from

the problems they face on a day—to~day ba51s. Interestingly, 68.5%~of Patrol
: regular police officers," 79A either agreed or: strongly agreed w1th 65 8% k L R I T ‘ - S S
| responded that they were able to talk freely with and express any opinions
of the responses strongly agreeing It appears as though the Patrol officers N e : : .

,to'my shift COmmander’but only 76.4% do not think command has a gbod grasp

of East Prov1dence feel a strong sense of 1dent1ty which they do not want to
72

4 ;Qf what Patrol is doing and what 1is needed by Patrol.
share w1th support personnel Part of the reason; ror their reluctance to be " ~ e - R ‘

N

: When,asked aboutfthevdiscipline in Detectives 85.7% disagreed that there
associated with spec1al police forces may be that 92 1z of the Patrol officers o e o : ' . ‘
‘ is more disciplining than there should.be. However, 71.4% responded that
do not feel that specials are suff1c1ently tralned ' The maJority of Patrol e ‘ s T u
diécipline‘is not,given out fairly. It appears that Detectives feel a need
officers (86. 8%) felt that<most of the spec1al police personnel were a551gnedﬁ%r SR ‘ ’ - o o

i LS

¢ for tight control but do object to\inconsistencies in that control. One

as a result of political patronage, but 47. 4/ still felt that spec1als perform

hundredspercent‘of the Detectives feel that they get adequate command guidance
a necessary function. BRI : c . . '

'from thepChief.of‘Detectives. Inraddition, 57.l% do not feel that there is

2,3 “Supervision and Administration. ‘?qud communication~bétween the‘officer and head of the department.

" Both Patrol and Detectives were asked to respond to the statement, 0
don t think command is capable of a lot of changes." There is disagreement
on. the part of 71 4/ of the Detectives, but 57 9/ of Patrol agreed ;Thel”

responses differ between the ‘two groups, but the program changes do focus on ,d

/\ ’ i

Patrol and Detectives are not asked to- alter standard operating procedures

and a grand scale which may help to. explain the perception differences.:
When asked to rate the degree of leadership the 1deal Chief should have

.,.:

in different areas, the maJority (over 50/) of both Patrol and Detectives

N

- SRS
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2.4 Community Relations.
~Theoopinionnaire that solicited views from selected individuals in"
East Providence Will clarify the community standpoint. ‘This section‘tries

to ascertain how well the officers perception of the residents'Aopinion ;

coincidestwith the actUal opinion.

7

All Detectives either agreed or strongly agreed that they have no prob—
lem communicating With the publlc while on the job. Unfortunately, 85. 7/
of the Detectives: felt that citizens do not report the maJority of crimes

they see. Also, 85 74 of the Detectlves feel that 1n*general the~public

respects Detectives morerthan police'officers. Generally, Detectives (85 7/9
feel that the policemen get adequate community support but 57 1% feel ‘the

c1t1zens ‘of East rrov1dence think highly of the police department. ke

¢
&

2.5 Equipment.
) ) £
Phase I results 1nd1cated that Patrol officers were concerned about the'

condition areas of concern tested at the end of Phase I were retested at the

end of\Phase II to measure ‘the improvement. Patrol reports that 86. 8% of

. »
¥

the officers feel there has been little or no improvement in the radar equip--

‘

ment since the end of Phase I. There was a reported 76.4% majority of officers

it
X

‘who felt there had been "some or "much" 1mprovement in the vehicles used

East Prov1dence has updated their patrol car fleet. by purcha51ng 20 1978

Plymouth Volares as’ a result of Phase I recommendations. Unfortunately,

76 3/ and 78. 9/ see little or no 1mprovement in terms of deparrment layout

or officer space, reSpectively

When Detectives were questioned whether or not they felt the equlpment

that the’ department issues is safe to use, 57.1% d1d not feel the equ1pment

@

was adequaﬁely safe. Addltionally, 71. 4/ of' Detectlves feel that the

e

i v o S b

-31-

equipment is‘adequate‘to{do the job we are expected to perform. ‘Detectives

‘were not specific as to the types of equipment they feel is. unsafe or inade- .

quate.

Y

Y

2.6 Implementation of ICAP. s
The. next series of‘responses to statements and multiple choice questions
arégdesigned to evaluate those activities specific to ICAP; those that focus

on*increasing efficiency and sffectivensss of all police services.
R e . % .

Information exchange,vin quantity and accuracy is critical in the ICAP

“model. Only 50. 0/ cof Patrol dgrees or strongly agrees with the statement

that there is-a lot of 1nformation on a particular crime in the -officer's head

. which never,goes into a report,.whereas, lQOA of the Detectives agree there is

a lot of information in the officer's head: ‘One may‘suspect that thewstandarq-
iaatioh.of crime reporting systems 'is helping Patrol to elaborate on informaéﬂ
tion ‘that is useful"inlinvestigation as'well as reducing<administrative time,
.In’addition, 94.87% of Patrol andk85.7%-ofADetectives‘feel that they would like

to have more information on known criminals in the area. This is somewhat dis-

turbing as'there is now an intelligence analyst whose primary thrust has been
to ‘establish a'functional career criminal information unit. Whether it is fully

utilized by Detectivas and Patrol is another story..

Both Detectives and”Patrol were‘asked'to assess the efficiency of ICAP
policies. Patrol (78. 9/) and Detectives (57 14, edther disagreed or strongly
disagreed with the statement that the procedures should return to pre-ICAP

days. When Patrol was asked 1f too much of an officer s time was spent in

administrative work, 68.5% disagreed. The maJority of Patrol (81 L 67) felt‘

fthat ICAP has prov1ded a more efficient way for patrolmen to write case re-

ports. . It is 1nterest1ng to note that Patrol is in favor of s1mplif1ed ef~

ficient case reporting, but do not favor spending less adminlstrative tine.

@
o
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Certainly not to be ignored is the bargaining unit of the East Provi-
dence Pollce Department.. The»results indicate thatvthe officers are not

really aware of their un10n s part1c1pation in the ICAP program. Although’
57. l/ of Detectlves feel the union does not have an effectlve say 1n ICAP,

'Patrol s opinion 1s evenly distributed between those who agree, disagree or

are of no oplnion. A little better than half of both Patrol (55 3%) and .

Ly

Detectlves (57.1%) agree that as long as salaries fringes2 and»safety are

not compromised,the union’ w1ll favor.ICAP"changes.

| : Those‘officers:whofunderstand and‘approve Of-ICAP&goals are‘more likely
to work to make the program successful vThe next series of:statements try‘
to'evaluate this’sentiment. Disturbingly, 65.8% of the Patrol do not feel

wellkinformed of the department's plans for ICAP. HoWever, 68.4% of Patrol
ffeel they have a better understanding of ICAP since last year. A positive
1mpact on the department by ICAP has been felt by 50 0% of Patrol

When Patrol wéé asked where the problem with ICAP implementatlon lay,b
' 31.6% felt the respons1b111ty lies w1th ICAP staff personnel 34. 2/ blamed
the Plans and Training officers and 31. 6A felt resistance to change was at

>‘fault. ICAP related changes are perceived as orderly (¢28. 9/), necessary

k(26.3%),‘too sweeping (18.44), and other (23.7%); includes too little com- -

promise, unorganized, slow, improper utilization.

"In assessing bi—daily reports and books, 57.9%dof'Patrol‘agreed that

This indicates an increased ef-

=

there has been improvement'in this area.

" fectiveness of the crime analyst whose job it is to make these books accu-

,xaté, timely,and readable. When‘referring to their‘books, 50% of Patrol

‘generally ﬁses slack'time to 1ook through -it. In rating bi—daily reports,
etc., were

they were a real asset, espec1ally in organizing activ1t1es for the shift.

"a pa1n in the neck " non- essential paperwork and 28 9/ felt that

(9

- made a definite

Detectives‘felt

) o om33-

However, 57 9% of Patrol feels that bi-daily reports and crime bulletins have
resulted in the. 1dent1f1cat10n of trouble areas requiring more police visi-
blllty. ~ICAP obJectlves measure the success of a crime analy31s unit by a
serles of crlteria 1ncludLng the(identification of ex1st1ng or evolv1ng crime

patterns, establish operational data, supply support data for the department

and prov1d1ng data to target or direct patrol act1v1t1es. - East Providence's

crlmevanaly81s unit does this, according to Patrol It does not answer the

questlon as ‘to whether or not the causal relationship exists between supply

of 1nformat10n that is accurate and. tlmely results in an increase in the num- o

ber of cases clearedvby arrest‘andnprovide investigative leads to-investigators.
A‘majority‘of Detectives (57.1%). feel they understand‘what the EPPD

ICAP project is However, 57. 1% do not feel that’ ICAP has

intended to do.
1mpact on the department.
When'asked "What iskthe purpose of ICAP?" 34.2% of Patrol and 42.9% of
that‘the application of directed management to the entire

police force was the'primary objective. However, 36.8% of Patrol felt that

the. Purpose was to apply better management to Patrol act1v1t1ts rather than

to the entire force. It is encouraging to note that Patrol and Detectives

understand that ICAP is a management oriented change as well as operational

- 3. Comparisons with.City X -

D

W

In an effort to;try and compare improvement in the East Providence Police

By ‘ ’ ‘ . o
Depaftment as. a result of ICAP innovation, the opinionnaire was adminlstered

to Patrol offlcers randomly selected from a town of comparable size and popu-

o

lgtion as East Prov1dence.v

The reésults of selected questions follow.

4]
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_help solve or prevent crime,

~34~ -
Of those patrolmen questionedﬁ’85}7%_felt that most of their work does

¢

When questioned as. to how much self-esteem

a person gets from his position,.57ch felt there was a minimum or below

average amount'in their work. Add1t10nally, 71 47 of the offlcers questloned

felt that they get a minimum or below average feellng of authorlty from

their p031tl0n. - The maJorlty (85 7/) do not feel there is adequate oppor=

tunity for growth and development in thelr p051tlon as well as llttle or no

Only 57.1% of Patrol felt there was adequate opportunity

(

prestige (71.4%).
for independent thought and actlon in their p051t10n.

l
Operatlonally, 57 2/ of tnose questloned agreed that too much of an

offlcers t1me is spent on writing reports. The same percentage feel that

there is a lot of 1nformat10noon partlcular crimes in an officer's head that

¥

,is'not reportedwin caseWWriting. Patrol officer's (57.2%) do not feel that'

they help to prevent crime,
[
4
When questloned about 1nterdepartmental reratlons 85.7% of City X's
ig‘

Patrol Felt that Patrol and Detectlves don't . coOperate as much as they should

Addltlonally, 85.77% do not feel“there is good communication among patrol

»‘officers. In contrast with the patrol personnel of East Prov1dence, Crﬁy X's

Patrol reports that 71. 44 agree ‘that Records Division's ‘duties have littie

A

or no impact on Patrol operatlons. lee EPPD Patrol 57. l/ of Patrol do not

feel that the Plans anc Tralnlng Division is d01ng the job: adequately.

All the Patrol offlcers of Clty X feel that Command does not grasp what
Patrol is.doing or what is:needed by’ Patrol. however~'57 1% of the officers
feel they can talk freely and openly with the1r shift commander. 71. 57 of
those questioned do not feel that dlsc1p11ne has been handled more falrly than

&

last year.: 4astly, 71.5% do not feel that Command is capable of <a lot of

changes." S A

[t

,ago

: allocatlon.

ey
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TN

Although, the personnel ‘of Clty X were not admlnistered a questlon-

naire last year, they were 'still’ asked to compare improvement 1n equlpment

3nd~faCIlities. A majorlty (57.1%) reported no 1mprovement in Vehlcles. R
‘The Patrol offlcers d1d not respond to 1mprovement in offlce space or depart-:lw

ment de31gn of the bullding.‘ : I coam T o

Because the offlcers of Clty X do not have a worklng knowledge of ICAP
(]\
those questloned pertalning d1rect1y to ICAP" 1nnovat10ns on management were |

not. evaluated b."; ' o o

B, Management Informatlon Systems (MIS)

(N I

The ICAP approach is con31stent with the real—world view of data ‘being

transformed into informatlon useful to aid in the decision-making process

encountered in - a cr1m1nal apprehen31on effort. In‘fact the ICAP Reference

Handbook (L E A A,, October, 1978) states that 1t’requ1res a part1c1pat1ng
Adepartment to develop or enhance 1ts approach to the management of pollce

services through the establlshment of department dec1s1on—based model char-

acterlzed by (l) formal plannlng, (2) decisions based on emp{rical information

and structured methods, (3) dec131on components measurable and subject to

manlpulatlon based upon feedback (4) operational. identity of an analytical
capaclty, and (4) a predlctlon—orlented and active empirlcal perspective
In thlS regard the ICAP model is crltlcally dependent upon the quality and

quantity of data collected by varlous means which is then processed in: some

way to become 1nformat10n to support dec181on-making with regard to resource

o

The model used for the ICAP approach is a sequential model 1nvolv1ngbthe
following activities: = (1) data collectlon, @) analy31s. (3“7plann1ng (4)

servlce deliveryf (5) w1thﬂfeedback. The data collection component relies

@ i
o N

@
23

ICAP Reference Handbgok, LEAA; October 1978
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c allocatlon models. Spec1f1c software packages avallable at this time are
&

i

primarin'upon reports generated by departmental fleld elements and the dls"' 'POSSE (Pollce Operatlona1 Support System - Elementary), CASS (Cr1me Ana1y51s

