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DEVELOPING A POLICING STYLE FOR 

NEIGHBORHOOO ORIDmD POLIClltS 

In preparing for the opening 'and occupation of the Westside Command Station 
in the Spring of 1987, Chief lee P. Brown initiated the first in a series of 
six Executive Session meetings on October 1, 1986. . The purpose of these 
meetings was to allow the participants an opportunity to freely discuss ideas, 
facts, experiences, and values that would help describe the style of poliCing 
to be adopted by the Westside Command Station personnel, and, eventually, all 
personnel within the department. 

A total of 29 personnel were asked to participate in these sessions. Under 
the sponsorship of the Police foundation, the membership was able to invite. 
guest speakers to their sessions to discuss a variety of programs and 
experiences that were beneficial to the task ~laced before them. , 

This report contains the descriptions, thoughts, and ideas developed by the, 
membership as a result of participating in the six Executive Session meeti~gs. 
The membership was able to describe what they felt should be the department's 
philosophy w1th respect to providing services throughout the city of Houston. 
This philosophy, entitled, Neighborhood Oriented Policing (NOP) was defined by 
the membership and set forth as the ideal from which a pol icing style for the 
department could be developed. 

Toward that end, the membership described the roles of the officers, 
supervisors, managers, and administrators which they thought were commensurate 
with the concept of HOP. A considerable amount of time was spent examining 
research trends and implications within the profession during the last 10 to 15 
years with particular attention being paid to the relevance to programs 
admi"1 stered w'lthln the Houston Police Department during the last three to four 
years. A proposed process model was developed as a vehicle far transforming 
the concept of HOP lnto a sustainable, reality-based policlng style. The 
report coucludes by describing the framework ~ithln the department that has 
been established to support the philosophy of HOP and the ensuing policing 
style. 
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HISTORICAL OVERVIEW 

Members of the Houston Pol ice Department began the conceptual development 

work on the Conrnand station during 1979. Initially, efforts were taken to 

examine a number of options regarding the status of the existing substations. 

The first option was to consider improving the physical attributes of the 

existing substations. Second, the prospect of building more sUbstations was 

discussed. Finally, it was decided to pursue the prospect of building several 

large police facilities known as Command Stations. The reason for constructing 

a series of command stations was to provide facilities which would house all of 

the necessary personnel and equipment needed to provide efficient and 

comprehensive neighborhood police services on a decentralized basis throughout 

the city of Houston. Unlike the traditional SUbstations which can not house 

support functions under the same roof, each corrmand station bu il ding is to 

contain jail facilities, municipal court facilities, and the necessary police 

facilities (records, identification, computer support, operation and 

investigative functions among others). 

Given the physical capacity of the building, a preliminary report outlining 

the feasibility of decentralizing police functions was forwarded to the Command 

staff in March, 1980. This report was rapidly followed-up with a more 

comprehensive study designed to examine a number of service delivery issues and 

related support service concerns in order to determine the most efficient means 

of utilizing the facility to provide effective service to the neighborhood 

residents. 

In response to th is study, a number of task force comrni ttees were formed 

under the guidance of the Planning and Research Division. These committees 

were instructed to study the various organizational components which would be 

1 



affected by altering operational strategies as a result of decentralizat~ar.r.I' to 

the command station facility. 

during July, 1981. 

The work of these comm; ttees was completed 

In mid 1982, efforts were taken to examine the feasibil ity of acttllJa:lly 

implementing, on an experimental basis, the work of the Field Deployment Task 

Force. The task force members were recol1l1lending, as a model program., the 

implementation of the Directed Area Responsibility Team (D.A.R.T.) Pr~lfam. 

The D.A.R.T. Program represented a variation of the team policing concept used 

predominantly throughout the country during the 1970's. The D.A.R.T. Pr.G!!Jr.am, . 
however, was not a dupl ication of anyone of those programs. It included 

elements of some successful team pol icing programs, but was prilMF'ily· 

constructed in accordance with the perceptions of what would meet the needs of. 

Houstonians and the capabilities of the department's resources. 

From 1983 through 1984 the D.A.R.T. Program was implemented within a s~mgle 

district and evaluated (and is still in effect today). The evaluation rsport 

entitled, ,Bn Evaluation of the Houston Police Department's D.A.R.T. Progl1"am, 

did reveal a number of significant findings that had a direct bear'ing on the 

department's ability to alter its method of delivering services to the 

neighborhoods. 

In October, 1985, the Westside Command Station Steering Committee was 

formed within the department. Their primary responsibility was to revieW} and 

update the preliminary task force reports of July, 1981, as well as examine the 

assessment report on the D.A. R. T. Program. The steering commi ttee subdiviided 
, 

the work and ass igned the responsi bil ity to fi ve subcommi ttees: Geograt\lhi c 

Considerations, Staffing Considerations, Operational Considerations, Cri~inal 

Invest i gat ions, and Operat i ona 1 Support Serv i ce Cons iderat ions. TBte; r 
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findings were completed in February/March, 1986 and s'ubmitted to Chief Brown in 

a document kno~n as the Planning Recommendations for the Westside Command 

Station. 

By August, 1986, steps we,re being taken to establish the Westside 

Transition Team. Their primary responsibility was to review the Steering 

Committee's work, make necessary operational and administrative adjustments as 

deemed appropriate, and begin to coordinate the implementation of the actual 

trans i t i on stages in order to occupy the Command Stat ion. A port i on of th i s 

responsibility centered upon the need to develop a plan which would articulate 

the policing style utilized by the beat officers. In order to describe the 

policing style it became necessary to begin examining how services would be 

delivered under the concept of Neighborhood Oriented Policing (NOP). A series 

of Executive Session meetings were scheduled, in an effort to accomplish this 

part.icular task. 

On October 1, 1986, Police Chief lee P. Brown convened the first of six 

Executive'Session meetings. A total of 28 classified personnel representing 

all ranks were selected to participate with the Chief of Police in these 

meetings. Additionally, a number of civili4n, resource personnel were asked to 

attend the sessions (please see Appendix A). The purpose of conducting the 

Executive Sessions was to allow the participants an opportunity to freely 

discuss ideas, facts, experiences, and values that would help describe the 

style of poliCing to be adopted by the Westside Command Station personnel and, 

eventually, all personnel within the police department. 

This report contains the collective thoughts, concerns, and feelings from 

the panel members that were obtained duri ng the course of the six Execut i ve 

Session meetings. The information represents the membership's ability to 

3 



describe a proposed policing style which would perpetuate the concept of ~1;0:P. 

The material contained within this report, consequently, represents· a 

philosophical framework from which operational plans for the Westside comrrand 

station, and eventually the entir~ city, ~an be developed and implemented. 
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PHILOSOPHY OF THE HOUSTON POLICE DEPARTMENT 

The Houston Police Department is committed to providing services 

throughout the city in manner that is responsive to neighborhood concerns. 

This commitment is clearly evident in the Department's mission statement which 

reads as follows: 

The IIi ss i on of the Houston Po 1 ice Department is to enhance the 
quality of life in the City of Houston by working cooperatively 
with the public and within the framework of the United States 
Constitution to enforce the laws, preserve the peace, reduce 
fear, and provide for a safe environment 

, 
It is the responsibility of all members of the department to conduct their 

business in a manner that is consistent with this mission. To assist in this 

effort, the department has established a set of values. 

Collectively, these values represent a set of bel iefs that govern· the 

d,evelopment of pol icies and procedures as well as affect the attitudes 

d i sp 1 ayed by the members of the department. The values also ; ncorpora te a 

number of sxpectat ions held by the ci t i zens of Houston. Foremost among these 

expectations is the desire and willingness to have the citizenry and members of 

the department work together to improve the quality of neighborhood life. 

The cOflTl1itment to developing and maintaining this relationship ;s quite 

evident in three of the ten department value statements: 

• The Houston Police Department will involve the community in 
all policing activities which directly iapact the quality of 
coaunity 1 i fe; 

• The Houston Pol ice Departllent bel i eves that it llIlIust 
structure service delivery in a way that will reinforce the 
strengths of the city's neighborhoods; and 

.. The Houston Pol ice Department beHeves that the publ i c 
should have input into the development of pol icies which 
directly impact the quality of neighborhood life. 
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If these values are to be meaningful, efforts must be made to administer an 

operational philosophy which is conducive to supporting an environment which 

will facilitate the development of a cooperative relationship between the 

public and the police. It is the opinion of the Executive Session membership 

that the concept of Nap should represent that operational philosophy for the 

department. 

Nap constitutes a major philosophical departure from traditional means of 

providing police services. This departure is best exemplified by a different 

way of thinking about how police services are delivered. Indeed, the essence . 
of Nap is in thinking about new and innovative ways of p\"oviding services to 

the public through increased communication with community members,. 

ascertaining citizens' concerns, and getting citizens more involved in 

addressing and resolving problems that are of mutual concern to both the police 

and the public. 

This requires police personnel and members of the cotmlunity to learn how 

to work together. An interactive working relationship must be developed that 

stems from a commitment from an individual(s}, from neighborhood groups, and/or 

the community as a whol e if deemed necessary. It becomes the coll ect; ve 

responsibility of both the police and the citizens to identify the issues in 

need of resolution. This can not be accomplished without assistance from the 

neighborhood resideots. 

Participation from the neighborhood residents is paramount to the 

successful implementation of the Nap philosophy for two reasons. First, 

community input is valuable to the department in that it offers a different 

perspective from that of police personnel as to what the local neighborhood 

concerns and problems are. It will not suffice to believe that only the police 
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are in a position to determine neighborhood needs.' History has demonstrated 

repeatedly that the police do not know everything nor can they be everywhere at 

once. 

Second, the pol ice and the conununi ty work much better together when they 

know and understand one another. The essence of meani ngful understand; n9, 

consequent'ly, is learning how to effectively cOJTll1unicate. As so aptly noted by 

one of the panel members,: 

-The better we communicate, the more we communicate; the better 
we understand what problems are in the neighborhoods, the better 
we understand the cOIRUnity we are responsible to, and, the' 
better the community understands us w• 

For too long a period of time, the ability to develop this mutual 

understanding has been inhibited by the officers' desire to hide behind a. 

shroud of professionalism that is characterized by a!1onymity. Officers must 

discard the desire to remain aloof from the public. The syndrome of 

noninvolvement must be overcome. The concept of professionalism must be 

redefined in a manner that stimulates a convnitment to communicate and interact 

on behalf of the officers and the neighborhood residents. The desire and 

willingness to work together with the pub1ic should become an inherent feeling 

within all officers. 

Consequently, the concept of NOP should become the pol ice department I s 

culture. The department should become a part of the community and not separate 

or a part from the community. All department personnel should be an active and 

integral part of the neighborhood they serve. This should be demonstrated in 

their attitudes and behavior, especially by the beat officers working in the 

neighborhoods. The officers' attitudes should also reflect this philosophy. 

No where could this be more important than by beginning to have the residents 
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learn who the officers are that provide services within their respect~ve 

neighborhoods. 

To perpetuate this feeling of working with one another, officers nrust 

real ize that every contact they have is a community rel ations contact. WheUer 

the situation dictates the situation to be a detrimental or positive experience 

for the citizen, the behavior of the officer is what is often remembered. The 

off; cers must understand th is and understand the impl ications of thei,r 

corresponding behavior. According to one panel member, experience bas 

demonstrated that: 

II i tis not how good you are, it's how good those peap 1 e out 
there think you are that is important. Officers May think they 
are the best at what they do, however, if the people, the 
citizens, the community, the civic groups do not think they are 
the best or do not think they are dOing the job they should be 
doing, the officers h~ve not accomplished anything positivew• 

This change in orientation between the police and the public is a gradu~ 

one that must be reciprocal. While the department is willing to provide as 

much support as possible to assist the neighborhood beat officers in working 

with citizen groups, the department expects that the citizens will also be 

wi 11 i ng to make a s i mil ar cOllfni tment. 

At present, the department's resources are strained because of fiscal 

cutbacks and a fraeze on hiring additional personnel. Plus, the department 

will not compromise its responsibility in continuing to respond to and handle 

emergency calls for service, a fundamental activity of the patrol function that 

can not be delegated. The department, however, welcomes the opportunity to 

develop new policing strategies in working more closely with the public at the 

neighborhood level. 
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DEFINING NEIGHBORHOOD ORIENTED POLICING 

Neighborhood Oriented Policing (NOP) is a' concept which seeks to define and 

describe a philosophy which guides and directs the delivery of police services 

throughout the City of Houston. As a philosophy, NOP seeks to incorporate the 

department's values into a responsive policing. style which is dependant upon 

quality of the day to day interactions between the police and the public. 

The key to defining NOP appears to reside in the ability to recognize the 

need to establish rapport between the beat officers and the citizens that work 

and live within each of the officers' respective beats. It is the nature of 

this rapport between the officers and the citizens that defines the quality of 

their relationship. It is through these relationships, either established in 

handling ca11s for service or in meeting with citizens when not on call, that 

the officers can begin to identify and begin to think about the most sal ient 

service delivery needs in each of their respective beats. 

The concept of NOP, consequently, can best be initially defined as follows: 

Neighborhood oriented policing is an interactive process 
between pol ice officers assigned to specific beats and the 
citizens that either work or reside in these beats to 
mutually deveiop ways to identify problems and concerns and 
then to assess viable solutions by providing available 
resources frou both the pol ice department and the commun i ty 
to address the problems and/or concerns. 

The NOP concept will help clarify responsibilities for both parties as they 

attempt to identify and resolve problems in the neighborhood beats. NOP, 

therefore, must involve continuous planning participation, program involvement, 

evaluation, and adjustments by both the officers patrolling the beats and the 

citizens living in their respective neighborhoods. 
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The role of the beat off; cer wi 11 be enhanced' as a resul t of increased 

interaction with the citizens. Beat officers, for example, will be actively 

involved in the decision making process regarding the identification, 

pr;oritizations, and selection .of resolutions for identified problems or 

concerns. Additionally, because of 'the officers' interaction with the 

cit i zens, they wi 11 be in an excellent pos it i on to determi ne what resources, if 

any could be obtained from them in combating neighborhood concerns. Since the 

beat ,officers should be most familiar with the citizens who work and reside 

within their beats, the officers, if given the appropriate direction and 

support, are in an ideal position to implement programs and other initiatives 

to improve the quality of life within the neighborhoods. 

As noted by several of the panel members' comments, the purpose of NOP is 

multifaceted. Among the more prominent features are the need: 

To establish trust and harMOny between the neighborhood 
residents and the beat officer(s); 

To exchange information which will strengthen rapport 
and enhance neighborhood safety; 

To address the proble. of criae and reduce the level of 
fear associated with the criminal activity; 

• To help identify and resolve neighborhood problems; 

e" To clarify responsibilities on behalf of the citizens 
and the officers; and 

~ To help define service needs. 

Each of these features is noted or imp 1 i ed in the in it ; a 1 defi nit ion. .It 

should also be realized these features represent a sampling of the standards by 

which success should be measured. This is not to suggest the definition is 

complete, for it lacks an operational perspective. 
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Toward this end, a number of traditional operational assumptions may be 

challenged as we begin to examine the process of more completely describing and 

implementing the NOP concept. For example, NOP implies a concern for 

reexamining how the traditional,. total service delivery concept is defined. 

Furthermore, the focus of NOP appears to suggest an altering of the orientation 

or perspect i ve of the patrol offi cers . The off; cers shoul d be encouraged to 

expand their responsibil ities in concert with the needs of the neighborhood. 

Among other things, thi s suggests the development of di fferent performance 

indicators in order to stimulate and reinforce among all patrol officers a 
. 

sense of neighborhood ownershi p so emi nently di spl ayed by the department's 

storefront officers. These assumptions are seldom found within the traditional 

police service concept. 

The traditional event/call oriented, random, preventive patrol concept 

emphasizes mobility, impersonal relationships, and the lack of a need to 

establish a more meaningful interaction with the citizenry. Traditional patrol 

work has accentuated random, preventive patrol and assumes that high mobile 

police visibility has a marked deterrent effect on the commission of crime. 

Officers are not expected to look beyond an incident in an attempt to define 

and resolve a particular type of problem. Once dispatched to handle calls, the 

patrol officers are encouraged to return to service as quickly as possible to 

resume random, preventive patrol. Rapid responses, handling numerous calls, 

and making arrests are the primary means of measuring productivity. 

As the panel membership sought to identify the various conceptual elements 

associated with the NOP philosophy (Please see Appendix B), suggestions were 

made to consider reexamining how these elements would effect the department's 

operational commitments. Panel members were concerned about the need to 
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rethink how NOP would affect the department. Specific concerns focused upon 

attempting to determine the affects NOP would have on role expectations of 

department personnel and implementing various strategy considerations. 
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ROLE EXPECTATIONS AND THE CONCEPT OF HOP 

Nap is not a new concept to the profession of pol icing. Theoretically, 

the desire to work with the publ ic has been a long standing goal of numerous 

departments throughout the country. In some instances, departments have 

developed and admi ni stered programs which emph~size the need to work cl ose1 y 

with the public. Some of these programs were successful (i.e., Flint, Michigan 

Foot Patrol Program) while others were not. Experience has demonstrated that 

part of the success factor is based upon the abil ity of department's officers 

to accept change, especially as it affected traditional role expectations. 

It would behoove administrators, consequently, to realize that the process 

of change ; s a comp1 ex one. One must understand that by altering a 

department's phil osophy, numerous var; abl es will be simul taneously affected. 

Among them is the need to recogni ze how the process of change will affect: 

which strategies will be considered and actually implemented, what skills will 

be used by the personnel to implement the strategies, how the strategies and 

skill swill defi ne a management styl e for the department, and how the shared 

values expressed by the officers will define the department's beliefs and 

desires to work with the cormnunity. Collectively, these variables have a 

di reet effect on the acceptabil ity of the change process by department 

personnel. 

A large portion of the officers' reluctance to accept change is based upon 

the fear of the unknown. Off; cers do not 1 ike to change thei r ways once they 

are comfortable in performing their established duties. What needs to be 

rea 1 i zed under the concept of Nap is that proposed changes are des i gned to 

perpetuate the officers' positive worth to the community. Therefore, in the 

13 



context of the Houston Police Department, the dynamic process of change s&ould 

be interpreted and experi enced as a gradual shi ft in emphasi s from one posilt i ve 

operational role to another. 

In adopting NOP as an operational philosophy, a shift in emphasisirm the 

role of the patrol officer will occur. This shift in emphasis wiH" in 

general, deemphasize the role of the officer as being primarily "an enfolfa:er" 

in the neighborhood beats. The more desired perception is for the officell'i' to 

be viewed as someone that can provide help and assistance, someone that l1:ares 

about people and shares their concern for safety, someone that expnes;ses 

compassion through empathizing and sympathizing with victims of crime~ and 

someone that can organize cOlmlunity groups, inspire and motivate commm\iity. 

groups, and facilitate and coordinate the collective efforts and endeavors; of 

others. 

