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PREfACE AND ACKNOWLEDGMENT 

The National Sheriffs' Association has prepared this report, NEIGHBORHOOD 

TEAH POLICING: AN ASSESSMENT, under Grant Number 75 NI 99-0065~ of the 

National Institute of Law- Enforcement and Criminal Justice. It is one 

in a. series of reports in the area of patrol o'?erations and is part of 

the Institute's National Evaluation Program. 

NEIGHBORHOOD TE.A1'1 POLICING: AN ASSESSMENT presents the results of a 

critical review of efforts to evaluate the effectiveness of Team 

Policing Programs in expanding the role of the patrol officer, combat-

ting crime and improving police-community relations. The information 

conta~~ed in this report relies heavily upon formal evaluations of 

Team Policing Programs in fourteen cities. The report provides a 

11 snapshot II of the character.istics of Team Polic:Lng Programs, assesses 

the state of the know'ledge about Team Policing and indicates what 

additional information is needed to fully evaluate Team Policing. 

Our review oJ team policing programs indit"'ates that several team polic-

ing programs have failed b:..cause of the inability of departments to 

implement the most basic components of the program. Where team concepts 

have been operationalized, however, several departments have demonstrated 

that team policing can improve th:, performance of patrol, investigative 

and community service activities. The most serious shortcomings in the 
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evaluation of team policing has been the fail.ure of evaluators to care-

fully monitor the extent to vlhich planned program activities have actu-

ally been implemented by team managers and officers. Because of this 

shortcoming it has not always been possible to determine whether the 

concepts of team policing or extraneous variables are responsible for 

the evaluation results reported. 

I -J '~r~ The completion of this assessment would not have been possible vlithout 
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the assistance of the many law enforcement administrators and officers 
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with whom we discussed Team Policing during our site visits and tele-

phone interviews. Particularly helpful were personnel involved with 

the nineteen programs analyzed in this report. We wish to express 
t 
~I' appreciation to the members of our Advisory Board- Sheriff Michael 

Can1is, Joseph Lewis, Elinor Ostrom, Chief James Parsons, Chief Rocky 

Pomerance, John Stead, Victor Strecher and Eugene Zoglio - for their 
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helpful comments and assistance during critical stages of our research. 
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the National Institute of Law Enforcement and Criminal Justice who 

grea.tly facilitated our work, and to Carl Tucker and James O'Neil of 
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into patrol operations. We wish to thank Peter Bloch of the Urban 
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Chapter 1 

INTRODUCTION &~D ASSESSMENT METHODOLOGY 

In recent years neighborhood tea~ policing programs have received con-

siderable attention from the criminal jllstice community. Both the 

President's Commission on Law Eniorcement and the Administration of 

Justice in its comprehensive report The Challenge of Crime in a. Free 

Society and the National Advisory Commission on Criminal Jus~ice Stan-

dards and Goals have strongly recommended that law enforcement agencies 

consider the adoption of teara policing programs. A National Strategy 

to Reduce Crime specifically recommended: 

.•• that every police agency exa',ilin~\ and test the team policing 
concept to determine its value in i~proving the agency's efforts 
to reduce crime, improve the ~liua1ity \~,f police service, and en­
hance police-community coope~;ation. ('ilACCJSG, 1973, p. 78). 

The implementation of team po1ici~hg programs" has ,.,been a.ided by the 
f r t i'+ 

publication of two planning guid£!s b~: the Natior\:'al Institute of Law 

Enforcement 'and Cr;!.minal Justice. ~,e Institut~ s Prescriptive Pack­

age Neighborhood Team Policing (Bloch & Specht, i~173) and its more 
-, 

Team ~Cing (Public recent publication Full-Service Heigl,lborhood 
. I 

Research, 1975) have been ',designed as Safety Plannin~gUideS to acquaint 
\ . 

the law enforcement administratot with the concepts of'te-am policing 

and to describe procedures by which to implement a team pt:>licing pro-

gram. Further, the Institute has held seminars throughouc the country 

\, 
'. -', 

\ 

\ , 

\ 
\ 
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to familiarize law enforcement officials with team policing and is 

currently funding six demonstration projects. l In addition to the 

Institute, the Police Foundation has supported the preparation of 

Team Policing: Seven Case Studies (Sherman et al., 1973) and has 

enabled several cities to develop, implement and evaluate team policing 

programs. These documents, published by the Institute and Police Foun-

dation, are invaluable aj,des to officials planning team police programs. 

