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ABSTRACT

The Crime Control Team (CCT) is the basic operational element of a
formal organizational structure of a municipal police department. The struc-
ture was suggested in order to assign the responsibility and, hence, account-
ability for the control of crime to specific individuals within the department.
This structure also permits the police to adopt an offehsive strategy towards
crime, as opposed to the defensive strategy of the conventional department.

The Team consists of a Leader, Deputy Leader and eight police officers,
The Leader has the responsibility for controlling crime in a given geograph-

ical area /*he conventional police beat). He has the complete authority to

determine where, when and how the Team members will be deployed in a

tactical sense.

The Team is basically deployed as a patrol force with the major tactical
objective of intercepting crime while it is in progress. Because the Team is
deployed in force during those times when the probability of crime occurring
is high, the Team is also a potential deterrent to criminal activity. If the
Team fails to prevent or intercept a crime, it then investigates. Thus the
Team has available three major tacfics, contrasted to the conventional oper-
ating procedure, which relies for the most part on a single tactic-investigation.
~ In July 1968, a Crime Control Team was committed tb Beat 50 in Syracuse,

New York. Six months later, a second Team was committed to Beats 62 and

63, which are adjacent to Beat 50. At the same time a Citizen Service unit
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was committed to handle all non-criminal requests for service in the three
beats. The purpbse of this operation was to experimentally evaluate the Crime
Control Team concept. The year-long evaluation period for the Beat 50 CCT
ended in August 1969.

The results of this evaluation are interprefea as being significant. Three

objective measurements were uséd:
1) The total amount of crime in Beat 50.
2) The total amount of Part I crime in Beat 50,
3) The clearance rate in Beat 50.

As an indication of the high pe‘rformanc‘e level obtéined by the Team, all
crime was down 35% and Part I crime was down 45% over the previous year.
The Team had a clearance rate of 34% over the experimental pericd. This
performance can be compared to the city-wide performance for the remainder
of the Syfacuse Police Departm.ent of all crixhé down‘ 8%, Part I crime down

30%, and a clearance rate of 22%.
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PREFACE

The General Electric Company's Electronics Laboratory bepame involved
in the criminal justice field as a result of a conference that was held in Washing-
ton, D.C. in 1966.* A major burpose of this conference was to interest in-
dustry in seeking solutions to the crime problem. At that time, the Electronics
Laboratory viewed this field as a promising business opportunity and because
the police are a major element of the criminal justice system, a significant
portion of the Laboratory's interest was directed toward this area, The Labo-
ratory's plans regarding the potential contribution that it might make ‘toward in-
creasing the effectiveness of the municipal police were conveyed to the then
Chief of the Syracuée Police 'Department, W.H.T. Smith. Chief Smith gener-
ously offered the facilities and personnel of the Syracuse Police Department for
a prelimiﬁary study. During the following year, one of the major uses the
Laboratory made of this offer was to obtain a thorough grounding in the details
of a municipal police operation.

The original goal of the Laboratory was to identify problem areas in the
police operation that could be alleviated using modern electronic techniques.
While this goal is still heing pursued, another problem area was identified that
appeared to have a pot;antially high payoff for the police, but little or no payoff
for the General Electric Company, in the sense of establishing new markets for

its products. This low business potential of this problem area, which concerned

*National Symposium on Science and Criminal Justice, June 22-23, 1966,
Washington, DC

iv

.

the goals, strategy, tactics and formal ofganizational structure of the municipal
police, was brought to the attention of Laboratory management, who nevertheless
encouraged the continuation of this approach.

During the following eighteen months, bits and pieces, which eventually re=
sulted in the concept of the Crime Control Team, began to fall into placé. The
Crime Control Team is a basic element of an offensively deployed municipal
police department and early in 1968, the Crime Control Team concept had reached
the point where it was sufficiently detailed that it could be subjected to experi-
mental evaluation.

In the meantime, John F. O'Connor had assumed the duties of Chief of the
Syracuse Police Department. The plans were presented to the Chief in January,
1968, and permission was given to proceed with the experiment. The then Mayor,
William Walsh, was informed of the plans, and he offered the services of his of-
fice for the program.

To facilitate initiation of the experiment, General Electric made available
whatever useful personnel and facilities it possessed. During the following
éighteen months, significant contributions to the program were made by some
fifty General Electric people; and because of the nature of their regular duties
many of these contributions were made at night and/or on weekends. Among
these who made these contributions were department general managers, secre-
taries, engineers and management specialists.

Although' the immediate resource problem was solved, there still remained
some sigfiificant expenses. These were brought to the attention of the Syracuse
business comn:unity and, without exception, they found the means to refnove
thesek difficulties. Among the Syracuse businesses who offered help were Rey-

nolds Ford, Salina Chevrolet, Goodman Chrysler, Pratt Plymouth, Dictronics
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Corporafion, Syracuse Communications, International Business Machines,
Timbello Helicopter Service, Syracuse Post-Standard and Herald-Journal,
WCNY-TV, WHEN-Radio and TV, WSYR-Radio and TV, WAER, WNYS-TV,
WFBL,‘ WNDR, WOLF, WPAW and WDDS.

In mid-1969 the National Institute of Law Enforcement and Criminal Justice
awarded a grant (NI-0046) to the Syracuse Police Department for continuation of
the Crime Control Team experiment. Early in 1970 Dr. Michael Maltz of NILE
and CJ assumed the responsibility of overseeing the project for the Institute.
Dr. Maltz has made a number of valuable suggestions concerning the program,
and his encouragement and suggestions for future experimentation with the CCT
concept have been accepted with gratitude by those directly involved in the
prégram.

The CCT began under the Operational Direction of Captain (now Chief)
Thomas J .. Sardino and continued under his guidance until the beginning of 1970.‘
At that point Lt. Michael Burns assumed command of the operation and he has
continued in this capacity until the present. Dr. J.F. Elliott of the Electronics
Laboratory has been the Project Director{- of the program.

On January 1, 1970, Lee Alexander became Mayor of Syracuse. The pro-
gram under this new city administration continues to enjoy the support and en-

couragement of the Office of the Mayor,

The policemen who were associated with the program during the first year's -

operation, deserve the admiration of their colleagues, as wéll as the thanks

of the city of Syracu§e. It is never easy to try the untried, but these officers
did, at considerable personal sacrifice. These officers are Sgts. Ralph Bag-
nett and George Georgiade, Officers Robert Aling, Warren Darby, Riley Har-

rison, John Morris, Douglas Philo, Frank Sardino, Thomas Seals, and Wayne

Venton.
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The aid of Lt. Arthur Obrist, Lt. Henry Ours and Sgt. Joseph Hymes, of
the Syracuse Police Department, was invaluable in collecting and assembling
data for the program. Sgt. (now Deputy Chief) James Longo aided the Team in
many of its operations.

It is impossible to mention all of the General Electric people who directly
contributed to the program. The authors would be extremely remiss, however,
if they did not acknowledge the help given by the following, all experts in their
particular field, whether it be public relations, organization theory, psychology,

em : ‘e ,
ployee relations, statistics, computer programming, managerial practices
b

. technical writing, drafting, product design, or public speaking: Gilbert Dwyer
b

Edward Kaish, Harry Mayer, Jerry Suran, William Sollecito, Dr. Fred
Schlereth, Clinton Aiken, John Irwin, Robert Dockendorff, Eugene Cook’ Bart
b
Snider, Robert Warr,_ Vladimir Popoff, 0,S. Hautanen, R, F Willington, Dr
. . ) .

Mel Sorcher, Stella Johnson, Hugh Estes, R.A, Hill, L.C. Taynton, and
¢
S.M. Dangzig.
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I. INTRODUCTION

The Crime Control Team (CCT) is the Basic operational element of a

formal organizational structure of a municipal police department. The struc-

ture was suggested in order to assign the responsibility and, hence, account-
ability for the control of crime to specific individuals within the department.
This structure also permits the police to adopt an offensive strategy towards
crime, as opposed to the defensive strategy of the conventional department,

The Team consists of a Leader, Deputy Leader and eight police officers.
The Leader has the responsibility for controlling crime in a given geograph-
ical area (the conventional police beat). He has the complete authority to
determine where, when and how the ’Team members will be depioyed in a
tactical sense.

Thel Team is basically deployed as a patrol force with the major tactical
Objective of intercepting crime while it is in progress. Because the Team is
deployed in force during those times when the probability of crime occurring
is high, the Team is also a potential deterrent to criminal activity., - the
Team fails to prevent or intercept a crime, it then investigates. Thus the
Team has available three major tactics, contrasted to the conventional oper-
ating procedure, which relies for the most part on a single tactic-investigation.

In July 1968, a Crime Control Team was committed to Beat 50 in Syracuse,

- New York. Six months later, a second Team was committed to Beats 62 and

63, which are adjacent to Beat 50. At the same time a Citizen Service unit
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was committed to handle all non-criminal requests for service in the three
beats. The purpose oi this operation was to experimentally evaluate the Crime
Control Team concept. The year-long evaluation period for the Beat 50 CCT
ended in August 1969.

The results of this evaluation are interpreted as being significant. ) Three

objective measurements were used:
1) The total amount of crime in Beat 50.
2) The total amount of Part I crime in Beat 50.
3) The clearance rate in Beé.t 50,

As an indication of the high performance level obtained by th_e Team, all
crime was down 35% and Part I crime was down 45% over the previousj year.
The Team had a clearance rate of 34.% over the experimental period. This
performance can be compared to the city-wide performance for tke remainder
of the Syracuse Police Department of all crime down 8%, Part I crime down
30%, and a clearance rate of 22%.

The major objective of this program (NI-0046) was to obtain a detailed
evaluation of the data derived during the year-long experimental period for
the\ CCT operation in Beat 50. Because of the timing of the grant award to the

Syracuse Police Department this objective has been extended to include the

‘evaluation of data for the first year's operation of the second CCT in Beats

62-63. |
There were also several secondary objectives. The first of these was to

derive a data processing system for the Teams that were event oriented, as

. opposed to cohventional systems which are service oriented. Because the

Teams were trained as experimental units, and because of the availability of

the data processing system, it has been possible to obtain data about crime ‘
that is of fundamental interest. The following type of information was ob-

tained:

1) When and where are various types of crime committed ?

2) Who detects crimes ?
3) What percent of crimes are detectable by the police ?
4) How are crimes cleared?

Sections I, III, and IV provide background information for the experiment;
these sections discuss the organizational theory, justification of the CCT con-
cept, the tactics used by the Team, and the means used to select, train and
place a CCT unit in operation.

Section V discusses the rﬁeasures and the evaluation processes used. The
evaluation for Beat 50 is contained in Section VI and tha‘lt for Beats 62-63, as |
well as additional experimental data for Beat 50, is contained in Section VIJ.

Section VIIl summarizes the experiment and provides some subjective comments.

oo i ettt AT

The administrative data processing system used throughout the experiment
is described in Section IX. In Section X data on the nature of the crimes that :
lqc:purred during the experiment is summarized. The subjective evaluations “ i
6f the‘students who participated in the Management Skills course are described

in Section XI. i’

The Report concludes with Recommendations for the continuation of the

’
program;.
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II. THE CRIME CONTROL TEAM CONCEPT*

The Problem »

The police have at their disposal one basic means for controlling crime,
that of deterrence. If the police can apprehend a significant percentage of
those who commit crimes and deliver them to the courts for punishment, and
the criminals are subsequently punished, then presumably others will not
commit crimes because they realize that the risk to their well being is too
great.

One means by which the police can significantly increase their apprehen-
sion rate is to vastly increase the size of their field forces. However, before
the police can legitimately ask for any major increase in their resources,
they must make every effort to demonstrate that they are expending their pre-
sent resources in the most effective and efficient manner.