This desired perception of the role of the patrol officer may be diffj(u~t 

to real i ze. The evo 1 ut i on of bureaucratic and mil i tari st i c organi zat~Ma 1 

structures in policing since the turn of the century has served to support and 

perpetuate traditional definitions of the police officer's role as solely ~:ing 

that of a "crime fighter." This notion, arising out of the 19305, was 

instr~mental in creating and reinforcing "time-hardened assumptions" regartiling 

the effectiveness of random, preventive patrol in deterring crime and tn the 

development of patrol management systems predicated on the basis of achie'wing 

rapid police response to all calls for service. Because of the emphasi;t to 

have patrol officers handle their calls as quickly as possible and returilil to 

service to continue performing preventive patrol to suppress crime, 1 iitHe 

attention was directed toward the service needs of the citizens, including the 

needs of the citizens that had become victims of crime. The neffectiveness~ of 
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this "call oriented system" was measured by "crunching numbers" (i.e., counting 

the number of calls handled and the number of arrests made). Hence, a 

quantitative preoccupation with numbers dominated concern over the quality and 

types of the services delivered. . 

The organizational culture of municipal policing has, in general, 

continued to condition police officers to thitlk of themselves primarily as 

"crime fighters." Traditional1y, police departments have attempted to identify 

and recruit individuals into policing that have displayed bravado. 

Organizational incentives have also been designed to favor self conceptions of 

mach i smo; conceptions that are rei nforced through pop art (e. g., detect i ve 

novels, "police stories," "Dirty Harry" movies, etc.). Many, if not most, of 

the approximately 500,000 law enforcement officers in policing in America today. 

have strong opinions about what constitutes "real police work." Because NOR is 

almost completely antithetical to traditional ways of thinking about police 

work, attempts to change these opinions may be met with resistance by some 

officers. 

Res i stance can also be expected throughout a 11 of the manageri all eve 1 s 

within the organization. By operationalizing the concept of NOP, traditional 

and autocratic management styles will be challenged. A different, more 

responsive, attitude and managerial style will be required to stimulate, 

accommodate, and perpetuate desired behavioral changes which will occur as a 

result of redefining the officers' role. This new form of management must 

encourage a willingness within all managers to transform new concepts into 

attainable goals and objectives. Those goals and objectives must, in turn, be 

articulated within the organization and must be transformed into actions which 

are consistent with the service demands expressed by the citizenry. 
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To ensure these actions are consistent with expressed service needs, NOP 

solicits organizational input from the "bottom up" as opposed to the 

traditional direction of "top down" so evidently displayed in most bureaucratic 

organizations. As so poignantly noted among the department's values: 

The Houston Pol ice Department will seek the input of employees 
into matters which i.pact e.ployee job satisfaction and 
effectiveness. . 

Effective management must include the active participation of the officers in 

policy development, procedure and strategy design, program formulation, and 

implementation. Since upper management personnel are removed' from the 

offi cers' worki ng envi ronment, they can not be expected to di ctate service 

responses without first obtaining feedback from the officers as to what the 

neighborhood expectations and commitments are. 

Even then, there are no convenient solutions, no eloquent equations, or no 

magical formulas that upper management can employ to provide NOP services. The 

types of calls, types of citizens, and the types of issues and problems t.hat 

officers encounter will vary from one neighborhood to the next and, to a great 

extent, vary by time of day (e.g.,across shifts). Consequently, this will 

require managerial resiliency and flexibility. By providing this flexibility 

managers must also realize a certain amount of "risk taking" will need to be 

allowed. It must be remembered that one can learn equally as much if not mnre 

from failures as from successes. 

Wh at upper man agement can do to fac il it ate the acceptance and 

implementation of the NOP concept is provide their subordinates with a 

process that encourages the officers to b~come involved in developing new ~nd 

innovative ways to improve the quality of policing in the neighborhood beats. 
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Top management can provide the patrol officers and their supervisors with an 

opportunity to design a "custom patrol plan" that is tailored to the needs of 

the neighborhood beats and is sensitive to citizen concerns across all shifts. 

First line supervisors .and middle managers must realize their 

responsibility should be one of encouraging the officers to become ;nvolved in 

this process. A major portion of their role should be designed to support the 

officers attempts to identify citizen concerns, assist in mobil~zing 

appropriate resources (or removing the impediments) to address those concerns, 

and assess the effects of the assistance provided. 

Upper management can also provide the right types of incentives to 

encourage officers to expand their roles and assume additional 

responsibilities. As these roles change, it will require a concomitant change, 

in the officers' behavior. Research in the social science field has indicated 

that if behavior is to change, one's attitude must change first. 

Understandably, management can not dictate attitudes; but management can 

provide the necessary support to facil itate the acceptance of an alternative 

style of policing such as Nap. If the officers accept such a policing style, 

it will be primarily due to their belief that such as approach is an effective 

means of delivering services to the community. 

Finally, upper management can attempt to provide, despite the presence of 

tight fiscal constraints, the types of resources required to effectively 

implement, assess, and sustain the Nap process. Supervisors and subordinates 

cannot be held responsible for performing a function or fulfilling an 

expectation when they are too ill-equipped to reasonably succeed. 

Although Nap seeks to expand the role of the patrol officers to allow them 

more latitude in developing new ways to police their beats, it does not relax 
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their compliance with the department's standards of professional conduct. And 

while the image of the patrol officer as being dedicated full time "to fighting 

crime and evil" is expected to change, it does not mean the department wi 11 

reduce its commitment in attempts to prevent crime and interdict criminal 

perpetrators. It is anticipated that developing closer ties with the citizens 

in Houston will enhance the department IS abil i ty to prevent crime as well as 

identify and arrest persons engaged in the commission of crime. 
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. 
RESEARCH TRENDS AND IMPLICATIONS 

Following the advent of the 1970s, municipal policing began to experience 

accelerated change. This change was initially influenced by protest 

demonstrations against the government's military actions in Vietnam and the 

incivility that occurred across the country in the mid- to late 1960s. It was 

later perpetuated by a plethora of research findings regarding police 

ope rat ions that emanated out of the 1970s. The impetus for thi s research was 

directly linked to police actions in handling anti-war demonstrations, their 

attempts to control incivil ity, and a search for more effective methods to 

combat crime. Although the findings from this research generated more 

questions than answers, it seriously challenged the veracity of time-hardened 

assumptions underlying management of the patrol, dispatch, and investigative' 

functions. 

Beginning with a review of pertinent research that addressed the patrol 

function, the Kansas City Preventive Patrol Experiment provided the most 

dramatic attack on conventional wisdom regarding the deterrent effects of 

random patrol in preventing crime. In its efforts to develop a participatory 

management system, the Kansas City, Missouri, Police Department had established 

task forces at each of its four patrol divisions (a task force had also been 

established in the department's Special Operations Division). These task 

forces consisted of patrol officers and first line supervisors. The task 

forces were charged with responsibility to generate new and innovative ideas to 

improve pol icing. The establ ishment of these task forces was based on the 

chief's belief that the ability to make competent planning decisions existed at 

all levels within the department. Because police officers were often most 
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directly affected by change, management thought that they should have an active 

voice in planning and implementing change. Recommendations from these task 

forces were sent up through the chain of command to be reviewed for 

consideration. 

The impetus for the preventive patrol experiment came from within the 

department in 1971. The South Patrol Task Force had identified five problem 

areas to impact through patrol efforts (e.g., residential burglar~es, juvenile 

del inquents, etc.). But in considering strategies to impact these problems 

task force members coul d not agree on the value of preventive patrol as a 

strategy to address some of the problems identified. The South Patrol Task 

Force therefore generated a position paper that questioned the effectiveness of 

random, preventive patrol. Intrigued by the thought, the department sought 

funds and technical assistance -from the Police Foundation to design a' 

methodology to evaluate the effectiveness of this traditional patrol procedure. 

The 15 ,beats that comprised the South Patrol Division were randomly 

divided into three groups, proactive, reactive, and control, to test the 

deterrent effects police visibility had in preventing crime. Officers assigned 

to "reactive beats" were not permitted to enter their beats unless officially 

dispatched to handle a call (or in hot pursuit of another vehicle). 

Conversely, officers assigned to "proactive beats" were expected to perform 

"aggressive patrol work," i.e., increased car checks, pedestrian (i1ped") 

checks, etc. Additionally, there was supposed to be approximately two to three 

times the level of police visibility in the proactive beats. Officers from the 

reactive areas were encouraged to enter the proactive areas and engage in 

routine patrol. Finally, officers assigned to the "control beats" were 

expected to conduct business as usual; to drive systematically unsystematically 
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throughout "their beats until interrupted by a dispatched call for service. 

Once the call was handl ed, the offi cers were to return to performi ng random, 

preventive patrol. 

Data were collected for about a :year to assess the effectiveness of 

preventive patrol. Analysis 'of thi:s data reve,lled that there were no 

statistically significant differences in crime rates among the three different 

types of patrol procedures eval uated. The study therefore concl uded that 

random patrol was not an effective deterr,ent in preventing crime. 

Wh il e researchers and pol ice pract '/ t i oners were at a loss to suggest an 

alternative to random patrol, the data also revealed that approximately 60 

percent of the patrol officers' time was not committed to handling calls for 

service. Effort was initiated to identify ways to make this uncommitted time 

more productive. 

Perhaps the major managerial lesson learned from the Kansas City 

Preventive Patrol Experiment was the extent to which departments could 

"experiment" in trying alternative policing strategies. If traditional, 

preventive patrol is not effective in deterring crime, flexibility to try other 

options can be explored. Patrol officer:s can be directed to perform activities 

other than random patrolling without causing local increases in the crime rate 

or generating dissatisfaction among citizens. 

As if the Kansas City, Missouri, Police Department didn't arouse enough 

attention among police administrators by questioning the sanctity of preventive 

patrol, another effort initiated by this agency (in response to a request from 

the National Institute of Law EnforceMent and Criminal Justice) sought to 

assess the value of rapid police response. Since the advent of the radio 

patrol car, rapid police response had long been an accepted procedure in 
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municipal policing. And the need to reduce response time had served as 

justification to bolster officer strength and to provide for large expenditures 

on equipment. While it was not unreasonable to assume that rapid police 

response would produce more arrests, more witnesses, fewer s~rious injuries, 

and more satisfied citizens, little empirical data existed that supported such 

assumptions. 

The Response Time Analysis Study was designed to provide a comprehensive 

assessment of issues and assumptions regarding the value of police respons~ to 

a variety of crime and noncrime, emergency and nonemergency, incidents. 

Specifically, two objectives were established for study: analys,is of the 

relationships between citizen reporting delays, dispatch, and police travel 

times to the outcomes of on-scene criminal. apprehensions, witness availability, 

citizen satisfaction, and the frequency of citizen injuries in connection with~ 

crime and noncrime incidents; and identification of problems (involuntary 

delays) and patterns (voluntary delays) in reporting crime or requesting police 

assistance. 

To fa c i 1 ita t e mea sur e men t 0 f res po n set i me, the con c e p t wa s 

operationalized on a continuum that consisted of three intervals. The first 

\,ias the time taken by citizens to report incidents or request poHce 

assistance. The second was the time taken to locate, nominate, and dispatch 

units to handle the calls. The last was the time taken for the police to 

respond to the dispatched locations. The data collection process was divided 

into three components analogous to the three response time intervals. Civilian 

observers accompanied police officers to record travel times. Research 

analysts extracted time information from recordings of taped conversations 

between complainants and intake operators/dispatchers to measure dispatch 
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times. An"d interviewers collected reporting times from victims and other 

citizens who had reported incidents to the police. 

As with the preventive patrol experiment, data collection lasted 

approximately one year. Analysis of data produced some startling conclusions. 

These included the following: 

e A large proportion of Part I, i~e., "serious crime" 
(according to definitions provided by the Federal Bureau 
of Investigation's Uniform Crime Reporting criteria), are 
not susceptible to the impact of rapid pol ice response, 
because almost two thirds (62.3%) of the Part I crime 
sample analyzed indicated that these crimes were detected 
after they occurred ("discovery crimes"); 

. 
@ Prompt report i ng can increase the chance of making 

on-scene arrests for all types of Part I crimes in which 
a citizen saw, heard, or became involved at any point 
during the commission of an offense ("involvement 
crimes"). For the proportion of these crimes (37.7%), 
however, the time taken- to report the incident largely 
predetermines the effect pol ice response time will have 
on desired outcomes; 

Ilt Explanations for reporting delays are primarily 
associated with citizen apathy and voluntary actions 
taken (e.g., telephoning other persons for advice, 
waiting or observing the situation, investigating the 
incident scene themselves, contacting their employer, a 
supervi sor, or a security guard, etc.) in arri vi ng at a 
decision to notify the police. Problems encountered with 
either public or police communications systems (e.g., 
being "cut off," being inadvertently transferred to 
another number, not be; ng abl e to access a publ i c pay 
phone, etc.) accounted for reporting delays in less than 

~ one out of five (16.5%) involvement crimes; 

• Although rapid police response based on the need to 
assist an injured victim has been overshadowed by an 
emphasis toward making an on-scene arrest, there were 
more cases in which persons sustained injuries of 
sufficient seriousness as to require hospitalization 
(5.4%) than in the number of "response-related arrests" 
resulting from rapid reporting, dispatching, and officer 
response (3.7%); and 

.. Neither dispatch nor travel times were found to be 
associated with citizen satisfaction with police response 
time. Rather, citizen satisfaction with response time 
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I 
was dependent on whether citizens perceived response time II 
to be faster or slower than they expected. 

A major but unpopular impl ication from this study indicated that an I 
infusion of additional patrol officers to reduce police response time WDuld 

have negligible impact on crime outcomes, because of the time taken by citizens 

to Y'eport invol vement crimes and the rel ati vely small number of i nvol vesrent 

vis-a-vis discovery trimes. This implica'tion also tended to ne§;ate 

justification for technological innovations such as automated vehicle locat1ions 

syshms designed to reduce police response time. Moreover, it also refIiAted 

claims to lower police response time that were made by American Telephone and 

Tele~~raph in marketing their 911 telecommunications system. The study found 

that the time required to phone the police was of minuscule significance. 

compiired to the time citizens took in reaching a decision to call. The tfme 

required to dial the police department's "crime alert" number took 

approximately nine seconds, although a substantial pt'oportion of callers simlply 

dialed "0" for operator. The average tilDe taken to report Part I crimes was 

almost four hours, while the median time, that point above which and b-!'low 

which 50 percent of the cases lie, was about five and a half minutes. 

A second implication from this study suggested the need for departments to 

develop formal call screening procedures to accurately discriminate between 

emergency and nonemergency call s. And given findings regarding citizen 

sati sfaction with pol ice response time it was further suggested that ncall 

stacking" procedures be developed so that calls could be prioritized with 

vary; ng queue del ays thereby i nsur; ng that the most urgent call s race; ved the 

most expeditious dispatching. As a result of these implications, further 

research was later funded to develop and evaluate differential police respnnse 
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(DPR) strategi es. 

Finally, noting the relatively low response-related, on-scene arrest rate 

(3.7%) and the inclination toward "over response" by officers to "hot calls," 

it was suggested that interception strategies be developed to apprehend 

suspects in flight following the' commission of robberies. Over response by 

officers endangers their lives and invites serious and disabling injuries. It· 

also places innocent citizens in· peril and is costly to repair or replace 

damaged equipment that results from over response. Of course, unit{s) will be 

dispatched to the scene of a crime to possibly render first aid, complete a 

report, locate witnesses, and collect physical evidence. But, according to 

this recommendation, officers not dispatched that travel awa~ from the scene to 

a predetermined "perimeter point" (for those crimes reported in close proximity 

to the time of occurrence) stand a ~etter chance of intercepting suspects than' 

do officers that drive directly to the location of where the crime occurred. 

Because of the "sensitivity of the findings," the Response Time Analysis 

study was replicated in four other cities by the Police Executive Research 

Forum (PERF): Hartford, Connecticut; Jacksonville, Florida; Peoria, Illino;s; 

and San Diego, California. All of the' findings reported by the original study 

were substantiated in the subsequent replications. 

The Kansas City, Missouri, Police Department's Directed Patrol study 

stemmed from the Police Foundations's Kansas City Preventive Patrol 

Experiment. As previously mentioned, once the preventive patrol experiment had 

been completed police administrators and researchers were at a loss to suggest 

alternative strategies to replace conventional, preventive patrol. Again, 

findings from the preventive patrol experiment indicated that preventive patrol 

was not effective in deterring crime. And, as already mentioned, the study 
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disclosed that approximately 60 percent of the patrol officers' time was 

uncommitted. The Directed Patrol study was therefore designed to structure, 

i.e., direct, this uncommitted time. The project was implemented in the East 

Patrol Division. 

At the outset of the project, several support mechanisms wrere 

established. A crime analysis position was created for a certified officeii' to 

gather crime data for each of the ·beats. This data was used by field sergea'nts 

to intenSify patrol efforts to high crime locations within the beats rather 

than having the officers perform random patrol allover their beats. Civjlian 

clerks were hired to staff the desk at the division headquarters. to handle 

"walk-in" and "mail-in" reports. In addition, a "tele-serve" function was 

established so that the civilian clerks could take some offense reports ~ver' 

the phone rather than having officers dispatched to complete "insura:nce' 

reports." 

A list of activities for patrol officers to perform while for~rly 

conducting routine patrol was generated by the project staff. This list 

included tasks designed to bring the officers into closer communication w}ith 

the public. Most of the tasks were oriented toward crime prevention activities 

to impact residential burglaries and commercial robberies. For exa'lTlj1);le, 

officers would stop by and visit with citizens and help them serialize artic:les 

of personal property sought by residential burglars for quick sale. The 

officers also placed "height strips" and surveillance cameras in conven;~nce 

stores. Officers engaged in these activities were considered to be on 

"directed patrol" and unavailable for dispatch except for emergencies. 

The managerial implications derived from this study demonstrated that 

uncommitted patrol time could be structured for activities perhaps mre 

meaningful than simply performing preventive patrol. It also demonstrated the 
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function of crime analysis in providing the types of data needed to support 

some forms of directed patrol activities. Gi ven the emphas is the program 

placed on crime prevention, it also helped establish rapport between the police 

and the publ ic. And finally, having obtained preliminary results from the 

Respon!"e Time Analysis study, the" study demonstrated that alternative response 

strategies could be developed and implemented, thereby diverting calls that had 

previously required mobile responses by a police officers. 