System Support), and CAD (Computer—A1ded Dlspatch) However, all of these

o A 51s, Operatlons Analy31s, and Intelllgence Analys1s., Crlme analy81s 1nvolves
P A' . 7 “
those analytlcal processes dlrected at prov1d1ng tlmely and pertlnent 1nforma—

& .
tion relatlve to. crime patterns and trend correlatlons. Intelllgence analy51s
.v ;

software packages are contlngent upon a well developed information system
'(con51stent with the ICAP model) fot 1mplementat10n.
POSSE is a complete management 1nformat10n and records system des1gned to

,J’

1s the systematlc colleetlon,sevaluatlon analy31s and d1ssem1nat10n of

.be used 1n small to medlum pollce departments (10,000 to 150 000 populatlon)

" informationfon criminals. Operatlonal analy51s 15 the analytical study Of POSSE automates the master name 1ndex, calls for service, UCR reportlng, and

policy service dellvery to prov1de a ba31s for dec131ons to 1mprove operatlons_. 1nvest1gat1ve reportlng CASS is,a flexible file management and retrieval

or deployment of resources. The plannlng element or the ICAP model is def1ned .system for use 4 ctime: analys1srf Known offenders, suspects, FIR, and other

.as’'a structured approach to pollce dec1s1on—mak1ng for both strateglc and

o

files can be created and~searched by any criteria. CAD supports complaint—’

; i sid ic decisi i ‘ ice: decisions wh'ch af- . 1 di ; : i ' ‘
tactlcal decisions. Strateglc dec1510ns 1nvolve;pollce decisions whi : taking and dispatching with automatic address look-up and various status dis-

fect the long—term solutlon to serv1ce dellvery by organlzatlonal and struc—’ plays ds well s logging CEE dats for pani gt Feporta; | | i

tural changes whereas tactlcal dec131ons relate to short term allocations of MIS)Implementation

RN

| resources for service dellvery made on the b3315 Of 1nformat on fro Leri Although the ICAP model is logical for an overall point of view, it im-

analy51s and operatlons analy51s functlons. ‘poses”a structured approach to decisionomaking’that may be alien to on-going

nden on com- T B I B SR U S : ‘
It is 1nterest1ng to note that the ICAP model is not depe de tup “organizations which have made decisions based upon an experienced-based model i

puters but recognlzes that a manual system developed for purposes of analy51s

PR

in which the provision of services is based simply upon a requirement to pro- ' :

1s a necessary precedent to a seml—automatlc or automatlc system ofxdata col-

?

! vide such serVices'basedﬁmpon experience or tradition but not on factual infor-
’lectiOn;' The rat? onale presented is that before an analyst can’ advance t/’i' k '

mation.  In additiom, although most organizations dre strongly in favor of plan-

. late spe c functlons ex ected U SR . L . : c
an E. D.P system. he/she must be able to articu te. P cifi p » ; ning, there is usually no on-going formalized planning process, but rather, plan-

to be performed by a computer. Factors to be con51dered in evaluatlng manual e

ning is simply reaction to circumstances and/¢r changes in the political envir- e

: versus tomputer crlme analy51s are (l) 51ze of crime analy81s un1t (2) size i
" J} FAES , -
of: pollce department, (3) volume of crlme (4) level of analy51s requlred

o

‘(5) problemS\addressedkby the crime analysiscunlt and (6) tlmellnessof the e

“

. ~onment. Unfortunately, most,planning activities have resulted in implementation

“of those activities which are'intuitiVQly-attractiveito decision-maker>but

i

s

perhaps not completely justifiable based upou thekfacts, i.e., data. On the

It

_'required reports, -

. o
kK

' otUer hand many. such de0151ons have been correct srnce the human dec1s1on~

[P
o

- The thrust of the ICAP model leads to the eff1c1ent and effectlve use of kh B

1nformatlon 1n a number of computer-based analytlcal models as well as resource

-G

B
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-
maker actlng upon cumulatlve experlence can 1n many. 1nstances surpass
‘computer technlques and/or other technlques in arr1v1ng at dec1510ns.'

\‘/ . ’ 5 ’ P
Unfortunately; asfaddressed in other sectlons~ofkthls,report,.the

‘ICAP model‘;;sumes that)a'struCtured.environment‘amenable‘to,an academicall;_
correct managerial modelywhichrincludesfthe planningbproeess existsfin’eaCh'
locationkcdoperating‘with the lCAPﬂDrogram.‘ In this regard, the managerlal
process rncludes Plannlng,-Organ1z1ng. Stafflng, D1rect1ng, and Controlllng

‘ w1th feedback. Although ‘this model: works well in ar strlct managerlal sense,
51t does not allow for the polltlcal process 1nherent 1ntmany publlc sector.

s

agenc1es as well as res1stance to change when confronted with technologlcal

1nnovat10ns.

In addltlon, the ICAP model does not recognlze that in certaln 1nstances :

fthere are constralnts on the sharlng of 1nformatlon on an 1nterdepartmental
'ﬁbas1s atcordlng tolocal pollcy or custom whlch‘mlght defeat the intent of
‘the ILAP model. For example, 1nte111gence 1nformat10n gathered from: 1nfor—,‘
ﬁmants by a partrcular department, e. g., Vlce, may not be able to be shared

L w1th other departments or Dut into a master flle. There are, a number of

;-other 1nstances where certaln 1evels of 1nformat10n cannot ‘be shared or become

Hpart of an 1ntegrated effort, it may be v1tal to the functlon‘of a- department
« vand thus 1s worthy of con31derat10n for automatlon. Thus :a confllct;occurs
";in ‘this s1tuat10n where a partlcular actrvrty may greatly beneflt from 1mproved
informatlon proce531ngvbut thlS poss1b111ty 1s prtcluded by~the overall thrust

of the ICAP model 51nce thesc data LleLntS would not or tanuot be shared in

":ja general sense.

5 ¢
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MIS Discussion

Whlle review1ng the quantltatlve data, 1t is 1nterest1ng to note that

although many crltlcal remarks were ‘made w1th respect to the TCAP effort,

-there is general approval of the 1ntent of the 'ICAP program. Although some
' 1nformat10n is not generated fast enough the 1nformat10n is useful and being
‘ tused by both Patrol and Detectlve unlts. In particular, the bl-dally reports -

and crlme bulletlns were con31dered useful -but noet up to date. Interestlngly,

I

of all groups surveyed the majorlty of respondents would not want to-return’

: to the methods used prior to the 1mp1ementat10n of the ICAP prOJect.

On—s1te dlscu531ons w1th personnel from varlous d1v131ons are con31stent

1

w1th the. questlonnalre results. In pr1nc1ple everyone agrees w1th the need

for accurate and tlmely 1nformat10n regardlng criminal act1v1ty. However,

~some comments were made whlch 1nd1cated a lack of confldence in the pérsonnel

‘1nvolved 1n the ICAP effort since the analysts 1nvolved are not pollce officers

or are not experienced in pollce matters. Another revealing comment was that

”... ve do not want to know anythlng about StatlSthS, we want to know what

»iisvg01ng on," Th1s comment 1mp11es that there may be a lack of acceptance of

~statlst1cal termlnology and/or deflnltlons. Thls Suggests that perhaps tralnlng

se531ons mlght overcome thls barrler in us1ng the 1nformat10n generated by the

~ICAP unlt.

Slnce the flrst phase of the ICAP program, manpower has been 1ncreased
]
in the Crlme and Operatlons Analy31s area resulting in the ab111ty to per-

form more analyses and dcvelop useful 1nformat10n. Although the b1~dally books
k‘were con31dered too volumlnous, 1t is standard procedure to purge each book
-of all da:ly sheet coples on a weekly ba51s and to: e11m1nate the crime analysis

‘forms every two weeks. It was po;nted out’ that the‘"extra" information (daily

%
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v,(é) has an~arrest been'made *and 1f»so

, the 1nterpretat1on of the monthly report.,

40~

© R R
log copies) were included at'the'request of'Patrol sinceéthey originally
felt that the crime analys1s forms-were "too selectlve." ﬁaps‘indicating’
ICAP target crlmes for each dlstrlct are 1ocated in the roll call room. and
are updated daily,and reviewed at roll call., Each‘month,vphotographs are'
taken of the maps to aid in subsequent analyses.‘v H

Over the past year there seems to be an 1mprov1ng acceptance to the’
LCAP unit and the perSOnneliinvolyed.t There are more'frEquent*requests for

information as well as suggesting D~runs and/or surVeillance based'upon'~‘

..

/ﬁlnformation generated by‘the ICAP unit. Increa51ng;kthe Chlef of Pollce,
c1ty hall offic1als, and others are requestlng certain types of 1nformat10n
which show,that the rCAPrunlt is slowly belng‘recognlzed as,a focal point
kfor dnformation; Importantly,‘in the’nine,months‘since the ICAP analysts
‘haye‘been hired ‘seven arrests can be documented as hav1ng occurred as a
result of the ICAP unit. Although deterrence is hard to measure, at least
one‘problem,area regardlng car thefts has’been minimized due to specific,
f’ICAP suggestidns; :It is also‘estimated tégt’oneethirddtewer problems‘haye :
;occurred_in the past time’period due to deterrence,straéggies, saturation‘
patrol,oand/or intelligence fieldlinterylew cards completednonysuspectslin
ythose’areas.
mation;_bln.thls regard ‘a monthly crlme analysis booklet is produced -and

fglven to each offlcer supplylng all targetcrlme 1nformat10n as follows.‘, o

(a) a type ot crime and/or property taken, (b) M. 0., (c) chronologlcal and

;}penv1ronmental facLors, (d) 1f property 1ecovered, whorc dnd in what condltlon,

w

5. who (f) monthly comparlson of crlmes

o

by post and Geo-code, (g) clearance rates, and (h) tables and charts to a1d in

‘ ~
" l )

pertalnlng to thlS booklet whlch is produced w1th1n ten worklng days of the

1‘preceu1pg monthly tlme perlod reV1ewed. R ¢

e

o calls for serv1ce resu

vcluded to- 1nd1cate the nature of the bulletlns used

"typlcal pages 1ncluded in the bl—dally books a

kfollows.

,Appendlx B)

k. rt
One lmportant aSPECt oF the ICAP unlt is the. feedback of 1nf°r—l‘ in Appendlx B w1th Standardlzed Crlme Reportlng System (SCRS) fleld repo

There seems to be p031t1ve feedback

=41~

' : ~illus-
There are some’ spec1f1c examples that deserve mention bhere to illus

k the r ults .
trate the foreg01ng remarks. Flrst, Appendlx G, H, I and J show the res
\)/(

osi-
of the 1nten51ve“analysls "by theé Crlme Analy51s Unit whlch resulted in p

t1ve steps in crime preventlon proposed through the Clty Council. Second,

wa

of
although there was a dlspute over: post boundarles, a three month analysis

lted in steps toward redeflnlng post boundarles-as

shown in Appendlx K and L. ln addltlon,kAppendlx M 111ustrates typlcal In-

telligence Bulletlns dlstrlbuted through the Crime Analysls Unlt and are in-
Lastly, Appendix N shows.
vallable for each Patrol offlcer.

Forms used from whlch ICAP derlves its. 1nformat10n are 1llustrated as
Flrst dlspatchers not only use the Dlspatch Card, Appendix B, bUt,

also use two. small cards (Appendlx B) to log admlnlstratlve and personal time

of Patrol offlcers.,~The standard Fleld Interv1ew Report introduced by ICAP

is’ 1llustrated in Appendlx B.‘ Other forms (most of which have been rev1sed

by the "ICAP unlt) are “the Crlme Investlgation Report Pollce Processing Re—‘

kport MlSSlng Persons Report, Felony Case Report Case Proce551ng Report,

'and the Supplemental Report in- Appendlx B. (Please:notethat each of these re-

/ports have a well-developed set of 1nstruct10ns whlch are also contalned in

There is an attempt to standardlze abbrev1atlons ag: 1llustrated

abbrEVlatlons..,

"The lele—Serve Programfwas lmplemented by the ICAP program in Aprll

e

1980 durlng Phase II of the ICAP grant program.‘ Appendlx 0 elaborates upon

the naturezof this: program as 1mrlemented at EPPD and also shows the 1ntent
of”the records,produced from the‘foreg01ng 1nformat10n and filed by the c¢rime

B N A . I . " . . ‘ ’ L ) s
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review the problems associated with Phase I and see what’changes have been

made.

MIS Results '

In

1.

2.

—42-

discussing the progress for the Second Phase it seems‘appropriate to

I

Since Phase I ended, four new ‘specialists have been added to
the ICAP team. The Crime and Operations analyses are now -
being performed by two specialists. The over-emphasis on .
~-operations analysis has been corrected. Because of the close
working relationship, the Crime Analyst receives mo:e.infor— B
mation and the difference in perspective from the Intelligence
-Analyst as well. The operations Analyst screens all calls
for service on the dispatch cards and selectively pulls out
moré than the Crime Analyst who ‘reviews only those targeted
ICAP crimes. As was pointed out by the Crime Analyst, a mis-
.cellaneous call for service may,shed;moré lightwon‘abcrime
pattern.than the absence of & report for any such call.

ThefIntelligence AnalystAhan seﬁiupithé neoeSsary files and
procedures to report to the ICAP model,(see Appendix. P) .