There are, of course, many factors that contribute to the effectiveness
and efficiency of any organization. One factor is the formal structure of the
organization; that is, is the work organized in such a manner that each
member's task contributes in the maximum possible way toward obtaining the
objectives of the organization. While examining the organizational structure
of the municipal police department, the following question was posed: Who,
in the department, is responsible for the control of crime ? Figure 1 is the
formal organization chart that has been designated as "a well organized
municipal police department™ by the President's Commission. 2 It can be
seen that the Chief of Police has been given and has accepted the responsibility
for controlling crime. Also, the Head of the Operations Bureau has accepted,
from the Chief, the responsibility for controlling crime. It should be noted,
however, that the Head of the Operations Bureau has also ?,,ccépted the
responsibility for handling traffic and non—ériminal calls for service. These
three aréas of activity constitute the totality of police work. Thus, the Chief
has not shared his responsibilities among his immediate subordinates, but

has merely passed them on to a single individual. From this point on, the

-% o
This section is abstracted from Reference 1.
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Figure 1. One Form of a "Well Organized Municipé,l
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division of responsibility for the control of crime becomes very hazy. Some-
times it is divided by the type of crime (vice), sometimes by who commits the
crime (juvenile), sometimes by the tactic used (investigation or patrol), and
so on. While this structure, somehow, ends up by giving the individual police-
man a sense of responsibility for controlling crime, it has no provision for
holding an individual policeman accountable if a crime does occur. Under this
type of organization, the individual patrolman (the patrol being one of the
principle tactics used by the police in their attempt to control crime) is so
overloaded with other reysponsibilities, that it is unreasonable to hold him
accountable for a successful criminal event. Likewise the investigator
(investigation being the other major tactic used by police in their attempt to
contain crime), due to a variety of causes including (1) his arrival on the
scene after-the-fact, (2) the lack of physical evidence, (3) the lack of coopera-
tion by the victim, witnesses, or the neighborhood, (4) case overload, etc.,
cannot be held accountable for the fact that a successful criminal event has
taken place. Thus, while crime is everycne's business in a bolice department,
no one is held accountable for it.

The disciplines of organizational theory and managerial practices have
long recognized that responsibility is not likely to be discharged satisfactorily
unless it has been allocated, properly and definitely, to a particular individual.
Since crime is a major concern of a police department (as well as the public)
it seems logical that the Chief should divide his responsibilities so that a
single individual is responsible for the control of crime. This individual could
then divide his responsibility for the control of crime among others whose
only concern is crime. With such a division of responsibilities it would then
be possibletto establish "accountability. " |

The lack of accountability in a police department is a direct result of the
manner in which the work of the department is divided. A second general
principle, from organizational theory, can be stated as follows: "Work may
be divided as to type, requirer skills or resources, cooperation needed, or by
many other criteria; however, no matter which way it is divided, the division
must be consistent and understandable. Furthermore, the division should be
made so that work categories are mutually exclusive", Thus,; while it might
be possible to argue that police work in the area of crime has been divided up

in a consistent manner (into patrol, investigation, vice, juvenile, etc.), these
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categories are far from being mutually exclusive of one another. Because of
such overlaps of categories, it has become impossible to establish a meaningful
means of accountability. .
Thus, until the police utilize an organizational structure that incorporates
the principles of sound managerial practices, they cannot state that they are
expending their present resources in.the most effective and efficient manner,
The remainder of this section is concerned with one possible organizational -
structure for a municipal police force, where the division of work, responsi-
bility, and accountability is delegated in a consistent and clearly understandable
manner, and in such a way that the work categories are mutually exclusive.
The organizational structure suggested herein is of a type called "managing
by objectives;" that is, the work is divided according to the objectives (or

long range goals) of the crganization.

Proposed Organizational Structure

The general specifications for the organization must be:
1. All the responsibilities of the police department must continue
to be met, at least, to the degree they are presently being met.
That is, the police must take care of traffic, handle non-criminal
calls for service and control crime.
2. Any proposed suggestion must not involve significant increases
in manpower or money.
3. Changes will not be made unless the value of all of the potential
benefits clearly exceed their cost.
Within the framework of these specifications an organizational structure
for a police department is suggested. The structure has been designed for a
medium size city. The description of the city and its police force resources
are as follows:
The city is located in the Northeast and has a population of about’
220,000. The crime rate is not significantly different from that of
other neighboring cities, nor from that which exists in major
metropolitan aréas. The police force consists of about 400 sworn

personnel, distributed as follows:




30 men - Administrative Bureau |
270 men - Uniform Bureau including: 196 men - Patrol Division

94 men - Tactical Patrol Force

50 men - Traffic

66 men - Investigations Bureau

34 men - Services Bureau

The present organizational structure of the department is, essentially,

that shown in Figure 1.

The department receives about 100, 000 requests for service per year, of

which 16,000 are related to traffic (accidents and parking violations), 21,000
H

are concerned with a crime, * and the remaining 63, 000 involve such calls as

requests for emergency first aid, dog bites, lock outs, children playing ball

in the street, etc.

One way of dividing up the work of a police department is pbased on the

objectives of‘"the department. Every police wepartment has, essentially, three

long range goals. These are:
| 1. To control traffic.

9, To eliminate or substantially reduce crime.
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3. To provide a number of miscellaneous services requested

by citizens.

i d
These categories will pertain with regard to the problem of consistently an

d
understandably dividing the work load. To these, of course, must be adde
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one additional category, that of
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4. Administering the department.

| ’ e 21 i of
S *It should be noted at this point, that these 21, 000 calls were defined to be
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tion, many calls must be treated as a crime, but latex are found 1o e ot
iminal. Likewise, there must be many calls for service, which are 1

erix d by police to be of a criminal nature, but after 1nves 1gf\_ ORAre . .

?siiiivfo bg cl:jrim'malyin né.ture. Presumably, these two types of req

about equal in number.
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Those individuals who work in the traffic area will be responsible for all
{ ) of the problems associated with automobiles. They will be held accountable
o for providing satisfactory solutions to those problems. Their accountability
for cr.iminal matte’rs‘ or citizen service will not extend beyond that expected of
' a'ny good citizen. *
The indit.'iduavls who work in the area of crime will be given the responsi-
bility of controlling crime. They will be held accountable for the occurrence
of crime and for those crimes that have not been cleared. Their accountability

in the area of citizen service and traffic control will not extend beyond that

expected of any good citizen.

The people working in ¢itizen service will be responsible for providing

the requested service. Their accountability in other areas is, again, that

expected of a good citizen.

The administrative people will be responsible for supplying those internal
services that are required so that the three field‘groups can function properly.

The next step is to assign manpower to these four work areas. At‘pre-
sent, the traffic situation and the administrative chores of the departmént are
well in hand and, hence, it can be assumed that the assigned personnel will
continue to discharge these responsibilities.

A police organization must always have a reserve on hand to meet unex-
pected emergencies. This function has traditionally been filled by the Tactical
Patrol Force; hence, the Tactical Patrol will not be disturbed.

It is also realized that certain types of crimes require véry specialized

manpower (e.g., organized crime, forgery, counterfeiting, bunko, etc.) or

FA policeman has authority that exceeds an average citizen's; further because
he wears a uniform, and has a communications system and equipment that is
not possessed by the average citizen, his accountability in police work areas
outside of his own is somewhat greater than that expected of the average ,
citizen. The point here is that he will not be expected to spend a significant

portion of his time in work areas other than his own.
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the heavy commitment of investigative manpower (e.g., murder). There are
also other specialized talents that must remain centralized (e.g., polygraph,

crime lab, etc.). It appears that about 15 people from the present Investiga-:
tions Bureau could perform these functions (the organized crime people are at
present in the Administrative Bureau; hence, they are not being disturbed).

The police receive about 63,000 requests per year for citizen service.

If it is assumed that, on the average, this type of request can be disposed of
with an expenditure of 0. 75 manhours of effort, then about 48, 000 manhours
per year will be required. Since each policeman provides about 1800 manhours
per year, about 27 officers will be needed to dispose of these calls.* This
number of men will be assigned to the Citizen Service group.

At the present time, the communication facility is manned by the Patrol
Division. This facility is operating continuously with an assigned manpower
of 20 officers.

The manpower available to form the Crime Control group is 210. (Present
strength of Patrol Division and Investigatiqn_s Bureau 272, less 15 men for
Special Investigations, less 27 men for Citizen Service, and less 20 men for
Communications. )

It is now necessary to decide the basis for the division of crime control
work. There are many ways this can be done, but rather th‘an belabor the
point, the division will be made upon a geographical basis. ** One geographical
division of a city, which provides for somewhat equal shares of the crime

problem, is the present police beat. The sample city'descri:bed herein has

*It is somewhat dangerous to use an averaging technique to calculate the
manpower required for this area, since no account is taken of the time rate
at which request for services are received. -The proper calculatmn would
involve queueing theory.

**The Federal Government has divided its respon51b1hty for the mamtenance

of law and order among the states, who in turn have successively subdivided
it among the counties, cities, towns precincts, respectlvely It seems
reasonable to contmue this. process. ‘

23 beats. If the crime control work were to be divided among the heats, then
there would be about 9 men available for each beat.

Because it is realized that supervision must be provided, and provisions
made for a reserve force, the basic Crime Control Team will consist of eight
officers one of whom will be the Leader a.nd another the Deputy Leader. One
principal function of the l.eaders is to determine the method of deploying their
teams, in the geographical, temporal, and tactical sense, so that the control
of crime is optimized in 1he1r beat. Another function of the Leaders is to
integrate the efforts of the team members in the sense of establishing and

maintaining cooperation and continuity in the activities of the team. The

- Leaders and Deputy Leaders will spend the majority of the time in the field,

in the same manner as a squad leader in the infantry.

The remaining six members of the team will be trained in patrol, investi-
gative, and intelligence gathering tactics. They will be expected to exercise
their initiative and function efficiently without direct supervision.

The Head Qf the Crime Control Sector will be responsible for the control
of crime in all of the beats in his Sector. In the sample city, four Secto‘r
Heads will be réquired, whose principal activities will be to plan and advise
Team Leaders, and to evaluate and integrate the performanc‘e of the Teams,
The Sector Head will also be in a position to serve in a coordinating capacity
when a particular problem concerns’ two or more of his beats. In addition,
the Sector Head will serve as the screener and ‘distributor of intelligence data.

The Head of the Crime Control Bureau will be responsible for the control
of crime in the entire city. HlS principal activities will be to plan and advise,
and to evaluéte and integrate performance. He will serve as a screener and
distributor of intelligence data, and as a coordinator between the Crime
Control Bureau and other elements of the Department as well as other

police agencies.

11
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- Now, summing up the distribution of the manpower, we have:

Crime Control Bureau Head - 1 man
Crime Control Sector Heads - 4 men
23-8 men Crime Contfol Teams - 184 men
Reserve Force - 21 meh

TOTAL | 216 men

The formalized structure of this proposed municipal police department
is shown in Figuré 2,

Advantages of Proposed Structure

The suggested organizational structure allows for the division of
responsibility and provides for the appropriate accountability that is not
available in conventional police organizations. Work has been divided first,
according to police objectives, and then, according to geography. The
organizétion has the advantages discussed below compared to the conventional
police organization.