The San Diego Pol ice Department also conducted several significant 

research efforts during the 19705. These included an evaluation of one versus 

two officer patrol cars, an experiment to assess the relationship between the 

completion of "field interrogations" of suspicious persons and criminal 

deterrence, and, most germane to this paper, a Community Oriented Pol icing 

(COP) project. 

At the time the COP study was initiated in 1973, the San Diego Pol ice 

Department had a poor relationship with their community. It also had a chief 

who was held in low esteem by the public. Officer attrition had reached 

approximately 25 percent, and the department was in desperate need of 

communications equipment. Because of concern regarding corruption, commanders 

kept pol ice officers on the move; moving them to new beats and shifts every 

three weeks. 

Patrol officers were expected to complete a specific number of field 

interrogations and write a certain number of traffic citations each day. 

Clever officers found where the "easy pickings" were and got these requirements 

out of the way in the fi rst 45 mi nutes of thei r tours of duty. There was 

1 ittl e mean i ngful accountabil ity si nee the officers and sergeants moved too 

quickly from one beat and shift to another to learn anything about their 
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districts; much less assume any responsible for the crime that occurred in' 

their districts. 

For the most part, the COP program was planned and implemented from the 

bottom up. The head of the pol ice union, an organization with considerable 

clout within the department, 'was assigned to the Patrol Planning Unit. 

Officers in the Patrol Pl anning Un; t designed the program that emphasi zed the 

officers in becoming very knowledgable about their beats. This knowledge was 

to be obtained through officer "beat profiling" activities. Beat profiling 

required that the officers learn about the topographical, demographic, and ca.ll 

histories of their beats. Also stressed was the development of, "tailel"red 

patrol n strategies to impact the types of crime and address citizen concerns 

that had been communicated to the officers. 

The Patrol Planning Unit randomly selected 24 officers to participate in' 

the study. They were given 60 hours of training and assigned to permanent 

beats on fixed shifts in the North Patrol Division. The officers were requiTed 

to contact citizens to identify citizen concerns and find out what the citizE:ns 

expected regarding police service delivery. The officers were also encouraged 

to subscribe to neighborhood newsl etters and attend attend community meetings. 

In short, the officers were made responsible and held accountable for tne 

problems identified in their beats. 

Based on i n1 t ia 1 results, the program was an unqua 1 i fi ed success. Ihe 

officers liked it, as did the citizens. Officers participating in the 

experiment concluded that random patrol was not as important as they had GRice 

thought it was. They also indicated that getting to know the citizens in tm:ir 

beats and developing stronger ties with the cOrmlunity was more important than 

they had previously thought it was. Many officers developed creative solutinns 
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to complex problems, and they might have been even more creative had there been 

cooperation among the officers in adjacent beats. In spite of this 

shortcoming, all of the objectives of the program were accomplished. 

For political reasons, the San Diego Police Department jumped on the 

success of the program and attempted to expand it too quickly throughout the 

entire department. They failed to change the ~ld accountability requirements 

of measuri ng the offi cers' performance based on ticket quotas and other forms 

of "bean counting." They failed to include the middle managers, i.e., shift 

lieutenants, into the planning and implementation process. They failed to 

adequately train the sergeants, and they cut time from the officers.' training 

program. There was 1 i ttl e staff support to perpetuate the success that had 

been initially achieved, and the program was a complete washout within three 

months. 

Many lessons were learned from this study. One of the more important 

1 essons i ncl uded the benefi ts deri ved from havi ng the off; cars develop closer 

ties with citizens in their beats. Through getting to know the citizens, the 

officers obtained valuable information about persons responsible for 

perpetrating crimes in their beats. They also obtained realistic expe('tations 

regarding citizen needs as recipients of police services. For the adept patrol 

officer, a different perspective of the citizen emerges. Citizens constitute a 

potent i a 1 resource than can be mobil ized to assi st officers in probl em 

identification and problem resolution. 

Another lesson learned from this project involved a rethinking about shift 

(and beat) rotation. Although perhaps elementary, it is of absolute necessity 

to have officers aSSigned to permanent shifts and beats if they are expected to 

engage in activities other than simply reacting to calls for service. Having 
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officers periodically rotate among the shifts impedes their ability to identify 

problems. It also discourages creative solutions to impact the problems, 

because the officers end up rotating away from the problems. Thus, a sense of 

responsibil ity to identify and resolve problems is lost. Likewise/ management 

can not hold the officers accountable to deal with problems if the officers are 

frequently rotated from one shift to another. 

Finally, the COP program demonstrated the critical role shift lieutenants 

and sergeants play in program planning and implementation. Exclusion of 

supervisory involvement in training and program expansion ultimately lead to 

the demi se of COP in San 01 ego. It is unfortunate that the San o1'ego Police 

Department never received the credit they deserved for conceptualizing the COP 

program. Presently, almost 11 or 12 years later, there are approximately 220 

municipal police departments out of around 11,600 that are engaged in' 

"community oriented policing." 

A program 1 ess corrmuni ty or; ented and more enforcement ori ented came out 

of the New Haven, Connecticut, Police Department in the mid 1970s. Called the 

oi rected -Deterrent Patrol study, the major objective was to assess the 

effectiveness of utilizing crime analysis information for "directed runs" to 

suppress (i.e., deter) crime. Each patrol officer received a nO-Run" book that 

was compil~d by crime analysts. These books were issued every 28 days and 

consisted entirely of statistical aggregations of data. The D-Run books 

contained very explicit instructions regarding the D-Runs. Every so often, a 

dispatcher would send out a car, usually the beat unit, to do a D-Run (e.g., 

"Adam 11, execute o-Run 32 immediately."). The D-Runs generally lasted between 

15 and 45 minutes. They were timed so communications personnel knew exactly 

where the officers were supposed to be at any given time. 
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Based 'on final analysis of the results, the Directed-Deterrent Patrol 

study was moderately successful. Somewhat surprisingly (based on the fact that 

the D-Run books contained relatively stale data), burglaries, pursesnatchings, 

and thefts from autos, all "targeted crimes," were substantially reduced. 

But the program was eventually scraped, because the patrol officers hated it so 

much. Given the rigidity of executing D-Runs, the officers were left with the 

impression (albeit accurate) that police managers thought of them as being 

hopelessly stupid and incapable of thinking on their own. loss of discretion 

in executing D-Runs tended to reinforce the officers' perceptions of management 

toward them. 

Several operational implications were gleaned from this effort. Perhaps 

most important, patrol officers do not like to be treated like robots. They 

shouldn't be told what to do by crtme analysts, either civilian or sworn. The' 

function of crime analysis is to collect, analyze, and generate data; not to 

tell patrol officers (or street supervisors) how the information is to be 

used. Letting patrol officers suggest tactical actions to address crime 

patterns builds confidence and enriches job satisfaction. And the officers are 

much more enthusiastic about making their plan work than they are in 

implementing someone else's ideas. 

Crime analysis information must be current in relationship to day to day 

criminal incidents. Fi e 1 d supervi sors and pol; ce off; cers do not want to 

receive "history reports" from crime analysts that indicate what happened weeks 

or even months ago. They want to know of any significant events that occurred 

on the previous shift(s) and what might "go down" ~n their shift. In general, 

crime patterns only last about two to three weeks. Hence, officers in New 

Haven might have been patrolling the wrong area, because the data contained in 
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the D-Run books were already 28 days old when issued. 

A different approach in dealing with directed patrol came from the 

Wilmington, Delaware, Police Department. Entitled the Wilmington Split-Force 

Patrol Experiment, the Wilmington Police Department developed a patrol prog:ram 

that consisted of three components. First, the patrol force was divided iinto 

two groups; "basic" and "structured." The basic group consisted of 65 peT'<i::ent 

of the patrol force" while the structured group represented the remaining; 35 

percent of the patrol officers. The "basic officers" responded' to routine 

calls for service and took "mundane reports," but did not do any patrolling. 

The "structured offi cers" performed both random and di rected patrol. and only 

answered "in-progress crime" and other noncrime emergency calls for service~ 

Second, the dispatchers "stacked" nonemergency and low priority calls, 

took some types of crime reports over the phone, and asked victims and other' 

complainants to come to police headquarters to have reports completed. 

Finally, the beats were rearranged and the shifts altered to fit the needs 

of the basic group, based on an analysis of call for service workload da;ta. 

The city's beat structure, therefore, changed by time of day (shift). Because 

of the beat variability, no roll calls were held for the basic officers. They 

simply reported to duty at different times and worked "staggered shifts." 

Results from this study were mixed but somewhat favorable in relationship 

to the objectives tested. Placing calls in queue (call stacking delays) did 

not effect (reduce) citizen satisfaction, i.e., the publ ic accepted response 

del ays and telephone reporting procedures. And 65 percent of the patrol 

officers were able to handle 96 percent of the overall workload. Perhaps 

because the basic patrol officers were conducting more perfunctory preliminary 

investigations, the detectives were less successful in clearing crimes. They 
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became "ticked off" at the basic officers. 

The officers involved in this study detested it. The "dynamic shift and 

beat plans" were termed confusing. Participants suggested that the officers 

assigned to the basic group were probably unhappy in having to do so much work, 

while the officers in the structured group were probably bored stiff. The 

structured group thought that their work was too mechanical, and the basic 

off; cers expressed di ssat ; sfact iOn in hav; ng to move around so frequently. 

They indicated that they did not have any "turf" of their own with commensurate 

responsibility to police "their areas." The project implicitly telegraphed to 

all the officers that they were simply too "dumb" to do more than one thing at 

a time. 

While most of the research done in policing during the 1970s dealt with 

patrol issues, another study that -also achieved national notoriety addressed' 

criminal investigations. Conducted by the Rand Corporation, this study sought 

to identify the work actually performed by detectives, although in contrast to 

the other studies already discllssed, the "methodology" used by the Rand 

researchers lacked scientific rigor. Researchers at Rand collected survey 

information from a number of police departments and selected a few sites for 

intensive observation. Based on analysis of data collected, the findings 

revea 1 ed that the work performed by detect i ves stood in sharp contrast to 

perceptions of detectives as portrayed through popular media. Rand cited an 

almost complete lack of administrative control in managing criminal 

investigations. They indicated that departments could substantially cut their 

detective forces without suffering a significant decl ine in clearances. They 

indicated that more than half of all cases obtained by detectives received 

little more than superficial investigative attention. And they found that 90 
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percent of clearances resulted, not from the sagacity of "super sleuths, it but 

from information obtained by patrol officers. 

Although publication of these findings infuriated detectives, it did serve 

to provoke serious inspection of the criminal investigations process. This 

process was analyzed by first looking at what patrol officers did as part of 

their on-scene, preliminary investigations. Next, the initial handling and 

internal routing of cases received in investigative divisions was analyzed. 

Finally, the manner in which cases were submitted for criminal prosecution and 

then tracked through the courts to determine ultimate dispositions was 

assessed. 

A response to remedy the "investigative inefficiencies" outlined in the 

Rand reports resulted in the development of a national program to help law 

enforcement agencies more effectively manage criminal investigations. 

Sponsored by the National Institute of Law Enforcement and Criminal Justice 

(NILECJ), work began in the summer of 1976 to design an IS-month "field test" 

to implement the program; Managing Criminal Investigations (MCI). By December 

of 1976, five agencies had been selected to "test" the MC! model, although 

implementation didn't actually begin until the spring of 1977. The agencies 

selected included: Birmingham, Alabama; Montgomery County, Maryland; 

Rochester, New York; Santa Monica, California; and St. Paul, Minnesota. 

During the fall of 1976, work also began to design a training program on 

managing crimina·1 investigations. This program was to be delivered to ten 

"regional workshops" across the country. Also funded through NILECJ, these 

sessions were eventually expanded to include an additional ten "department 

specific" sites for agencies requiring technical assistance in implementing 

procedures to more effectively manage their criminal investigations. 
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Altogether: the 20 training presentations began during the latter part of 1976 

and continued through the last quarter of 1978. 

During the spring of 1978, LEAA held a series of "briefingsll to consider 

the possibility of expanding Me! to other cities. Discussions at these 

meetings addressed the scope and ob;jectives of MC!, prel iminary results of 

program accompl ishments from the five pilot agencies already funded through' 

NILECJ, and the development of evaluation criteria to be used in monitoring and 

asseSSing the effectiveness of a new MGI inithtive. 

By late winter of 1978, program guidelines had been completed for this new 

initiative and were included in an "incentive grant" program that was 

distributed nationally by LEAA in early 1979. During the spring of 1979, LEAA 

asked representatives from a technical assistance contractor, University 

Research Corporation, a firm that had been instrumental in the original 

development of the MCl prototype, to develop a training program for prospective 

recipients of grant awards. Once developed and approved by LEAA, the program 

was presented at a "preaward training conference" in August of 1979. Following 

the training, agencies interested in partiCipating in the new MC! program had 

apprOXimately 80 days to complete and submit proposals to LEAA for funding 

consideration. The following year 15 cities from across the country wee 

awarded grants to partiCipate in this program. 

24-month timetable for program implementation. 

These grants included a 

Given the demise of lEAA in 1982, however, the full impact of LEAA's 

(including NlLECJ's) Mel program was never thoroughly evaluated, although an 

evaluation report was published by the Urban Institute in 1979 regarding the 

five Mel test sites originally funded through NlLECJ. Perhaps with the 

possible ex~eption of some police departments in California and Florida, states 
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th at had adopted the programma tic components of another LEAA nat lona 1 ' 

initiative that evolved during the mid 1970s, the Integrated Criminal 

Apprehension Program (ICAP), the overall impetus generated by LEAA during the 

mid- and late 1970s to improve management of criminal investigations gradually 

succumbed to spotty and i nfreque'nt MCl impl ementati ons among 1 aw enforcel1ent 

agencies. 

Results published during the late 1970s about the "success" of Mel program 

implementations that appeared in the Urban Institute's evaluation report and a 

variety of other "prescriptive packages," "program implementation guides," and 

MCr "test site manuals" were, in general, inconclusive. Overa.l1, ~hi1e some 

departments did experience positive results in certain programmatic areas~ no 

single agency achieved "complete success" in implementing all of the 

programmatic components of MCI. 

Analysis of findings from "test site literature" that specifically 

pertained to the case screening function revealed mixed results. All five of 

the Mel field test sites (funded through NILECJ) did reduce their investigative 

case loads through establishing more formalized case screening procedures. But 

only two of these agencies, Birmingham and Santa Monica, were able to reassign 

detectives to other' in their departments after having achieved reductions in 

their overall investigative work loads (mention of these findings is not to 

suggest that a reduction in investigative personnel is or should be a goal of 

MC!). Additionally, data available for analYSis indicated that the Mcr test 

sites did not realize increases for arrests, case clearances, and convictions. 

In retrospect, it appears that too much credence may have been given to 

the use of solvability factors as the primary, if not only, criterion in 

36 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
II 



I 
I 
I 
I 
I 
I 
-I 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

I 
I 

screening cases for possible assignment. But in the context of the times 

during the mid- to late 1970s solvability factors were novel and in nationa1 

vogue. The initial Mel prototype, if limited in comparison to today's 

standards, did, however, provide a conceptual clarity and a structural 

framework for organizing some of the investigative functions that had gone 

undocumented theretofore. By analytically dividing the overall investigative 

process into a series of discrete", albeit logically interdependent functions, 

the MCI model (at least) suggested a more formal method to est.ablish objectives 

and thus monitor investigative performance through accounting for the outcome 

and disposition of cases. In so doing, it suggested the importance of 

establishing positive liaisons between the police and the prosecutors to review 

changes in the filing of charges and in tracking cases through the courts. 

Perhaps of tantamount importance to the model itself, efforts to implement 

Mel revealed the weight tradition carries in thwarting organizational change. 

An important component of MCI included expanding the responsibilities of patrol 

officers in the investigative process. This change from tradition required 

patrol officers to perform more comprehensive initial investigations, i.e., to 

conduct neighborhood canvasses, detect and collect physical evidence, interview 

witnesse~, interrogate suspects, etc. It also included latitude to seek "early 

case closures" through fo"ilowing leads obtained during the initial 

investigation that resulted in the apprehension of suspects or, in having 

exhausted all leads or in failing to obtain any meaningful evidence, to inform 

victims that further investigation was unlikely, rather than telling them that 

they would be contacted by a detective. In general, however, det.ectives were 

reluctant to relinquish this work, not to mention the thought of having patrol 

officers become involved in tactical activities, e.g., physical and electronic 
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surveillances, stakeouts, decoy operations, etc. 

Aside from management initiatives to identify "performance anchors" and 

deve lop methods to better account for detectives I time and activities, 

expanding the role of patrol officers to become more involved in some forms of 

criminal investigations tended to threaten detectives. ~lany detectives 

perceived that a loss of work traditionally performed only by them would mean 

fewer detectives needed to pursue criminal investigations. Although this 

rationale is not illogical as mentioned elsewhere, several police 

department did reduce thei r investigative strength detect; ves that are 

apprehensive about the ramifications of change can not realistically be 

expected to enthusiastically embrace Mel and the changes that go along with 

this program. 

Wh il e a reluctance to accommodate the organ i zat i ana 1 changes requ i red to 

imp 1 ement Me I has been ment i oned as the pri mary reason for Me!' s fa i1 ure" to 

deliver more than it promised, closer inspection of the Mel model reveals some 

inherent deficiencies with the (initial) model itself. In its generic form, 

Mel displayed a propensity to address broad generalities in suggesting ways to 

improve investigative efficiency rather than in providing substantive detail in 

suggesting exactly how particular functions were to be performed. In-depth 

thought had not addressed differences in investigative routines among the 

various types of investigations performed, e.g., burglary, theft, homicide, 

robbery, rape, motor vehicle theft, arson, aggravated assault, etc. And 

little, if any, consideration was given to the rationale and criteria used in 

case assignment, an oversight observed but not articulated by experienced 

investigators. 

Collectively pooling all the implications from the research conducted 
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during the 1970s lead to the following conclusions: 

t The use of random, preventive patrol should be dismissed) 
and the use of preprogrammed, goal-oriented patrul 
strategies (e.g., directed patrol, etc.) should be 
increased. Quite simply, preventive patrol doe5n't 
prevent crime, and ra~dom patrol produces random results. 

• The add i t i on of more offi cers to reduce pol ice response 
time to all calls for service can not be justified a.s a 
means to increased on-scene criminal apprehensions. Only 
about ten to 15 percent of dispatched calls for service 
constitute bona fide emergencies. Citizens reporting 
delays tend to negate the potential impact rapid pol ice 
response would have to many types of calls in which a 
desired outcome could be achieved. 