Rather than merely describe team policing programs, this report repre-

sents an attempt to gather and assess information about the effective-

ness of team policing. Our goal has been to provide law enforcement 

administrators and planners with a comprehensive assessment of team 

,~ policing as a system designed to deliver patrol, investigative and 

community services. The information presented in this report repre- , 

sents a critical synthesis of formal evaluations conducted in fourteen 

cities which have implemented team policing. We think this assessment 

Ivill enable criminal justice officials at the Federal, State and Local 

levels to make more knowledgeable decisions about the funding, planning 

and evaluating of team polic~ng programs. 

The remainder of this chapter describes the methodology used by the 

project staff in preparing this knowledge assessment. It includes 

a discUl3sion of the: 

IFor information about the implementation and evaluation of these de­
monstration projects in Boulder, Colorado; 'Elizabeth, New Jersey; 
Hartford, Connecticut; Multnomah County, Oregon; Santa Anna, Califor­
nia; and Winston-Salem, North Carolina, contact the Office of Techno­
logy Transfer of the National Institute of Law Enforcement and Criminal 
Justice. 
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• Various sources of information that have been analyzed to 
assess team policing programs; 

• Procedures used to analyze and assess the reliability of eva 1-
uatiou reports; and 

• BCI.sic problems inherent in assessing a complex program like 
team policing . 

SOURCES OF INFORMATION 

A variety of methods has been used in gathering information for this 

state-of-the-art assessment. A review of law enforcement literature 

and published team policing materials was undertaken during the first 

phase of the project in order to develop a background understanding of 

team policirg activities, relevant patrol and community relations 

issues, and the likely effects of team policing programs upon the 

delivery of basic law enforcement services. The report Issues in Team 

Policing presents the results of this literature review. 

During the second phase of the study the project staff augmented its 

knowledge of team policing programs by reviewing and analyzing evalua-

tion reports of fourteen team policing projects. In addition, the 

knowledge in these reports was supplemented by field site visits to 

twenty-one team policing programs. The site visits enabled the project 

staff to verify published descriptions of program activities and to 

gather information about the evaluation studies which had been 

conducted. 

During the site visits, which lasted from three to five days, the 

research staff talked with a wide range of departmental officials 
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including program planners, middle managers, first-line supervisors 

and team officers. Whenever possible, the Sheriff or Police Chief was 

also interviewed. Ride-alongs and field observations of officers on 

patrol were features of most visits,and attempts were made to observe 

team meetings and roll-calls. Particular attention was given to observ-

ing crime analysis, dispatch procedures, data collection and records 

systems as well as to observing the type of management information 

routinely available to administrators, program managers and officers. 

Program documentation was collected and the findings at each site 

visit were recorded in a standard format. l On the basis of our site 

visits and a critical review of the evaluation reports, nineteen team 

policing programs were selected for extended analysis. 

Table 1, Characteristics of Programs Analyzed, presents some background 

information about the team policing programs that have been analyzed 

in this report. The primary criteria for selecting a team program 

for analysis and assessment was the existence of program documentation 

and evaluation reports. All of the departments provided program do·-

cumentation. Fifteen of the nineteen programs were formally evaluated,' 

in most cases by a university or private consulting firm. Four programs 

were not evaluated but were included in this report because they re-

presented distinc:t types of team policing programs that merit the 

attention of law enforcement planners and managers.2 

lThe site visit reports and other background data and notes have been 
collected and prepared as a separate document for this project • 

2A typology for describing team policing programs appears in Chapter 2. 
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Table 1 
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CHARACTERISTICS OF PROGRAMS ANALYZED 

~ ,J 
t7'::J, 

1 
'~~'-l 
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~~ ~ ~ 
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PROGRAl1 DOCUMENTATION i 
1 

Program Description • • • • • • • • • • • • • • • • • ' c • 19 -
Quantitative EvaluatiOll • • • • • • • • • • • • • • • 15 

DEMOGRAPHIC CHARACTERISTICS 

Small Department (0-149) • • (I • • 5 
-

Medium Department (150-399) • .' • • 4 
t--

Large Department (400 up) • • • • • • • • • • 10 -
Urban • • • • • • • • • • • • • • • 15 