Flexibil.ity - One of the first points that strikes anyone ’W}'IO observes

conventionail police operations is the lack of flexibiliﬁy of the operation,

For example, a police for(;é éss"entially expends its resources at a

constant rate, regardless of the time of day, the day of the week, the

season of the year, or the amount of police Business occurring at a

particular time.k The suggested organization permits flexibility,

sihce the basic fiéid units arbe small; hence, abr change in their temporal

deployment will affect only a few people. |

Investigations - A crime will not be investigated twice, first by the

pa_trol and then by an investigator. It will.be investigated only once,
by a member of the Crime Control Team. The initial and follow-up

investigations become one. (This should be a boon to everyone since

12

|

CHIEF
l ! l ]
DEPARTMENT CITIZEN
ADMINISTRATION TRAFTIC SERVICE TACTICAL
HEAD YAD HEAD PATROL
. CRIME
CONTROL
HEAD
SPECIAL
INVESTIGATIONS COMMUNICATIO
SERVICES —r
CRIME
CONTROL
SECTOR
HEAD

CRIME
CONTROL
TEAM

13

Figure 2, Structure of Proposed Municipal Police Department,
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only one piece of paper will be generated rather than two; hence, only
one piece to duplicate, read and file in the 'archives.) The investigation
now assumes continuity. Data is immediately available upon which to
base an early decision to investigate in detail or not to investigate at all.
Countless manhours will be saved, since there will be no need for
investigators to drive to aud from the scene of the crime. The Team
Officer will always be in the immediate area of the crime.

A Full Eight-hour Effort - The Team Member starts and ends his tour

in the field. He knows what his general assignment is and receives his
detailed orders and briefing from the team member that he relieves.

Esprit de Corps - The climate is established for the growth of

esprit de corps and competition. Teamwork is ‘required for the deploy-

ment of an effective Team. The individual and Team can take pride in

their work, since it is ciearly on display to their colleagues.

Intelligence - The Team member will develop sources of intelligence

since it is clear to himi-that this type of activity will help him fulfill his

responsibility.

Evaluation - All of the Teams are given equal amounts of crime to

cortrol. If one Team cortrols crime consistently better tilan the rest,
it represents a Team th;.t should be studied in order that other Teams
can copy its tactics. I one of the Teams consistently controls less
crime than the ovthers, this team also should be studied to determine
the cause of its poor performance.

Cooperation - Lateral cooperation between Teams is established.
Oﬁviously, there wiil be timés when a Team requires additional man-

power. A Team Leader will be able to ‘obtain this help only if he has

established a climate of cooperation between his and neighboring Teams.

14

- 1G times as many property crimes as crimes against the person); the

§eat Design - The design of the crime control beat is straightforward,
and the beat boundaries can be easily modified as the crime in a
particular area is brought under control or tends toward lack of control,
A beat consists of a geographical area,. such that each Crime Control
Team is allotted an approximately equal responsibility for the control
of crime. A beat is designed by considering only two major factors:
1. The number of potential tz;\,rgets for criminal attack, i.e.,
a. the population
b. - the number of properties
2. The vulnerability of the targets to criminal attack.

The number of targets is easily obtained from census data .and can be

expected to remain relatively constant over long periods of time.

The measurement of the vulnerability of a target is provided by the
criminal element itself. For example, the vulnerability of all property

to a Part I crime is about ten times that of all persons (i.e., there are

vulnerability of all business to burglaries is about twice that of all the a |

residences (i.e., the ratio of commercial to house burglaries is about

two to one).

One further factor must be considered in arriving at the tafget 2

vulnerability factor of a giv,e‘n neighborhood: the general permissiveness

of the neighborhood to the existence of crime. In general, crime will be
higher in a neighborhood whose members, individually and collectively,
have a low regard for law and order. This factor is gauged, quite s

simply, by the total amount of crime that occurs in & given area.

15




Civil Disorder - The Crime Control Team can be trained for riot

control tactics and can be committed as a urit in time of need.

Disadvantages

The suggested structure is of a type deécribed in the literature on organi-
zational theory as a decentralized organization. Decentralization is usually
applied to organizations that have many thousands of employees. It has also
been utilized for organizations whose activities are dispersed geographically
or whose responsibilities can be differentiated by geographical areas. Police
business is dispersed geographically in the sense that the business can occur
anywhere in the city. One characteristic of a decentralized organization is
that the decision points are pushed to the lowest practical level, implying
that the people at these levels are capable of making the correct decision.
While past experience has shoWn that people, when given responsibility, seem
to become good decision makers, there is no guarantee that such will be the
case.

Another major problem of the suggested structure is associated with the

" changeover from a centralized to decentralized organization, i.e., "executive

behavior*". The executive is no Jonger a father figure, involving himself in
the day-to-day details of the organization's activities by supervising and
controlling his subordinates. Hisﬁprinciplle duties are now to plan and evaluate.
The pains associated with this i'equired change in "executive behavior" have
often been severe. o |
‘There appear to be two additional potential problem areas with a
decentralized police organization. The seriousness of these problems cannot
be realistically 'estimated at the present time, | They are discussed, brieﬂy,

as follows., :
*This probiem is discussed in some detail in Reference 3.

16

i e i A RIS

Corruption - Many police administrators who view the proposed

structure, will probably point out that such a loose organization will
make the police department vulnerable to corruption. While a portion
of this observation probably stems from the problem of "executive
behavior", the possibility for this eventuality clearly exists. This
vulnerability can be minimized by conventional techniques; internal
inspection units and careful evaluation of the integrity of the crime
control officer before his appointment.

papital Investment - The present size of the police automotive fleet is

such that th&* number of vehicles that are idle at any one time is minimal.
This situation, of course, minimizes the capital investment. If the
Crime Control Team is to be given a specific respansibility, then they
must be given the necessary tools., Conceivably the Team Leader may
decide to deploy all of his team at one time, meaning that the fleet must
lie sizably increased. Although this will require an increase in the

capital invested, it is not obvicus that the cost of operating the fleet

would be significantly larger.

Summary

The number of diverse responsibilities that is delegated to individual

policeman is more than any individual can be expected to discharge in an
efficient manner. . Bec(ause of these many and diverse responsibilities it has
been virtually impossible to establish a meaningful measurement system for
evaluating the performance of individual policemeri. Consequently, the
individual policeman has tended to emphasize those activities that have
immediate,‘ direct, and clearly observable results. Hence, the policéman

becomes prkeoccupied with such tasks as filling"/’rout neat, detailed, and text-:

17
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book-like correct reports, making moving traffic violation arrests, locating
dropped stolen cars, and so on. He performs these tasks at the expense of
such activities as patrolling (in the true sense of the word) and;‘gaihering
intelligence. The "system" has forced crime to take a secondary role as

far as the individual policeman is concerned. (While the above remarks are
made with a patrolman in mind, similar statements apply to an investigator's
activities.) Thus, while crime is one of the major concerns of the nation, the
organizational structure of the conventional police department has prevented
it from be‘coming the only concern of a significant portion of the individuals

in a police department.

A second aspect of police activities, under present organizational
schemes, is the lack of any accountability; ‘For example, if a purse snatch
occurs, the patrolman cannot be held accountable, since he was busy with a ‘
domestic dispute at the time. The investigator, likewise, will not be held
accoiintable since the victim was able to give oniy a hazy description of the
snatcher. And the traffic policeman will not be held accountable, | even though
he was only a block away, since he was preventing a traffic jam at the time.

The organizational structure for a municipal police department suggested
herein allows for an equal sharing of the responsibilities of police work.

The sharing process is made so that each individdal policeman has oniy one
task to perform’; and he realizes tliat he will be held accountable for accom-
plishing that task.

The Crime ‘Cont"ro'l Team may not control crbime to any greater degree
than it is presently being controlled, because it, perhaps, does not have the
tools that are necessary to ‘accomplish the task. HOWeVer, the mere fact

that the Team Leader knoWS he will be held accountable for a successful

~criminal event on his 'beat, will cause him to insist that he be provided with

18
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the correct tools. Also, he will insist that his Team Members be patrolling
when it is time to patrol, and he will insist that time is not wasted on useless
investigations. Further, he will insist that commercial establishments pro-
tect their property with appropriate alarms and lighting, and that useful,
intelligence sources be developed. All of these requests are reasonable and
he has a right to demand that they be acceded to.

Even if it finally boils down to the fact that crime on a beat cannot be
controlled without additional manpower, this result is still a worthwhile one.
At least an experimental vehicle (the Crime Control Team) will be in place,
which can be used to determine how much nampower is needed to control
crime at a given level. Can 10 men do the job, or are 20, 50, or 500 required ?
Such information clearly allows the citizenry to determine how much they are
willing to spend for a given amount of law and order. This is in sharp con-
trast to the present situation, where the Chief feels he needs more men, but
is unwilling to make any specific prognosis with regard to the effect on the
crime rate that such increased resodrces would have.

With the conventional police organiaation the individual policeman is
given little opportunity to exercise his initiative, judgment, or imagination. ,
The manner in which a patrolman or investigator spends his eight hours is
fairly well determined for him, with little attention given to the way that he

feels regarding the most fruitful investment of his time. Policemen are

conscientious, anxious to do a good job and (in the author's opinion) perfectly
kcapable of directing their own work. The suggested organization provides a
means through which the ,policeman can demonstrate his ability.

Finally, the p0sition of the Crime Control officer should attract capable
individuals. It offers a challenge that can be met with diligence and judg-

m ent. The position should obtain stature and respect in the community. The
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Crime Control officer is not the one who gives out parking or speeding tickets,
stops kids fran playing in the street, nor is he apt to jeopardize hi»s Team::s

effectiveness by treating citizens in a discourteous manner.
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III. THE CRIME CONTROL TEAM OPERATIONAL MODE

The organizatioral structure described in the previous section is termed
a decentralized organization. The term decentralization means different things
to different peop_le; to some, it is a philosophy of organizational life; to others,
it is the geographical dispersion of the organization's operations, while still
others view it in terms of decision-making. All of these viewpoints flave char-
acteristics in coramon; the differences are mainly degrees of emphasis.

Decentrali:iation, as an operational means of obtaining the goals of an
organization, was advocated by Alfred P. Stone, Jr. of General Motors during the
1920's. The current ent'hqsiasm for the concept started with World War II with
its greatest gains occurring during the 1950's. One of the foremost advocates
during this period was Ralph J. Cordine_r(4) of General Electric, who set down the
modern philosophy of decentralization. Although the greatest users of the
decentralization ﬁattern have been industry, a number of governmental agencies
have decentralized; notably the Army Service Forces during World War II, the
Post Office, the Internal Revenue Service and the Veteran's Administration.

Pfiffner and Sherwood(s) point out that a decentralized organization differs
from the cet;tralized, ofganization in four principal ways: (1) its formal

structure, (2) the behavior of its executives, (3) the setting of its policy and

decision making, and (4) its social climate.

The formal structure of a decentralized organization tends toward a

~ flatter job-task pyramid. For example, the Patrol of the Syracuse Police

Department consists of s‘ixklevels;_these are the Chief, the Commanders

of the Cperations ‘Bﬁreau, the Patrol Division, Platoon and Sector, and

, thé kPatrolman. The decentralized organization suggested for the same city

(Figure 2 has five levels: Chief, Crime Control Head, Sector Head, Team :
Leader and CCT Officer. | |
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The formal structure of a decentralizud organization results in a clear
distinction between administrative and operational levels. The operational
levels are seini-autonomous, with the administrative levels not becoming
involved in day-to-day operations.

Executive behavior is also quite different in a decentralized organization.
The top level executive's major efforts are devoted to planning, policy making
and evaluation of the results of the operational personnel. They refrain from
interfering in current operational matters, and give advice to subordinates in a
form that cannot be construed as an order or decision. These are the people who
set the broad objectives and goals of the organization. Control is maintained by
remote feedback rather than direct supei‘visioh.

The operational executive has complete authdrity to run his unit as he pleases,
subject ohly to the broad policy established by the administrative levels. The
operational executive delegates authority and absorbs any criticism caused by the
mistakes of his people.’ He also tries to provide; an atmosphere of self-reliance
fbr his unit, where the main paYoff is the attainment of desirable results. He
encourages subordinates to make decisions, and strongly resists any attempt by
a subordinate to evade responsibility by pushing the 'decision-mal,u'ng process
back upon the executive.