• Effective management of the patrol functio~ is dependent 
upon intelligent management of the dispatch function. 
Log i ca 1 and interdependent 1 i nkages exi st between 
management of the dispatch function, management of the 
patrol function, and management of criminal 
investigations. All too often, the patrol function is 
"managed" by the dis-patchers. The development of 
differential police response (i.E:., call diversion) 
strategies and call prioritizc.tion and queueing 
procedures is critical in managing incoming calls for 
service and thus the patrol officers' time. Given the 
important but limited role petrol officers have in 
criminal investigations through conducting preliminary 
investigations, sufficient time needs to be available for 
the officers to perform quality and comprehensive initial 
investigations. 

I The development of crime and operational analysis 
procedures is vital in managing the patrol and 
investigative functions. Implementation of directed 
patrol activities is dependent upon the timely and 
accurate crime analysis information. 

, As a viable resource, the use of patrol officers in 
activities other the') performing routine patrol and 
"running calls" has been underutilized. Meaningful 
i ncent i ves needed to attract and retain good off; cers ; n 
patrol must be developed by police managers. Police 
officers need erhanced status and enriched job 
respons i bil it i es . They need to become more i nvo 1 ved ; n 
providing directio:l and insight into managing the patrol 
fund ion. 

.. A strong emphasis is needed to involve the community in 
policing. Truditional methods used by the police to 
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'"combat crime" and render various types of services have 
not always been effective. Initiatives must be taken by 
the police to identify citizen expectations regarding 
service delivery and to work with citizens in addressing 
and resolving problems of mutual concern. Management 
must recognize that, as with the patrol officers, 
cit i zens also represent an untapped resource that can 
provide valuable assi~tance in helping the police perform 
their work. 

• To facil Hate the development of stronger ties with the 
cormnunity, policies that require the' frequent rotation of 
officers across shifts must be seriously examined . 

. Frequent shift rotations impede the officers' abil ity to 
become acquainted with citizens that live and work in 
their beats. 

, At tent i on also needs to be devoted to assessing or 
reassessi ng the purpose and function of beat structures., 
Rather than being traditionally defined as "patrol areas" 
(initially developed to equalize work load), emphasis 
needs to be given to reconfiguring beats around 
neighborhoods. Ideally, these neighborhoods would be 
relatively homogeneous after having considered 
demographic and socioeconomic characteristics. More 
homogeneous "neighborhood beats" would make it easier for 
the officers to become familiar with the values of 
cit i zens that res i de in these beats. Rather than havi ng 
to deal with an extensive amount of cultural diversity 
among vari ous different groups of people, the offi cers 
would be better prepared to identify problems and solicit 
solutions from residents to impact these problems. 

• Officer aSSigned to the patrol function must become more 
actively involved in criminal investigations. The 
qual ity of the initial investigation is critical in 
determining weather a case may be solved or receive 
subsequent investigative attention. Appropriate training 
and equipment must be provided to facil itate competent 

.. and comprehensive initial/preliminary investigations. 
And patrol officers should be permitted to perform some 
follow up investigations and obtain early case closures 
if sufficient time is available. 

• Case management systems must be developed and implemented 
to fit the needs of the various investigative functions. 
The s e sys terns mus t inc 1 ude sound case screen i ng 
mechanisms, logical criteria in the assignment of cases, 
methods to efficiently manage ongoing investigations, and 
procedures to monitor and track the filing of charges and 
prQsecutorial dispositions of cases. Systematic 
procedures also need to be developed to account for cases 
as either being open or closed, and uniform terminology 
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. needs to be developed to accurately account for case 
clearances. Finally, appropriate procedures need to be 
developed that professionally informs victims (for some 
types of cases) that, given the absence of leads, 
continued investigation can no longer be justified. 

In having now reviewed some of the pertinent 1 iterature informing pol ice 

operations and in having assessed the implications from this research that was 

conducted during the 1970s, it is not surpris'ing that the findings from these 

studies made many police administrators nervous. Occasionally, these findings 

appeared in local newspapers, having been released through the wire services. 

Many chi efs were caught off guard when confronted by mayors and ci ty managers 

who demanded explanations and wanted to discuss the political pnd policy 

implications of the findings. Of interest is the fact that the findings, in 

general, did not tell pol ice administrators what it was they were doing that 

did work; only what didn't. 
. 

Of no small consequence, it became exceedingly difficult for chiefs of 

police to defend the traditional rationale that had been used for budgetary 

I increases for additional officers and more equipment. And the economic mil ieu 

of the 1970s with recession, inflation, fuel shortages, and "prop 13s" provided 
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credence to elected officials who, in light of the research findings, sought 

justification to chop police budgets. 

Many chiefs of police did not survive the momentum for change that began 

to build during the past decade. But for most of those that did they brought a 

different philosophy of municipal policing into the 1980s. Influenced by the 

events of the 1960s and the research of the 1970s, this philosophy contained an 

expression of values regarding human life, personal dignity, and individual 

rights. It also contained a change in emphasis that diminished the perception 

of police officers from being primarily "enforcement oriented" to becoming more 
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receptive and open in working with the public to prevent crime and identify and' 

suggest solutions for crime and noncrime citizen concerns. 

Not surprisingly, many of the innovative programs and a good deal of the 

research that has been funded during the 1980s has reflected the philosophy of 

th is 'new breed of pol; ce ch i efs. ' Whereas the decade of the 1970s was replete 

with the names of departments that had been extensively involved in research 

initiatives, Kansas City, Missouri, San Diego, California, Rochester, New York, 

a new set of names would emerge out of the 1980s. lhese would include Madison, 

Wisconsin, Flint, Michigan, Newport News, Virginia, and Minneapolis, Minnesota, 

to name just a few. 

The 1980s started with a major study sponsored by the National Institute 

of Justice (NIJ). To test the utility of a comprehensive police response 

system for managing incoming calls -for service, NIJ designed the Differential' 

Police Response (OPR) Field Test Program in October of 1980. In having 

initially searched for a number of agencies to participate in the project, 

threfe cities were finally selected as sites to test the program under 

contnolled, experimental conditions. These cities included: Garden Grove, 

Calif~rnia; Greensboro, North Carolina; and Toledo, Ohio. 

The DPR experiment had evolved from an earlier Differential Police 

Respo;ns-e Strategies project, also supported by NIJ, that had as its mission the 

develcpment of a model to manage incoming calls for service. The Birmingham, 

Alabama , Pol ice Department was selected as the site for model deve 1 opmen t. 

Knowh~dgable about prel iminary findings from the Kansas City Response Time 

Analysis Study, a group of police practitioners and researchers began work to 

dev; sle the model. Through a seri es of meet i ngs, such a model was eventua 11 y 

developed and its implications discussed. 
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The model involved a two-dimensional schematic that included a set of 

priority codes for the following categories: major personal injury; major 

property damage; potential personal injury; potential property damage; minor 

personal injury; minor property damage; other minor crime; and other minor 

noncrime calls. Under each of these headings were other categories that sought 

to classify reporting delays, e.g., "in-progress, proximate, and cold." 

The response alternatives. developed for this model included "sworn 

mobile," "nonsworn mobile," and "nonmobile." Adjacent to each of these 

headings were subcategories that identified the appropriate type of mobile 

response. These included "immediate," "expedite," "routi,ne," and" 

"appointment." Alternative response strategies developed for the nonmobile 

responses included: "telephone," "walk-in," "mail-in," "referral," and "no 

response." 

Theoretically, the rationale underlying the model appeared to make sound 

manageri a 1 sense. But the model was never formally evaluated unt 11 the OPR 

experiment was implemented. 

There were two pri mary object i ves of the OPR test: I) to increase the 

efficiency of the management of calls for service; and 2) to maintain or 

improve citizen satisfaction with police service. To evaluate the first 

objective, a set of subordinate objectives were identified. These included the 

following: 

., To reduce the number of nonemergency call s for servi ce 
handled by immediate mobile response; 

• To increase the number of nonemergency calls for service 
handled by a telephone reporting unit by delayed mobile 
responses or by other alternative response strategies; 

• To decrease the amount of time patrol units spent 
answeri ng ca 11 s for servi ce and increase the amount of 
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·time available for crime prevention or other activities; 
and 

(8 To increase the availability of patrol units to respond 
rapidly to emergency calls. 

The second objective addressed the need to determine how many and wbat 

types of calls could be handled by alternative response strategies withnut 

adversely affecting citizen satisfaction. It was assumed that if calls were 

carefully screened, if citizens ·were informed of potential delays, and if 

alternative strategies were appropriate and timely, citizen satisfaction wou~ld 

not decrease. Hence, the second objective contained the following subordinate 

objectives: 

, To explain to citizens during their initial contact with 
the intake operators the method and reason for the type 
of police response suggested to service their calls; and 

• To provide satisfactory responses to citizens for 
resolving their calls for service. 

To prepare the departments to implement the program and the experi menta 1 

conditions, uniform procedures had to be developed to classify and prioritize 

calls, establish alternative response strategies, and effectively screen and 

process incoming calls. An extensive amount of training was required at each 

site to ready personnel for the test implementation. Alternative response 

strategies included the implementation of a telephone report unit (called 

ei ther a Telephone Report Unit [TRU] or an Expeditor Unit) to take reports over 

the phone, a procedun~s to del ay mobil e pol ice responses from 30 to 60 mi nutes, 

a procedures to refer calls to other agencies, e.g., the Humane Society, public 
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works, animal control, etc., and a method to handled "scheduled walk-in I 
reporting," and "main-in reporting." 

After all most two years of time needed to plan for implementation and 

then collect data following implementation, a few of the key conclusions fY'()m 

44 



I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

this project are presented below: 

• Pol ice departments can achieve a sizeable reduction in 
the number of nonemergency call s for serlli ce handl ed by 
immediate mobile dispatch without sacrificing citizen 
sat i sfact ion. The DPR experiment demonstrated that up to 
47 percent of all caJls could have received alternative 
response treatments. 

I Citizens showed a high willingness to accept response 
alternatives to the immediate dispatch of a patrol unit 
for nonemergency calls~ 

• Ci ti len surveys revealed that 75 percent of persons 
calling the,police were willing to accept delays of up to 
an hour in police response time to nonemergency calls for 
service. 

• Citizen satisfaction with the initial conversations with 
intake operators was very high. Satisfaction with call 
takers among citizens in the experimental groups 
receiving mobile responses exceeded 95 percent at all 
three sites; for those receiving delayed mobile 
responses, sat i sfact ion -wi th call takers ranged from 92 
percent in Garden Grove to 97 percent in To1 edo. 
Citizens receiving telephone reporting response 
alternatives expresses satisfaction levels in excess of 
95 percent (ranging from 95.8% in Toledo to 97.3%;n 
Garden Grove). 

• Citizen satisfaction with mobile responses averaged 95.4 
percent among the three sites tested. Citizen 
sat; sfact i on with delayed mobil e responses averaged 94.4 
percent for participating cities. And an average of 94.2 
percent of the citizens surveyed expressed satisfaction 
with telephone reporting procedures. 

• Alternative response strategies are less costly than 
traditional mobile responses, and productivity levels are 
much higher for personnel using response alternatives. 
In Toledo, for example, the number of calls that could be 
handled by a four-person telephone reporting unit would 
require ten officers to be mobilized for immediate 
responses. 

, According to the test sites participating in this 
experiment, the advantages of civilianizing call intake 
operators and pol ice di spatchers far outweigh the 
disadvantages. Civilians can be hired and trained at 
lower costs, have higher retention rates, and are better 
educated. 
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• -The use of civilian evidence technicians to handle 
initial calls for certain property crimes can be an 
attractive alternative for police departments. Evidence 
technicians in Greensboro were able to process 18 percent 
of all nonmobile responses. 

I Travel time to emergency calls was not significantly 
reduced as a result of DPR experimental conditions (not a 
surprising finding given previous mention of results from 
the Kansas City Response Time Analysis study), however, 
the new call classification systems' did enable patrol 
off; cers to respond qu i ckl y when needed for bona fi de 
emergency situations. . 

, The use of mail-in reporting procedures was not found to 
be an effect i ve response a 1 ternat i ve. "Call-back" 
procedures, where the call taker telephones the offending 
party back and warns them of impending action, can be an 
efficient response for certain types of calls, e.g .• 
barking dogs, loud noise, etc. 

Given the historicity of research in policing, it is rare, and usuarly 

controversial, when empirical findings are presented from experimental research 

about a certain aspect of police operations. But,' unlike the Kansas City 

Preventive Patrol Experiment, the findings from the DPR experiment generally 

confirmed what had already been learned (or assumed) from previous efforts to 

implement methods to more effectively manage the dispatch function. Thus, t~is 

study provided credence to departments that had 'already implemented intake and 

call screening procedures, the development of priority response codes, and the 

establishment of alternative response mechanisms that allowed for some types of 

calls to be diverted away from having to mobilize field units to respond to 

call s. 

As with the DPR experiment, two other studies funded by NIJ that primarlly 

focused on improving internal police operations received national attentlon 

during the mid 1980s: The Washington, D.C., Metropolitan Police Department's 

Repeat Offender Project (ROP); and the Police Executive Research Forum's (PERF.) 

study of burglary and robbery investigations. 
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Formul cited in May of 1982, the impetus for the deve 1 opmemt of the ROP 

program was based on the assumption that a vast majority of criminal acts are 

I perpetrated by a relatively small number of repeat, career criminals. The 
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mission of the ROP program was, therefor'e, to identify, arrest, and 

successfully prosecute recid·ivists. Suspects 11targeted" for ROP surveillance 

were believed to be cmnmitting five or more Part I offenses weekly. 

The ROP program offered a un i que opportun i ty to as ses s the problems and 

effectiveness of a proactive police unit specifically fanned to carry out a 

selective apprehension strategy. To measure the unit's effectiveness, the 

design of a control 1 ed experiment sought to determine whether repeat. offenders 

identified by Rap officers were more likely to be arrested by Rap than they 

were in the absence of ROP activities. A comparative component examined prior 

arrest histories and current case dispositions of a sample of persons arrested' 

by 40 ROP and 169 non-Rap officers, as well as arrest productivity rates for 

both groups of officers. 

Analysis of data produced the following findings: 

, ROP sUbstant i ally increased the 1 ike 1 i hood of arrest of 
the persons it targeted; 

• Targeted persons arrested by ROP offi cers had longer and 
more serious prior arrest histories than a sample of 
those arrested by non-ROP officers; 

• Rop arrestees were more likely to be prosecuted and 
convicted on felony charges, and more likely to be 
incarcerated than non-ROP comparison arrestees; and 

• ROP officers made only half as many total arrests as 
non-ROP comparison officers, but made slightly more 
"serious" arrests. 

The study by PERF to examine criminal investigations of robbery and 

burglary cases was conducted in three police agencies: the OeKalb County 
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Department of Public Safety (Georgia); the St. Petersburg, Florida, Police II 
Department; and the Wichita, Kansas, Police Department. Burglary and robbery 

cases were selected for this project for several reasons; they are relatively 

common, they are "serious crimes" (according to F.B.I. Uniform Crime Reporting 

criteria), and they consume a large amount of police resources. 

This study was primarily designed to determine the importance of 

prel iminary and follow up investigations in solving robbery and burglary 
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crimes. To address this issue, several questions were asked. These included I 
the fall owi ng: 

o How much time does a "typical" investigation take to, 
conduct? 

8 What actions are performed during an investigation? 

i What information is obtained during investigations? 

• What are the sources of information gained during 
investigations, and how often do such sources provide 
information? 

o What is the relative importance of the role patrol 
officers and detectives play in conducting 
investigations? 

• What actions taken or information gained by investigators 
contribute to the arrest of suspects? 

In seeking to answer these questions, the study took about two years to 

complete and involved analysis of investigative data from more than 320 robbery 

cases and 3,360 burglary cases in the three participating jurisdictions. The 

findings frolll this effort revealed that detectives and patrol officers 

I 
I 
I 
I 
I 
I 
I 
I 

contribute equally to the solution of both types of crimes examined. But the I 
investigation of such cases rarely consumes more than four hours, spread over 

as many days, and three-quarters of the investigations are suspended within two 

days for 1 ack of 1 eads . In the remainder of cases, the follow up work 
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performed by detectives is a major factor in determining whether suspects will 

be identified and arrested. However, both detectives and patrol officers rely 

too heavily on victims, who seldom provide information that leads to an arrest. 

And detectives and patrol officers make too 1 ittle use of other sources of 

information most llkely to lead to arrest, i.e., witnesses, informants, peers, 

and police records. The single conclusion derived from this research is that 

sound management is required to ensure that investigations are effective and 

that resources are not wasted. 

Up to this point, most of the research presented has focused on asseSSing 

or' improving management of internal police operations. As indicated earlier, 

however, a change in orientation has taken place in policing that tends to 

focus more on external resources, i.e., the citizens, in working with and 

assisting the police. Many of the- traditional approaches tried to combat or' 

reduce crime have ~chieved only marginal success. Perhaps through establishing 

rapport and a better working relationship with citizens the police, over time, 

will find innovative solutions to remedy persistent problems. 

In April of 1979, Herman Goldstein t a Professor of law at the University 

of Wisconsin, published an article that presented a different way of thinking 

about the police mission. Rather than run from call to call without having 

time to identify any underlying problems associated with these calls, much less 

address them, Dr. Goldstein suggested an alternative approach; 

"problem-oriented policing." This approach necessitates moving away from a 

reactive, -incident/event-orientation" and moving toward ways to identify, 

define, and impact problems that continue to drain police resources. Dr. 

Goldstein indicates that problem resolution constitutes the "real, substantive 

business" of policing. 

49 



-----------------,---

Although this type of thinking is not incompatible with progressive pnlice 

thought, attempting to operational ize it through traditional pol ice management 

structures poses a significant challenge. But two police departments IDlave 

accepted th is challenge; the Mad i son, Wi scons in, Pol; ce Department and the 

Newport News, Virginia, Police Department. 

While work completed in the Madison Pol ice Department' has yet to be 

publ ished, work that documents the' problem-oriented approach in Ne!~port Nel,\iJs is 

in the process of being published. 

Also in 1979, work began in Flint, Michigan, to develop a "foot-beat" 

program. Seed money to develop the program was provided through .aprhl'ate 

source. The program involved the selection of a number of patrol officers to 

develop a close working relationship with citizens that lived in the officers' 

beats. The term "foot-beat officer" is actually a misnomer, because the' 

offices in Flint who are involved in this program are not supposed to spend any 

time walking beats, unless there is a specific purpose of this activity. Their 

role is primarily to act as community mobilizers, facilitators, and 

coordinators in identifying and addreSSing crime and noncrime problems that are 

brought to their attention. In general, they tend to work out of an office, 

donated by citizen groups, located in their beats. While some vehicles are 

available, many of these offices rely on unconventional sources of 
~ 

transportation such as motor scooters and bicycles. 