Ig;;he last analysis bi-daily books were considered too vol-
Samdflous by Patrol personnel. It is now a standard procedure.
to purge each book once a week of all'daily sheet copies, and - .
of crime analysis forms“every two weeks. Each book now carries
only timely information of the previous two weeks. Daily log
éopies have been: included in' the: books because the officers felt
they were receiving '"too selective'" a picture of crime in the.
city. The daily log is like a diary of each working day. Re-
cords Division now provides Crime Analysis with the necessary

copies of the log as part of’theiris;andard‘roﬁtine,_y;

A new beat»réstructuring proposal was'workeg up@Byicrime and -
‘Operations Analysis afd Fforwarded to the Chief. Realignments
based on geographics, workload and available manpower was for-

warded in anticipation of“favorable contract negotiations. There

appears to be a problem here that must be addressed before a new
contract is produced. -An improvement. hasbeen made concerning -,
the spot maps of TCAP crimes.located in the roll call room.

Using color coded dots as indicators of crime incidents created

a problem in that a post man felt he looked bad with too many -
yellow dots in his area so lle moved them.' This effected crime

~analysis performance. As a result, each dot is numbered. for its

'-post and on individual offense maps the day the incident is re-

‘corded on the dot;icolor c0ded’car thefts and recoveries ‘are also -

indicated so thatfaivisual pattern can be'spotted;~’At‘the‘end
of ehCh'month‘a‘photograph is taken of the overall spot map

to aid in analysis and presentations.

4.
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Data.on beat profiles and ‘workload has been completed. The
Patrol commanders see the necessity for'recognizing beats and
shifts but Patrel personnei are still threatened by minimum
manning . prospects. TCAP personnel have reéceived communications

 from Patx>l officers suggesting D-runs and/or Surveillance.

Other police departments have sought out these specialists for

,‘assistance. This would indicate a realization of the available

potential in ICAP personnel and data.

- A eriminal Intelligence Analyst has beén added since the lést

phase. His duties are summarized in Appendix P.

' Training has been conducted for patrol personnel. However,

ICAP personnel have not been as involved as they could have
‘been.  The training is more traditional in nature and not
well coordinated with change aCEéﬁtance or ‘team building.
CopieS~of‘course materials can be found in Apnendix,A. A
-8reat deal of planning yet has to be done, here, especially in
the performance evaluation as a function’sf training.

. On the public relations fronts, it should be notéd that ICAP -

personnel were goked to give several presentations to the. public
on crime prevention. Members of the clergy in East Providence

; reqnested Fheir-ﬁnrticipation in a crime prevention forum, The
. forum was well‘publicizedeith a great deal of media exposure -

for unit as well as eXposure to the taxpayers of the city.

Thio hao”béen corrected by the Qperntions Analyst. The infor--
mation is being used by management in contract negotiations;

The_ICAP-specialists'feei‘that the information they receive from

/o,Patroi'personnel‘have contributed to better planning. In one
case, a suggested car theft area stake out eliminated this® prob-~

- lem in  that specific area. Suggested D-runs.for.a prowler re-

sulted in an arrest. 'Ironically, in the nine months since the new

analygts‘were hired,~seven arrests can be documented. As far ag
deterrence Strategy is concerned, at least triple the number of

~ problem areas have seemed to subside due to suggested saturation

Patrol and Intelligence Field Interview cards being filled out on

- Suspects indicating to potential criminals that theére does exist

in,East Providence, a metwork of information and a concerted
effort to reduce the'opportunity;costs”for crime., '

In addition, a mounthly analYSis booklét is‘n0w collated and

- glven to‘each:ofﬁicer. "It supplies ail target crime information
~ in the following manner. , ' ’ '

= Type of crime and/or pfoperty’taken;

- Mo,

~ Chronological and environmental factors.
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1f property was recovered where and in what cond1t10n7
-  Has an arrest been made? If so, wh07

- Monthly comparisons are given.

- Both post and-GEO code rates are given because GEO
‘codlng is more exact.{ : :

Clearance rates are supplled show1ng the p031t1ve side
to crlme.

kV1sual tables and charts are 1ncluded to make the cognitlve
report less tedious. C

Each report is five pages long The Patrol officers see it as

informative and of value. The crime analyst supplies this re- .
port within ten working days after the last day of each month
to preserve the timeliness: factor. ‘ s ¢

10. Even though there has been quit afulcyﬁone:in the crime analysis -
areas, there is still a great eal more to be done in planning for
-the acceptance of’ ICAP. There is still a great deal of ‘room for
training on better management practices as well. In this area,

here has been llttle 51gn1f1cant progress.

o

In general there has been a great deal of progress since Phase I.
in the operationallzlng of the ICAP model. Our feeling is that
the hiring of a new team has brough a great deal of activity and
‘progress.  There-are some problems, however. We found a lack of
measures of effectiveness for ICAP efforts. We also found the
specialists extremely competent ; with the available skills at
hand they should be- able: to, work more intensively to ask the .
basic questions——ls there a correlation or causation “between in-
e formation generation and the: reduction in target crimes? A re—
".v1ew of the st@tistics shows crime up over 1978 ’

We also found a great deal of new data generated Its use seems‘to be

RS

BRI

’ .primarily for planning purposes. There’aie 1nc1dents where results can be

£

. directly 11nked to planning act1v1t1es (sed Appendlx G) but the biggest prob—‘
lem of 'minimum manning,is‘yet to.be.rssolveda The results of«the questlon—
‘naire are.inconclu31ve about the usage of the bi—daily books. Even though
,officers see ICAP as hav1ng a p051t1ve effect they have leed feelings.

;about the data they receive. Their responses on training also 1nd1cate
2 AR :

» - i '
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p031tive ratings. In cur judgment, these measures of performance are too

impl: stic- and*ineffective for so superior an effort as has already been
demonstrated-byFICAP personnel. They need to.concentrate on measuring‘ap—
plication in this phase.

It is_alsorclear that working conditions are still seen as inadequate,

The facility, equipment, and uniforms contribute to the low morale.,ert,

the Patrol officers evidence an understanding now that ICAP‘is a better man-

agement vehlcle not a panacea for hardware and instant gratlflcatlon. It

could “well be that ICAP has been an 1nterest1ng diversion at a bad time, that

v

the professaonalisn message overrides »mundane concerns, or that ICAP has

.

tbeen ordered upon them. It 1$ difflcult to ascertaln from the data:

Having con81dered the resnlts of Phase I1 in relation to the project
(l '

‘ObjECthESOf Phase I, it wouldﬁhe appropriate to conSider the implication of

AN

the data within the'categories mentioned in. our -approach philosophy;

5

C. Innovation Diffu51on

ICAP seems to be an accepted phenomenon at the EPPD. It represents an

innovation which has had a decisive effect on a fairly closed paramilitary
culture} The fact that officers can 1dent1fy ICAP purposes, see it is valu-
able, and would not return to pre—ICAP days tells us they respond p051t1vely
or in neutral pOSltlon to 1ts ob]ectives.' It is d1ff1cult to tell from the
questionnaire whether they are merely complying to orders or conforming to
its intent. |

Froh;our interviews ' we found that there was.a great deal of confusion

still ahout expectations, problems with aceeptance of lCAP personnel and

with their leaders. We can understand this behavior better whenkconsidering

=
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it in the light of Expectancy Theory. The question posed by the theory is:

Will individual efforts at cooperation,with ICAP goals yield rewards? A

review of the extrinsic and intrinsic reward structure operationin the police

.

department quicklyvshowed that officers can expect little payoff for aecep-.

tlng ICAP 1mposed demands save for keeping th61r‘JObS.‘ This question raiseS'

"'yet another more basic guestion: What do police officers value?

Our in exviews show that they have a- high sense of elltlSm, gep)satis—

N

faction;from adventuré?saction and intrigue. They enjoy ‘a break from the

SRR ‘monotony of riding around in veh cles and like administrative time, time to
T N | ; ]\ »u - .
patronize and reinforce each’ other s need for. affiliation. The need to
I ’ -

oL communicate with each other is crucial to reinforce their own set or prio-

yiritiesfand values, and, to bolster each‘other'”against the outside worlda"

o

T ; ~‘ ‘ &

: who are suspic1ous of outsiders, even other Shlft officers. W1th a great

A

deal of time tonride around and commenicate with friends comes a“great deal -

\
,<

: nity to do so. There is a. healthy level of complaining gOing on; most of

i ait

it in the form of projection, rationaliZation,“and a response toiloneliness“

and disenfranchisement from the total police picture.

"'commanders, about crime and their -own welfare. TICAP has delivered a wealth,
ommnan | . : ‘ _ | o . ;

[

“poses are not rOmantic, neither does better mandgement. or interdepartmeﬁtal

; cooperation excite dreams of adventure in a young officer s heart as he,

; t - el . @
' patrols Waterman Avenue. The potentlal for cooperation on D-runs andyﬁtake-
N \(,\, (
/
outs does relieve the monotony and increase the ‘sense of total 1nvolvement in

O

'a'larger.picture. TheveXpectations of job satisfaction in this regard does

3 : o . A ) L2y 4,

_There are many 1nformal friendship groups w1th1n Shlfts and 1nformal leaders

We found officers to be very inquisitive about other departments, their -

of tlme to do 1ndependent police work or complaln about the lack, of opportu-r -

‘ h‘ - of informationvwhich-has:satisfied their need to a great degree, but ICAP puré

v

,status quo.. On; the ¢

e
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-
raise a quesrlon of 1ntr1n31c rewards that does not seem to be addressed by
ICAP personnel What the program needs ‘is an opinion lePder (or leaders) who

. can translaue ICAP requirements into the world of the patrolman. With imagi—

*nation and 4 realization that com

E

\ith the understanding of the socialization process, an 1nformal leader can

pllance to orders can move into conformlty

<

flnd the rlght hot button to push,

4

Y Another aspect of innovation diffusion to be considered is the flow of

communications; .The results show that interdepartmental relations reflect

the cla331cal organizational structure. The flow of formal’messages travel
h‘ l\}\ ,

down and sideways between departments and ShlftS, reports are also formal and .

carefullﬂzconsidered Commnnications from dlspatchers and between vehicles : d

1sV31m11arly formal and in code. The symbbls are indigenous to this culture 'l, ‘ ﬁ

and are used to‘economize and egtract any sense of individualism or comment

orﬂemotion.

3
1

Depersonalization is the theme of their humanness from rbove o ,

and from - peers.- {

w

|

Recognizing that the department ex1sts on various levels of activity

w
e can better understand the flow of communications or change. On the mani-

fe |
st level we see the formal relations and overt transactions. The informal N I
level is less obv1ous.

This is the level of cliques and 1nformal groups.

T
he group tempers perceptions and demands certain compliance with norms; and
‘ 9

t
hese norms may be in d1rect conflict with those of the manifest level. On

the " personal level we see the ind1V1dual trying to find 1dent1ty relating to

bo
| th the manlfest and the 1nformal Know1ng these levels helps us appreciate

that reactions to overt attempts at change are amellorated by expectatlons

i

On
the manifest 1evel'§the union responds to messages that threaten the
o

ggif shifts and subgroups react to ICAP civilians,

<
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reporting requirements, the distant chief, and each other.. On the personal,

'

the officer seeks attachments and exercises his fears and hopes that ICAP will-

D. Organizational Management s
: i

Planning is a term that either brings joy to -the hearts of some high

4

O PENDSYEPEL RS

bring a safer vehicle, better equipment, hope for more advantages.

) SR 8
' : s , order abstractors or terror to the action oriented. In manykparamilitary S d
On each level, the selective perceptions operate. When the minimum

‘ ‘ ‘ o cultures it is seen as superfluous nice to have ‘but not realistic. Akin - ' ¢
" manning issue comes up, the union perceives a threat to its pwoer and control

to education, 1t 1S seen as theoretical and useful if time permits.1 What is : ol

over working conditions; when orders come down‘toMchange reporting.procedures,

, S ’ S EEEREE S being thrown out w1th the bathwater is the entire process by which we conduct
the groups have an issue to'coalesce afﬁund "Policing" Athe ‘norms is execit- : _ o ’ A s

' our liVeSr Even the greatest detractor of planning does it albeit subcon- i
. . . ’ It' : ) N . . R o

: ) i ; .
ciously. What most fear is the articulation of the process or the consequences
) o ) : )

ing and gives a group or shift member the opportunity to reflect on something

‘new, something around which he can get closer‘to'hls:group s values. When
of haVing to lay out goals and prlorities.