In a decentralized orgenization the decision-making process is pushed to the

- lowest possible level consistent with the particular situation. The reSﬁonSibility

for the results of any decision remains with the pérson who accepted the initial
responsibili’fy for making that decision.

The social climate in a decentralized ofganization is relaxed and there is an_
atmosphere of freedom. Important to the social climate ‘are certain generalized
assnumptions about people's values, ‘beli;efs,' fears, drives, goals and aims. As
stated by Estes, (6) "one basic assumption . . k

. is that most people, most of the

22"

time, want to do a good job, they want to learn, to grow, to better their lot,

to rack up a good score, . . . and they like to have their self-evaluations
confirmed from the outside. In terms of this assumption then, the climate is
simply one that releases people to do the good job that most of them want to do
anyway. "

Communication within the organization is up-and-down, horizontal, and
oblique. Pecple communicate with others with whom they have a need to talk;
there is no requirement for going through chains of command. Individuals are
encouraged to express their ideas and thoughts and to follow programs of
self-development.

Decentralization, in many ways, is an idealistic concept whose ethical
foundation is democratic. Police administrators, who have matured in the
atmosphere of a centralized organization such as a municipal police department,
will find that the decentralized way of life is a difficult one to follow. It willnot
be easy for them to delegate responsibility, to think about long-term plans
rather than short-term problems, to listen rather than give orders, and to
evaluate individual policemen in terms of their over-all accomplishments rather
than their success or failure on an individual task.

One of the most important points brought out by writers on decentralization
is that, while an individual should be assigned tasks and given the proper tools,
he should never be told how to proceed to accomplish the task. If the individual
feels he needs advice on how to proceed, the advice should be given, and logic
and persuasion may even be used to convince him to proceed in a particularr way;
but the supervisor should never order the task to be carried out in a specific
manner.

In return ior being allowed to make such detailed decisions on how to

proceed with a task, the individual must produce satisfactory results; that is,
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he will be held accountéble. Because of this account‘ability‘factor the individual
will proceed in a way that he truly believes will yield the maximum probability
of accomplishing the task. |

A second important point’made by decentralizationists is that an individual
is not evaluated on his performance of individual tasks but, rather, on his
overall performance over a long period of time. Thus, the individual is not
discouraged from taking risks that have a potentially high pay-off.

These points must be.kep't in mind when reading this chapter.

The Crime Control Team consists of eight to ten officei's who have the
responsibility for controlling crime in a particular beat. The Team Leader
accepts this responsibility and is held accountable for contrblling érime. He
makes the basic decisions of when and where the Team will be deployed. Having

been given a time and place to control crime, the individual Team Member

assumes the responsibility for accomplishihg this task and ‘determines the tactics

he will use during his tour of duty.
GENERAL MODE OF OPERATION
The Team will first try to contrél crime by preventing the crime from

occurring; if this tactic fails, then the Team will try to intercept the crime; if

both prevention and interception fail, the Team will investigate. Thus, the Team

can employ three major tactics to control crime, making it more effective than
the conventional operating procedure, which relies, for the most part, on a
single tactic-investigation.
Prevention
The Team can rely on a variety of methods to prevent a crimé from
happening; |
1. By surveying, ih detaﬂ, ail commercial eStablishments for proper

security precautions, and making recommendations for improvement.
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The Team must insist that these recommendations be implemented.

2. By preventive patrol, meaning that the Team is on the streets in
force, during ali periods of high criminal activity. Every possible
means must be employed to give the impression that the police are
everywhere at once.

3. By anticipation. The Team must spend a considerable effort to
establish personal contact with the people in the beat. This is done
by leaving the patroi car and talking to as many people as possible.

In this way the team learns of potential problems, becomes aware of

potential troublemakers and hence, takes preventive action. Personal

contact is also an excellent way of "getting the word" to undesirable

elements that the Teém fully intends to control crime on the beat.

Interception
If a crime is committed, it is best for all concerned - the total criminal

justice system and the public - if the police can intercept the crime while it is
in progress. If the police are able to intercept, then they have a "good" arrest
and the prosecutor will have a high probability of disposing of the case without
going to trial. The police will not need to spend time in preparing a detailed

case for court or sitting through a trial. The district attorney will save

manpower and the court calendar will be less crowded. Most important,

involved citizens will not need to be subjected to the frustrations and delays of
a trial; thus they will not become alienated to tﬁe point where they are
reluctant to cooperate with the police in the future.

Sooner or later, the police must become involved in every criminal
incident; obviously, they can be most efficient if they enter the matter while

it is being enacted. Thus the police should place their major tactical

emphasis on interception. The Crime Control Team has available two
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techniques that can be developed to assure a high interception rate:

1. Random Patrol: (M A large number of police units, moving rapidly ina

random manner, is the best method of obtaining an interception. During
pericds of high criminal activity, all available units of the Team must{ be
on the st‘reefs. The units must aétively attempt to detect crime by
checking property and indi\}iduals . They must move at a speed that is
consistent with good observation V';but, equally important, they must
move at the maximum possible velocity.

9. Citizen Participation: The probability of detecting a crime while it is

in progress is a function of the number of detection units that are active.
The best overall detector is the human being and the police can vastly
increase the number of crime detectors available by actively encouraging
the citizenry to look for criminal activity. The public must be
educated by the Team with regard to detecting'a crime, efficiently S
reporting a crime; and ‘how to pf'oceed while waiting for the police to
arrive. |
Investigation
If the Team fails to prevent or intercept a crime, it has failed. ( The Team,
of.co‘urse, cannot be held accountable for failing to prevent or intercept a
crime which occurs at a location where the police have no legitimate right to
be) The failur"e‘ can only be redeemed by clearing the crime by investigation.
Thus, the Team is encouraged to make useful investigations, and discouraged
" from making useless investigations, bééguse it receives no credit for
investigation per se. An uncleared ,criln;le is a demerit not only against the
individual who was responsible for protectihg the area when the crime occurred,
but against the Team itself. The investigation is, therefore, not only the
, busiriess of a single individual, “but the business of tbe5 enti’re Team., ‘Thus,

lateral cooperation bétween Teaﬁi members is established in investigative matters,

SUMMARY '*-\

s\

The Crime Control Team, as the basic unit in a decentralized municipal
police force, is almost a police force in itself. The Team Leader has the
responsibility for controlling crime in his beat, just as the Chief has the
responsibility for controlling crime within the city. The Team Leader decides
how he can utilize his resources to best meet his responsibility.

The Team can look to central police headquarters to supply any
non-criminal police services that may be required on their beat. It can also
expect to receive from headquarters such services as ¢.:mmunications, crime
laboratory, organized crime information, additional manpower (if a prolonged
investigation of a serious crime is required) and the necessary record-keeping.

The Crime Control Team can employ three major tactics: prevention;
interception and investigation. The Team Leader's major decision is the
determination of the proper mix of these tactics at any given time. Itis
important to note that the available tactics support and reinforce each other but,
at the same time, they are self-limiting. - For example, by talking to people
on the beat, the Team not only can suggest proper security‘measures and
enhance their ability to anticipate problems (the prevention tactic), but they can
recruit crime detectors (interception tactic) and begin to build an intelligence
system (investigation tactic). Or, by placing a large preventive patrol on the
streets, the probability of interception increases significantly.

An interception or successful investigation further strengthens the prevention
tactic. On the other hand, since all crime cannot be prevented or intercepted,
the Team must devote a share of its .efforts to investigation. However, if they
expend too much of their résources on investigation they cannot prevent or
intercept other crimes. The citizen detector and intelligence system can only

be maintained if the citizenry see some results of their efforts. Thus, all of
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the effort of the Team cannot be spent on developing these systems; some of the
rescurces must be conserved so that a rapid and effective response can be made
to the system;s.

The most important aspect of the Crime Control Team concept is that it is
an extremely flexible organization. Because it is small and directed by a single
indi\}idual, the tactic mix can be changed rapidly. If the Team tan decrease the
number of crimes occurring by the preventive patrol or by interceptions, then
it can begin to place more and more effort on investigations. ‘With more
manpower available for investigation, more crimes should be cleared, thus
further decreasing the crimes that occur because of deterrence: With still less
crimes occurring, less investigation time will be required, so still more effort
can be expended on patrol.

The Crime Control Team concept is aimed at convincing the potential
perpetrator that'if he commitsva crime he will be caught. If the police can create
such a situation, then they have realized their objective. The Crime Control Team
is organized to acéomplish this result in an orderly and straightforward manner;
the only remaining unknown is the size of the team needed to accomplish the task.
This question can only be answered empirically.

The following sections discuss the details of a Crime Control Team
experiment, including the required long-and-shert-range planning, the means
used to select ],éaders, team training, the necessary procedure and policy
chang,es;, public relations aspects and the means used for evaluating the

experiraent.
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IV. IMPLEMENTATION OF A CRIME CONTROL TEAM

PLANNING

The implementation of a single Crime Control Team is a step towards the
decentralization of a police department. The acceptance by the police of such
a reorganization is no different than that experienced by industry. Some
individuals in thé’department, because they see or imagine the destruction of
old guard policies, under which they have enjoyed a high degree of personal
security, will overtly or covertly place roadblocks in the path of the activation
of the Team. Further, these individuals may continue to act in this manner for
some time after the Team has been organized and placed on the streets. For
this reason, it is a waste of effort to form a Team unless the initiative comes
directiy from the Chief or, at least, has his complete support.

Also, the Crime Control Team concept should not be evaluated until the
department has drawn up long range plans, based upon the premise that the
evaluation will be a favorable one. These plans accomplish two purposes:

1. They force decisions to be made at specified times.

2. They allow the administration to tentatively include complete

reorganization costs in future budget requests.

In order that the long range plans remain flexible, they should not contain
large amounts of detail. The initial plans used in Syracuse were as follows:
Day 1 Outline of experiment to Deputy Chiefs, etc.

Beat and alternate beat selected.
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Day 15
Day 22
Day 29
Day 31to
Day 61

Day 31

Day 60

Day 62

L.eader and Deputy Leader selected.
Team selected.

Team reviewed for compatibility
Team training.

Press Conference - local press and community leaders from
selected beat.
Final review of plans with Chief.

Team committed,

Second Wednesday of every month: Evaluation of results with Chief.

Day 120

Day 150

Day 180

Day 365

Day 450

Second Team formed.
Second Team committed on beat adjacent to first Team,

First decision point ~ whether or not to emphasize the Team concept;

3

draw up plans for twelve teams to be committed by Day 250 -

End of experiment. Second decision point - commit fzrceto the

concept or go back to the old system.

System implemented for entire force.

This initial plan was, of course, revised many times throughout the period of

~ the experiment. The two major modifications were:

1. Sixty days was too short a time to form f}ijan’d train the first team; actually,

ninety days were required.

2. , The possibility of coxiimitting the entire department to the Crime Control

Team ’concept within fifteen months was a poor guess. More recent

evaluations indicate that a three year period would be required to

reorganize half of the department, and a complete reorganization

would require five to ten years.
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The second step in implementing a Crime Control Team was to specify some
basic "ground rules" for the experiment. This step is particularly important in
order that the Project Director, Team Leader and the Chief understand
completely what each can expect from the other. The rules used in the Syracuse

project were:

1. Any nine men in the department can be used for the experiment.

. *
2. The Leader was to be selected by the General Electric Company.

3. The Patrol Division provides for all citizen services, PI's and

automobile problems on the beat.

4. The Crime Control Team handles all criminal calls on the beat (call

defined as criminal by dispatcher).
5. Beat and alternate beat are to be selected by the Chief.