Of particular interest to other law enforcement administrators, the 

foot-beat program has been funded by a separate four-mill property tax 

increase. When this funding support was first presented to voters in a special 

election held in August of 1982, the measure passed by about 53 percent. In 

1985, another elect; on was held to determi ne is the tax payers wanted the 
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program continued. This time the measure passed by 68 percent. Recent polls 

conducted during the fall of 1986 indicate that citizen satisfaction with the 

program continues to grow. The latest survey reveals a general citizen 

satisfaction level of 75 percent. This poll also revealed a satisfaction level 

among Black citizens to be 80 percent. 

The Hi nneapo 1 is, Hi nnesota, Po 1; ce Department took part ina Domes~ i c 

Violence Experiment. Conducted fr:-olll early 1981 through mid 1982, this was the 

first scientifically controlled test of the effects of arrest for any crime. 

The purpose of the experiment was to address an intense debate about how 

police should respond to cases of domestic violence {misdemeanors}. This 

debate involved three different viewpoints: 1) The traditional police approach 

of doing as little as possible, on the premise that offenders will not be 

punished by the courts even if they are arrested, and that the problems are' 

basically not solvable; 2} The clinical psychologists' recommendations that 

police activity mediate or arbitrate disputes underlying the violence, 

restoring peace but not making any arrests; and 3) The approach recommended by 

many women's group of treating the violence as a criminal offense subject to 

arrest. 

If the purpose of police response to domestic violence calls is to reduced 

the likelihood of that violence recurring, the question is which of these 

approaches is more effect i ve than the others? I n response to th i s quest ion, 

experimental findings revealed that arrest was the most effective of the three 

standard methods police use to reduce domestic violence. The other methods, 

attempting to counsel both parties or sending assailants away from their homes 

for several hours, were found to be considerably less effective in deterring 

future violence in the cases examined. 
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The Houston Police Department collaborated with the Newark, New Jersey, . 

Po 1 ice Department on a project des i gned to reduce the fear of cri me among 

I 
I 

citizens. Funded through NIJ, this program sought to accomplish one or more of I i 

the following objectives: 

i Reduce the level of perceived neighborhood crime and 
di sorder; 

I Reduce the fear of and concern about crime; 

• Improve satisfaction with police service; and 

• Increase satisfaction with the neighborhood as a place to 
live. 

Houston and Newark were sel ected as exampl es of two di fferent types of 

ci ties similar, however, in that their police departments were able to 

design and manage complex experimental programs. Task forces were assembled in 

each city to determine which programs would best address local needs. 

In both cities, the programs tested included the following: 

• A local police community newsletter containing crime 
prevent ion advi ce, i nformat i on about successful efforts 
to thwart crimes, neighborhood news, and, in some cases, 
local recorded crime data. 

, A police-community multi-service center, where residents 
could go to report crimes, hold meetings, and obtain 
information. 

e Contacts made by police officers with neighborhood 
residents to determine and address what the public 
considered to be local problems. 

In Houston only, the programs included the following: 

• Telephone contacts with victims of crime in an attempt to 
provide assistance and demonstrate concern; and 

o An effort by pol ice officers to create a neighborhood 
organization. 

In Newark only, the programs included the following: 

• A program to reduce the "signs of crime" social 

52 

I, 

I 
I. 
I 
I 
I 
I 
I 
I 
I 
II 
I 
I 
I 
I 
I 



I 
I 
I 
I 
,I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
!I 

I 

disorder and physical deterioration; and 

, A coordinated effort to provide information, increase the 
quantity and quality of police-citizen contacts, and 
reduce the social and physical signs of crime. 

Results indicated that of all the programs tried, the most successful 

involved neighborhood police centers, door-to-door contacts, and community 

organizing by police. Inspection of the findings disclosed that these efforts 

had two characteristics in common: 1) They provided time for police to have 

frequent discussions with citizens who were encouraged to express their 

concerns about their neighborhoods; and 2) They relied upon the initiative and 

i nnovat ; veness of i ndi vi dua 1 officers to develop and implement programs 

responsive to the concerns of the public. 

As can be seen from a brief review of the work that has been completed or 

is currently ongoing, the research -of the 1980s continues to build from what' 

was found during the previous decade. And future research will certainly 

follow what is presently being learned about policing today. While additional 

research will continue to explore programs that involve the police with the 

publ ie, more work is needed in criminal investigations, department 

organizational structures, and police management systems. 
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STRATEGY CONSIDERATIONS 

During the course of each Executive Session meeting, a number of 

individual presentations were made. The presentations were designed to expose 

the panel members to a variety of , different programs which had been implemented 

within the department and/or throughout the nation. The reason for exposing 

the panel members to this information was to provide them with an opportunity 

to consider using anyone of them {or combination} as a vehicle to 

operationa1ize the concept of NOP. It was anticipated that anyone of the 

programs could become a part of the policing style utilized by all officers 

within the department. 

It is of interest in passing to note that programs developed within the 

Houston Police Department incorporated relevant findings from a lot of the 
, 

research conducted during the 1970s in policing. But, for the most part, the 

department's efforts went further than the "enforcement-oriented N projects of 

the 1970s by including built-in linkages with representatives from the 

community. For example, the department's Directed Area Responsibility Team 

program not only included crime analysis and directed patrol components, it 

also included a series of activities to increase communications with the 

citizens. 

Thi s portion of the report, therefore, serves to identify those programs 

and associated strateg1 es that were presented to and di scussed by the panel 

membership during the six sessions. Each of the programs will be briefly 

described below. 
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The Oasis Technique 

The OASIS technique is a comprehensive approach that includes a systematic 

analysis of the problems contributing to the formation of the neighborhood slum 

'and neighborhood decay; coalition building and collaboration between local 

government service agencies, the private sector, the local residents; and 

development of an experienced plan for action and implementation. The 

technique identifies the strengths and weaknesses of a target neighborhood in 

order to focus servi ces and attention on that area to reverse the trend of 

ne; ghborhood deter; orat ion. Once some improvement in the area and the hous i n9 

occurs, and committed and helpful residents have been identified, an "oasis" 

can be created in the neighborhood resulting in an initial step towards safe 

and decent housing. These improved areas are then supposed to produce a ripple 

effect resulting in a revitalization of the neighborhood over time. Once the' 

pri vate sector sees the prom; se of the area, investment funds may be 

forthcoming. 

A major feature of the Oasi s techn; que is to make more effective and 

efficient use of existing resources so that visible results are produced in a 

relatively short time period. 

The uniqueness of the Oasis technique is that it implements urban renewal 

in such a way that the character, social, and economic pattern of the area is 

preserved. This is in contrast to urban renewal which concentrates on removal 

of residents and replacement of structures. 

The Oasis technique consists of seven steps. On a collective basis, these 

steps represent strategy c'onsiderations for the executive session membership. 

They are as follows: 
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1) 

2) 

3) 

4) 

5} • 

6) 

7) 

Orienting and Organizing the Facilitators and Implementors: 
As a key component, this group generally consists of top 
representatives from the public and private sector, 
including the city administrator's office, public housing, 
police, public works, elected officials, business persons, 
and community leaders. These facilitators will eventually 
be charged with the responsibility of implementing the 
neighborhood plan; 

Co 11 ect i ng the Data: the methodology of co 11 ect i ng data 
includes collecting and analyzing historical records and 
available data (census, crime, housing, employment, etc.), 
direct observation of the conditions in the target area, 
interviewing residents, and other steps to compile a 
physical, economic, and social profile of the target area. 
Some of the key data elements include the following: 

61 history of physical maintenance, code violations, and 
antisocial behavior at the residences; 

• identification of private owners and landlords; 

• identification of "good" resfdents and "bad" residents 
in target areas; and 

e identification of social structures in target areas. 

Evaluating the Data: the evaluation step helps the 
participants understand the interrelationships in the data 
as they attempt to identify target areas offering the most 
opportunity for success; 

Present i ng the Data: thi s enabl es the dec; sion-makers to 
make more efficient choices regarding revitalization 
expenditures and strategies. It also provides an effective 
means of demonstrating to interested parties that certain 
policy choices are appropriate; 

Preparation of the Plan: the plan identifies the commitment 
of resources. Among the determining factors is the 
identification of the oa!ses, which residents will receive 
housing improvements, and the level of involvement from 
government agencies, including the police; 

Condycting Implementation Training: as a result of the plan 
being adopted, new.or different services will be required to 
be performed. The tra.ining serves to prepare personnel to 
deliver those services; and 

Imolementing the Oasis Neighborhood Plan: as a result of 
the services being dfllivered, actual physical and/or social 
changes in the target area will materialize. 
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The Oasis technique relies heavily on the involvement of the police for its 

success. Shou 1 d a dec is i on be made to adopt the Oas is techn i que cert a; n 

recommendat ions are made as to the role the pol ice serve wi th respect to the 

project. These recommendations include the following: 

1) Police should focus on crimes involving order maintenance 
that directly impacts the quality of life of individuals who 
live in low income neighborhoods {drugs, prostitution, 
gambling, drinking in public, disorderly conduct, junked 
cars, etc.}; 

2) Pol ice departments supporting an oasis effort must be 
will; ng to allocate a dedi cated squad of patrol off; cers. 
This squad should be headed by a sergeant whose sole 
responsibility is supervision of the oasis unit. While the 
size of the unit can vary, the squad should not exceed eight 
patrol officers and one sergeant. A liaison officer between 
the Oasis squad and the office of the Chief of Pol ice is 
also needed; 

3) The Oasis squad should haye flexible working schedules in 
order that the criminal element will not be able to predict 
when the Oasis squad will be on the street; 

4) It is beneficial to assign detectives to the Oasis squad on 
an as needed basis in order to assist with follow-up 
investigations; and 

5) The officers selected as Oasis squad members should be 
open-minded, and squad per~onnel should be ethnically mixed. 

There are no specific recommendations describing particular policing 

techniques. Officers are expected to be involved in a wide range of 
. 

activities, inclusive of: walk and talk activities, developing confidential 

informants, undercover and surveillance activities, raids, serving warrants, 

and participation in community meetings. 
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The Directed Area Responsibility Team (DART) Program 

The DART Program was designed to provide the department with a process of 

altering its methods of delivering police services to the community. 

Substantively, the program sought to expand the role of the officer through the 

process of decentralizing basic police responsibilities. By enlarging. the 

officers' role and providing increased managerial flexibil ity, the department 

attempted to commit itself to the effective management of patrol operations. 

The prog.ram consisted of five major strategy classifications. Included 

within each classification were numerous strategies which were administered 

during the experimentation period. 

strategies is provided below. 

A bri ef descri pt i on of each of the 

I. Deployment Strategies 

1) 

2) 

3) 

4) 

Beat Integrity - the assignment of officers to specific 
beats where they remain during their tour of duty, 
providing the requested services; 

One-officer Units - the increased deployment of 
one-officer units beyond the normal ratio of one and 
two officer units. In conjunction with beat integrity, 
the strategies were designed to increase visibility and 
reduce response time to emergency calls; 

Tactical Assignments - consisted of a series of events 
whereby the officers attempted to identify neighborhood 
problems and then provide a response in the form of 
using formal methods such as Tactical Action Plans or 
informal methods such as saturation patrols, covert 
surveillance, sting operations, and so forth; 

tms1gnated Report Units - establ ishing a single unit, 
per shift, to be responsible for writing offense 
reports within the district, which occur during duty 
hours; 
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II. Team Interaction Strategies 

5) Information Sharing - methods used to stimulate 
information exchange between officers, inclusive of 
using a blackboard or clip boards for leaving messages, 
increased number of meetings, interacting with' 
investigative sergeants, sharing of workcard 
information etc.; 

6) Investigative Sergeants - the decentralizing of the 
investigative function involving the crimes of robbe.ry, 
burglary, larcenies, and vehicle thefts. Investigative 
sergeants were reassigned to the Field Operations 
Command from the Investigative Operations Command, 
which allowed them to become generalists in addition to 
working more closely with the patrol officers; 

III. Job Diversification Strategies 

7) Patrol Officer Follow-up Inyestigations - expansion of 
the officers' role allowing them to spend time with the 
investigative sergeants working on criminal 
investigations; 

8) Support i ve Response Team - the establ i shment of a 
covert, p la i ncl othes tact i ca 1 squad of offi cers whose 
responsibility was to combat neighborhood vice and 
narcotic operations 

9) 

. 10) 

11) 

Structured Patrol - the assignment of officers during 
their uncommitted patrol time to resolve neighborhood 
prob 1 ems through the use of a vari ety of tact i ca 1 and 
dep 1 oyment responses. The strategy was dependant upon 
the access to crime analysis information and the 
d il i gence of the off; cers in discover; ng nei ghborhood 
problems; 

PartjcipatorY Management - establishing opportunities 
for personnel wi th in each rank to provi de input into 
decisions that either directly or indi'rectly affected 
their work; 

A.is1stant Squad leader - designating an officer to 
assume some of his supervisors responsibilities during 
his scheduled.absence; 
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IV~ Knowledge Gaining/Sharing Strategies 

12} Beat Profiling - establishment of a process whereby 
offi cers co 11 ect i nformat i on about thei r beat wh i ch 
would assist them in providing appropriate types of 
services; 

13) Crime Analysis -, establishment of a process of 
co 11 ect i ng, ana lyzi n9, and di ssemi nat i ng i nformat ion 
designed to decrease crime and noncrime activity; 

v. Community Interaction Strategies 

14) Community Contacts - when possible, officers were 
encouraged to interact with the citizens in their beat 
in order to exchange i nformat ion. The purpose of the 
exchanges was to faei 1 itate a better understanding of 
each others expectations, and, with respect to the 
officer, be able to respond to any particular needs 
expressed by the citizen; 

IS} Neighborhood Meetings - requiring beat officers to 
attend neighborhood meetings conducted by civic c1 ubs 
in order to expose th~ officers to the residents within 
their beat and allow them the opportunity to respond to 
any questions offered regarding the activities 
occurring in and around their neighborhood; 

16) Police Community Relations Officer - officers were 
reassigned from the COlllnunity Services Division in 
order to facilitate interaction between the citizen and 
the beat officer. This consisted of coordinating the 
flow of information which would educate the citizen 
about safety and crime prevention techniques, 
respondi ng to spec i a 1 requests from civic groups, 
schools, or individuals; 

I7} Cri me Prevent j Qn/Securi ty Survey~ - all owi ng off; cers 
t.o participate in cr:-ime prevention presentations and 
administering security surveys to private residences 
and businesses within their respective beats. Officers 
identified potential problems as lMe11 as solutions to 
those problems for all interested parties. 

As the needs of Houstonians changed over time, the department responded by 

designing and administering a program capable of ~oping with the demands of an 

evercnanging environment. DART served as a mechanism which provided the 
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department with an opportunity to become flexible in addressing the challenges 

of the future. 

The Positive Interaction Program (PIP) 

The purpose of the PIP is to 'facilitate an exchange of information between 

beat officers and neighborhood residents using as a forum community exchange 

meetings. The program contains a variety of program goals, among them are: 

1) Building more meaningful communication linkages between the 
public and members of the department; 

2) Creating a more knowledgeable understanding of the law by 
the citizen; 

3) Providing an opportunity for both the officers and the 
citizens to develop a better underst~nding of each others 
expectations and responsibilities; 

4) Exposing the citizens to the profession of policing; 

5) Providing a forum to exchange ideas and suggestions relative 
to the concerns and services that are pertinent to the beat 
in question; and 

6) Demonstrating to the citizens the members of the department 
do care about the quality of life within their 
neighborhoods. 

Monthly meetings lare held bringing together members of the police 

department with representatives of various civic groups located within the 
; 

division's jurisdiction. The citizen participants are responsible for 

transmitting information obtained from the meeting (e.g., newsletters) back to 

their respective civic groups. They also act as a conduit to express the 

concerns of thei r ci vi c groups to the pol ice offi cers in attendance. Other 

anCillary duties include notification of membership to attend meetings and 

providing refreshments for the meeting. 
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The resp.onstbi 1 ity of department personnel is to schedul e the meetiin~l, 

share informa:ti'on with the attendees, (i .e., crim~ analysis reports) and to 

discuss the ramifications of actions administered within the area. Probably 

one of the mo.st important funct ions the department assumes is ensuri ng the 

participation of the beat officers·. This allows the citizens an opportunity to 

discuss loc~d concerns with the individuals responsible for policing their 

neighborhoods. It also provides a.forum for the police officers to demonstrate 

their awareness of neighborhood concerns as well as availing themselves to any 

new information which they were previously unaware of. 

The program seeks to strengthen community ties by uniting the citizens and 

the officers. As mutual admiration and respect grow for one another, 

cooperative efforts begin to form in response to the unique concerns and 

problems in t.heir neighborhoods. This in turn enhances a sense of trust and· 

caring of the officers on behalf of the citizens. If the citizens realize the 

officers care about the quality of life in their neighborhood~, then they will 

be more apt to participate in its preservation. 

The Fear Reduction Program 

Research conducted by the National Institute of Justice revealed that fear 

of crime is a major problem in our society. Yet, other research evidence 

indicates that the level of fear appears to be far out of proportion to the 

object i ve risks of crime. The i ncongrui ty of the research fi ndi ngs is based 

upon the fact that fear may be derived from a concern about the "signs of 

crime" (e.g., vandalism, ·loitering, public drinking or gambling). Other 

factors, including impersonal relationships between the police and the citizens 

and the lack of information about crime and crime prevention techniques, may 

62 

I 
I 

, 

I 

I I 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 



I 
I, 
I , 

I 
I 
I 
I 
I 
I 
I 
'I 
I 
I 
I 
I; 

I 
t 
I 
,I 
I 

create a sense of powerlessness, leading to higher levels of fear. 

Law abiding citizens and merchants eventually opt to relinquish their 

neighborhoods to those who would prey upon them. Eventua 11 y, it has been 

suggested, this withdrawal process produces an exodus by those. who can afford 

to move to other, apparently safer, areas. If such migration occurs, the 

fear-infl icted areas then provide abandoned homes and shops that could become 

breedi ng grounds for yanda"~ ; sm, drug use, and other forms of di sorder. 

No research exists which provides systematic evidence that such a cyel e 

eXists, or, if it does, what can be done to interrupt the cycle. The Fear 

Reduction Program, consequently, represents an attempt to empirically determine 

how the police can effectively address the problems of fear, disorder, the 

quality of police service, neighborhood satisfaction, and, ultimately, crime 

itself. 