.an individual officer sees a need to cooperate, he may well violate the norm

v Planning in its most baSic form 1s concerned w1th taking action in the
of the group (the dislike for ICAP c1v1lians and the chief) to exercise some

D

i
i
{

: : present to be able to control events ‘in the future. ‘Failure to plan puts e ?
‘reaction te innovation. ,For\example, sharing information with ICAP personnel §
. c : . |
{

, , , organizations and“individuals at the mercy of events, making one reactive and b
is in SOmekcases‘viewed as fraternizing with~the enemy. But if a need for ‘ i _ . ! ; ' P ‘ " N
‘ . , stagnant rather than antiCipatory. The entirewessence of‘ICAP is wrapped up, ;w
getting more 1nformat10n on .a crime pattern exce=ds the pull of the group then- o o o ‘ R 4
in -the ‘planning process. Rather than repeat random patrolling and respondlng ’ ok
‘a break is madetin resistance to change. The need to work on these people - « : ‘ §
: : o o R : to calls-for service,uthe‘data is to 1dentify ‘potential trends, improve the {
and on early adaptors iS-crucial to the acceptance*of»ICAP. £ seems that a - o ‘ o = , s L . N
. allocation of resources, and improve the decision making process as tocbe
few good success stories wouldrgo a long way to- bring the rest of the group oo e ‘ . " i . x
. more premeditative, o . ‘ N )
around from public compllance to prlvate conformity. > % G el . , S v i
. N In the larger sense, management utilizes planning to achieve objectives . L
. P g . ) . 4 o . ' Ed
In thls regard 1t is still necessary to integrate ICQF benefits into. : ’ & 1 L : IR LR §
. through people and the allocation of resources.. Plannlng“is the procegs ' P B
the value system of patrol officers as they live on all three levels of or- - ' L iE
N through which operational goals ‘of a department and ICAP program basis get CHC
i © B N
ganizational 1life. To do thlS, there is a need for the’ 1mprovement of morale, . S o
, : . . . cla381f1ed and institutionalized How well ICAP programs and operational R
‘interdepartmental teampwork exp101tation of early adaptors and persuasion : } : : - L 5o i
, o Ao . . ' goals mesh wiqh police departﬁeutal operational and interdepartmintal goals gg'
, 4 . ’ ‘ - : & ‘ i ) ' » ‘ e : 5o
from,testimonies where ICAP was translated into'patrol bénefits. This pro- ) iy g L : ~ )
. N becomes a key 'issue. Both categories seem to be directed at reducing.crime; =
_gram is’ st111 in need of a great deal of selling and translation. . o c ) o !
, - o ‘the ‘organization cgvers all crimes, organized, street and other while ICAP @%‘
u ~ / , ‘ k o o o Er
B : o only relates to a Subcategory of target crimes. Sbéme of ICAP's initial e §m
o . ‘goals have been hroadened to encompass organizational operating goals, manage— !
‘ N ,<f7%ﬁ fo o : : Sy : : A
N y N0 : ment control systemsf integration of departments and information countrol.
V : . b Kl . ) o
N ; i Gbals become confused, nebulous; ahstract‘and hard to operationaliZe. ;
Y ? ﬂ i ‘ wT e : : y § ' )
& 11 ¢ - R ! ’ I N . . / i . © ! a
. d .
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Akln to the plannlng process is the control system. At present, the

et e : Loy, £ .3 4 1 ives of -the de-
When reviewing the grant pr0p0881, reports and QbJ¢Ct1Ve | ¥ _ N |
’ : Management Information System is set up to capture data about crime acti- ;
O ‘ . I

v1ty It does not have a self-regulatlng system built in to monitor opera— o

'

- . t
partment 1t became clear that a need ex1sts to redeflne a’l goals. If,no

An add:tlonal fly 1n the ointment has ' e

order and planning become academlc; A

' ‘ tlons as well as pro ram oals. It would be extremel worthwhlle to see
s v - T i to recons1der plannlnga Goals are now being se~ - g g 8 y
| caused many publlc agenc1es . S .
Lo verely hampered by budget constralnts and management.'s ablllty to act with

©w

the MIS system expanded to monltor organizational operatlng goals.

7%

L3 ’“5

‘ The organlzatlonal structure as resentl described is ‘hi hl formal. .
f 1 skill, The trend seems to ‘be towards greater utillzation of resources, P y g ¢
. fiscal ski , v .

i : Llnes of authorlty and communicatlon follow closed system boundarles with
These»conStralnts

o R - 5y

retrlevement and retraining towards financ1a1 management.

o | ‘ $n At o The trad1t10na1 detectlve/patrol relationshlp has been dlscussed in the ' - B
s o i ioritie: ‘ ning. hould be in.the follow1ng1areas. | , |
o o down and~reth1nk prlorities.‘ The planning,s v : .

o ‘l.- Overall- organlgational operating, program, and d1v151onal
,, planning. : , . \ .

llterature 1n great detail The observations tend to hold in East Provi- : [

dence; There is little sense of common purpose or team .spirit between de~

"What business should the East Prov1dence Police Department
be ln?" L e : o : o ’ e
2. -ICAP operating and program planning. R IR

partments. When Patrol personnel rotate to Detectives they'return with

greater potential for developlng informal ties. Several recent experiments 1

5
show tué value of breaklng the formal ‘lines and raising the status of Patrol.

<t

"What are the spec1f1c ICAP goals we want to push 1n 1980 Sl
81 -g§27" ‘ : e S :

e IcAp suggests how reporting systems can be used to integrate subd1v151ons.

P : f'
We tested the1r reference to 1ntegrat1ng through better reporting systems. . N

f"How do‘theSe_goals interact with the organizatlonal goals?
e 'a.dPlanning for attitude change and 1nnovat10n acceptance.,
"™iow do we socialize. patrol personnel into desired behavlor .
n o N . . . - .. M
now and relnforce 1t when funding ends? ‘u»i e o = -
b. Plannlng for multiple uses of Management Informatlon Systems.
o "Kow do we measure the eff1c1ency and effectiveness of the o
Cae ;entire recordckeening, reportlng, and data gathering functions |

Records, routlng, reports and flles were examlned in Vice, Detectlves and

4
i '

Patrol (where security was - not an 1ssue) and the relationshlp of Vice to

: the State drug control operation and to two other Rhode Island pollce depart~ S %

ments. We found that dlfferent m1551ons, need for securlty, lack of educa- ' L L

,‘D;Ci Planning for,the contlnuing education of command perSonnel
~ (.~ "How do we get command personnel to utlllze good sett1ng and
: planning as a daily operatlon?" : , :

PR

? tion 1n 1nformation systems trust and personalltles dictate the types of -

reporting and little feellng for the need to 1ntegrate reportlng and record—

.

‘ PN An 1mmediate reassessment of goals would pinp01nt problem areas,»suggest
S PR I s

‘strategies and action plograms to. reverse and monitor any trends. What we.

kS

1ng systems.» The persoual 1nformatlon fil hoardin" of 1nlormation and

overutllizatlon of "security cover a multltude of sins.

B

p-éare alludingth'here is the”mecessityvfor thefestablishment of Some managef The Chief's delegation 1eadersh1p style is- approprlate for depart—

.v/ 9

: o T ‘ T .
: ment monltorlng system tO ‘see 1f ICAP 1mpacted on organizatlonal 80313' With. -ment heads who are educated in 1nformat10n control, management or have the

0 - . r/‘ o . ‘
- the present system we. have few concrete goals, few~performancesmeasuresiand

B . few solld 1ndicat10ns of quantltative changes.

g

&5
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de51re to cooperate in the 1ntegratlon effort but even w1th the w1111ngness ,the process whlch rewards or~punlshes him. Under thlspsystem seiiiority,

we saw there appears to be a need for more plannlng and control of 1nterde— testlng abllity, POlltlcal connectlons and obedlence are the paths to status

. . L

. 3 P i |

.partmental relatlons. and rank ‘This is the key point. Withouttknowledge‘of the‘organlzatlon and | S A
g , . =

Reportlng systems are only one: form of 1nteract10n. ‘Alone theyfcannOt | “how to participate in change'there is little testing of the classical philo-

‘“\

form cooperat1on and ‘the sharlng of informatlon. At'present- Patrol ‘betec4 - .4sophy;that the upper echelons of management have an'absolute edge on knowledge.

itheS -and Vice see Operat1on as power. They Stlll re31st g1v1ng it up‘to No one tests and no. one allo VS for a testing of tradltlon.j One Chief of Po-

others they feel will use it 1nadequately. ThlS could be why spec1alists lice in-Rhode Island condensed this point into a 51ngle sentence, "; don't ?
o lock up data at 4 00 p.m. s0 evenlng Patrol cannot use it as needed 'It ) want my men.to think." N f. : “’ : s ) : : | “ Eé
could also be that these units do not feel that 1ntegrat10n is essenllal | The 1920'3 saw the emergence °f the behav1oral approach 1“ cr1m1nal jus- : | S
. and inp many cases, a d1v131on of. 1abor "and expertlse 4ds more ap;roprlate. 'tice. Organlzatlonal behavior spec1allsts, malnly social psycholog1sts and i
.In.any event’ éhere Shc;ld be more plannlng i the control of data and the psycholOngtS m0ved into the publlc and prlvate sectors. Their approach‘con- ﬁ
ylntegratlon of the relatlonshlp between un1tS. centrated on the use of humanlstlc technlques. Apprehensionstere still o ’.'5

sought ‘but deterrence, understandlng ‘and - empathy were advocated to tredt the

,.\ =

g ”E.7‘Organizational*Behavior
' ' symptoms of crlmlnal act1v1ty. Needless to say, this approach requ1red value

no tlme has there been more controversy over the proper role of

, changes, norm changes, educatlon and risk. The d1lemma caused by this ap—
the modern" Patrol offlcer. Recent court dec1s1ons and ‘

"chialkunrest in
N

;‘the 1960's and 70 s have brought police operatlons under greater scrutlny.“h'jﬁ

proach solidified entrenched positions. It was simplistic~and still clas-

i
. 51cal in 1ts appllcatlon. Organlzatlonal behav1or and counselllng technlques 4
The controversy contlnues w1th llttle apparent agreement |

on the 1dea1 pattern L ‘were taught as alternative‘ » L1ttle was done to teach the offlcer how and ?3
of ' . k
‘behav1or or proflle for the pollce‘offlcer. Academ1c1ans and practitloners " when to differentiate.. The balanc1ng of botb caused stralns on the bas1c . v ﬁ

-are‘in a quandry on ‘even the ri ht a roach t | he L
2 g PP o t e problem. .values of the. paramllltary relatlonship structure. Many chlefs were hlghly

In the 1n1t1al and contlnuing soclallzatlon processes recru1ts are con—’

threatened by part1c1pat1ve management. Some saw. the law and order 1ssues

,;rdrtlonEQ \the values of academlc norms, d1rect superv1sors and the

i

. , Qavand scarce resources as Justlflcatlon to return to a hard line. In any event,‘
1mmedlate work group. Tradltlonal V1ews of 0ff1cér~behavior v .

B value set of “&h

much of the Value of thls approach was thrown out because in appllcatlon it~

3
e

, v1olated the very thlngs it taught.

w

,teachgﬁhat~crime~ eventlon 1s a functlon of apprehen81on that a good of-'
b ‘\\ . . ‘

7f1cer is o e
. = ne who f°11°WS orders and does not questlon those above hlm. ‘This In the last few years a more contlngent approach has ‘emerged whlch fo-
,type of cla531ca1 ' '
| condltionlng removes the offlcer from the organlzatlonal - cuses on tralnlng pollce Offlcifs to th1nk and: differentlate. By developlng
‘,‘dec131ons and events that effect hlS 11fe ' ’ ‘ ‘
. . H ,
R , e has llttle’ 1f any, say 1“~. tools of analysis he can make mpre effectlve dGCISlonS, be they related to

<2
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»ekclassical; traditlonal or behavioral'approaches.h This approach is more .

power and coercive negative reinforcement to malntaln COntrol i

‘fment men and wpmen were now con51dered soc1al " Rewards come from member-
‘}Shlp 1n workgroups, from personal satisfactlon, from,participationLandb‘

contingent in that through more education and part1c1patibn in the organiza—'

tion he can effect the events whlch give him revards. Agaln, th1s approach

may: be hlghly threatenlng to the 1nsecure manager who relies on p051t10n

,l

kg

What ‘we are alludlng to here is a change 1n perspectlve about the organi-y

zational role of the officer: V1s—a—v1s his role as defined operationally

o

‘Thls is: 1mportant because ICAP addresses the operational role and assumes that

officers will follow orders and implement change w1thout questlon. If we

o

‘again refer to Expectancy Theory and the Lawler model of motlvation we see

v

hat performance (acceptance and conformlty w1th behav1or prescribed by
i)

ICAP changes) sunder a c1a531cal conditloning model guarantees compllance
- which will only last as long as officers see reinforcement of sanctions or

o beneflts from the mere act of follow1ng orders. Under an operant conditlon-

C

1ng model,performance is seen as-a function of - abllity and motivatlon.’ if

the officers see: themselves as%part of an 1ntegrated team, learnlng, con=

R

.'trithlng and part1c1pat1ng in ICAP programa, they may well derive rewards

t-(from‘the program.k‘

L

These rewards are worth dlSCUSSlOH. Under the claSsical concepts of

organizations, be they paternallstic or dictatorial (e g., paramilltarv)

ﬁf‘man lS consrdered an’ economic anlmal His motivation can be manipulated S

v:51mply by delivering extrlnSic rewards such as’ status, rank p031tion, money, E

[a}

t}

«’unlforms, va atlons, etc. Wlth the emergence of the human relations move—’~7ff‘

?;» \ A

rc:,rsy \‘:. ! T I P : AR :

. , A

B

to tie the entire department together., Shifts’havesdevelopedktheir own

455-

’In‘the East frovidence Police Department there:is little overall appli-
cation-of SOcial consciousness to the implementation of~lCAf. Rewardshare
seen‘as'nebulous but not directly connected to the.officers intrinsic neéds
or his extrinsic exPectancies; ‘ 1'wf

Closely'allied‘tc the discussion on group dynamics is the concept of lead-
ershlp. In a paramilitary organization such as thecEast Providence Police De-
partment one would ant1c1pate an autocratlc leadership style from top management.
However, under close_examination it was found that the Chief's style was basic-
allytto del%gate anthority without-delegatingfreSponsibility. It may be en-
tirely appropriate 1n the politlcal context of his relationship with several

hostile c1ty‘counc1l leaders and with the union. The more dictatorial he becomes

or the more changes he makes, the more boats he rocks: Change disrupts powerj

.relationships. ~This, infturn; would get back to political leaders who would,

in turn, - put pressure on the Chief to treat politically«powerful members of

* the force and Other'officers'in a,more restrained fashion. ' To survive,  the

.Chief may well develop a contingency style' always cautlous of ‘the polltlcal

-
oo R ) ; . ) . ) &

consequences. \ s ) : , o -

ThlS type of restralned behav1or has caused a power vacuum in the organ-
o

dzaticy. Since‘the grdup norm is for cOhesiveness ar0und the values of para—

,m111tary leadershlp and tight control it is easy to see how loyalty flows to
'the Shlft Commande# not the Patrol Commander or Chief This is understand—

_ able,begause they have dlrect celationship w1th thelr dlrect supervisor.k

QAfter reviewing the responses of officers this‘all‘seems to boil down

'tokan obser’ation Ehat fhere is little organizational excitement or "glue"

el

ffseparate 1dentities. Detectlve, Records and Vice operate 1ndependently and
r;‘ICAP-is under question by the union. One of the primary objectives of.ICAP

“is to tie all of this togetherQ To do so requires,a dynamic control leader-

RTI D e = e gy I
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’command pcrsonnel In the absence of the approprlate cllmate for 1nnovat10n

To surv1ve in a polltlcal env1ronment where host1le polltical forces are con—

cations and concepts of product1v1ty wh1ch upset p011t1cal relatlonshlps, the

_‘56— B 1fm

ship' and a tlght control by. the: c1ty council, town manager, Chief, and-all
dlffu51on 1ndependent cultures combat change or assimllate 1t to the1r llklng

tantly pushlng the thef ‘and Command personnel in one dlrectlon orjanother

vrequlres adaptlve leadershlp and conservatlve management technlques. - Yet, to - -

receive ICAP funds the department is requlred to change certaln mannlng allo—h‘*

unlon, certaln c1ty council members, and many pollce offlcers. How change can

~ be 1ntroduced‘1n~a;politlcal cllmate seems to be at the root of this problem.’