6. The Crime Control Team Leader is accountable to an executive officer

of the Chief's choosing.

7. The Team Leader is to be relieved of all other duties as soon as he is

selected. The other eight men are to be relieved at the discretion of

the Leader.

8. The Team is to be committed and assume responsibility for the beat at

the discretion of the Leader.

9. The experiment is to run for one year. It can be stopped or interrupted

only under the following conditions:

a. - The Project Director feels that it is failing.

*General Electric had the responsibility of directing the project in
Syracuse. In the spirit of decentralization, the selection of the Team
Leader was the only operational decision made by The General Electric
Company. All other decisions were made by the Team Leader. :

31




R R e e L i -

1 e o RS

. T
o

e i AN

: where individuals in upper levels of command continue in their position by
b. The Team thinks that it is failing.

reasons of ability, rank may be a good indicator of leadership qualities.

c. Civil disorder.

Rank is not necessarily correlated with leadership in those departments where

it b

10. If the experiment looks promising at the end of three months, a second

‘ occupation of the upper command echelons is determined by a Civil Service
team will be formed and committed to an adjacent beat. Regular |

b cai e

structure.
patrol units will then be removed from the two beats.
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The criteria used for the selection of the Leader in Syracuse were that the
11, The Team Leader's word is final on all investigation questions.

, Leader must have:
12, Only in matters of murder, civil disorder and crganized crime can

&
i e

Team Leaders obtain additional manpower. 1. The rank of Lieutenant or higher. *

13, The Crime Team will be given a budget of $1,500. 00 for the year to S | 2. The confidence and respect of his fellow officers.

* ' _ ,
spend as they see fit, The Project Director will be the only auditor 3. A high degree of reasoning ability.

of this fund. 4. A high degree of intelligence.

14.  The Department will supply as many vehicles as requested by the 5. A high degree of self-confidence.

Team Leader, 6. An ability to understand and communicate with others.

15. The Team s performance will be evaluated using a set of measurements 7. A low level of racial prejudice.

greed to by the Team Leader the PrOJect Director and the Ch1ef 8. A high sensitivity for other people's problems.

before the Team is committed. The actual selection of the Team Leader was carried out in three steps. f

SELECTIQN OF TEAM LEADER The first step was a screening process to identify a number of possible candidates.

bt e

The success of the first Crime Control Team depends strongiy upon the This step was accomplished by giving about fifteen command officers in the

selection of a competent individual to administer the Team operationa_lly. If the department a list of all the officers who had the rank of Lieutenant or higher,

individual believes in the usefulness of the concept, is a good policeman and has and asking them to select five to eight of the individuals who they felt best met

leadership ability, then he will make the Team a success. On the other hand, ‘the specifications outlined above. This screening quickly reduced the list from

e «
e AL U o A i i

if he accepts the assignment with the feeling that the concept has no value, or about thirty-five individuals to eight. The second step was another screening

if he is not respected by his fellow officers, or does not have leadership ability, process in which the eight officers selected in the first step were interviewed i

then the experiment probably will not be successful.

*There were two reaSOns for this specification; first, it was believed that a , :
great amount of red-tape could be bypassed in gettlng the Team operational .
if the Leader could speak from a position of authority. Second, if the Team
concept was successful, then individuals to fi (11 the positions of Sector Heads
and Crime Control Bureau Heads would need to be found, in order to extend -
the concept throughout the city. These people would be Captams or Deputy
Chief's. The best training for these officers would be experlence in leading
a Team in the field. :

The 1dent1f1cat10n of leaders is always a d1ff1cu1t task In departments

*Th1s money was used pr1mar1ly for mtelhgence purposes
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by the Project Director. The interview was structured around the following set
. of questions:

1. Do you like your present job?
a. Would you consider leaving your present assignment?

2. How long has it been since you have been on the streets as a patrolman
or supervisor of patrolmen?

3. What is your military experience?

4, Suppose you were given the opportunity to take over the Chief's job:
a. Would you want it?
b. Where would you be strong?
c. Where would you be weak?

5. What is your education?
6. Read article, page 47, March 8, 1968 issue of Life.*

a. Tell me about the article.

b. Give a description of the type of person you feel wrote the
article,

c. Do you believe what is said in the article ?

d. What is the basic problem of the family ?

e. Any suggéstions on how they could solve their problem ?

f. What is going to happen to the boy ?

7. There are seven or eight Negros in the Syracuse Police Department.
a. Do you know any of them well, been in their homes, etc. ? |
b. 2% of the force is Negro - 7% of the city iS Negro. ‘Why is

there such a smail percentage on the forcé ? |

c. Isthis right?

e ernas femet—

*This is a story of the daily life of a Negro famlly in a New York City ghetto
The article served as a convenient lead-in tc a discussion of the officer's

att1tudes towards the Negro: .
Y
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d. About 25 per cent of the police hold the rank of Sergeant or above.
None of the Negro police have any rank--Why ?
8. " Have you ever been interviewed by a psychologist ?
‘a. Would you be willing to be interviewed by a psychologist ?

9. If I were able lib”"s.;li'*f"ince you of the usefulness of a new concept in
operational procedures for the police, would you be willing to consider
working with me for the next year to experimentally evaluate the concept?

The second" step in the screening process reduced the number of potential

candidates to thr‘ee. Three were eliminated because they wished to remain

. in their present assignments; one because he did not appear to have a "low" level

of prejudice; and one because he lacked reasoning ability or, at least he failed
to orally demonstrate this ability.

The final step consisted of an interview of the three remaining candidates by
a psychologist. The psychologist who conducted the hour-long interviews had
considerable experience in the evaluation of potential leaders for industry. The
results of theée interviews were essentially, that there was no indication of any
factors that would disqualify any of the three candidates for the position of Team
Leader.

It is of interest to note, based on the limited sample, that the two screening
processes provided measures of possible leadership candidates, which were not
negated by the psychologist's interviews.

TEAM SELECTION

Several generalized decisions about-Team personnel were made by the Team
Leader and the Project Director before attempting to recruit Team members.

The first questibn concerned the general level of the make-up of the Team.
Should it be composed of "average" policemenk or the "best" policeﬁaen in the

department? By using the "best", the experiment would be biased. That is,
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the Team would not be representative of the personnel available to form othef
Teams, if the Team concept were to be implemented city-wide. Balancing

this factor was an awareness that the members of the first Team would face
many problems which, if solved, would not be encountered by subsequent Teams.
And if these "one-time" problems were not solved, then the success of the
experiment would be jeopardized. For this reason it was decided to use the
"best" policemen that were available for thé Team.

The second question was whether or not to use policemen who had many
years of experience. It was decided to use inexperienced policemen, since it
was felt that these individuals would be more receptive to new and different ideas
and procedures. |

Thus, although the selection of members, who were above average in
personality and mental characteristics, biased the experiment in one direction,
the lack of practical police experience biased the experiment in the opposite
direction. |

The actual appointment of an officer to the Team followed only after he had
been completely briefed with regard to what would be expected of him, the
nature of the experiment, and an expression by him of his desire to become a
part of the program.

The team was reviewed for compatibility by having the psychologist sit in c)n
a number of the training and discussion se¢ssions.

TEAM TRAINING

-

The Team received about 100 hours of additional training. Approximately ' %

one-half of this instruction was devoted to conventional police techniques, the
remainder to subjects that are not usually included in the police curriculum.
Most of the conventional training was in the area of investigation techniques

since the Team members had only limited experience in this area.
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The other areas of instruction were varied. Brief outlines of the subject
matter, why they were included, and a value judgment of their usefulness are
outlined below. All of the instructors were civilians whp had extensive knowledge
of their subjects. The value judgments of the subjects and the instructors were
madz by the students at the end of the training period.

Effective Presentation

This is a public speaking course that is available to all General Electric
employees. The regular course consists of about twenty-six hours of class work;
the police course was shortened to eighteen hours, This course was given to the
Team members in order to improve their ability to communicate. There was,
however, a more important reason for the course. The course, as conducted in
General Electric, involves an evaluation of each other's talks by the other
students, which appeared to be a very effective means of indoctrinating Team
members in the giving and receiving of constructive criticism. It was felt that
such criticism was required for the deployment of an effective team.

The Team members, as a whole, rated this instruction very high. They felt
it helped them to become better citizens and policemen, and that it gave them
confidence in their ability to communicate. - None of the Team members
recognized that one of the reasons for giving the course was to familiarize them
with the process of mutual criticism.

Negro History

This lecture took about ninety minutes and reviewed the history of the

American Negro. Particular amphasis was placed upon the post World War II

period and the civil disorders of the past few years. The lecture was followed

by a ninety-minute discussion and questioning session.

Most of the Team members felt that this session was useful to tnem as

citizens and policemen. Some of the students felt this course should have been

extended to two sessions, so more details of the history could be discussed.
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The Negro Attitude Toward the Police

This was a four-hour discussion session. The discussion leader was a young
lady who had a detailed knowledge of the history of the interaction between the
police and Negroes in Syracuse. This knowledge was detailed enough so that
she was able to cite specific instances where each of the Team members had
made what she considered to be a poor response to a problem in the Negro
community. The discussion at times became heated. But after the first ninety
minutes, both sides settled down and sugg‘est‘ions were made and evaluated as
to how the Team should conduct itself in their contacts with Negro citizéns.

Most of the Team members evaluated this session as being useful.
Members who were not enthusiastic were those who had their noses bent and
their attitude was understandable. The administrative personnel who attended
the discussion were pleased with the session, since it clearly accomplished a
number of useful points, First, it was pr'obably the first time these policemen
had ever been exposed, in depth, as to why the Negroes have the attitude that
they have towards the police,  Second, it clearly demonstrated that the Team
members could withstand severe criticism without losing their composure.
Finally, the last hour of fhe session proved to the Team members that there
are ways to conduct police business that will not be so irritating to the Negro,
and at the same time, will not reduce the dignity of the officer,

Concept of Decentralization

This was a series of twelve ong~»";§yf§ discussion sessions. There were a
number of objectives to be realized iﬁ”‘fbese meetings, including:

1. an understanding of the Crime Control Team concept,

2. the concept of responsibility and accountability,

3. the development of alternatives and their evaluation,

4. the concept of calculated risk,

38

sy

5. the development of imagination.

The first two of these objectives were cbvered by a discussion of the contents
of the first three sections of the report.

The third, fourth and fifth objectives were undertaken by examining actual
police problems that had materialized in the immediate past, and by brainstorm
sessions.

In general, the leader of these sessions felt that the first twé of these
objectives were realized; probably the last three were not. Only in rare
instances were Team members able to suggest alternatives to conventional police
response without considerable probing. Even after alternative solutions were
mace available, seldom did the Team members feel that these solutions had
merit. The Team members did considerably better when the problem under
consideration did not involve a need for direct physical response. For example,
the results of their efforts to design a police patrol vehicle are shown in Figure
3. There were other evidences of the development of imagination; for example,
having decided it would be useful to examine their bea{‘ from the air, the Team,
completely on its own, arranged for helicopters and the acquisition of aerial
photographs.

The team was completely unable to evaluate the usefulness of these sessions;r
probably because the classes were conducted in an informal manner. Until the
end of the training period, the students were not aware that the classes were

anything more than bull sessions.
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Management Skills

Very early in the experiment it was recognized that the lack of certain
m‘anagerial skills within the Syracuse Police Department would be a serious
impediment to reaching the full operational capabilities of the Teams.

Inherest in the CCT concept is the style used to manage the Team, which
must be of the participutive form rather than the classical approach. Although
many members of the Syracuse Police Department have taken business courses
in which they studied the principals of participative management, the conven-
tional police operation provides few opportunities for exercising such techniques.
Since the policemen in the CCT had always been managed by the classical ap-
proach, there were additional difficulties encountered because they did not
know what they could expect from a participative form of management.