The program consisted of administering a total of five strategies. Each of 

the strategies is briefly described below: 

1) Po 1; ce-Commun i ty News' etter: represented an attempt by the 
department to disseminate information to community groups 
and individuals in the form of a newsletter. Two versions 
of the newsletter were published. The first version 
contained information about the department, crime prevention 
tips, stories about police and citizen's working together to 
prevent crimes; and "good news" stori es about crimes that 
had been prevented or solved in the neighborhood. 
Additionally, a regular column by the Chief of Police was 
included. 

The second version contained similar information as the 
first, except a map of the neighborhood and a list of crimes 
that had occurred since the previous newsletter were 
included. The crime information included the type of crime 
committed, the date of occurrence, the street and block 
number in which it happened, and whether it occurred during 
the daylight, evening, or nighttime hours; 
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2) 

3) 

4) 

5) 

Community Organ; zing Response Team: spearheaded by a group 
of patrol officers. attempts were made to create a community 
organization where none had previously existed. The purpose 
was to create a sense of community in the area, and to 
identify a group of residents who would work regularly with 
the police to define and solve neighborhood problems. 

Door to door surveys of a nei ghborhood were conducted by 
officers in an attempt to identify problems warranting 
police attention, and whether they, or any area resident 
they knew, might be willing to host small meetings of 
neighbors and police in their homes. 

Meetings were held, problems and concerns discussed, and 
arrangements were made to have representatives meet with the 
district captain each month to discuss problems and devise 
potential solutions involving both the police and the 
citizens; 

Citizen Contact Patrol: the purpose of this strategy was to 
enable beat officers to become more familiar with residents 
and employees working in their area. During their tour of 
duty, the offi cers were encouraged to make proactive 
contacts at residences and businesses. 

During these contacts the officer would explain the purpose 
of the contact, and inquire as to the identification of any 
nei ghborhood prob 1 ems the pol ice shoul d know about. The 
officer left a business card upon the conclusion of their 
interview in case the citizen wished to recontact the 
officer regarding additional information concerning their 
neighborhood; 

Pol ice Community Station: this strategy was designed to 
reduce the physical and psychological distance between the 
officer and the neighborhood residents. A small office was 
estab 1 ish in the nei ghborhood, 'staffed by pol ice personna 1 
and civilians. 

The officers were not responsible for handling calls for 
service in the area (although they could respond if they 
wished). When possible they did patrol the neighborhood in 
and around the community station. Their primary 
responSibility, however, was to design and implement 
storefront programs. Furthermore, they were to avail 
themselves to cit.izens who visited the storefront seeking 
assistance and/or information; and 

R~contacting Victims: the purpose of this strategy was to 
assist crime victims and demonstrate the police cared about 
their plight. A team of officers were assigned the 
responsibility of reviewing case reports in search. of 
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relevant information about the victim and the crime. Upon 
contacting the victim, the officers would ask the victim if 
they had any problems which the police might be able to 
help, and whether they had any further information about 
their case they could give the police. 

If problems were identified, the officer would refer the 
person to the proper age,ncy for assistance. If the victim 
needed information for insurance purposes, the officer would 
attempt to supply it. The officers also mailed a crime 
prevention package to the victims if they so desired~ 

It was the contention of the task force members that these strategies could 

possibly reduce the fear of crime in the respective neighborhoods as well as 

produce other des ired favorable effects. Th i s feel i ng was based upon the 

belief that legitimate commitments were going to be made to interact with the 

cit i zenry us i ng a var; ety of di fferent strategi es. 51 nce the off; cers helped 

develop these strategies, had seen their success 1n other departments, and were 

gOing to be personally involved in-the application of them, their desire and' 

willingness to see the strategies succeed strongly influenced their initial 

opinion. 
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WHAT HAVE WE LEARNED? 

The Houston Police Department has developed and implemented, during the 

course of the last five years, a number of significant community oriented 

programs as was identified in the previous section of this report. In 

implementing each of these programs, the department sought to determine 'alhat 

they could learn about the nature of relationship between the officers and the 

citizens. In each instance, this relationship was affected by the purpose and 

frequency of the interaction experienced by both parties. 

Given that the City of Houston can best be characterized as a large urban 

area containing a multitude of unique challenges, it becomes the responsibility 

of the police department to determine what its role is in addressing those 

challenges. The concept of NOP appears to represent a logical method of 

tackl ing those challenges. In the development of this concept, however,- it 

requires a commitment on behalf of department personnel to design a policing 

style which incorporates the lessons learned from previous program 

"experimentation efforts. 

This portion of the report identifies the lessons learned from the 

department's experimental programs. Since the purpose of this paper is to 

describe salient characteristics of a policing style for the department, there 

will be no attempt to suggest which programs should be incorporated within 

the NOP concept. Furthermore, there' will be no attempt at this time: to 

describe relationship between a particular program(s) and the department's 

prospective policing style.' 
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The Oasis Technique 

From the department's standpo i nt, the success of the Oas i s techn i que is 

dependant upon two primary factors: 1) the actual commitment by agencies other 

than the police department and 2} the involvement of the patrol officer in the 

Oasi s techn i que process. Of the' two factors, the second is more conduc i ve to 

control by department officials. 

The process by which the Oasis technique becomes operational, consists of 

seven steps: (please see page 55 for a more detailed description) 

1) Orienting and organizing the facilitators and implementors; 
2) Collecting the data; 
3) Evaluating the data; 
4) Presenting the data; 
5) Preparation of the plan; 
6) Conducting implementation training; and 
7) Implementing the Oasis neig~borhood plan. 

The Oasis technique, therefore, suggests a means of examining how one should 

go about performing his job. 

" As indicated by various panel members: 

create more programs; we have enough programs 

we need to quit trying to 

. what we've got to do is 

make all of the police officers that we have, community based police 

offi cers . " The imp 1 i cat i on is that the Oas i s techn i Que represents a method 

which will cause this change to occur. Again, in referencing panel member 

comments: "You get the officers at the grass roots level, involved in the 

plan, they interact with the facilitators, plan what's going on, and 

participate ~nd are responsible for implementation. They know what's going to 

happen (and) why its going to happen". 

Although the Oasis technique ascribes to the use of a squad of officers, it 

appears that once the residents gain control of their own neighborhood, the 
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squad can be disbanded and responsibility turned over to the beat officers. 

This mayor may not be consistent with previous discussions regarding the role 

of the beat officers under the concept of NOP. 

The Directed Area Responsibility Team (DART) Program 

The DART Program can best be described as a process which simultaneously 

incorporated the decentral izing of basic pol ice services with a concomitant 

expansion of the roles of the officers, sergeants, and lieutenants. In 

association with the role expansion was a commensurate increase in supervisory 
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and manager; a 1 fl ex; bil i ty. The focal poi nt of the program centered upon the I 
; m p 1 em e n tat ion 0 f 1 7 d iff ere n t s t rat e g i e s , g r 0 up e dun de r 5 d iff ere n t 

operational categories. 

The findings gleaned from the Evaluation Report are provided below: 

1) Deployment Strategies: 

• Beat Integrity - neEld more cooperation from the 
Dispatch Div'ision with respect to assigning calls to 
the beat units; officers are in need of constant 
encouragement to rem a in in thei r beats; and offi cers 
must be given the flexibility to police their beat in 
accordance with the needs of the residents they serve; 

• Doe-officer Units - strategy is heavily dependant upon 
a "system of deployment" which includes the ability to 
control radio traffic, accessing information through 
the mobile digital computers, maintaining visual 
assurances (from other units) during patrols, and 
sharing crime data and activities verbally during roll 
calls and shift changes; response times were reduced; 
"wolfpacking occurred"; and vehicle availability was a 
mu.st; 

Tgctical Ass';gnmenu - strategy is dependant upon 
timely and re'liable crime analysis information; 
identifying tactical assignments became difficult; 
standardized administrative procedures guiding the 
implementation of the strategy were non existent; more 
comprehens i 'Ie preparatory tra i ni ng is needed; off; cers 
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need to be given credit on the workcard for the 
performing tactical assignments; and 

Designated Report Units - total failure due to the 
complex coordination of administrative 
responsibilities; recommend it not be used unless 
following suggestions were incorporated: training for 
dispatchers in screening and recording the report 
calls, an increase 'in the report unit's responsibility 
to compensate for those times when the unit is not 
needed for reports, and deployment of strategy shoul d 
be cons i stent for those beats/districts ff1l''?ding a 
1 arge number of report call s. Reference was f'iiade to 
resurrect the Calls for Service Management Program as a 
more effective method of handling these types of calls. 

Officer visibility can be increased utilizing existing resources. 

Response times decreased as a direct result of these specific deployment 

pract ices. Off; cers did not 1 ike beat i ntegri ty and are concerned about 

their safety. Tactical assignments need stronger crime analysis support 

and resistance was experienced f~r the designated report unit. 

2) Team Interaction Strategies: 

,. Information Sharing - rapport between the officers and 
the investigative sergeants was effective; 
communication among the officers between shifts was 
sporadic and 

Investigative Sergeants - a clearer understanding of 
the invest i gat i ve sergeant's role wi th ; n the overa 11 
operational context was needed; this includes 
establishing coordination linkages with the centralized 
divisions; data collection procedures must be 
established immediately to measure the quantity and 
qua 1; ty of the work conducted; inadequate support 
equipment and furniture also attributed to an ;,nitial 
decline in enthusiasm for the strategy. 

Officers are reluctant to share information unless there is a conduit, such 

as a localized crime ·analysis unit. Investigative sergeants and patrol 

officers can work together as long as the job task expectations are 

satisfactorily attained by both parties. This will lead to writing more 
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comprehensive initial investigation reports and thereby expedite easel, 

closure. 

3) Job Diversification Strategies: 

• Patrol Officer Follow-up Investigations - officers 
were not properly 'i nformed as to the purpose of the 
strategy; a systematic method of assigning cases should 
be considered to avoid charges of favoritism being 
alleged; on-the-job training should be improved; 
officer participation should not just be limited to 
"leg work" or menial tasks; 

Supportive Response Team - strategy led to a prompt 
resolution of neighborhood vite and narcotic problems; 
stricter controls need to be established to govern the 
amount and type of activities the team should be 
involved with; conflict occurred with strtictured patrol 
operations thus causing coordination problems to occur 
for the beat officers' supervisor; 

Structured Patrol - initially, confusion over the 
meaning of the concept occurred, but was eventually 
clarified; the success of the strategy is dependant 
upon the collection and analysis of information; this 
proved to be an obstacle as the crime analysis strategy 
was not as effective as initially envisioned; a means 
of schedul ing structured patrol act'lvities needs to be 
developed; 

Participatory Management - a clear and concise 
operational definition of the concept was needed; more 
opportunities for meetings needed to become available; 
a more clear understanding of one's role in the concept 
is needed; and 

• Assistant Sqyad leader - a worthwhile. concept if a 
clear definition of the scope of the leader's authority 
can be developed; . sel ect i on criteria needs to be 
uniform; a method of evaluating performance should be 
dev1 sed; thi s strategy woul d be more effective if used 
in conjunction with a squad concept for the officers. 

Officers are fully capable of resolving problems within their beat if given 

the chance, and knowing they would be held fully accountable for their 

actions. The expansion of the officers' role led to increased productivity 
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and improved supervi sory rel at ionshi ps. The sergeants became more 

responsible for managing the affairs of their officers in light of the 

expansion of their officers' job responsibilities. Uncommitted patrol 

time was reduced. 

4) Knowledge Gaining/Sharing 'Strategies: 

\I Be at Profil ; ng - the theory of beat prof; 1 i n9 was 
supported by the offi cers' superv; sors; the scope of 
information collected should be limited to its 
operat i ona 1 sign; fi cance; because the information 
collected was not deemed to be practical for 
operational purposes, the strategy was seen as an 
inefficient use of the officers' time and 

Crime Analysis - strategy was strongly supported by the 
rank and fil e, however, because of the 1 ack of 
equipment and office space, the strategy was a minimal 
success. 

Information support is an essential element if one is to effectively manage 

patrol operations. Furthermore, the utility of the crime analysis 

information is only as good as it is perceived by the officers; therefore, 

the information must be timely, rel iable, and informative. Additionally, 

crime analysis personnel must be easily accessible by the patrol officers 

requiring their services. If this occurs, the officers become quite 

appreciative of the information and find it beneficial to the performance 

of their job. 

5) Community Interaction Strategies: 

• CQmmuni ty Contacts - supervi sory support of the 
strategy was apparent; extreme di ffi cul ty in defi n i n9 
wha t type of act i vi ty represented a cornmun i ty contact; 
cOll'lTlunity personnel should be more informed about the 
strategy at community meetings or through newsletters; 

Neighborhood Meetings - strategy was responsible for 
establishing a closer relationship between the patrol 
officers and the citizens attending the meetings; 
coordination problems for the meetings existed but were 
eventually resolved; hidden agendas need to be removed; 
the use of a community feedback form was a plus; 
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fb· .Poli;ce Community Relations Officer - a very useful 
strategy as a definitive need eXisted; prior to the 
eix,p.i rat ion 0 f the ex per i men tal. tim e per i 0 d , the 
s t'r'a tegy wa s adopted by all of the FOC pat ro 1 
divisions; and 

, Crime Prevention/Security Surveys - beneficial strategy 
with in the commun i ty; need to develop a more effect i ve 
method of delivering the service; more officers may 
need to be trained as to how to perform the strategy; 
standard operating procedures need to be developed; 
procedures should include a recognHion of who should 
perfonn the strategy,. this infers training conrnitments. 

Community support for department operations helps facilitate strategy 

success. Officers and citizens can learn to respect each others' 

perspective if given the chance to meet and discuss issues which are 

conducive to a successful resolution. Interaction between the officers and 

the citizens enhances the level of satisfaction toward the department, 

given the nature of the encounter is nonadversarial 

The DART experi ence shoul d be vi ewed as a process in trans; t i on. It is 

apparent personnel resources can be more effectiv~ly redeployed if the 

equipment is available. There is considerable value in securing information 

from the pub 1 i c and from one another wi th i n the department. The off; cers can 

perfor.m more responsibilities if given the opportunity, under appropriate 

superv1sion, and with the necessary operational support. Experi ence has 

demonstrated that portions of the program, can be expanded as this has already 

occurred throughout the other divisions within the Field Operations Command. 

What is urged, however, is not an overreliance on just replicating the 

strategies. Efforts should.be directed toward analyzing how the patrol officer 

became more involved in providing a wider range of ~ervices heretofore 

unperformed. This seems to be more closely associated with the requirements 

demanded by the NOP concept. 
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The Positive Interaction Program (PIP) 

The PIP sought to improve the relationship between the neighborhood 

residents and members of the Southeast Division. This was obtained by 

establ ishing a forum for civic group leaders to meet once a month with the 

division patrol captain and a number of patrol officers and/or supervisors. 

The meetings provided a forum for the participants to exchange information and 

ideas governing activities observed and/or performed in their respective 

neighborhoods. The civic group leaders would then transmit the information 

obtained from the meeting back to the members of their particular civic group. 

The cohesive relationship that formed between the officers and the citizens 

led to many success ranging from interacting with other governmental agencies 

to combat localized neighborhood concerns to performing special activities such 

as food drives and sharing informati~n from various newsletters. 

The PIP sought to establish cooperative responsibilities on behalf of 

department personnel as well as the citizens. This led to the citizens 

. becoming more informed about the law enforcement profession and the demands 

placed upon the offi cers. The off; cers also became more respons i ve to the 

needs of the citizens as they saw them as supportive friends and not just an 

entity requesting a particular type of service . 
. 

Suggestions for expansion also provide insight into the success of the 

program. Membership dl'ives are encouraged to involve more citizens thereby 

expanding the network or' communication flow from the officers. The use of 

neighborhood volunteers to work in the department is strongly encouraged as a 

means to develop a more meaningful understanding by the citizens of the 

department's commitment to the effective delivery of services. "Ride alongs" 

were also encouraged as an educational tool for the concerned citizen. 
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Finally, a citywide committee of representatives from all the PIPs would be 

useful in exchanging information and ideas throughout the entire citJ as 

opposed to a certain portion of the city. 

The Fear Reduction Program 

A total of five different strategies were implemented during the course of 

the program. The strategies consisted of distributing newsletters, crealting a 

community organizing response team (CORT), deploying a citizen contact patrol 

activity, establ,ishing a community station (storefront), and recontacting 

victims of a crime. The results of implementing these strategies has been 

extracted from, Reducing Fear of Crime in Houston and Newark: A Summary 

Regort, authored by the members of the Police Foundation. 

The significant findings for each of the strategies are as follows: 

1) falice-Commynity Newsletter: people appreciated receiving 
the newsletter, but there were no significant effects on any 
of the program's desired outcomes; 

2) 

3} 

Community Organizing Response Team: the strategy was 
associated with a significant reduction in the level of 
perceived social disorder in the area and with a significant 
improvement in the evaluation of police service. There were 
al so significant reductions in the levels of perceived 
personal and property crime in the area. One unanticipated 
effect was a perceived pol ice aggressiveness among program 

I area residents; 

Citizen Contact Patrol: the strategy was associated with 
significant reductions in levels of perceived social 
disorder in the area, increased satisfaction with the 
ne1ghborhood, and reduced property victimization. 

One aspect of the evaluation revealed significant reductions 
in the fear of personal victimization as well as reductions 
in levels of perceived personal and property crime and 
pol ice aggressiveness in the area. A significant 
improvement in evaluations of police service was also 
indicated; 
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4) Police Community Station: the strategy was associated with 
significant reductions in fear of personal victimization and 
in the level of perceived personal crime in the ar~a. 

One aspect of the evaluation indicated significant 
reductions in levels of perceived social disorder and 
perceived property crime in the area. The analysis also 
found that area resident~ took significantly fewer defensive 
actions to protect themselves from crime; and 

5) Recontacting Victims: the only significant effect was that 
victims who were recontacted perceived more personal crime 
in the area than did victims who were not recontacted. In 
particular, Hispanic and Asian victims who were recontacted 
demonstrated significantly higher levels of fear of crime 
and of perceived area crime. Such persons were 
significantly more likely to report taking defensive steps 
to protect themselves from crime. 