;/!ﬂ ;1.

On paper, the Ch1ef s management p051t10n and authorrty are well spelled
V

OUt;: In reallty, 1nterlock1ng power relat1onsh1ps dlctate h1s leadershlp re-

sponse. Where management represents a role conferred on an 1nd1v1dual and

‘a process of ach1ev1ng organlzatlon goals leadershlp is seen as the exerclse 7

of personal power. In thls context, a leader 1s one who creates 1llusions '
of organlzatlonal exc1tement through the communlcatlon arts us1ng emotlonal

means of persua51on.u Where management re11es on 1nst1tut10nal power, leader—

Shlp relles upon personal power to g1ve the goals exc1tement and the follow—

ers a feellng of "strength '. As in any organlzatlon, the management lead~

ershlp styles and personality of the" key power holders set the organizatlonal

) o -

climate.. After rev1eW1ng the responses to the Phase L, Phase II and inter-;’

views Wlth offlcers, it is eV1dent that the Ch1ef and hlS Command staff

are not percelved as effectlve managers or leaders.v Many felt that the

Chlef mot1vates and teaches by neoatlve enforcers, that he does not haver

direct personal contact at meetlngs or roll. calls w1th hli men, and when he ,
does see them it is in a. discipllnary context. He is seen as’ not very
approachable, not acces51ble, or as a possessor of 1nformatlon or expert

{7

power;DVSince he *is seen as worklng dlrectly through the chaln of command he

o . S - . @ : o ,‘ i e

' every soldier was a General,

yis‘iSOlated from the problems and. "humanness" of his men. The,officers £i1r

in the'vacuum‘by,performing,thefculturally demandedwrites’associated with a

S|

paramllltary organlzatlon. They do not see a specific goal oxr direction
for the bepartment nelther do they feel any organlzatlonal exc1tement from

the "ICAP leadershlp. By not: belng seen as 1nvolved in the da1ly operatlons

of ICAP or the Department, the Chlef is seen as not carlng about centrallz—-

| // i . 14‘

, 1ng hlS power or confrontlng hlS offlcers. Thls may - well benan indication

that the Chlef 1s not 'pOWer hungry ‘or threatened by change.  “He has to
be.extremelyﬁcareful'in a department where political realities.and critics
‘standvon the”Side‘lines ready to.criticiZe, never having’to‘face the same

pressures, and unw1111ng to a831st.

st

To truly apprec1ate the dllemma,one must con31der the nature of the para4

mil1tary culture. ‘In general the,Patrol;offlcer*commands;a great. deal of

. ;fs

' discretion inuthe'performance of his job. The Chief has little; he is not

*'at.the'scene of every'crime or-accident. ;The“chain of command:is set up

to allow h1m thlS freedom of actlon, glven pollcy gu1de11nes.- In the mili-

. tary context,the contrary holds. ‘Generals and‘llne off;cers have great

dlsgretlonvallowmng_the lndlvrdual soldier much less ability to command

‘-local baEtles;'gone COuld“envlSionwthe confusion of a battle situation if

1

.

With more discretion the pollce,officer has expectatfons'ofsthe Chief

and hls‘commanders vis-a?vis~their roles. -Many‘officeerbelieVe command

fpersonnel should be attendlng more closely to each 31tuat10n as 1t develops,

B,

uncertalnty in thelr world is. flllcd withs perceptlons of hostlllty for those

they feel are not worklng as hard In truth gthey‘do,not underStand the

"role of the Chlef and the pressures he faces. Many‘officers‘Were want to’

W
cr1t1c1ze but when faced w1th examples of the types of problems he faced

gﬁﬂbecame confused w1th detalls and resorted to personallty tralts they dlSllked

i : : ; sl : ! R 2

4 s 7!
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‘and rumors. It was apparent that many officers felt.they_Were experts in

'everythlng from. V1ce, Detectlves management because they had control of

thelr‘patrol sectors and dutles.‘ Over—generallzatlon has 1ed many to form

. : . o -
impressions that'have no,basis in fact. ‘

Rellance on command personnel and sta may well be a limited moVe in

correcting thesefproblems.y The Ch1ef needs 1nformat10n that goes beyond

what is available'in the traditional‘body'of knowledge of,crlmlnal-Justlce
Sor operatlng procedures in the East Prov1dence Pollce Department. With

'such complex problems, it may well be, that all Chlefs face a s1milar ba31c

‘problem-~the problem of acqulrlng relevant and requ151te 1nformation on

s

how to manage and lead under innovatlon sltuatlons./‘More,contact w1th ex-

i

perts and-literature,is needed. If anythlng, Lhe ICAP adventure has shown

fhow'maladaptive traditional models‘of pollce management, leadershlp, union -
,relationS"and.organizational design become when'changes are made to the

”syStem;. »

Inyallﬂof this the role”of the Chief must;he viewed objectivély,’a
B . ;"_’,} e \)

Vfdlctatorlal style forclng ICAP would be commensurate w1th expectatlons

' from a paramllltary culture.v
”
‘:funlon reactlons.- The ultlmate end would be a hollow v1ctory 1n arbltra—
‘tlon or a public defeat whlch would erode what little 1nst1tut10nal power
o o . { ) FRas ‘ ) \, =

‘1he had left to reward or punish. A humanisticfcounselllng 'style might be -

t‘finterpreted asfweakness.and‘leave more opportunity for a power play from .

2

the union or officers who would misinterpret participative management.

o

[ad

o

[

He could force compllance.w1th tough through"

R

~59-

i, .
4 {

i The question we are raising here is how well the Chief actually can

perform given conditions with the city council, the p011t1c1z1ng of the.

‘ department, the pressures from: the unlon, ICAP requlrements, the nature

of the culture, and‘his need for a viable source of information. It is

easy to see the Chief as thé fooal point of all ills, much harder to'share;

the reSponsibility for them. The expectations held by Patrol officers of

al

the Chief are valid. His expeCtations”of them are equally valid. Ulti-

mately, the help he gets from advisors, and the support he has from the

- city manager and council sets the climate for more proactive management.

’

Implications

Several important points jump Sut after an analysis of the situation.
A: Innovations into any organization, be they paramilitary, or
 participative, need to be viewed in a behavioral and political
context, - Innovations are accepted or reJected by people who see

hange as threatenlng or benef1c1al to their own spheres of
s ~ influence.

B. Innovations to be effectlve musti be advanced through the personal
power of the’ leadersblp.' Resistance to institutional power is
more common than<to leaders who use charismatic techniques to
create 111u31ons for the 1mplementat10n. ©

C. The introduction of change‘puts‘stress on line and staff relation-
ships as well as different levels and departments. -This is especi-
o ally true when one department (Patrol) or the staff (Plans and
’ JTraining) or the key change agent (Captain Ferreira) 'are seen as
benefiting more than the entire department. Where the change
comes from, and how the power balances are affected creates
perceptions of threat and isolation from the action. Unless
these 1mp11cat10n are analyzed before any change is attempted
the change will fa11 The failure will be laid at the feet of
the innovation rather than at the feet of those who trled to
move it, where it.properly belongs.

5 D. Leadership, confllct and organlzatlonal research cannot be carrled
out in' the absence of the other. To merely cite leadership of the
power holders as the key variable to change resistance is as of-

A
. fensxve as blamlno the ICAP model for its fallure in 1mplementat10n.

\\
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E. It appears‘that the key to effectiveness in the Chief's posi-
~tion is not found solely in his ability to manage police
. operations, lead effectively, or be able to identify relevant
o and requisite information. To have a ‘loyal following is admlss—
’ .able but not essential to survive. Ability to relate,. persuade,
and manipulate perceptions of constituents is most‘crucial _

. This is the fountain ‘head of support; yet this.is the area in
which therei'is little formal training for police chiefs, Per-
gonal power, personality, and political acumen are the keys to

Lo 7" wsurvival.,. In this polditical environment where patronage and
s ' personality differences abound there are few rules for survival
: save those that come w1th combat experience. To expect a chief )
~; to be an effective manager, leader, expert on change ‘and poli- -
* tician i§ asking the impossible. Few people have these concurrent
pe . 'abilities under all conditions. Holding some ¢onstant while
 operating on others might work. However, when a change comes in
the form of federal money, the 1nnovation could be a threat, which
calls the entire departmental relations balance 1nto questlon.

&3

Fo - Labor Relations o
‘ﬁaSt Providence'isvan ICAP department With»a dual challenge to change

Jagents.‘ ‘the very difficult task ofbringlng change to the rigid order of
o o R )
police work and at the same time ‘to bring about that change through changing

‘a ‘union contract, e
Based upon the experience of the ICAP evaluatorsfdealingiwith other

police departmentS'the twin:hurdles: referred to above are not unusual in

i

e ' S S _ B o ’ . .

union organized police.departments; but East Providence stands out as uncommon
]

in that it has had three eight-hour shifts 1dentif1ed in the union . contract.

‘glhe Shlft structure has stood in contrast to the patterns of crime activity

L
K

‘1dentif1ed by ICAP

To understand the complex1ty of bringing about change;hn a unionized de—
partment LEAA off1c1als should understand the dynamics of unlon politic% as

mell as the recognizable traits offreSistance to change "in any‘strUctured
i
§ "drganization. Sometimes, within the same coustituency the union dynamiCS«

’apd the change elements can be at odds and to bring them together can be no

. small achlevement. For example, for a city to deal'w1th-arunion membership‘

i

"directly qn terms and conditions of employment is an unfair labor practice;
> i i o '

B - .
ey . ) : .

o

resistance is too great, the union may decline to become the advocate for

- fearfof.beinggidentified‘as having<§sold.out" or simply as being politically.

fit tries to negotiate other improvements in salary or fringes thus appearing

7safe‘"city‘demand "

,often coming from the ranks and therefore not considered the,city s agents

“rational change, but a police strike or visible police unhappiness with ad-

fif‘the city convinces ‘a union 1eadership of the importance of“certain kinds

of change and the perceptlon of the union 1eadership is that the membership

D)

out of touch At~the same time, even'if a union leadership becomes convinced

of the acceptability opjghange it may be unwilling‘to acknowledge‘it while

to concede‘for'a retiirn conCession and convert the change into a politically

[&)

‘ Another difficulty in police unibn labor relations 1s the frequent
(un1versa1 in Rhode Island) 1nclu51on of the Chief and top brass in-the bar-

‘gaining unit. To the city, the Chief and the senior officers are, "cops,"

il

ii . W

in department operations. To the rank andeile, the Chief and his staff -

are ‘brass and out of sympathy w1th the rank’and file. In East Providence

} ~ = [T

anﬂ many. other departments, the promotlonal ladder can lead from patrolmen

¥

to chief; as a;paramilitary organization often engaged in 11fe and death situ-

0 i

ations,'theuorganiaation déye10ps as a kind éf closed society, e.g., one is
‘either aﬁpolice officer or a civilian. That sentiment is reciprocated in
the dealings betmeen the civilian control of'the department by eleCted of-
ficials and the'organization of the departmentr

| Given'the number ofvbarriers to change that are erected because of the"
above cited relationships“it obviously becomeswdifficult‘cnough to.bring about
changeé but~there iskone additional and important tomplication; the politics

G-

of the election of the ¢ity council. It is difficult enough to b ih'babo%t
} : S STt ikl

ministration dis always ‘and anywhere a volatile political element.

'
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organizatlon.