Further difficulties were also recognized, particularly in the areas of
planning and evaluation. |

Not until the program had proceeded for about 18 months was a means found
for rectifying this problem. While it was obvious that a training program was
required, it was not apparent how it should be implemented. The management
courses offered in the local colleges did not seem to be of the form required,
nor were they taught with the police environment in mind, The implementation
problem was solved when a General Electric management consultant became

interested in the problem. This gentlemaa was a commander in the Army

ERRNEAE R, ST SR

Management School and, at present, is involved in management training in
General Electric and lectures regularly on the subject of management at
Syracuse University.
5
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A basic management skills course, consisting of 16 two hour sessions, was

designed. The course content is outlined below.

The Nature of Management

Who Is The Manager ?

Motivational Management - Why Peopie Work

A Philosophy of Management - Managerial Styles

Communicating Is Good Business

Interviewing Techniques

How To Be A Creative Manager

‘:‘ﬂil*isgvelopment of Interpersonal Skills

;yji‘nference Techniques
TL'.! Z‘l.‘e‘rn‘exllts of Planning
Problems of Organization
Integration of Effort
Management Controls - Measuring
Work Planning For Managers
Decision-making Techniques
The 'Mana,gement of Resources
Although thé course was primarily given to CCT people, officers from
other elements of the Departmenf that interfaced with the CCT were included
s0 they would be aware of the techniques being used. Eighfeen policemen
attended the course:
4 - CCT policemen
2 - CCT sergeants

1 - CCT lieutenant . 2 - Lieutenants
1 - Chief of Police 2 - Sergeants

1 - Deputy Sergeant - Onondaga County Sheriff's Department

3 - Deputy Chiefs
2 - Captains
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The course was cdmpleted in June 1970, The attendees all expressed the
opinion that the course had value and the CCT people were able to recognize
specific applications to their particular operation. *

This introductory course will be followed by more advanced, recommended

courses at local universities.

Summary of Training

There is no question but that the time spent on public speaking, the history
of the Negro and his attitude towards the police, and the management skills
was well spent.. These subjects should be included in the training of all police-
men.

More effectiv_e ways must be found to develop imagination and a willingness
to attempt calculated risks in Crime Control Officers. It probably cannot be
done in a short period. The initial sessions will probably need to be followed
up with additional training, extending over a period of several years.

Experience has shown that the amount of time spent on instruction in
investigation techniques was completely inadequate. The classroom instruction
should have been followed with field work in the company of an experienced
investigator for a period of at least several weeks.

BEAT SELECTION -

The original intention was to commit the Crime Control Team to a ghetto
beat. Early in the planning stages, the responsibility of developing a plan to
prepare the beat population for the experiment was given to a General Electric
Community Relations expert who had extensive contacts with the Negro

community.

*-The student evaluation of the course is presented in more detail in Section 1.
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The plan, which was developed, contained three major points:
1. The Team would be committed in an overt manner.
2. A number of meetings would be held with the members of the beat
community in order to give the community a sense of involvement by
allowing them to take part in the planning of the experiment.
3. Before any overt action was taken, the plans would be submitted to a
selection of Negro leaders for thei'r evaluation of the success of the plan.
The plans for committing the Crime Control Team to a ghetto beat were
submitted, through several independent sources, to the Negro leaders. Almost
without exception their advice was against any attempt to commit the Team in an
overt manner. They felt that it would be impossible to get the community
involved in the experiment and that the timing was particularly poor (June, 1968).

Several Negro'leadérs suggésted that the team be committed in a cover_t
manner, This possibility was examined and rejected by the police for two
reasons:

1. the lack of internal security within the department would make it
impossible to keep a change in police procedure secret, and

2. it would be embarrassing to the police to withdraw the Team if it were
viewed with hostilit& by the neighborhood.

The beat that was finally selected for the experiment was known as Beat 50.

It is an area of about 0. 8 square miles, containing ébout fifty blocks. The ethnic
grouping is about 30 % Negro, 5% Puerto Rican, 5% American Indian and the
remainder white, ‘principarlly of Italian descent. 'There are-about one hundred
businesses in the érea, ranging from smail grocery stores to small manufacturing
plahts and insurance offices. One portion of the beat is rapidly deteriorating and,

within the next few years, will probably show a considerable increase in the
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2.
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percentage of Negroes living there. In 1967, the beat ranked fourth in the city
in terms of the total amount of crimes committed.

The principle reason for selecting this beat was that it contained a
cross-section of typical police problems and the operational details of the Team

could be worked out without being seriously complicated by racial considerations.

PUBLIC RELATIONS

Early in the planning stages, public relations people from the police
department and the General Electric Company were informed of the experiment
and asked to formulate plans regarding the publicity and community relations
aspects of the program. The basic objective was to obtain a maximum of -
citizen cooperation for the Team during the period of the experiment.

The following specifications were set forth as guidelines for the public

relations effort:

The initial news break of the experiment must be correct and thus,
every effort should be made to prevent a premature leak.

The specific geographic area in which the Team would operate would
not be identified in print until four to six weeks after the Team was
committed.

Specific efforts should be made to keep community leaders in the beat

areas completely informed with regard to the plans of the police.

Thé plan that was developed and subsequently followed is outlined below:

The Mayor was informed of the experiment.

The story was released at a meeting attended by news media executives,
the Mayor, the Chief and the Team Leader. Fortunately, a meeting
between these individuals had been planned to discuss the handling of

hews in the event of a civil disorder. The details of the experiment
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were exposed at this meeting and an invitation was extended to the press
to attend training sessions and to accompany Team members on patrol
after the Team was committed. Team members were relieved of their
previous assighments as of the date of this meeting.

On the same day as the meeting with the press, the members of the
Department were informed of the program.

Two weeks before the Team was committed, a meeting was held with
the political and religious leaders of Beat 50 to inform them in detail,
of the program and to introduce them to the Team r;zembers. The
press was not invited to attend this meeting. The religious leaders
were contacted by Team members and solicited personally to attend
the meeting. Political leaders (ward chairmen, city councilmen,
county legislators, the state assemblymen and the state- senator) were
contacted personally by a respected civic leader and asked to attend the
meeting, The leaders were promised they would be kept infcrimed of
the progress of the experiment through subsequent meetings.

During the training period, Team members spent one or two hours a

day visiting the business establishments in the beat. These visits
accomplished two purposes. First, they allowed the Team to examine
and familiarize themselves with the security measures of each business

and to make suggestions for improvements. Second, they permitted the

Team to inform the business community of the nature of the experiment,.

The final press conference was held the day befbre the Team was
committed. The mémbers of the Team were introduced publicly for

the first time.

Y 7
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‘ Without question, the plan that was developed by the public relations people
proved to be an unqualified succeSs. Throughout the first month that the Team
was in the field, fifteen stories, including four editorials, were published in the
local papers. Nine TV news stories, including three in depth, were aired. All
of these stories were accurate and favorable to the experiment. Favorablev‘press
coverage continued throughout the period of the experiment.

The religious and political leaders were enthusiastic about the program,
They developed into the major source of feedback to the police, indicating how
the beat population viewed the Team.

Without exception, the business leaders welcomed the program. All
suggestions that were made to increase the security of premises were accepted
and acted upon By these people.

EQUIPMENT

The Crime Control Team used equipment that is standard with most police
forces, or at least has been evaluated previously by the police. Four items,
however, deserve additional comment.

The Team had one marked and three unmarked automobiles at its disposal.

If additional vehicles were required, they were made available. The marked
unit was clearly recognizable as a CCT unit, and was an effective means whereby
the population of the beat could identify themselves with the Team. This unit

was on the streets twenty-four hours a day. The unmarked vehicles were

both new and used and were borrowed from local automobile dealers. Because

of the different body styles, the use of white wall tires, and because the units
were exchanged every three months, the units were seldom identified as i

belonging to the police.
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The officers, when in uniform, wore conventional uniforms with two
exceptions. They wore white shirts (the regular police use gray shirts) and a

badge signifying "Crime Control Team Member" above their name tags. These

changes accomplished two purposes. TFirst, they increased esprit de corps
because the}; separated Team members from the rest of the Department.
Second, they aided the beat population to identify themselves with the Team.
As the experiment continued, citizens would often request police service by
asking for "a white shirted policeman, not a gray."

The CCT officers were equipped with walkie-talkies. This was the first
time patrol units in Syracuse used this type of equipment on a regular and
continuous basis. The success that the Team had in making personal contact
with the population of the beat was, to a great extent, due to theée radios.
Because of this equipment, Team members were not reluctant to get out of the
car and spend time talking to people on their porches, in shops and bars,
and on the streets. They could remain in service and be fully aware of other
police activities that were taking place in the city. The CCT officer seldom is
out of service; only when he is engaged in an activity that cannot be interrupted
does he remove himself from service. Because of the radio, he does not go out
of service when checking buildings, developing intelligence sources, or aiding
Citizen Service Units in the beat area.

The officers were also equipped with small battery-powered tape recorders
which, unfortunately, were only available at the start of the program. Because
of the many detailed operational problems occurring during this périod, it is
felt that this equipment did not receive a fair evaluation. The men were en-

couraged to use the recorder for certain crime reports, intelligence information
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and for taking affidavits. However, the Team wés not forced to use the re-
corders for these purposes and they seldom did. Within a few weeks, they
were often not even carried by the officers. Certainly one possible reason
for this unfavorable evaluation was that the Team members never really be-
came well enough acquainted with the recorder to realize it's usefulness.

(It is of interest to note that, after the recorders were returned, most of the
Team members expressed the bpinion that they were glad to be rid of them.
It seems that during the three-month period they were being evaluated, the
officers were concerned that they would either lose or break this expensive

equipment. )
TEAM DEPLOYMENT

The Crime Control Team, when patrolling, has three functions:

1. To deter criminal activity.

2. To detect criminal attacks.

3. To serve as a reaction force to a criminal attack.

During daylight hours, its only function is that of a reaction force (since the
citizens themselves aré effective deterrents and detectors of crime). Because
of the low probability of a crime occurring during the day, any manpower
expended during daylight should be’ an absolute minimum; that is, one unit.

As darkness occurs, the ability of the citizens to protect themselves and
to detect criminal attacks rapidly decreases; thus the Crime Control Team's

patrol must assume these functions. The only hope of doing this effectively is

to deploy the maximum possible amount of manpower during the nighttime hours.
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Several other general specifications can be set forth, based on an
examination of the time that crimes occur in a particular area. In Area 50,
for example, very few crimes occur after 0200 hours (0400 on Saturday night).
The least amount of crime occurs on Tuesday and Wednesday nights; the most
occurs on Thursday and Saturday; »Monday', Friday and Sunday nights have less
crime than the Thursday-Saturday level.

kWhile the above points form the basic Specifications for the development of_

deployment schedules, there are other considerations of almost equal
importance. The working conditions for policemen are difficult enough without
further aggravating the situation by irregular work scheduies. Three elementary
rules that must be followed are:

1. Work no more than eight hours in a twenty-fouij"hour period. These
eight hours should be the same for every working day.