Although the program did not achieve all of the desired outcomes it had 

originally hoped, there were several implications for the practitioner to 

consider. Based on the fact the strategies involving citizens had the most. 

desirable impacts, and were easier and less costly to operate, the following 

suggestions can be offered: 

Every available opportunity should be taken to increase the 
quantity and improve the quality of contacts between police 
officers and the citizens they serve. This would involve a 
dedication of "out-of-service" time, which offi"~ers usually 
use for nondirected patro'l, to making contacts with 
citizens; 

During the course of police-citizen contacts, officers 
shoul d attempt to determi ne what probl ems are of greatest 
concern to the l"esidents of particular neighborhoods, what 
they believe are the causes of those problems, and what they 
think can be done about them; 

Stringent efforts should be made to reach out to all types 
of people,_ not just those who are easiest to reach or who 
initiate contacts with the police; 

• Programs should be developed to address the problems 
identified by the citizens, not those assumed to exist by 
the police themselves; 

• . Every effort should be made to involve citizens in 
addressing the problems they have identified; 
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A continuous process should be established to determine when 
some problems have been alleviated and others have arisen; 

Officers selected for assignments such as these should be 
clearly informed as to what the purpose of the program is -
and that their efforts, at least at the beginning, may 
appear unorthodox and frustrating; 

Personnel involved in 'these programs will need respect, 
trust, and considerable latitude to determine the nature of 
the problems they should address and how best to do so; 

Those officers who ar.e most creative, enthusiastic,and 
self-motivated will perform best. {The surest way to "bury" 
a program is to use it as a way to "bury" an unproduct i ve 
officer.}; 

Because these commun i ty-ori ented programs are un 1 ike usual 
police operations, special efforts should be taken to 
provide recognition and rewards to officers who perform them 
well; 

Supervisors should be selected who provide enough oversight 
to demonstrate concern, but not so much that individual 
officer initiative is stif~ed; 

A great deal of tolerance will be necessary, particularly at 
the early stages, to allow officers and their supervisor 
room to experiment and, occasionally, to fail; 

Training is crucial, and can best be provided by those who 
have proven their ability to conduct such programs; 

Any department consider'ing the programs discussed in this 
report should examine those programs directly. No report 
..• can effectively substitute for firsthand experience, 

including the excitement of their successes and the 
disapPointment of their failures; and 

Ii Finally, successful implementation of stich strategies 
requires more than just a mechanical execution of steps such 
as these. In the end, a sincere commitment to 
problem-solving with the community must infuse the 
organization and its members. 

These suggestions should aid the practitioner in his efforts to enlist the 

assistance of the public in preventing and reducing criminal activity within 

h; s commun ity . 
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Collectively, the programs, strategies, and activities described in this 

report were, for the most part, appendages to the management funct i on wi th i n 

the Field Operations Command. But management within the Field Operations 

Command recognized the need to incorporate these initiatives into the 

mainstream of the management structure. It was therefore suggested that an 

administrative process be developed to tie new programs and init.iatives into 

the existing management system .. Unlike the implementation of the D.A.R.T. 

Program that initially had to limp along pretty much on its own, the 

development of a more formal process to capture lessons learned from previous 

efforts was requ i red to fac i1 itate and direct implementation of other 

initiatives. 

In short, the Command recognized that a set of concepts was simply not 

sufficient to initiate and administer program activities. The concepts needed' 

to be related to the Command's goals and objectives and presented in the 

context of an administrative framework that addressed the process issues. 

These issues i ncl ude questions regardi ng what is proposed to be done, what 

resources are needed and are available t.o achieve program objectives, how will 

the programmatic activities be accomplished, and what'are the role expectations 

regarding responsibilities to insure that the appropriate ranks are held 

accountable. It is with these questions in mind that the ensuing section of 

this report was developed. 
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A PROCESS MODEL FOR DEVELOPING HOP 

Overview 

As noted previously in this report, the definition of Neighborhood Oriented 

Policing (NOP) is as follows: 

NOP is an interactive process between police officers assigned 
to specific beats and the citizens that either work or reside in 
these beats to mutua 11 y develop ways to i dent i fy prob 1 ellS and 
concerns and then to assess viable solutions by providing 
available resources from both the police department and the 
community to address the probleas and/or concerns. 

A crucial component of the NOP definition is establishing an interactive 

relationship between the beat officers and the neighborhood residents. This 

type of relationship is important in that it perpetuates a sense of 

respons i bil i t.y, a sense of cari ng and wi 11 i ngness, and a sense of commitment 

on behalf of both parties in order to make the neighborhoods a safer place to' 

live, work, and play. This desire to establish stronger bonds of trust and 

honesty must also occur among and between department personnel if the concept 

of NOP is expected to be successful. 

In most instances, the amount of exposure between department personnel and 

the public results when officers respond to calls for service. These meetings, 

more often than not, are not conducive to open, interactive forms of 
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convers;ation. They are usually quite specific with a focus on attempting to I 
respond to or resolve a particular concern voiced by the citizen. There are 

times, however, when officers and citizens can meet under more relaxing 

conditions. In most 'Instances, this would involve directing officer activities 

during their uncommitted patrol time. 
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During the officers' uncommitted gatrol time, supervisors, managers, and 

administrators alike must be willing to provide the officers with an 

opportunity to pursue the enhancement of thei r beats and the development of 

their relationship with the citizens. The officers, however, must realize 

that the activities emilnating' from these opportunities will have to bs 

performed in accordance with department parameters. Conversely, management 

must realize that officers are capable of devising methods of working with the 

citizens and that supervisory responsibility should focus on the desire to 

stimulate the willingness and dedication of the officer to become actively 

involved in identifying and responding to neighborhood concerns. 

The officers and their supervisors will need to work together in 

determining what action needs to be taken, when it should be performed, and how 

it shoulo be performed. There may ~be times when this causes disagreements to' 

occur between the off; cers and the SUper'll sors. When this occurs, the 

supervisors must be willing to sit down with their officers and discuss viable 

alternatives to their initial sets of recommendations. There may be instances 

when the officer's decision is appropriate and there may be times when the 

supervisor has to make the final decision. What is important, however, is the 

realization that the officers and their supervisors must begin to feel they are 

working with another and not against one another. 

The attitude that police officers must be guided and directed ~t every turn 

must be discarded. Pol ice officers are more than just prograrrmatical robots; 

they are creative, dedicated, and consciantious individuals who are capable of 

delivering police services· in a manner that is consistent with neighborhood 

expectations. 
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This is not to suggest that no semblance of control is needed to guide the 

officers' actions. What is needed is a better sense of when to exercise that 

control so as not to inhibit their ability to develop a feeling of ownership 

and pride in their work. This can best be accomplished by opening up lines; of 

communication between the officers', supervisors, managers, and administrators. 

The content of these exchanges should not necessarily be devoted to barling 

out instructions, requesting justifications for actions taken, or handing out 

occasional "pats on the back. n Although these actions are necessary at tilles, 

more of an emphasis needs to be placed on the need to challenge the 

individual's sense of accomplishment. Officers, supervisors, and managers 

alike need to be asked questions which prompt them to think about the types of 

activities they have performed, why those activities were administered, tihat 

problems, if any, were experienced -on behalf of the individuals involved, how· 

the activities coincided with any previously designed plans, what adjustments 

will need to be made, and so forth. The point is, department personnel must be 

challenged to plan, organize, and assess their daily contributions in 

relationship to the needs and expectations of the residents living within tbeir 

beats and the responsibilities of the police department. 

The NOP Process 

Given this initial orientation, it is imperative the beat officers realize 

the NOP process focuses on creating an env; ronment from whi ch they woul d be 

able to develop meaningful information exchanges with the neighboroood 

residents. The purpose of these exchanges is to provide the officers wlth 

additional insight beyond their own experiences as to what types of services 
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need to be delivered within the neighborhoods. Consideration, therefore, 

should be given toward identifying how the officers would acquire data which 

would help them formulate a set of reliable neighborhood expectations. 

The collection of information by the officers could incorporate the use of 

internal and external sources.' Internal sources would include obtaining 

information from complainants, self-initiated activities, crime analysis· 

reports, operational analysis .reports, experiences from their sergeants, 

1 ieutenant, and/or captain, and so forth. External sources of information 

could be obtained through proactive citizen contacts, interviews with business 

proprietors, citizen surveys, civic group meetings, church gatherings, and so 

on. Collectively, this information would broaden the officer's understanding 

of the concerns of the neighborhood. Comparisons with present service delivery 

methods could then be made by the officer. It would become the officers" 

responsibility to compare neighborhood concerns with present types of services 

delivered within the officers' respective beats. 

As the officers begin to think about the service needs they have been able 

to identify, some attention needs to be given to verifying the accuracy of the 

i nformat i on they have been exposed to. Off; eers may di seover that certa in 

neighborhood sources have identified concerns that have been totally unnoticed 

by department personnel and vice versa. In either case, efforts should be made 

to cross check the reliabiiity of the information. For example, if the officer 

was told about a burglary problem in a neighborhood, and the problem had 

previously been unknown to him, he could check with the crime analysis 

personnel to determine if they have detected such a problem. This form of 

verification will allow officers to eventually prioritize the neighborhood 

needs. 
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Gener,al'1iY:,i the' offi cers I experi ence will be a primary factor in justnf}fi n9 

how the netghbo,rnood needs are prioriti zed. Other considerations mew be 

dependant upon whether the need is of a criminal or noncriminal nature. It may 

a 1 so be dependant upon the offi cers' percei ved sense of resource ava il abilli,ty 

given the size of the problem. Another justification criterion could be the 

acknowl edgment of impact cons iderat ions by the off; cers. The impact conc~rns 

would more clearly describe what would happen if the neighborhood need(s) was 

not addressed by the department. 

At this juncture, the officers would begin to assess the need to conmH 

resources on a short or long term basiS. A commitment to either time frame 

would clarify what the officers could realistically hope to accomplish witO:in 

their respective beats. 

The officers should also be expected to identify appropriate evaluation' 

criteria which would coincide with the various courses of action they are 

considering. By identifying performance criteria, the officers are more apt to 

be cogni zant of the commitments they need to make if they expect to del i'v.er 

qual ity service. They are also more likely to want their efforts to succeed 

since they had a SUbstantial amount of involvement in the identification 

stages. 

This process of interacting with the public to acquire relevant 

information, verifying its accuracy, prioritizing the information, assessiing 

resource availability, and identifying performance criteria, should become a 

mental mind set within each of the p~\trol officers. This should not be 

construed to mean that the officers be requi red to document thi s series of 

activities. A more appropriat~ purpose is to ensure that the officers be,~~re 
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to clear1y envision what they fee·' should be done to service neighborhood 

needs. 

It is expected that the offi cers wi 11 want to begi n servi ci ng those needs 

as soon as possible. The service would obviously require an articulation of 

tasks, activities, strategies, and/or programs in need of implementation in 

order to resolve the neighborhood concerns. The officers, however, would also 

have to realize that whatever action is taken, it must be performed in 

conjunct i on wi th the delivery of normal, daily responsibilities such as 

responding to calls for service, making arrests, and writing reports. It 

would become the responsibility of the supervisors, managers, and 

administrators to determine how all of these responsibilities could be blended 

together to form a deliberate commitment to providing comprehensive service to 

the officers' respective neighborhoods. 

Consequently, it becomes the responsibility of the sergeant to discuss the 

servi ce needs ; dent i fi ed by the offi cers. Depend; ng upon the nature of the 

discussion, the sergeants may opt to discuss with the officers the rationale 

they used to formulate their position. Hopefully, as a result of the 

sergeants' self-initiative to become aware of the neighborhood needs and 

problems, there will be some consensus with the officers' viewpoint. If 

discre~ancies or differences of opinion do not exist, the sergeant could 

authorize the officers to pursue their recommended course of action. 

There may be instances, however, where the recofl'l'llendations warrant the 

commitment of sUbstantial resources. Additionally, the recommendations for one 

beat may be similar to thos"e in another. In either instance, the sergeants may 

decide to reassess the officers' recommendations and make minor adjustments, 

devise an alternative course of action, or decide to consult with their 
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lieutenant to determine the proper course of action to follow. 

An important aspect of the sergeants' role, consequently, is the 

recognition that they will be receiving a number of recormnendations froll the 

officers working the different beats under their direct supervision. It w,ill 

be the sergeant's responsi bil ity to coordinate and supervi se the impl emenbUon 

of the accepted recommendations. Thi s task will not be an easy one: to 

accompl ish as the sergeants mU5t still recognize the need to contiinue 

supervising the delivery of basic services within the neighborhoods (e.g. calls 

for service 7 arrests, and reports). 

The sergeants must realize that as the officers assume more responsibility, 

the job of coordinating the implementation of the activities becomes m0rc 

difficult. In order for the sergeants to efficiently account for their 

officers' actions, managerial methods will need to be developed and deployed,' 

Only then can the sergeant be in a position to effectively monitor the progress 

of the officers' actions. 

Once the officers' actions have been administered and assessed, it becllllTles 

the responsibility of the sergeant to provide feedback to the officers. The 
" 

officers may feel their actions were successful from the standpoint of remoV:'ing 

the probl em; however, th~ sergeant's observations may provide added ins'fght 

with respect to citizen feedback (e.g., via civic groups), how effici:ently 

department resources were utilized and coordinated, or, share t.he concerns from 

other officers who assisted in the delivery of the service . 

. Irrespective of whether the sergeants decide to authorize immedilate 

implementation in l~esponse to ,a given set of requests, it will still be U:e.ir 

responsibility to apprise their lieutenants of what is occurring within their 

districts. This means, espeCially in the case of recormnendations requiFing 
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I long term attention, that the sergeants be able to sit down and discuss with 

thei r 1 i eutenants what the avera 11 course of act i vi ty is for thei r area of 

responsibility. It becomes the responsibility of the lieutenant to begin 

coordinating the recommendations received from all of his sergeants. In most 

cases, this will mean reviewing the activity conducted or recommended from more 

than one district. 

As managers and coordinators,. the lieutenants ar'e ultimately responsible 

for conveying to the division captain what is happening on their shifts across 

the districts, within the beats. By meeting with their sergeants on a regular 

bas is, the 1 i eutenants can ascertain the compat i bil i ty of thei r sergeants I 

recommendations with any thoughts they or the captain may have. This is very 

important given the possibility of there being other specific requests to use 

resources that have limited availabiJity. 

In similar fashion to that of the sergeants, the lieutenants must also 

recognize the need to coordinate a multitude of potentially different and 

similar requests. The scope of the lieutenants' responsibility, however, is 

even broader than those of the sergeants sinc.e they must oversee the 

administration of shift activities. Whereas the sergeants are responsible for 

examining the recoillllendations from all of the beats, the lieutenants have the 

added· burden of examining the recommendations for all of the respective 

districts. Such an examination may also include the need to reverify the 

quality (if information collected, the accuracy of the analysis, the 

availability of resources, and the compatibility of the recolmlendations given 

the identified concern or problem within the different neighborhoods in 

question. In some cases, this will cause the lieutenants to reprioritize the 

recommendations. 
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The reprioritization could be justified on the basis of many factors. 

Among them could be the nature, frequency, and severity 6f the problem 

identified, the availability of resources, or its relationship to concerns of 

the departmentfs administration or those of city council. In other words, the 

lieutenants may have to assume a'very delicate role in coordinating the need:s 

of numerous independent entities, all of whom may have legitimate concerns. 

Once the lieutenants have formulated their recommendations, they should 

arrange a meeting with the division captain. The captain's ultimate 

responsibility is to approve or disapprove the plans brought forth by each of 

the sh i ft 1 i eutenants. As was the case before him, the captains are entrusted 

with the responsibility of assessing the merits of the recommendations from all 

of the shi fts. The same type of constraints put forth before the shift 

lieutenants are of equal concern, irnot more, to the captains. 

Upon approving any of the recommendations, it is imperative the captain be 

appri sed of any progress that ; s made. In order for the captains to assess the 

relative merits of any effort, they must be aware of the evaluation criteria. 

Once the progress is reported back to ths captains, they will be in a position 

to match the offi cers' performance with the performance cri teria associated 

with the activities, strategies, or programs administered. As the captains 

revi ew' the progress of the endeavor, they wi 11 be abl e to determi ne the 

relative success of the officer(s) and proceed to report those finding up 

through the chain of command to the chief of police. 

In summary, this portion of the report sought to identify several steps 

wh i ch coul d be useful in descri bi ng how the concept of NOP could be 

operat;~nalized. In retrospect, each of the aforementioned stages has a 

varying degree of applicability as one progresses up the chain of command. The 

86 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 



11 f 
~ 

~ 

'I 

11 
II 
'I 
I 

various roles, procedures, and responses mentioned are part of an evolutionary 

change process associated with operationalizing the concept of NOP. One can 

not expect the offi cers, supervi sors, managers, and admi n i strators to adj ust 

rapidly. Progress must be gradual but deliberate, it must be coordinated, and 

above all, it must be stimulated by a strong commitment to satisfy both the 

demands of the neighborhood residents and the desires of department personnel. 

To reiterate, conceptually, the process described throughout this portion 

of the report includes the following elements: 

1) formulation of expectations - the officers must be given the 
opportunity to develop a real istic set of expectations for 
their respective beats; 

2) Data collect jon and verification - officers must be allowed 
to interact with neighborhood residents in order to 
determine what their concerns are. They should also have 
access to department statistics which identify work demands 
within their beats; 

3) Analysis and discussion - a mutual responsibility of the 
offi cers and sergeants; the purpose of interact i ng is to 
identify and verify severity, frequency, and location of 
crime and noncrime activities within neighborhoods and 
business areas in need of attention by the police; 

4) ~ervtce commitments - primarily the responsibility of the 
sergeant to determine if the service should be delivered by 
the officers. The decision must take into consideration the 
department's ability to allow the officers to perform 
certain tasks, activities, strategies, or programs. 
Concomitantly, as assessment of resource availability and 
appropriate accountability measures should also be made; 

Although initial 'recommendations come from the officers, the 
sergeants and 1 ieutenants must be'9in determining how they 
can combine and/or coordinate th£! cOlTlTlitment of existing 
resources; as one progresses up the cha in of cOlmland, the 
magnitude of the, coordination increases and thus becomes 
more difficult to administer; 

All officers must realize that if appropriate resources are 
not available from within the department, the decision to 
implement their recommendations may be denied. The 
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offi cers, however, shoul d be encouraged to reth ink another 
means of resolving the identified problems or delivering the 
needed services; 

5) Implementation - the decision to implement can emanate from 
any 1 eve 1 depend i ng upon the nature of the request. Th is 
step basically represents the process of performing, 
supervising, and managing the actions taken by the officers 
in response to the citizehs' concerns. 