Certainly represent3~change;

&

~62-

o

POlithS has alwavs been recognlzed as ‘a flu1d dec1s1on making process

‘and in crisis not always a ratlonal process of decision. making. A CIlSlStj«

between the elected mun1c1pal leadershlp and elected union leadersh1p can
» -aQ

eas1ly lead to a breakdown of law and order w1th both partles 1031ng smght

of the primary ObJeCthES of preservatlon of . order and acceptable condltlons;

o 2

&
Secondary obJectlves of publlc polltlcal reactlon and bar-

o

of employment.
A

Qs

ga1n1ng strength come to the fore, o o

‘For example, from personal 1nterv1ews with people 1nvolved in the New'

Orleans pollce strlke it became apparent ‘to a member of the EPPD ICAP evalu—

¥
4

ation team that an antl—unlon attltude and the mutual failure to assess ‘the

i
)

determlnatlon of the other side led to the bltter strlke and cancellatlon of

A
\

Mardl Gras and borh the c1ty and the unlon leadership ended up with a team—

\\ . . :‘)

ster local that they would rather not(have had

»\

The c1ty d1d what it could

to avOld union recognltlon altogether, and then recognlzed a fraternal group

Ce

which was (we were told) predomlnantly made up of retlred officers. ‘The

1

un1on leadersh1p then,nfor reasons of percelved atrength¢ asked for teamster

a351stance and charterlng ‘and abandoned their hope for a pollce—only union

D1sappo1ntment with teamster ass1stance after the strlke was

B

over (at ‘the t1me) outwelghed by the feeling that a: change to another union

or 1ndependent status would 1ead to a reJectlon of bargalnlng unit status\

’ by the c:ty and bring all thQ collectlve effort back to, square one.

T A

Certalnly the labor relatlons cllmate in East Prov1dence 1s mueh dlfferent o

ﬂ
from the c11mate in New Orleans a year ‘ago, but the publlc reliawce on the

thin blue iine is every‘bit~as Strong and therefore not to be ig n red..

o
3

A change in the r1g1d order of bu31ness, a
o

‘ change in the worklng condltlona (creatlon of demand for new shlfr to paral-

"

1el newly identlfled patterns of crlmlnal act1v1ty), a change in mnlon—man—
:‘Y-LJJ ) . . o . BN A ° ' Yf
. . o . . I

ICAP

T ST

[

o

'Q ]

&

4 jand 10/ oﬁfered no op1nlon:

]

'nalre was de31gned to obtaln the publlc sector s oplnlon of service p//y dded,

h? 5 »Confidenoe 1n’Police;

- =63-

o

agement relatlons (the ICAP changes orlglnate w1th department brass who are

members of the ‘bargaining un1t, buL are negot1ated by c1ty), and a ba31q

“

.

attltude change towatd change 1tself Lo P

It is our impression that most of the ICAP changes can be 1mplemented

in splte of‘the procedural and organlzatlonal obstacles. The department

clearly is in”favor'of‘performing’better police work and although not all~.

" by the1r pollce department.

dénts selected at randbm from the'Easthrovidence’Fity DireCtory

aspects of the ICAP program are apprec1ated the survey result showing a

reluctance to- return to pre ICAP days demonstrates general appreclarfbn of
‘ |

the_program..
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G. Communlty Survey

@ & £
" o

In a change process, causatlon factors for change must be targeted and

examlned in order to determlne what paths should be taken- to obraln a goal

. \.('v .
and to evaluate the change\model s success.
p . : ; Y ¢

i

t

' Since‘one of ICAP'S main ‘godls is to provide better service to the
: : ‘ s Lo L ' et T : . T
community, it seems assumptions were made that something was wrong with the,

4,

present delivery system. Community satisfaction,or”disSatisfaction“had not

‘been’measured by the EPPD; therefore; this issue was examined and a question-

<

‘The oplnlon poll was. admlnistered v1a telephone to a total of 115 resi-

.

[F
o

each quest10now1ll be dlscussed in turn (all percentages are rounded to

. [
,r.
’

the nearest whole percentage polnt) 5 s ” v

A large majorlty (85%) of the respondents ex—
. 3]

pressed confldence in the pol:ce to protect themselves and the1r property.
Fi fty 31x7percent expressed a lot of conf1dence Only 4% had no confldence,

<

b=
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kThis high degree of'confidence shoWn by the community may be larpely

v

»Contact With EPPD'LastAYear; Forty—three percent of c1tlzens polled

attrlbuted to“the v1s1b111ty of Patrol in the; nelghborhoods. o reported that they had contacted the EPPD w1th1n the past year. Of these‘

V1s1b111ty of Pollce Patrols. For 1nstanceg whenuresidents .were asked calls, 55% were target related The maJorlty of the calls were made during

)
it they thought thaL Lhe presence of pollce patrols in their nelghborhood : the evenlng hours* '63% phoned between 4:00 p.m. - 12 00 a. m., 22/ called

: deterred crlme, 70/ sald yes, deflnltely or somewhat ln addltlon, 84A of between 8: 00 a.m. and 4 00 p m., and 15/ contacted the pollce between 12: 00 a.m.

those polled responded that Patrol was v181ble to some degree in the1r nelgh—, and 8 00 a.m.

borhoods.. Whether or not crime actually is deterred 1y the presence of

‘Speed of,Response. Nearly three-fourth (73/) of those who contacted the

.

EPPD rated the speed of response as. good to excellent. About 167 gave a

o

Tpatrol cars, the publlc seems to feel more confident@lf they see pollce in

=)

!

‘“;thelr area. lt may be one of the prlme ways of communlty s measurement of ‘.farr ratlng,vand 12% rated'response~as‘poor; ) ". _ T . ‘ 3

pollceuavallablllty.

‘ Handle‘the Situation.' Responses to. this questlon concerning how the
N

Adequacy of Pollce Protectlon. Wh1le 1ts confldence factor was reported

bl AL g e

offlcer handled the 81tuat10n were unstructured More than half (53%) offered

very hlghj the communlty showed a sllghtly less pos1t1ve\response to whether A

or not the c1ty prov1ded adequate pollce protectlon to them. Although thlsyﬁjhl“e%v

p051t1ve responses, w1th 19% respondlng with a fair rating. Twelve percent

s Ty

felt the 51tuat10n ‘was not handled well - 16% had no oplnlon.‘ The p031tive

questlon appears redundant, 1t serves to compare the publlc s confldence in ’ response f1gure seems to tie in w1th that of problems solved by the offlcer.

thelr pollce and how welrﬂthey percelve;they are actually belng protected

Solve the. Problem.. Over half (51/) of those who contacted the police

R

Seventy—nlne percent felt 1t was adequate, w1th 35/ spec1fy1ng to h1gh degree.‘_ reported that the offlcer elther solved the problem or- contacted someone else

Nlneteen percent felt the c1ty d1d not, provlde adequate publlc protectlon."
Thls latter percentage dlffers substantlally from the low 47 who had preV1—

‘,«

ously responded to have no confldence 1n pollce to protect them.

‘who could help solveplt. fForty-flve percentJindicated that the‘officer did

‘tnot:solve the problem.f'

Whlle thlS last percentage is hlgh, .t should be mentloned that . several

@
5 & /
o 9 3

There are. segeral reasons whlch may help to explaln the dlfference in

. ot people{admltted that the problem could not ea31ly be solved on the spot eéé
ifrzresponses. F1rst,‘as prevrdusly mentloned the relatlvely high v1s1b111ty of 'u~pec1alLy by gne officer. Examples given were vandallsm auto theft, and
. 5 DR , R ; , v
patrol seems tgjspawn more confldedbe in pollce. Secondly, the 1nc1dences vstolenkproperty.
-Lwhlchvcannot be controlled 1mmedlately bv Patrol (such as crimes w1th no sus- Bek use of the amblgulty of thls questlon, no real COHClUSlOﬂS can be e k v

, ECR ,
pects) may fruerate cltlzens toward the pollce. Thlrdly, because_of?con—

RSO

hdrawn from the results.k It does,however, help to pinpoint the relatlon of

P \“
EoR

CEET AN T DA

: S e - : ¢
s stralnts in budget, manpower and vehlcles, all ‘areas cannOt,be highly protected = - problems solved to those unsolved
S at the ‘same time. S ~3‘;*'”*;_ o S LR ¢ B \ CoE
[ e T e S L E el . i A . . al .
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VI. RECOMMENDATIONS -~ :

i

Inlthe main'some very fine progress‘was.made in‘Phase IIa‘,Certain‘probe

~lems st111 remain, eSpec1ally w1th 1mplementation and declsive action needed

\'r

to rethlnk some ba51c strategies, especially the role of computers 1n crlme

'deterrence.

In order to lay out. a plan for evaluating this evaluatlon the recommen—"

dations are broken down 1nto two parts. The first deals with general proce— :

dures, the second w1th spec1fic substantive recommendations.

A, Procedural Recommendatlons

1. ‘The Rolé;of'the Chief and ICAP,Head;
1. Upon receipt of thls pre port the Chlef should plan to meet Witt
‘the ICAP head to d1scuss the flndlngs and ways of 1mplement1ng those that ‘are

,;acceptable. They should also plan the sharing of the results wlth command

: union personnel and the Clty counc1l

An analys1s should be made of the Phase I and II recommendations to-

: see what progress was or.was not made. A worklng session. should be held w1thi:d

E3

. ').' £
'uuch a. meeting would oo

all of the yearly reports at hand long way;to

“tcompare and contrast ICA? goals and evaluations by this team.‘ Ee Ee

3. A report should be made to the Patrol personnel through the correct

P

: chrnnfls,‘either 1n an orientation meeting or.a meeting conducted by ICAP
o ' :

) personnel o e ‘ S ’ )

A'The notion behind these recommendations is that change 1n ICAP policy

by

ireport could be used politicallyu. It 1s 1ntended to be therapeutic and ob-'
. - T

feuds or confllcts. Ll

g N s T e e ‘ Lo g

M N Do R P B i S ’\\ .

S jective;;not as f

hould be consulted for explanations and elaboration. Any 1n—

meeting in Newport in 1979

,easily

[

-G7=

‘32; The Role of ICAP Personnel

fl. The teanm should study the report and plan conference sessions. .
The evaluators should be 1nv1ted again, to clarlfy speclflcs. An 1mp1e—
mentation MBO should be discussed fully. Although we have. not discussed
managementvby~objectives in‘the text‘we do feel it would be a good starting‘
pOint for the Chief to go back to the notes on MBO discussed at a-Chief's
An MBO framework could be" worked out qu1te
The evaluation report for the structured Management Conference
for New England Law Enforcement Officers (LEAA grant #79- 4426 ~C2A2) has
some cognent recommendations that still hold true for Chiefs and command

subordinates (see Appendix E)

2. The overall national goals of ICAP should be redefined as they

',apply to East Providence andgtested for applicability. There seems. to be

1:as'a'baéis.for planning.

method for focusing on the implementation of change.

! problem dlfferentlating between 1mp1ementation of TCAP and central goals
‘as they stand in the grant proposal

‘-3. Measures of effectiveness for thehManagement Information System and

the ICAP model should be devised 80 we can test‘effectiweness and efficiency

‘In addition, meaSureS~of effectiVenesslshould be

5
i

dev1sed for the, ICAP effort in Last Prov1dence and for p051tions. It ds
v1tally 1mportant to see a pOllcy replanning of deterronce. At present;

deterrence and pro;ections do not receive the empha31s they should

b The ICAP model developed in this report shoulo be used as a basis

'for‘discussion.,~It‘seems to direct'attentiotho reality and offer a’better

gy

SQX,There Shouldlbe continuouS‘meetings of ‘the entire ICAP staff to
,discussnthe better management'of'their efforts. One of these meetings should

be set aside to discuss tﬁéﬁimplementation of innovation in a paramilitary

0

Tl

i g g £

i o g




i ‘and the evaluatlon of that tralnlng
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. context. The ‘LCAP evaluation‘team could sérve as a resource until the team
. functioned on‘its own.
U ‘6. The training and utilization of these people should be rethought.
It is our perCeption thatfthey are extremely able, cooperative, underutilized

and undcr—orlented “to the dally operatlons. We saw llttle expandlng of thelr

jobs to encompass evaluatlon and research on 1mplementat10n.

ICAP personnel should be requ1red to’ relate throughout the Lntlre depart—»

e

kambnt. Spend time 1n Dlspatch Records, Detec4

They should go out on patrol

vtivesnand’Vdce. The relatlonshlp and. perspectlve would be 1nva1uable..

7.. ICAP personnel should be actlvcly involved in the tra1n1ng functlon.

o They should be 1nvolved in. the plannlng of courses, agenda for orlentatlon

i More use should be made in public re—

latlons to show how federal money is belng used as a model for change.‘
T
S .
The ICAP personnel should be d01ng motre: conéultlng w1th other police depart—p

\‘. ‘\

,ments 1ngthe,state. This outreach program could Tun concurrently w1th that

‘that. of the community relatlons sectlon to seek out opportunltles toxte%J -
. ® T

the ICAP story. The success of efforts 1n thlS area shoumd be expanded not

only to brlng a message but to enhance a feellng of coygsnveness in the per— =
sonnel area should be expanded not only to brlng a: message but to enhance a
: ',b . . : i
feellng of cohes1veness 1n the personnel . We see them as_more than.clerks

or researchers.;‘__. : d o yi. ..',h B AR “-, S . i.vfp
" 8. ICAP personnel should work on a plan to improve their relationship :

: L0 .

Admlttedly,Patrol shares in th1s problem as well but

+

w1th Patlol personnel
c1v111an; are outslders and therefore need ‘to con51der their roles 1n any
i . ¥
‘v i - . : : @ i"r‘"*"ﬁ ) : :;Q_, ) .

attempt t0»1nf1uence. e e R

.H‘:\,

"\

The rOle and dutiesfgﬁ the ICAP pr1nc1ple 1nvest1gat%r should be
. redeflned. and~Tra1nrag,‘and ashthe internal,h

As the head of overall Plans

_agement hence, the enemy

: tory 1s now yleldlng to modern management technfques.