2. Work no more than forty hours in any seven-day period.

3. Two consecutive days off cut of every seven. Time off must also be
systematized so that the officer knows when he will be off duty at least
two weeks in advance.

| Of the three rules, the last is the one which should never, if at all possible,
be violated. Nothing is more upsstting to the harmony of a family than to have

family plans disrupted because of the demands of employment. * ' Rules

1 and 2 are important becaus# if they are disregarded over an extended period
of time, the efficiency and alertness of the policeman will be affected.
The scheduling of ménpower within the above rules becomes a difficult

problem with small units: It can, hoW“ever, be done with sufficient planning.

e L PO S

*It is well known that the divorce rate among policemen is one of the highest
of all professions. (This statement seems to be believed by most
policemen; however, the authors have not been able to find any documentary
evidence to substantiate it. ) While this rate is probably die to many
factors associated with the job, the uncertainty in the working schedule
must be one of the major factors.
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The first step is to set up a deployment schedule to be used under normal
conditions (i. e., all of the Team members are available for duty). The
development of the schedule follows from an examination of the témporal
distribution of crime. For example, after the Crime Control Team had been
on the streets for two months, the temporal distribution of crime indicated that

*
manpower should be deployed as shown in Figure 4. The assignment of days

off is shown in Figure 5. One possible deployment schedule is shown in Figure
6. Although it is. impossible to adhere rigidly to the first rule with such a
<sma11 unit, the schedule is so designed that the officer works four of his five days
during the Same eight-hour period, the fifth tour is scheduled with as little change
as possible.
The second step is concerned with the deployment of manpower in the event
one of the Team members is not available for duty (sickness or furlough). A
glance at the regular deployment schedule shows that at only certain times
dtiring the week is it possible for a problem to arise. These-are the times when
only one unit is on duty. Thus, a set of rules must be set down to cover these
eventualities. These rules are shown in tabular form in Figure 7.
Information such as is contained in Figures 6 and 7 is easily stored in a
computer, and any required deployment changes can be quickly made available
to the proper personnel.
INVESTIGATION PROCEDURE
One difficulty in establishing any investigation procedure is that the bulk of
the Crime Control Team's manpower is deployed at night, while a major portion*

of follow-up investigation work must be performed during the daylight hours.

*For a number of reasons (having to do with the size of Area 50, the number
of vehicles available, the desirability of allowing some of the Team
members to have Saturday or Sunday off, etc.), the maximum force which
could be deployed consistently in one twenty-~four-hour period was 6 units,
exclusive of the Leader and Deputy Leader.
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MAN NOT
AVAILABIE
FOR DUTY DAY REDEPLOYMENT
1 Priday No. 3 tour shifted to 1600-2400
Saturday No. 3 tour shifted tc 1600-2400
2 Monday Deputy Leader covers
' No. 7 tour shifted to 1600-2400
Sunday No. 3 tour shifted to 0000-0800
3 Monday No. 2 tour shifted to 0000-0800
Sunday No. 7 tour shifted to 1800-0200
4 Tuesday, Wednesday
Thursday, Friday,
Saturday Deputy Leader covers
-
5 Tuesday No. 7 tour shifted to 0000-0800
Wednesday Deputy Leader covers
Thursday, Friday No. 2 tour shifted to 2000-0800
Saturday No. 3 tour shifted to 0000-0800
Sunday Deputy Leader covers
6 Monday Deputy Leader covers
‘Tuesday No. 7 tour shifted 1600-2400
Wedriesday Deputy Leader covers
Thursday No. 1 tour shifted to 1600-2400
Sunday No. 1 tour shifted to 1200-2000
‘ 7 No redeployment required

Figure 7. Rules for Changing Deployment Schedule in the
& Event a Team Member is Not Available for Duty.

54

Thus, any investigation that requires significant amounts of manpower dictates
that the work rules outlined in the previous section on deployment be violated.

Three fundamental considerations have guided the investigation procedure

used by the Syracuse Crime Control Team:

1. Violations of the deployment work rules should be minimized.

2. The procedure should prevent any tendency to establish investigation
specialists within the Team.

3. The procedure should encourage an attitude of teamwork in investigation
matters (i.e., any publicity resulting from a successful investigation
should not cite individuals, but rather the Team as a whole).

The outline of the investigation procedure used is:

1. The Team Officer responding to the initial complaint has the
responsibility for disposing of the complaint in a satisfactory manner.

2. This Officer has the authority to make the following decisibns:

a. Is there a high probability that follow-up investigation will
result in an arrest of the perpetrators? If the decision is yes,
then -

b. Should a follow-up investigation be made ?

c. What is the manpower required?

d. What specific tasks should be assigned to the additional manpower ?

e. When should the investigation process be stopped and the case
closed? |

3. If the officer decides he will make the follow-up investigation, he
informs the Team Leader, and the officer is removed from his regular
duty tour until the necessary follow-,ﬁp is completed.

4. Warrants are served by whatever Team Member is available at the time

the warrant is issued.
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5. Qccasionally there may be crimes where it is necessary for the police to
"show the flag" for public relations reasons, even though it is obvious
that investigation will prove fruitless ,(e. g., crimes that have received
excessive news coverage, or where the victim is a prominent citizen, and
so on). In these instances the Team Leader has the responsibility fo’r
performing the investigation in a satisfactory manner

DATA PROCESSING -
Data processing equipment was used for two purposes during the experiment
The first was to perform statistical calculations on those measures that were o
selected for the evaluation of Team effectiveness. Tlie equipment was also used
to provide administrativg information to the Team Leader. Although the practi
need for an administrative data processing system for the experiment was -
questionable, the experiment offered the opportunity to innovate with dif
systems and to evaluate thzir usefulnesé. o
Most conventional police data processing systems suffer from one or mo
of the following difficulties, when viewed from the standpoint of crime: )
1. They are principally service-oriented rather than event-oriented
That is, they are usually concerned about when and where the polic;a
service was required, rather than where and when the event occurred

2. The location of the event is either overépecified (by an exact street |
address) or underspecified (by a reporting area, usually a census tract)

3. The input to the system is clumsy, in the sense that the data must be |

acquired from a number of different source documents of diff
formats. | o

4. The type of crime is underspecified, since éither the legal or FBI

definition is used. A polic;e administrator is not only interésted in the

fact that a '
at a robbery took place, but also in knowing whether it was a
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hold-up or a mugging, since these are distinctly different police
is interested in whether an assault was the

problems. Likewise, he

awl, or if a theft was from

result of 2 family dispute or a barroom br

a house, automobile Or business.

5. The outputs of the systems are usually difficult to digest because of

the quantity and format of the output.
The data processing system that was designed and implemented and utilized

d to alleviate these difficulties. The

for the Crime Control Team attempte

ted in that it is principally concerned with the time and

system is event-orien
e event is specified to within a single

location of a crime. The location of th

block and a single side of the street. The type of crime is described in terms

of basic police problems.
The only inputs to the system are generated by the Team Member, and are

recorded on two simple forms. The outputs of the system are mainly graphical

nted system tries to answer at least two questions for

in format. The impleme

the Team Leader:
1. In the past, when, where " and how did criminals make their attacks?

9. 1In the past, did you have your manpmizer deployed correctly to meet

these attacks ?

In addition, the system was used to collect information of a more general
nature, such as: Who eauses crimes ?Could the police have detected the crime?

as cleared, how was it cleared ? etc.

1f the crime W
pata Input

All the data input to the system was generated directly by the Team Member
format that could easily be transferred to

and recorded on two forms using a

punch cards. Particular attention was given to the design ofthese forms,

e required administrative data and took

making sure that they contained all of th
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less than one minute to fill out. The forms were not official documents and
they were sent directly to the Project Director by the Team Member.

Internal Crime Report

The pertinent information on a crime was recorded on the Internal Crime
Report form shown in Figure 8. Blanks I through IV identify the beat, the
specific crime, the date and day of the week that the crime occurred. Blank V
is a value judgment of the weather made by the officer (in the sense of whether
it was good or bad for the particular season of the year). Blank VI locates
the crime by block number and side of the block according to the map shown in
Figure 9. The time the crime was detected appears in Blank VII. The time
the crime occurred which often, of course, can only be estimated, is in Blank
VIO. The Team Members were encouraged to fix this time as close as possible,
and a space is included in VIII for an indication of how accurate the officer
believed his guess to be.

In IX, the crime is classified in several different ways, with the type
identified more specifically from the table or; the right side of the form. Blank
X tells who detected the crime and XI notes whether the police patrol could have
detected the crime. Once again, this is a value judgment by the officer. A
crime is defined as detectable by the police if, in the normal course of patrolling,
the crime could have been intercepted by the police while it was in progress.

Tf the crime was cleared or unfounded, this is recorded in XII, and why it was
cleared is recorded in XIII. The method of clearance refers to basic action

that permitted the police to clear the crime. If the police answered a complaint
and apprehended the criminal at the scene of the crime, or if the victim identified
the criminal by name, then the crime is cleared because of citizen action. If

the police detected the crime and made an immediate apprehension at the scene,

this is an interception. If the crime was cleared by fingerprints, from‘
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_ | 2 3
P 4.5 67 8 910
It 12 13 14 15 16
III. Date Occurred
17 18 Month Day Year
IV. DayofWeek ™ Sunday 1
. . Occurred = onday 2
;}I‘Vutijsday::l 3
. AL _ ednesday 4
) V. Weather 19 20 Side: g_; g_g Thursday 5
g Good 1 Cc-3 G-7 Friday 6
4, Bad 2 D-4 H-8 Saturday 7
:K V1. Location 2122 23
S Block 1-999 r
PART 1
) 26 27 2629 30 Criminal Homicide: ~
% ) VII. Time Detected Murder and non-negligent manslaughter - 01
Manslaughter by negligence - 02
31 32 333438 Forclole Rape - 03
VIHI. Time Occurred Business - 04
36 37 38 39 Stick-up - 05
. i - + Hours Strongarm/mugging - 39
) ; Other - 06
2 IX. Type of Crime Aegravated Assault
& Against ph gun -
Wilh knife - 08
Person 1 40
4 With blunt object - 09
Property 2 [ ] Other -10
2 - L Otbler 3 Family dispute - 40
. ega Burglary:
i ’ Felony 1 4! RJesl_dJentlal -11
R Misdem., 2 D Commercial - 12
g Violat. 3 Larceny: Theft - $50 and more
424349 ) From Business - 13
o Home - 14
Type No. HE B < Auto - 15
X . Detected By g‘;:;:lesrimlcah M
Victim 1 45 46 Auto Theft - 19
Citizen 2 [:.
L] Police 3 PART 11
L ‘. .
XI. Could Crime have been 22%?,?’5@'}2255 ?521” less
detected by Police 47 48 Home - 42
Yes 1 E. Auto - 43
: No 2 Purse Snatch - 44
. g Bicycle - 45
-y ,\; XII. Crime Cleared Other Assaults - 20
g No 0 49 %0 Family Dispute - 46
y Yes 1 E. Aggrevated Harrassment - 47
| Unfounded 2 Arson - 21
Forgery and Counterfeiting - 22
Fraud - 23
XIII. How C_lea.red Embezzlenent - 24
Citizen Action 1 582 Stolen property; buying, receiving: possessing - 25
Intercept by Police 2 E. Vandalism - 26
Investigation 3 Weapons; carrylng, possessing, etc, - 27
Other 4 Prostitution and Commercialized Vice - 28
Sex Offenses - 20
XIV. Was There An Association g:mm:lt::gl{rg% Laws - 30
Bet;_v:senIVlctlm & Perpetrator g Offenses Agalnst The Family and Children - 32
No 2 D Driving Under the Influence - 33
o Liquor Laws - 34
84 55 Drunkenness - 35
] XV. Reporting Period 3;‘;’;‘3‘5’_ ggnduct -3
\ All Other Offenses - 38
Figure 8. Form for Recording Pertinent Crime Data,
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physical descriptions, from informer information, confessions, and so on, it
is termed cleared by investigation.

X1V records whether there was a previous association between the victim
and perpetrator. XV identifies the particular twenty-eight day reporting period
during which the crirﬂe occurred,

Note that if the crime is not cleared immediately, Items XII-XIV are not
filled out. If the crime is cleared at a later date, the same form is used but
only Items II, XII, XIIT and XIV are filled out. The numbers above the blocks
on the forms refer to the specific column on an IBM punch card where this piece
of data is entered.