I--

Suburban • • • • 4 

GEOGRAPHIC SPREAD 

Northeast • • • • • • 6 
r--

Southeast • • • 3 -
Midwest 0 • • 3 

'"'""--

West Coast • • • • • • • 7 

FUNDING CHARACTERISTICS 

LEAA or Private Grant • I ·1· f I • I ·1 1·1·(-1 I -, 1_ 1__ I __ J____ - • 10 
~-------.-.- -----
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The second criteria for program analysis was the size of the depart-

ment. Earlier descriptions of team policing have tended to describe 

it as a phenomenon of larger cities. Our review of over sixty team 

policing prog:rams indicated that team policing has been adopted by 

large, medium and small cities in approximately equal numbers. The 

tendency to di,sproportionately analyze the larger departments in this 

report reflects the fact that large departments have evaluated their 

programs more frequently. This is probably attributable to the fact 

that the larger departments have been more successful in attracting 

grants from the Law Enforcement Assistance Administration, State 

Planning Agencies or private sources like the Police }'oundation to 

both implement and evaluate their programs. Eleven of the nineteen 

programs have had implementation grants. Although Detroit, New York 

and Rochester implemented their programs without outside support, their 

evaluation reports were funded by grants. Team programs have been 

imp1emalted in both urban and suburban areas, and, a1th~ugh the Table 

does not reflect it, several sheriff's departments have also imple­

mented team po1icing. l Finally, the programs selected for analysis 

represent all geographic areas of the United States. 

lMultnomah County, Oregon has implemented the program county-wide; while 
San Diego and San Joaquin Counties, California a'l.e using team policing 
in selected areas to service communities separated from major urban 
areas of the county. 

6 
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ASSESSMENT OF EVALUATION REPORTS 

The most extensive information about the outcomes and impacts of team 

policing programs can be found in evaluation reports. Twenty-three 

formal evaluation reports, which describe fifteen team policing pro-

grams, were analyzed in preparing this report. These reports vary 

greatly in type and quality, ranging from brief one-shot surveys to 

multi-year intensive research studies culminating in a series of 

reports. The evaluation reports assessed in this report can be divided 

into three types. 

Case Studies - These reports contain primarily descriptive information 
rather than evaluative information about the team programs. They 
describe how the program was implemented and what changes were made. 
They also contain information about intermediate outcomes. The infor­
mation is primarily qualitative, although quantitative departmental 
records are sometimes analyzed. 

Case Study evaluations have been prepared for five projects - Albany/ 
Arbor and South, Cincinnati, Holyoke and San Diego. 

Ex Post Facto - These studies are initiated after a program has been 
implemented and must rely upon existing data sources for information. 
The reliability of an Ex Post Facto study is largely dependent upon 
the existence of departmental records that make it possible to analyze 
pre-post and exper:i..mental-control group data in order to examine causal 
relationships. 

Ex Post Facto studies have been undertaken in Albany/Arbor Gnd South, 
Albuquerque, Dayton; Detroit, Menl0. Park, Rochester, San Bruno and 
St. Petersburg. 

Quasi-Experimental - These studies, if properly executed, are the 
most valuable for testing causal relationships. Their extensive use 
of pre-post and exp:3rimental-control group data make it possible to 
link evaluation outcomes to program activities with a high degree of 
certainty. 

Quasi-Experimental studies have been done in Charlotte, Cincinnati, 
Los Angeles, New York, Rochester, San Diego and St. Petersburg. 

7 
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Despite the relatively large number of studies, there have been no 

cost-effectiveness studies and no comparative evaluations of two or 

, more team programs. 

In order to better assess the results reported by the twenty-three 

studies, a standard set of criteria was developed fot' assessing the 

various data sources in the evaluation studies. These criteria per-

mitted us to judge,with some degree of confidence,whether the results 

reported by &1 evaluation were likely to be accurate and attributable 

to the particular team policing program. Table 2 lists the criteria 

used to assess the reliability of each evaluation report. 

Table 2 
--

CRITERIA FOR ASSESSING EVALUATION FINDINGS 

CRITERIA 
QUESTIONS CATEGORIES 

Research Design Pre-Post Data Collection 
Control Group Comparability 
Representative Sample 
Intervening Variables Controlled 

Measures Relevance 
Precision 

Instrumentation Pre-Tested 
Validated 
Standardized 

I Data Sources Records Audited 
Subject Anonymity 

8 
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It should be noted that the criteria were not given equal weight in 

evaluating a report's reliability. In general, the adequacy of the 

research design, particularly the comparability of control groups and 

the collection of pre-post data, was considered most important for a 

report to receive a high rating. In addition, because the different 

types of data used in a single report might vary in quality, we have 

assigned separate ratings to each data source. Most of the data have 

been grouped into four categories for this purpose. 