- personnel to work out thlS cooperatlon.‘

“I"CAP.‘

- an organlzatlonal assessment

inspection officer the roles of change agent and staff offlcer create

amb1gu1ty for the patrol personnel A,program manager w1th police back—

R

ground should head the ICAP unit. ", O .“ﬁf;-

it
U

10. ICAP personnel should make a point to brief" union as well as

management on ICAP operatlons..

They should not be seen as ‘allied w1th man-

ICAP personnel should be seen as- a’center of

- iR

1nformat10n and expertlse that transcends departmental pollthS

Because of thelr 1nformat10n and expert power, the ICAP team poses a

th
reat to pollce offlcers who see the . encroachment as an er081on of their

leg
g1t1mate power. Tradltlonally, the role of the patrol offlcer contained

many of the‘duties now performed by the team. What was once sacred terrl-

A little more per- .

s
vpectlve is needed in understandlng this problem. ThlS can only come about

when both 31des work together on spec1f1c ICAP problems. It is up to lCAP

The common enemy should be clearly

def
Ie 1ned vague goals should not turn ICAP Patrol and Dlspatch personnel 1nto

co
mpetltors, nelther should d1senchantment wlth the management recoll on

W %

3. Command*Personnel
1. Thls management group should set aside on a regular bas1s to do

set goals and plan for the 1ntegrat10n of com-

’munlcatlons systems and control actlvitles

The flrst se551on should con—

-centrate on: the evaluatlon of thlS evaluatlon.

2.ﬁ DevelopmentkeduCation.shouldﬂi




3. 'Command should rethink its power position in relation to the

reward structure in the department. There is a new movement that could
well serve here and we recommend it. It is known as Quality of Work

l,ife.lu 1t represents a‘moVement (Genera%_Motors; A.T.T.) dealing with:

the work 1tself ‘the work enVironment, incldding the physicalfsurroundings

: and‘the'management style and climate;' The focal'point of QWL is the - |

VQUality Circleg"l This would be a systemhwhereqthe‘Patrol officer wlth
ICAP staff; Detectlvesband Vlce, tackle_operationalwproblems;which,tradi-
tionally have beenfdecidedfby management’alone,t When avmanagement‘team
lays‘QWL:they commit themselVes to: | |

T :Communicating‘better ‘moregopenly."

gA, ,_Broadenlng part1c1pat10n in- dec131on maklng and’ problem solv1ng,w
' providing Patrol and other rank and file- personnel the oppor—
tunity to 1nput and feedback about matters affectlng thelr work

. ‘Where p0331ble, de51gn1ng better matrl groups, more meaningful i

" Jjob a551gnments. : s s B

. Belng w1111ng to sollc1t and adopt suggestlons for alternatlve

- work methods and extending the degrees of freedom on the: Job to
‘see ‘whether different methods and practlces will. produce the
‘“same..or better results., :

Adoptlng the’ value.of QWL does not mean that top management walves account— :"; :éd

o ! T

ablllty or respon51b111ty LOr even surrenders'managerlal precognatlves.v‘It
“means that the people who work as sPec1allsts sbould be sollcited to contrl—

‘-“bute to the runnlng of ‘their own operatlons. The beneflts of thls klnd of

au approach are:

W e ,Command 1s placed in, and enJoys a more satlsfylng role.ﬁf

. ‘_Patrol and c1v111an personnel develop a sense of belng 1mpor—‘ ﬁ};‘
ftant nOSpected as 1nd1v1duals. S e S S

ey "Quallty of WOrk Llfe. A Matter of Style," HGR, AT&T Long Lines,
¢~m:No, 2 - 1980, pp: 6-9. S T e T T e :

- tence motivation,

: '—71—

b‘ag’eOrganlratlonal and ICAP rnformatlon becomes more open..
N 1Interest in the work and the department 1s enhanced
2 . .
. Grlpes become suggestlons, grlevances are more often
settled on the spot. ,
L FCommand and Patrol offlcers prioritiesrbeCOme'more congruent‘

;1 Problem dlSCUSSlOnS more often lead to problem solutions.

.';Operations‘improve.‘

’Recent-reSearch inxmanagement shows'that regardless of the type of organi;a— ;

“.tion, public‘or private,kpeople have'a basic competence'driVe to perform

b

o well When rewarded with respect -and apprec1at10n they see 1ntr1nsic reward
:of greater Valne thanimoney;vpromotlon, etc, QWL focuses on the development
b_ofaa'department‘and’a‘leadership style where the pride in’membership,and
‘loyaltyyoverride'power struggles. :éommand would‘do\well to gonsider these

»ggdeas,'rémembering that,implementation would require a great deal of planning.

i

4. Unitormed‘PerSonnel.
1. 'Union leadership shouldkexPlore the %mplications’of’prodnctigitp
measnres, minimum mannlng and long range plannlng in conJunctlon with the
ICAP. team. | |

20 Rotatlon between departments should be encouraged and shift

" 'rotation explored as a:means“to:lncrease.job enrlchment.”

I

‘_3.‘ Patrol personnel should work on a plan to 1mprove their relation-

‘ship’With civilian;personnel. ‘They are‘here,to stay andkhave'the same compeF

o . . B .“

i
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° o image with the Patrol personnel.. Even though much of his institutional ‘
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" “VIL. SUBSTANTIVE RECOMMENDATIONS

In the absence of measures of effectiveness and efficieﬁcy'fop the depart-

LR

meht perséﬁal feuds, or friendships‘tend.to color ‘the evaluation. We

Af "FaCility'énd Equipﬁent‘ v _ _ o vfgécommend that clearer goals and policy“stateméhts be desigped fof thé de-
As in‘the firét‘evé}uation we,ré09mmeﬁd increased effbrtAon the part éaftmeht and that the city manager and coﬁncilmen‘s;pport’the Chief regard?

of the ci;y méﬁager and counci%ﬂin'cﬁtaining a new fégility, new radio lgés‘of their fersonal feelings. o o ‘
v »equiémept and uniforms.’ fhé pfééentyorking condi;iOps age inadequafé fo? ‘TWe et o reéommend o T ﬁersoﬁnel, the,chief, - ICAP_evalu‘
‘ICAP eXpaﬁsipn and planning. Morale is-st;li }oy‘and 1itt1e»hope is seen agérs; and,ihe ICAP';eadiméEt with Fhe city council to explain tﬁe,evéluétion
for a'q§ick solution,"Quality pblice}work2Cénnbt bé'Perf?rméd from a»garagg. iand suggest ways for more cooperation”between all levels of management .

if

B. The Chief

In»tﬁe,final.analysis, the success of ICAP rests on the shoulders of the

: P oy o . : = R L ' éit ‘manager; and the council. Thei ~sup fe : .
We recommend that the Chief move out with great effort to improve his 4 ger and th - coune elr support or non supporg!effectg any change

A big decision will have to be made when the grant exbires.. This deci-

v i ‘ ; 2 . L e o sion point is not too far down the road. The ci i » ﬁ
‘power has eroded because-of the union contract and the: lack of support he . P ; oad he city manager and council will F
> o : ~ . L : s S : I . s
L S - . ' ‘ e G el have to decide whetlier or not to pi . L
- perceives from the'city council : there are opportthities to implement a R v g t kt t p;ck up th? COSt,Of 1oap j
TR : ‘ : . : ' » e U If they do, it will represent a si ' in funds: - :
change in management operations. ' He should explore ways to accommodate, be T y do, 4t | represent a sizeable outlay in funds, The gommit i
Sy g o . L . I ment will have to be such t the ICAP phi : i ' : i
seen ‘as more involved and supportive of quality of life changes. : _ , ueh hat the ICAPvphllosophy and pperatlng procedures i
R ; : SRR S Y : : , ' will be continued, any change will j ardi e i : ; :
- In making these recommendations, we ¥eal12e the loneliness of his posi- S ‘ 7 Y g‘ ! Jeop'rdlze the’intricate netvork.of data i
S o : Co s 5 e R o o collection and team work that must be maintainec i1l i i
tion and delicacy of the Chief's role. ICAP's success is inevitably wrapped - , - : , ' : intained to fulfill the promise of :
f e e o S L. the ICAP model. g
= up -in his success yet they. are both separate. ' L L _ v W
- R , ! If, on the other hand, the key decision makers in the city do not intend %
: Ihe}Clty Mgnager and the gouncil ‘to continue ICAP, then a series of actions are in order now. A study should b
From our 1nterylews it appgars‘that some council members have become - be started to assess the effects of activity reductions. If a great deal of 3
. X . Lo . .‘ ’ o » ) : : : 8 - » = . . ) o .‘ C . l ke
- dlrectlx 1nvolved in police operat;ons. Thls represents.a toychy,management : federal money is invested in computers and then ICAP personnel are reduced the E
b . . : : ’ - ; A i o e _ : w TR ) v 2
A . . IS e ' P ) . . ] . L .
‘-problemw vAS emp%oyegs percelvebcgunc1l m?mbers as meiES %f 'bucking - the very -use of the computers would -be compromised. A reduction in one area - +
“deﬁa;tmenta; system' power relatiduships‘e@grge which depreciate the fnsti- would radiatekthrsﬁghout the entire Systém such that a proposed reduction in §
tqt}onal;powgr of theuChleE and his commanders. We strongly recommend that dispatchers reduces the collection .of data which eventually effects ‘the :
A L e DR ' : o . . S : - ‘ N a
~the city council not interfere-in the daily management of the poli o AT . NP : o ' ' i
‘ ;”~y‘ : : PR e ’ v m ‘bg.‘ : igth pollcejdepart quality of lnformatlon going to Patrol personnel. We therefore recommend: ﬁ;
ment.. | ‘ . ‘ i ) é
i “ L - T o
- h , oy
- o NS TN “ » s RN i PR B
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‘ and manager made dec1s1ons (sometlmns by default) prlmarlly because they

~change.

'We recommend developmental educatlon w1th even more empha31s. Offlcers should
“ be sollc1ted for thelr oplnlons on what knowledge ‘they see as most 1mportant.

’.Together w1th ICAP personnel and the head of Plans and Tra1ning they should

74—

8]

Tl;“lf the city council and manaéer'decide not to‘continue with ICAP‘after

e

the grant runs out they,—

a. Return federal funds for the last phase and close dowm
ICAP operatlons, or ST e f

"b.  Retain the funds and use it to salvage and 1mplement those
ICAP procedures that can be used within the - avallable budget.y

The acceptance of federal funds should be based on the understanding that a

commitment to continue is~implied.

o

2. The‘absence“of‘profeSSional consultations when the second phaséhwas

started'caused serious problems. Command personnel and the city council

were-too;close to the problems, and, unfamlllar with’ the 1mplementat10n of

i
i
it

i L n , S e - RS
We recommend. k S S p

a. le the third phase is to be 1mplemented that a management specr
v allst be retained to help 1n the 1mplementatlon.

b. Even if a:formal. evaluatlon is not required in Phase III an evalu—
ation be made by ICAP personnel with consultlng assistance from’
LEAA-Washington or their consulting service. Thevproblem we
cited should be addressed with outside help. At present we see
no_ mechanism w1th1n the system to correct the problem which they

G

started. - ~ : &

D. Patrol Personnel %
In Phase I we recommended'education which wouldogive’officers more of

a roie 1n cr1t1ca1 analy51s than in memorlzatlon of standard pollce t0p1CS.
: v e

"

Q -
dev1se a currlculum and a series of courses, hopefully on the relatlonshlns

o o

of ICAP and deterrence management.,

Wa

report to the head of Detectlves.

“for 301nt operatlons.

‘* Detective.

“make it more 1ntegrated and deterrence focused

o

% ~75-
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E.‘ Vice Department' o : ’ b

o It‘became’palnfully euident as we interviewed the personnel in'Vdcer
“that their lsolatlon is on‘one'hand self-imposedland on the other inflicted.
kICAP,has 1ittle'to offer Vice¢save a part in’ the management lnformation sys—_

tems." Informatlon 1s of such secrecy ‘and’ the operatlon so understaffed and

¥

underfnnded that a proper role is dlfflcult ‘to ascertaln. A‘readlng of their

budget request attests‘to‘their‘second class status. If any recommendationsk
‘are forthcoming it would be in‘the areas of greater cooperation with Patrol

in ICAP planned stakeouts and deterrence and in a better reportlng system.

At present, the Chlef s span of control is too broad We‘recommend that Vice

In many communities, this arrangement has
been working quite satisfactorily.

F. DetectiVes 3 ); S S Q;,
The‘facilities'for'Detective work isvperhaps,thevmost spartan.~ where
Patrol does its‘worklin the field, Detectives must operate in facilities thatf
are so primitive that‘mqrafe-is at alvery'low level. We have already recom4"s
mended Changesiin this area. We also recommend a rOtation plan with Patrol.

The literature tends to bear out the feasibility of this move. In addition,

kgréater,coOperation‘could be realiaed if matrix teams were formed with Patrol

At present, there iSﬂnot“only'an»organizarional bar-

_r1er, a formal communlcatlon relatlonshlp, and a competency 1n51nuat10n, there

is'a status problem.‘ When Detectlves leave at 4 pim. sharp and Patrol contlnues

’around the clock two shlfts are dev01d of a close worklng relatlonshlp w1th a

o

of teamwork are mlssing,.