Internal Officer's Log

Data concerning the way that the Crime Control Team was deployed
temporally and tactically is derived from the Internal Officer's Log form, Figure
10. This form, again, is not an official document, and was sent directly to the
Project Director by the Team Member. The purpose of this form is not to
account for the way that the officer spent every minute of his duty tour but,
rather, to keep track of how much effort was devoted to active patrol or to
investigation. No attempt was made to record the amount of time spent on
prevention or public relations activities or the time devoted to the development
of intelligence sources. Thus, the sum of the times recorded in the log are not
expected to add up to eight hours,

The form, in general, is self-explanatory, with a few exceptions. The
boxes labeled IBM identify the particular officer. Mobile patrol time is defined
as time spent in actively attempting to intercept crime. Investigation time
includes the time spent in responding to a criminal complaint (the initial
investigation) plus the time spent on follow~-up investigations.

Patrol time is recorded as follows: The hours of the day are printed
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INTERNAL OFFICER'S LOG

62

Month Day Year
{2 3 4 5 6
Date of Start
of Tour I:D [:D
7.8 910 o2 13 76 77
IBM No. Miles Driven : Beat
MOBILE PATROL
00{ 0000 0300 0600 0900 1200 1500 1800 2100 2400 INVESTIGATION
05 002 038 074 110 146 162 218 254
10] o003 03 075 11 - 147 183 219 255 14 15 16. 17 18 19 20 21 22 23
DR
15 004 040 076 112 148 184 220 256 Hours
20 005 041 077 113 149 185 221 257 '
4 o
25 006 042 078 114 150 186 222 258 28 25 26 27 24 29 30 313z 33
DR Hours
30 007 043 079 115 151 187 223 259
35 008 044 08B0 116 152 188 224 260
34 3% 36 37 38 39 40 41 42 43
40| o3 os5 081 117 153 189 225 261 DR Hours
45 010 046 082 118 154 190 226 262
50 01t 047 083 19 155 181 227 263 44 45 46 47 48 49 50 51 52 53
551 o012 048 o84 120 156 152 228 264 DR Hours
60 | 0100 0400 0700 1000 1300 1600 1900 2200
05 014 30 0Rf 122 158 194 230 266 54 55 56 57 58 59 60 61 62 63
10 015 05 087 123 159 195 231 267 DR Hours
15 016 052 088 124 160 196 232 268
DUTY TOUR
20 017 053 089 125 161 187 233 269 16 17 18 19 20 2
" 25 018 054 080 126 182 198 234 270 .
019 055 091 127 163 199 235 27
30 ! MOBILE PATROL
35 020 056 092 128 164 _ 200 236 272 22 23 24 25 26 27
40 021 057 093 120 165 = 200 237 273 —_—
45 022 058 094 130 166 202 338 274 28 29 30 31 32 33
50 023 053 095 . 131 167 203 238 275 —
55| 024 060 096 132 168 204 240 276 34 35 36 37 38 39
601 0200 0500 0800 1100 1400 1700 2000 23C0
05 026 062 098 134 170 206 242 278 40 41 42 43 44 45
—
T 7
10 027 063 099 135 171 20 243 219 26 47 48 45 50 51
15 026 064 100 138 172 208 244 280 —
20 029 085 101 137 173 209 245 . 26) 52 53 54 85 56 57
25| o030 o066 102 138 174 210 246 282 B
30 031 07 103 139 175 211 247 283 58 59 60 f_—l_fﬁ%
35 032 - OR8 . 104- 140 176 212 248 2x4 ’
40 033 069 . 105 141 17T 213 249 - 285 59 65 €6 67 €8 69
—
034 070 106 21718 214 250 286
45 " 7071 7 73 74 7
50 035 . 071 107 143 179 215 251 . 285 Djj —
55 03 . 072 108 144 180 216 - 252 ' 2AH
Figure 10, Form for Recording Patrol and Investigation Time

between the three pairs of horizontal lines. The hours are divided up into

five-minute segments by the scale along the left hand side of the chart. Time
thus moves from top to bottom of the chart and then to the top of the next
column. The time, 1230 hours, is represented for example by the number 151,
0510 hours by number 063, and 2300 hours by the number 277,

An example of a completed log is shown in Figure 11. The officer's tour
of duty lasted from 0000 hours to 0800 hours. This is recorded in boxes 16, 17,
18, and 19, 20, 21 with the number 001 and 097, His first patrol started at 0010
hours and a horizontal line was drawn through the number 003 which corresponds
to that time. At 0500 hours, he investigated a crime, DR173205, and spent
thirty minutes on the problem. The end of the first patrol is noted by a line
through the number 011, ‘and a vertical line connects the number 003 and 011.
The investigaticn: time is recorded in the appropriate space in the upper right-
hand corner of the form. The officer resumed patrolling at 0120 hours and the
fact is noted with the line through number 017, and so on. At the end of the tour,
the officer transforms the numbers from the chairt, representing the start and
end of each patrol segment, to the appropriate boxes on the lower right hand side
of the form. This officer actually made five separate patrols and was actively
engaged in attempting to intercept a crime for about 405 minutes during his
eight-hour tear.

Printouts

A number of graphic printouts are available from the data processing

system. Two typical cutputs are shown in Figures 12 and 13. Figure 12 shows
the temporal distribution of crime in Beat 50 according to the day of the week
and the four-hour segments of the day. Similar printouts are available for any
specific type of crime; e.g., thefts from autos,commercial burglaries, crimes
against the person,. etc. Printouts are made for the past reporting period,
summaries of the past three periods, and year-to-date summaries.
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i TOTAL NUMBER OF CRIMES IN HEAT 5p
INTERNAL OFFICER'S LOG ‘
Month Day Year () YEAR TO Djitk ENDING WITH PERIOD 1/ 196y
{2 3 4 5 6 .
Date of Start 3 |‘|9]
of Tour !—b_] [-LL—] , .
7 8 9.0 112 13 76 77 DAY HOUR NO,
IBM No. ﬂn Miles Driven L—_]ﬂﬂ Beat
MOBILE PATROL ‘ : 5 * SUNDAY Q0000 23 R Y Y TR T R e
00| 0000 0300 0600 0900 1200 1500 1800 2100 2400 INVESTIGATION ‘ ggg g Jgsl :::uouu
1 21 25 ] . K
05 002 0 ’ 0 110 46 182 8 4 o e 8 e 2o N : 1200 p cnos
10 0 0 1 147 . 183 219 255 id 2 ok - 1600 8 R,
15] o4 o 07 112 148 184 220 256 [117]3]a]olsT C@E . ¥ . 2000 14 R RE NN
20 obs oft o} musz e s 21 ) ' ) ) d :;; , MONDAY 0000 17 SRHUBHBRTRBDODORS Y
‘ . 258 24 2526 27 28 29 30 3 32 33 : 8 0400 2 ow
25 6 042 07 114 150 186 222 DR Hour's 0800 1u BB EEnEn B
30 7 of3 o 115 151 187 . 223 259 v \ g 1200 7 S LoNDee
35 8 o4 O 116 152 188 - 224 260 . 34 35 36 37 38 39 40 ol 42 43 ; . 1500 14 SRR DDBERE D
40 9. 0 0 117 153 189 225 261 DR .:]:D:!:D Hours : - TUES 2000 1_4 REBBBERARBBERS
45 0 of ok 118 154 190 226 262 SR o UESDAY 0000 13  scoussssansaes
. i 0400 4 LT
50 | 0 0 119 155 . 191 227 263 44 45 46 47 48 49 30 5 52 53 e . 0800 s sue
551 o0iz ofs o8 120 156 192 228 264 DR Hours i 1 1200 4 Sano
60 | 0100 04)0, 0700 1000 1300 1600 1900 2200 . ;ggg ? L XX
i 2 1 sBasBasNGY
05 (28] [ i 0 122 158 194 230 266 54 55 56 57 58 59 60 61 62 63 .
WEDNESDAY 0000 10 SRBBnBODYY
10 c1s ot o 123 159 195 . 231 267 DR 1 Hours . ] i 0400 3 ces
15 o6 of2 o 124 160" 196 232 268 DUTY TOUR = | B = 0800 3 O
20 = op o 25 - 161 197 . 203 269 16 17 18 19 20 21 P PLog Ty : « 1200 7 2 TY TR Y
25| ofe . ofs ooh 126 162 198 204 290 ololl] —>» [ol9]7] SR b _}g' 1600 13 tEBBBBBBBBRG R
30 I 09 127 183 189 235 271 %o Ei e 2000 7 Soaws ey
MOBILE PATROL g : THURSDAY 0000 9 T YT Y T
35 20 09 126 164 200 236 . 272 22 23 24 25 26 27 : X 0400 5 csnee
40 21 057 - 09 120 165 201 237 213 E g D @Im ' ¢ L X 0800 3 sen
45 2 094 © 130 1% 202 38 2M4 28 28 30 31 32 33 . | ok 1200 31 BRUETRDTLRD
50 3.0 09 131 167 208 239 275 [CE_ > : 1600 6 YT}
55 4 osf 132 168 204 240 .27 34 35 36 37 38 39 : 2000 9 SRBEOB R
. 2 — 5 - L FRIDAY 0000 9 owsmevses
60| 0§00 0500 A&k 1100 1400 1700 2000 2300 :‘ - % 0400 4  wese
05] <A o052 o098 134 170 206 242 278 3 ‘w 0800 5 R,
) 10| 027 o063 099 135 + 171 207 - 243~ 279 26 47 48 a9 505 %5 8 1200 19 HEBBBOBBBURNDRRD O
. i < ) 1600 11 PHIRORBNRO B
054 100 136 172 208 244 280 —p» (O _ P ]
15 05 > . o, " [m E[%lsjr ] }f 2000 25 BREBBE R DR OR RO BRI RBIEEDO
20} o 0% e ,3 : * 52 33 54 , 8.2 5 g SATURDAY 0000 21 BN RBAE ROV RBRRBODY
¥ 25 0086 102 13 174 ZI0 246 262 — v 3 ) ¢ 0400 6 cabons
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V. EVALUATION PROCEDURES

The police have always been prodigious experimenters and the literature
abbunds with descriptions of techniques and equipment the police have tested.
While the police must be commended for their willingness to try new methods,
they must also be censured for their incompetence in carrying out experiments.
Only recently have the police begun to perform controlled experiments, set up a
measurement system and critically examined the measurements and, finally,
presented and interpreted the data in a sophisticated manner.

It is appreciated that sociological systems present a most difficult
environment for scientific experimentation and that policeman are not scientists.
The police rﬁust recognize, however, that unless a valid measurement system
can be impleﬁented, it is a waste of time and money to engage in experimentation.

Experiments with sociological systems can be made and the results of sech
experiments can be useful. (It is rather startling to note how little the academic
community has helped the police with instruction in elementary experimental
pf@cedures, in providing the police with usefil measurement systems, and in '
aiding the police in the interpretation of experimental data.)

The Crime Control Team was an experiment in police operational procedures.

Those who were responsible for planning, directing and evaluating the experiment

are not experimental sociologists; hence the techniques used are, perhaps, not
as detailed and sophisticated as they might have been. Nevertheless, every
effort was made to insure that the experiment was performed in a manner that
would not be criticized ‘foi- its lack of objectivity. |

In this section, the design of measures, the validity’ of these measures,
and the handling of the data obtained using these measures for the evaluation of

the Crime Control Team concept are discussed..
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Much of this chapter may be difficult for policemen to follow. Concepts are
presented that require volumes of supporting material. Results of calculations
are given, Lut the details of how these calculations were made are omitted,
Since this is not a text on the scientific method, nor on the science of measurement,
these concepts and calculations must be accepted on faith by most readers.
Hopefully, the section will 