Crime Records 
Departmental Records (Personnel, Dispatch) 
Officer Attitudinal Surveys 
Citizen Attitudinal Surveys 

Using the criteria in Table 2, the data sources in each report were 

assigned a rating of High, Medium or Low. In order for a data source 

to receive a High rating, the research design had to be complete, the 

measures appropriate, the instruments validated and the data sources 

audited. Only four sources received a High rating. These were the 

Officer and Citizen Surveys in Cincinnati; the Departmental Records 

used in the Study of Investigative Effectiveness in Rochester and the 

San Diego Officer Surveys. These sources have been relied upon most 

heavily in the preparation of this assessment. Fifteen data sources 

received Medium ratings. Most of the reports were rated as Low 

primarily because of inadequate research designs which 'made it diffi-

cult to judge whether or not the r~ported effects could be attributed 

to the team policing program. Table 3 lists the evaluation reports by 

cities and indicates the type of report and the rating assigned to each 

data source. 

9 
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CITY 

Albany I Arbor 

Albany/South 

Albuquerque 

Charlotte 

AUTHOR 

Cresap, McCormick 
& Paget, Inc. 

Forer & Farrell 

.. 
Candeub, Fleissig, 

& Associates 

New York State 
Institute for 
Governmental 
Executives 

Sears & Wilson 

Gill 

1 

1 
! 
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Table 3 

EVALUATION REPORT SUMMARY 

TITLE TYPE OF REPORT RATING i 

! 

Albany Police Department: A Manage- Case Study 
ment Evaluation of the Arbor Hill Crime Records Low i 

I 

Neighborhood Police Unit. Department Records Medium 

The Impact of the Neighborhood Ex Post Facto 
Police Unit on the Arbor Hill Citizen Survey Medium 
Community of Albany, Ne~v York: Department Records Low 
A Sociological Evaluation . 

Evaluation of Changes in Police and Ex Post Facto 
Resident Attitudes: Neighborhood Officer Survey Medium 
Police Unit Project, Albany, New Citizen Survey Low. 
York. 

Training Neighborhood Police: The Case Study 
Report on the Training Program Officer Survey Low 

- for the Albany Neighborhood Police : 

I Unit Conducted May l7-June 11, 1971. 

Crime Reduction in Albuquerque: Ex Post Facto 
Evaluation of Three Police Projects. Officer Survey Low 

Department Records Low 

Police Organizational Questionnaire Quasi-ExEerimental 
(Memorandum Reporting Results of Officer Survey Low 
Administration of Questionnaire 
Evaluating Officer Attitudes) . 

. -~--.----.--- --

(Continued) 



J -1 __ '-' • ' J . too; i.; j~; 

I-' 
I-' 

" 

j 

1 
I ~ 

(Continued) 

CITY 

Cincinnati 

!I , ": 
~ " 

r~o~,o- r-" : 

l. 

AUTHOR 

Cincinnati Police 
Department 

Cincinnati Police 
Department 

Cincinnati Police 
Department 

Sch\..rartz et a1. 

Schwartz & Clarren 

Clarren & Schwartz 

Urban Institute 

Schwartz et a1. 

Schwartz et a1. 
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Table 3 

TITLE 

Report on Investigative Effective­
ness: A Comparison of Three 
Investigative Hodels. 

.. 

Community Sector Team Policing: An 
Examination of the Hodel's Opera­
t~, ~al Components' Based Upon Six 
MOhLhs of Experience. 

Community Sector Team Policing: An 
Examination of the Hodel's Opera­
tional Components Based Upon 
Eighteen Months of Experience. 

Evaluation of Cincinnati's Community 
Sector Team Policing Program - A 
Progress Report: After One Year, 
Summary of Major Findings. 

Evaluation of Cincinnati's Community 
Sector Team Policing Program - A 
Progress Report: The First Six 
Months Summary of Najor Findings. 

An Evaluat:£.on of Cincinnati's Team 
Policing Program. 

Urban Inst:i..tute Evaluation Activi­
ties Associated with the ConmlUnity 
Sector Team Policing Program in 
Cincinnati, Ohio: A Collection of 
Papers. 

Evaluation of Cincinnati's Community 
Sector Team Policing Program - A 
Progress Report: Baseline Data. 