Simple requests may be handled directly by the officer or 
after a quick consultation with the sergeant. More complex 
demands may requ ire input and confi rmat i on from the 
lieutenant and/or captain; 

Confirmation to implement may be based upon the captain's 
abil ity to secure a commitment on behalf of local 
neighborhood groups to supply certain types of resources or 
other types of assistance; 

The commi tment to implement can also be affected by 
unexpected service demands which can legitimately interrupt 
officer activity and thereby redirect the officers' 
attention to another concern. This would result in the 
officers reinstituting their actions at a later time; 

6) Feedback and Adjustment - generally a responsibil ity of all 
participants. The success of the endeavor is dependent upon 
the i dent i fi cat i on of eva 1 uat ion cri teri a from which 
reliable data can be collected and assessed in relationship 
to the preestablished command objectives. 

Process Requirements 

The implementation of any new process should require the recognition and 

acceptance of adjustments to the present method of oper&tton. As nGted 

previously, the transition associated with adopting the NOP philosophy aff~ts 

each and every rank within the department. Among the more prominent changes in 

need of consideration are the following: 

1) 

2) 

The development and incorporation of a patrol management 
plan which assists in operationalizing the NOP concept; 

The development of information gathering strategies which 
are designed to unite the officers with the neighborhood 
residents in an attempt to identify local CO:1cerns and/or 
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problems; these strategies must contain criteria which 
identify for the officer, how different types of information 
can be collected from different sources; and 

A recognitio~ of the fact that interaction on behalf of the 
officers and the citizens, other officers, and/or their' 
supervisors requires time. Not only is cooperation from the 
dispatch personnel important, but supervisors should 
consider devising methods of allowing their officers to 
conduct meetings duri ng thei r duty hours. Examp 1 es of how 
this could occur include: 

e Considering the use of spl it roll call sessions, 
whereby time is devoted to having the sergeant meet 
with his respective beat groups; 

Establishing district group meetings consisting of 
representatives from each beat group and a sergeant to 
act as a resource person and document the minutes of 
the meetings. The meetings could be held on a 
bimonthly basis with a rotating membership so all beat 
officers would be involved in the interaction process; 

Providing time for the officers to collect data from 
their internal and external sources without 
interrupt i on to handl e calls for service. Th is coul d 
be accomplished by reassigning a beat officer to 
perform this function over the span of a couple of days 
and then rotating it to the next beat officer; and 

Allowing the officers time to meet and discuss their 
method of analysis of the data ""they collected. This 
woul d a 11 ow them to develop more meani ngful and 
effective recommendations governing their respectivE 
pl ans. 

The incorporation of these changes and others serve only to place the beat 

office~ in a more advantageous position to acquire data, analyze it, and react 

to it in a responsive and efficient manner. The benefits to be gained from 

I this transition are innumerable. The efforts expended by the department to 
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facilitate an<! support this change will surely have a direct bearing on how 

successful the concept of NOP can be operationalized. 
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THE FRAMEWORK FOR Nap 

Nap is a concept which seeks to define and describe a philosophy which 

guides and directs the delivery of police services throughout the. city of 

Houston. As a phil osophy, Nap attempts to incorporate the department's values 

into a responsive policing style which is dependant upon quality day to day 

interactions between the police and the public. Quality daily interactions are 

based upon the success of being able to establish a desire and willingness 
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within the officers to work together with the public. This feeling should I 
become inherent within all officers up to the point that it becomes a 

representation of the department's culture. By adopting this philosophy as the 

department's culture and transformi ng it into operat i ona 1 reality, a fi.rrn 

foundation will have been set from which the quality of life within all 

neighborhoods throughout the city of Houston can be improved. 

This basic description of Nap served as the impetus for the Executive 

Session membership to identify a variety of aspects which would assist the 

officers, supervisors, and managers in describing how they could best 

ope rat i ona n ze the ph il osophy of Nap. As the Execut i ve Ses s i on mernbersr, I P 

began to grapple wi th the tas k of i ncorporat i ng the Nap ph i1 osophy with i n the 

day to, day attitudes and behaviors displayed by the officers, two critical 

aspects of the definition garnered their attention. The first aspect focused 

upon the phrase: 

lIan interactive process between the police officers assigned to 
specific beats and the citizens that either work or reside 'in 
these beats ••• 11 

This phrase suggests that department personnel need to rethink what the nature 
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of their relationship with the public should be. Traditionally, there was I 
little, if any, reciprocity between the officers and the public in shariflg' 
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responsibilities for the delivery of police services. Under the concept of 

NOP, pol ice personnel and members of the communi ty must 1 earn how to work 

together. 

The nature of this relationship, therefore, requires both parties to 

actively communicate with one another. By virtue of communicating with one 

another, both the police and the community assume the responsibility of, 

identifying issues in need of resolution. As these issues are identified, it 

will invariably cause the officers to think about new and innovative methods of 

providing services. This is not to suggest that traditional service delivery 

methods are no longer valid. 

What is apt to occur is the' identification of issues which require 

different types of commitments or methods of delivering services. Herein lies 

the second key aspect of the NOP def4nition: 

•. . • assess viable solutions by providing available resources 
from both the police department and the community to address the 
problems and/or concerns.-

This implies that the role of the citizen becomes a more active one whereby 

they seek to assist the officers in resolving identified neighborhood 

concerns. 

No longer should the public assume the police can single-handedly identify 

all of thei r neighborhood probl ems. Furthermore, the publ ic must assume the 

posture of not only informing the police of their concerns, but they must also 

be in a position to assume some responsibility for helping the police address 

these concerns. The extent of this involvement on behalf of the public will 

vary depending upon the types of concerns needing attention and the ability of 

the police to respond, given the magnitude of their overall responsibilities. 
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This shift in orientation toward the public, by the police, will change the 

role of the beat officer. Although there will still be a need to recognize the 

value of enforcement activities, the desired perception is for the officer to 

be viewed as someone that can provide di fferent forms of hel p and ass; stance. 

It requires the officers to demonStrate an attitude of caring about the safety 

and well being of the citizens, someone who is not afraid to express compassion 

through empathizing and sympathizing with victims of crime. It also requires 

officers to be able to organize community groups, inspire and motivate 

community groups into action, and facilitate and cool~dinate the collective 

efforts and endeavors of others. 

As so poignantly discussed by the Executive Session membership, this shift 

in emphasis cannot occur without a commensurate shift in the attitude and 

behavior by the supervi sors and managers. Some resi stance ; s expected as the' 

ph il osophy of NOP cha 11 enges the overre 1 i ance on us i ng autocratic management 

styles. A different more responsive attitude and managerial style will be 

required to stimulate, accommodate, and perpetuate the desired behavioral 

changes which will occur as a result of redefining the officers' role. 

Th'i s new form of management must encourage a will ingness within all 

managers to transform new concepts into attainable goals and objectives. These 

goals and objectives must, in turn, be articulated within the organization and 

must be transformed into actions which are consistent with the service demands 

expressed by the citizenry. Thus, it becomes the responsibility of the 

administration to create an environment which will facH itate and support the 

development and implementation of a policing style under the NOP concept. 

In discussing how such an environment can be created within the department, 

the membership began to examine a number of programs that had been or still are 
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being administered throughout the country. Based upon an analysis of these 

programs, it became apparent that the success of creat i ng such an env; ronment 

was primarily attributed to the ability to effectively manage police 

operations. Based upon a review of the research trends and impl ications, it 

became clear to the membership that in order to effectively manage police 

operations several department commitments had to be made. 

Chief among these commitments· was the need to recognize the relationship 

between managing the calls for service work.load and the ability to manage 

patrol and investigative operations. The membership was quick to concede, 

however, that significant strides could not be made in strengthening these 

functional relationships unless changes were made within accompanying support 

operations. 

One of those changes involved a- massive reconfiguration of all police beat" 

boundar; es . As a forerunner to the development of the NOP concept, the new 

beat boundaries were aligned in accordance with neighborhood affinities. 

Concomitantly, efforts were also taken to conduct a work demands analysis study 

which identified prospective manpower allocation levels based partly upon the 

work load handled by the line officers. From this data a patrol schedule plan 

was developed which served as a guideline in identifying scheduling assignments 

for the beat officers. Collectively, this information provided the 

administration with a g.limpse of resource needs in relationship to the 

documented work demands within the department. 

As these changes were being made, other experiments were being administered 

to determine what type of program would best serve as the foundation from which 

the 1 i ne operations at the command station coul d be based. The most notable 

programs and strategies discussed within this report were the D.A.R.T. Program, 
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Fear Reduction Program, the Oasis Technique, and the Positive Interaction 

Program. Each of these programs sought to alter the traditional roles of the 

officers, supervi sors, and managers. More importantly though, was the fact 

that these programs introduced into the arena of pol ice operations a 

responsibility on behalf of the pub1ic to mutually participate in the 

performance of certain duties with the police officers. 

Since the inception of the D·.A.R.T. Program, the role of the public in 

police operations had not been envisioned as a significant. one. As a result of 

impl ement i ng the Community Contact strategi es, however, the officers began to 

develop an appreciation for the citizens' concerns as did the citizens become 

more knowledgeable of what the officers could and could not do. Coupled with 

the experiences from other programs (e.g., PIP and Fear Reduction) and 

strategi es implemented throughout the department; off; cers, supervi sors, and' 

managers began to realize that interacting with the community could lead to 

obtaining information which could be of value to police operations. 

In responding to this realization, further developments transpired within 

the department which focused upon analyzing and responding to ~ommunity input. 

An extensive crime analysis system, for example, has been developed. This 

system contains centralized and decentralized components. Through this 'system, 

personnel can assess the relevancy of information as it relates to resolving 

neighborhood problems, interdicting criminal perpetrators, and preventing 

crime. The Police/Citizen Cooperative Agreement project has also been 

completed and is presently being reviewed by department personnel. The purpose 

of this endeavor is to formalize, to some extent, a commitment on behalf of the 

department and neighborhood civic groups as to the responsibil ities each will 

share in addressing local neighborhood concerns. 
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In relation to this roject, attempts are also being mac! to further 

develop and expand the use of the Houstonians on Watch Program. When coupled 

with the Positive Interaction Program, the citizens will become actively 

involved in working with the police in improving the quality of life in their 

neighborhoods. 

Equa 11y as important is the commi tment to establ ish a tel eserve program 

which, as a call management tool,· will assist in providing the beat officers 

with more time to work in the neighborhoods. The Victimization Program along 

with a number of the D.A.R.T. Program strategies are being institutionalized 

within the Field Operations Command. lastly, and perhaps most importantly, is 

the development of a new performance evaluation system which will allow one the 

opportunity to assess performance activities associated with NOP. 

It is quite apparent that a number of changes have been and still are in . 

the process of being made within the department. In discussing these changes 

and related issues during the Executive Sessions, a number of questions arose. 

Probably the most perplexing, yet vitally critical question, centered upon how 

the acqUisition, analysis, and reaction to information obtained from the public 

would effect the ability to efficiently manage patrol operations. It became 

clear to the membership that a process needed to be developed which would 

define; how the cooperative relationship between the public and officers would 

be developed. Through the implementation of this process, it was perceived 

that significant steps could be taken to improve the quality of life within the 

neighborhoods. It was at this juncture the membership felt their 

responsibility ended. It had clearly become their feeling that operational 

personnel should assume the responsibility for developing this process. 
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CONCLUSION 
. .. 

In retrospect, the Executive Session meetings accomplished several tasks. 

Among them, the membership: 

1) C1 early art icul ated what the philosophy of the department 
was as it related to the concept of NOP; 

2) Defined the concept of NOP. The definition was firmly 
as soc; a ted wi th the department's mi ss i on and values. It 
also clearly established the need to develop, implement, and 
maintain the process of having the beat officers interact 
with the community; 

3) Described role expectations associated with the concept. 
This included identifying certain traditional policing 
assumptions that would be challenged by the NOP concept; 

• 
4) Reviewed findings from programs administered throughout the 

country ""s well as within the department in order to 
determine what would represent an appropriate operational 
foundation from which to base the NOP concept; and 

5) Discussed the ramifications of operationalizing the concept 
of NOP. It became quite apparent that any adjustment in 
operations, to support the concept of NOP, would require 
input from the personnel affected by the new process. 

Collectively, the material contained within this report represents the 

membership's attempt to describe the characteristics of the policing style to 

be adopted by all department personnel, especially the beat officers working in 

the ne\ghborhoods. In the minds of the membership, it is the acceptance of 

this policing style by the beat officer that is crucial to the success of the 
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philosophy. If the officers are allowed to develop a sense of accomplishment I 
in servicing their respective neighborhoods, then the desire, willingness, and 

motivation to support NOP will become commonplace. 

It becomes the responsibil ity of personnel outside the scope of the 

Executive Session membership to determine how this sense of ownership and pride 

can be developed as a part of the officers' policing style. There are other·, 
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equally demanding issues contai: Jd within this report that are also ir need of 

attention by operation personnel. For example, what type of management 

structura is needed to susta i n NOP, can supervisors and managers support NOP 

given their present types of responsibilities, how will NOP effect department 

pol icies and procedures, what types of lmpl ications does NOP have for the 

department, and so forth. Failure to recognize and address these issues and 

others cou'ld result in the inability to sustain the NOP philosophy. 

In closing, the occupation of the Westside COrmland Station represents a 

turning point in time in the history of the Houston Police Department where all 

of the discussions, experiments, and expectations are transformed into an 

operational format that epitomizes the philosophy of neighborhood oriented 

policing. This transformation process contains a multitude of different 

commitments which have already been made or are in the process of being made; 

within the department. All of these accomplishments represent years of 

dedication and cOlmlitment, not to mention the thousands of man-hours spent in 

preparing for the occupation of the Command Station. 

It now becomes the responsibility of field operations personnel to continue 

the transformation process by examining the material contained within this 

report, to discuss its operational implications, and to use it as a guide in 

develo~ing a plan which seeks to convert the concept of NOP into a viable and 

realistic policing style for the Westside Command Station, and eventually, the 

City of Houston as i whole. 
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EXECUTIVE SESSh ' ..... 

Panel Participants and Resour.ct: Persons 

CHAIRMt\N: 

Lee ()rown 

PANEL COORDINATOR: 

Tim Oenmeier 

PAR TlC(PANTS: 

George Alderete 

John Bales 

Artie Contreras 

Ed Davis 

f\uben Davis, Jr. 

Jerry DeFoor 

Dorothy Edwards 

I~udy GJrza 

Chris Ctllcspic 

Ralph Gonzalcs 

Jerry Jones 

Stclle LYOI1S 

(:.Ir \' ,\1.1: (;"'W\ 
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Southwest P.:Hro\ /)ivision/ I.kechnut 
SubscJ.tioll 

Field Operations Command 

Northeast Patrol Division 

South CClHral Patrol Division/ D.A.R.T. 

West Patrol Division! Command Station 
Operations 

Office of Plann!:li} .:.\nd i~cscJr(h 

Internal Affairs /)ivision 

S0urhc.lSl />.1 trol :)1 vision! :\1J.gn\)IIJ 
P.-!.r:': $IJb'it.l r 11)/, 

'.Vest P;)(rol /)IVISIIJI1/ Cornlll.1nd StJtll)!) 
Opcr.ltion'i (Cri:nc /\n:lI r si :;) 

North PJ.trol 

\\'(:st JI:ttrlJ: 1)1\"-;1\)"/ COIIllI1.\I1(j Sr;ItI',)/l 

Opcr.!lIOI\'. 
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PARTICIPANTS (Continued): 

Paul Michna 

Tommy i\1i tchell 

Sam Nur.hia 

'v\anin Reiner 

John Roberson, .lr. 

John Snelson 

Dennis Storernski 

Gene Thaler 

Victor Trevino, Jr. 

Da.vid Walker 

oetsy W2tson 

RESOURCE PERSONS: 

l3i II I~ied, 

nob Uowers 

Herman Gold'itein 

Mary Ann Wycoff 
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,\1ajor Investigations f)\Jre..1U 

Support S\!rviccs Comln<ln(j 

West Patrol l3ureau 

?olice I'\dvisory Cornlni (tee 

Southwest Patrol Divisioll/ Polle..:! 
Storefront 

West Patrol Division/ Command SlJltlon 
Operations 

Investigative Operations Command 

Southeast Patrol Division 

0!ortheast Patrol Division/ Lee lW0ad 
(\\'(!sley liousc Communit), Center) 

Southe.lst Patrol Division/ Park Fl1.:lce 
Sub'it~ltion 

'\uto Theft Divisioll 

!)r'uf~ssiunc11 Stand.:irds CornlTlJnd 

Houston Polio.! i)..:!pMtlnent 

iiou s ton PI) I ice Depart m ell t 

i.lni v\~rsi ty of Wis.:onsin 

HM vdrd Uni vcrsi t y 

Houston Polio:! Department 

Polir.c Found.ltioll 
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EXECUTIVE SESSION - POLICING STYLE 

NEIGHBORHOOD ORIENTED POLICING DEFINITION ELEMENTS 

Definition Elements: 

1) Focus upon the expectations and/or perceptions of what is desired in terms 
of service delivery from the police and the public; 

2) Effectiveness is based upon the need to have the officers involved as well 
as the citizens; . 

I 
I 
I 
I 
I 

3) Efforts should be made to determine what the publ ic wants in terms of I 
service delivery; 

4} Alter the role of the officer; I 
5) Develop a sense of trust between the officers and the citizens; 

6) Improve the officers' attitude by instilling a willingness to provide the II 
service; 

7) Responsibilities must be well defined and communicated to the officers; II 
8) Allow for operational flexibility to match resources to community needs; 

9) Develop a means of learning how to stimulate community involvement; 

10) K~y is the initial contact of the citizen by the officer; we must make a 
conscious effort to approach people; 

II} Officers must be willing to accept responsibility; 

12} Control rumors regarding the perception of what is occuring within the 
neighborhood; 

13) Be ac~essible to the public with'a Willingness to share information; 

14} We should shoulder the responsibility for getting the community involved; 

IS} Beat o'ficers should be responsible for providing community service 
fund tOIlS; 

IS} Must have good communications and be responsive to the communications; 

17) Style is dependant upon intentions; 

18) A sense of responsibility is needed; 
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Definitjon Elements cont/d: 

19) Motivation is based upon being given responsibility; 

20) Motivation comes from working with people who care about themj 

21) Must be aware of the change, monitor responses through feedback and evaluationsj 

22} Coordinate the delivery of servfces with a perspective for the wholej 

23) Refrain from using special squads when no longer needed; 

24) learn how to use the information (crime analysis) we receive; 

2S} Be sensitive to the different needs of ethnic groups; 

26) learn to utilize the information we obtain from the public 

27) Officers must mature faster to overcome problems associated with youth and aggressiveness;; 

28) Recognize fiscal limitations; 

29) Recognize the issue of job ~«tisfaction for the officers; 

30) Assist in helping the citizens determine their role with respect to 
addressing problems or requesting service. 
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