We recommend a replannlng and organlzatlon of the Detectlve D1v1810n to

W

In this yé‘realize the manning
[ ' . '
BN

problem and the equipment’and facilitiesalimitations. R

s . u o o T ’ i
“ B v c]ﬁ.-.,x i . . i

o . . . . \,\> . ‘ :

Even though Detect1ves are on. call flles,plctures, and a feellng : =
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' Oimprovement but thought™the other unwilling or @nable“to accept it.
7, ) o o 2a iR ! e
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G. Union Relations : S ©

The’ICthprogram in‘East Providence has had a difficult time because of
departmental structure as reflected in the collective bargaining unif itself.
One can visualize the difficulty‘of bringing about change in an crganization

that is military in nature and has the rigid order or rank. The department

0

is not large, but the polarity between "brass

i

(c1ty council and command’

staff) and "rank and file" is as clear as would be found in much larger de-

partments. While this in‘itself is not counter,productive to inducementihf

-

change, the department is closed off from the civilian sources in power in

B

the management decision—making sense. The c1v1lian-(city‘manager, City

council) view of the department is that the police dpeartment is a distinct

0

unit within and yet apart from the city government, in fact the appearance
ofgbeing a single unit is reinfOrcedebx (as mentioned above) having the entire

' police'department, from the Chief on down, within the same union'structurem

| Measureah}e and pos1tive change has been achieved in Bast PrOVidence through

the efforts of Chief Rocha ‘and by his supporting Captain Richard Ferreira, the

driv1ng‘force., It‘lS our opinion that more could ‘have been done w1th clearer

lines of anthority._ Had the Chief been seen as and been able to act as an

it

agent of the City and the brass operating it the way 1t could or should have

been able to have the department management function as a team in dealing with

the union. The unionﬁfor its part often felt frustrated because negpower to

effectively negotiate changes was vested in the Chief A level. of frustration

exiSts because of a sense of union—management mutual impotence in decision-msking

The implications for'ICAP spendingﬂbecome a little more obvious wlien

' Phase II is compared w1th the Phase 1 opinionnaire o?;attitude.
: o , 3

‘onstrated that the department as a whofe was w1111ng and eager to undertake

Phase I dem-=°

pOSitive changes as 1epresented in ICAPJ “Within the“department, however,

o}

:the views by rank and file Were‘opposite the views of the brass; each‘wanted

!
1) I

i
o . N . !
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In a completely unionized situation which has seen non—union personnel

additions to the department (civ1lian dispatchers, ICAP personnel) change be—

4

comes threatening because of inadequate labor relations authority to facilitateu“°=‘

Change.

L e e i o

JOR AN R o]

Much larger departments would have expertise in labor relations but

9 B = e

‘many smaller and medium Sized departments would rely on standard grievance : o

_machineryvand outside expertise‘for contract renegotiationa What thesé procej )

dures do-not allow for is, in ‘the first instance, decisinn making -in.non-

) . o “ . o . . o e : . "‘ . \\
grievance\matters in such fashion as would allow for changing of thebcondi— ; ! o

-

tions Of employment (ICAP changes), or in the second instance, the bargaining ! .

)w :
would tend to ignore the grievance problems o)~~"1eral dissatisfaction that : _

might.arise during the term of the contract.
For example, during the part'of Phase II it became apparent that a number ’ : B ]

] Y -, . . ) . . ) <,
of unresolved grievances were causing frustration With the rank and file who

in turn took the attitude why should we accept these changes they want when i LS

/\"

they can't deal w1th the legitimate eXisting problems?" When pressed

union, ‘ 3w

5 , oo : Al
ofF1c1als would agree that the nature of the grievances was such that there was P é »
no logical connection to the ICAP changes also under .discussion, but neverthe~ R

i

E v i
[*3

Although ‘the

8

less the grievances_created a problem for implementationsof ICAP

labor relations consultant of the ICAP team did meet With union\and brass on

the matters, the role of the'ICAP team»was limited>in this area'and conseqhently ,
: o ’ - e '
the grievances anuchangeswere not cleared up as expeditious]y as pOSSihle.
NEL U

Future ICAPprOJectsshould not overlook the importance of the role of o el

faCilitating change or the s1mp1e allocation of funds and studying the effect

¥
4

Will be a matter.of spending money and hoping for the best. We: do not*Wish”to -

underestimate.the change or.the good efforts of -the union andmmanagement”people

in bringing it ahhut. - S )

While most. people indicated Yhat they do not’ w1sh to return to pre—iCAP
: ro
‘days, rhere is a'lack of permanence to the changes so. far effected

&

<

We

sense that although this is due in part to the separate (LEAA vs. local) !

funding the changes brought abougghave not been recognized bthhe Civilian . "

o
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el

oo

- ‘avai labllltv‘of computer termlnals w1th both Cathode Ray Tube output‘ s well

o

.g% e s compatlble w1th recommendatlon (2) above.

E on these data, 1t would be qulte appropr1ate to conduct tra1n1ng se551ons

_on the interpretatlon of- statistlcal termlnology and def1n1t10ns used in

B4 v v R : C2 S

IS @ : ag . & : A B N
S : - ) i ’ pa 4 it o . W

e

i

I :

author:tles as being essential ‘to eft1c1ent post—LFAA fundlng of the depart- '

¥

, ! .
ment. We belleve that th1s, in turn, 1s a reflectlon of the c1V1lian Vs

l: o

~m111tary perceptlon of the department by the city manager and c0unc11

A)

’.rather than a management recommendatlon from the deparhment.u S
5 i\ :

Cwe would recommenu ICAP encourage the following.

In summar
e ; {,/ |
: ‘l Better 1ntegrat10n of the management functlon of pollce with O
the civilian autherity. To, do thlS it may be: necessary for the e
o Chief and others to be out of the bargalnlng unit.  We do not «;'j<g
" - recommend precluding the top brass fromobargalnlng within’,‘ Pl
an approprlate barga1n1ng unit. . - e

2. ICAP should 1nc1ude in 1ts approprlatlon funds to: help fa--
. c111tate change. In these days.of Prop051t10n 13 Prop031t10n
EEE 2%

Lo money to make a federal program work Even 1f§ICAP should
require -local funding for, such purposes LEAA should ‘not forgeto
i+ the importance of ObJeCthlty in maklng new programs work. - T
o Local funding may not assure proper ‘expertise and may lead to &

" patronage or undermlne the credlblllty that any new program RIRREREE
needs to survive. . oo o G REE

i3 A collectlve bargalnlng contract review fér ICAP id order to
~early measure the probability of success or. fallure in bringing
. the union into a ‘cooperative posture for: deallng with management.

! The Germans have demonstrated the importance of "worker" 1nvolve-: i

Wy ﬁment in decision making, and the U%S. auto makers recently paid
: 'k' . “the Japanese to advise them of the’ Japanese secret for good pro= . \ o o
n&‘ »duct1vity. theftecretV-worker involvemént in decision makingi © ' : *fdlnfucj B

Where collectlve barga1n1ng contracts exist, this recommendatlon S

i E
o ‘4'

H Management Informatlon §ystems ~ p 1H". SR s ;ubmj-f

‘;, bue to the.lncreas1ng use of aggregated data and calculated statistics’f
¥ th :

T =

T
~ ni

"the varlous reports. ; - _
(3 ' ,xﬂ_'

It,ls suggesfed that the Dlspatdh area could greatly benefrt by the

S
]

§o

<3as pr1nt\ré.’ Certaln 1nput 1nformat10n S well as thefrenrleval of 1nformat10n«3

U‘ o . S Ty

could be speeded up if dev1ces were ea31ly accessible*to”thefDispatchupersqnnelr

5 Sl “ 1

e g o s o yjé

SR R "_,ﬂ"k i

‘v'of information~thrt

e

The present hand set style of telephone used by Dlspatch should ‘be re-

placed by operator type head sets. “This would improve the ablllty‘to record'

'information'or'Search,for information3by,allowing’bothhands to be free for
these tasks,

‘dWord prOCessing‘equipment should be evaluated for use in all divisions;
to expedlte the typlng ofcroutlne reports. This is especially true of the

Vice squad where the forms must be. legally correct and presently take the of—

o

ficers one‘or two days ofrgyping for actypical case; An alternatlve that

could also be”considered is ¢ e use of autyping pool andﬁ~the»use of dictation'

‘eQUlpment._‘ o ;ﬂp S 1'ﬁf

re

It is suggested that a«CentraIiZed newspaper'clipping operation be con=+'.

- sidered to‘av01d the dupllcatlon of efforts by the various d1v151ons. l O

The present manual systems used by the ICAP prOJect have been placed ,v, v_ﬁ‘

: into“operation without fuLl‘documentation. It is stronglyfrecommended that

ll 1nformat10n systems be flow—charted and documented to analyze the flow
: : p " ’ ‘,«\ B

hvthe Varlous d1v151uns to reduce tse duplication andv

Voverlap of 1nfornat10n. ThlS process w1ll be necessary before automatlon of:

i

‘ any of the systems can take place effectlvely.

. \;

easlblljty study should be’ cond ]tedbtu~uetermihe:Whetherreach,divi- -

£

:a network to allow the ICAP analysts h generate the necessary aggregated re—‘“

li * ‘
: A s :
Aom to be automatlcally 1qoutted to the c1ry—

&

i

owned cdmputer durang Ph{}e III of the ICAP pr03ect.

present man l%systens.v The dlctlonary should not only deflne the data ele-'

Q)

‘”ments, thelr standard abbrev1at10n where used etc.-but also'speci?y,the

T

it
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Most of the problems assoc1ated with- LEAA have come through the area of

anticipated format for computer'input purposeSeﬁ T N &
, ; R, wit ; wnovatlon acceptance., POllCE seem to he pleased with hardware, equ1pment

7

In ant1c1pat10n of an increased use of computer termlnals and other and "things." ‘
v and t'lngs,”p They are not pleased w1th abstractlons such as management
A b

o | perlpheral dev1ces, it is 1mperat1ve that the operatlng env1ronment be im-

o - resource allocatlon, and cr1t1cal thlnklng, these are what “they need more

proved to include air conditioning and dust filtration syStems. ‘Constant
. ’ S : ‘ - " . ‘ . ’ ‘ b. ‘ g /: . ' * ’ o B+ e ‘
exposure of computer devices to wide variations in temperature,~hum1d1ty, k_W ) . o | 1
T S T v . v o : ~ e recommend a review of the IcAp model w1th1n the context ‘of manage-~-
'and’dust»will’lead to premature,failures. ‘

i P ~ D

nent, organlzatlonal design, and 1nnovat10n acceptance.

Efforts should be made now to- f1nd‘funds or commlt;e ty funds to sup—,ihf'n

port the ICAP approach after the present grant funds are deﬁleted EPPD is

o i

plac1ng greater re11ance on the ICAP developed 1nformatlon systems and it

%

will be v1rtually 1mp0351b1e to revert to the pre—ICAP systems.7,7 2 o

l
1
i
' 4 . ‘ :
mthan the do machlneguns ar better unlforms. RS P ' R
Serlous consideratlon should be glven to the 1mmed1ate purchase of an ,

1nexpen51ve mlcro-computer sys em for use of the ICAP andlysts. ;There areb

o
R R S I T

a number of areas where present manual tasks could be greatly speeded up by
. [

S ] : :
lafvapplylng slmple computer techniques.j In addltlon, there 1s software avall— g T

o nd

R«

able at modest prlces whlchfwould allow for analys1s%9nd experlmentatlon for f;7'u"

.r‘

Beat Plans and Shlft Schedullng.‘ Further, a mlcro—nomputer would prov1de the‘f

NN o A AR

;,r)

personnel 1nvolved w1th a way to exper1ment°w1th d1ffcrent forms of analyses'

& 2 [

i LR

w1thout u31ng and perhaps 1nterfer1ng w1th other users of proposed c1ty—ownedn

4 k ~:"~?

Cav

Lde

&y RCRENE R s

:'computer equipment.;f.

SR o : ' e L a N
g e f,wf*If the POSSE model 1s to be‘1mp1emented on t P c1ty-owned0DEC computer AL

i i L

and well documented pollcy about pr1or1t1es in us1ng

g .

vik

Other attempts at sharlng municlpal computer

o ] P
¢

> 228 Tl

Y‘Ltl_al areas, back—up manual'systems must be developedrin

TR TR

'Vl,

o

,m

tlnue to function if@thefcomputer:doES go(dOwn‘for‘anywp
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L VIII, SUMMARY -

 ICAP has not
1d1d not see a meanlngful correlatlon between crlme and the introductlon'of

,better 1nformat10n process1ng systems. The suﬂpre331on of cr1me is too com—

plex to map through ICAP or tradltlonal preventatlve means. What 1t nas

._prov1ded 1s a more effectlve and eff1c1ent way to organlze data.,

We found tradltlonal re51stances to change and a pol' al env1ronment

whlch had to be con51dered dn, the 1mplementat10n stage.

5 5
,v

design a great deal of effort went 1nto developlng a framework of analys1s_‘

and gatherlng data to. test the approach The effort bore frult. We saw

Ay
that the treatment of ICAP as an 1nnovat10n dlffu51on problem reflec

.j,:, ” \y

llty, and that the effect ‘on soc1al systems and management has been trtated

too 11ghtly in many evaluatlons.’*"'

4
g

.

A

We fe -‘strongly that future‘technologicalgorsprOCeduraL Chan&eshbe’

'

”:advanced only w1th the concurrent plannlng of soc1a1 cfmnge.. Wlthgut con—
S - R 4

51der1ng the 1mpact on people, cultures and polltlcal relatlonshlps change

~)

, b
may well be in an opposite dfrect

7 . : . A
B . . ; S i3

Thls 1s espec1ally tgge 1n the pollce

i

%»Culture.itft
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oo Portsmouth (Mass. ) PolJce Department

B Lucas, Henry C., Jr..

';Bueblo (Colorado) Police Department, ICAP #78-DF

"Quallty of Workllfe
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