Cincinnati's Team Policing Program: 
Eighteen Honths of Evaluation. 

TYPE OF REPORT 

Quasi-Experimental 
Officer Survey 
Crime/Dept Records 

Case Study 
Officer Survey 
Crime/Dept Records 

Quasi-Experimental 
Officer Survey 
Citizen Survey 
Department Records 
Victimization Survey 

RATING 

Hedium 
Nedium 

Medium 
Hedium 

High 
High" 

Medium 
Medium 
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~ CITY 

Dayton 

Detroit 

Holyoke 

Los Angeles 

Menlo Park 

l~ew York, 

• ~ 11 ,~ ! 
!,..,,~,l '",,':tl'f 

:I 
, 
, 

~ 

AUTHOR 

Cordrey & Kotecha 

Tortoriello & Blatt 

Bloch & Ulberg 

. 
O'Malley 

Los Angeles P9lice 
Department 

Feist & Luft 

Bloch & Specht:: 

.::.:; 
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Table 3 

TITLE TYPE OF REPORT RATING 

Evaluation of the Community Centered Ex Post Facto 
Team Policing Program, 1971. Officer Survey Low 

Citizen Survey Low 
Department Records Low 
Officer Interviews Low 

Community Centered Team Policing: Ex Post Facto 
A Second Year Evaluation. Citizen Survey Low 

Department Records Low 

The Beat Commander Concept. Ex Post Facto 
Officer Survey Low 
Department Records Low 

Evaluation Report on the Holyoke Case Study 
Team Police Experiment of liolyoke Citizen Survey Low 
Police Department. Department Records Low 

Officer Survey Low 

An Evaluation of the Team 28 Quasi-Ex:eerimental 
Experiment. Officer Survey Low 

Citizen Survey Low 
Crime/Dept Records }fedium 
Security Inspection Medium 

Survey 

Menlo Park Community Attitude Survey Ex Post Facto 
Report. Citizen Survey Low 

--
/. 

Evaluation of Operation Neighborhoo~ Quasi-ExEerimental 
Officer Survey l Low 
Citizen Survey Low 

I 
f:t 

Department Records Low I ~- ~---------~----- -------
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CITY 

Rochester 

San Bruno 

San Diego 

St. Petersburg 
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AUTHOR 

Bloch & Bell 

Bloch & Ulberg 

San Bruno Police 
Department 

Boydstun & Sh~rry 

I 
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Stamper et al. 

Murphy 

Vetere 
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Table 3 

TITLE 

How Detectives Contributed to the 
Increased Effectiveness of Police 
Patrol Teams in Rochester, Ne~v 

York - Draft. 

Auditing Clearance Rates. 

4/40 - Basic Team Concept. 

Final Evaluation Report of the San 
Diego Police Department's Communi-
ty Profile Project. 

Performance Assessment: An Analysis 
of Current Problems and a Proposal 
for Change. 

Research Report: Impact of St. 
Petersburg Public Safety Team 
Adam. 

Final Report: Comprehensive Police 
Improvement Project (Period of 
April 1972-April 1973). 

- -- - -- -- - ---
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TYPE OF REPORT RATING 

Quasi-ExEerimental 
Department Records High 
Officer Survey Medium 

Ex Post Facto 
Department Records Medium 

Ex Post Facto 
Department Records Low 
Officer Survey Low 

Quasi-ExEerimental 
Officer Interviews Low 
Citizen Survey Low 
Field Observation Medium 
Department Records Low 
Crime Records Low 

Case Study 
Officer Interviews Low 
Citizen Survey Low 
Field Observation MediuIL 
Department Records Low 
Crime Records Low 

Ex Post Facto 
Citizen Interviews Low 

Quasi-ExEerimental 
Citizen Survey Low 
Officer Interviews Low 
Crime/Dept Records Low I j 



The reliability rating assigned to each data source has been used to 

• indicate our confidence in the chanues evaluators attributed to the 

! , •. -... 
"1 ' 

team policing programs. Data given a Low reliability rating have been 

reported as a Qualified Change, while data assigned a Medium rating 

iii 
"~ 

have been reported as a Probable Change. If a data source had a High 

rating, it was reported without a qualifying word. Table 4 summarizes 

this system. 

Table 4 

DATA ASSESSMENT FORMAT 

REPORT RATING PROGRAM EFFECTS 

----- Low Qualified Change 

Medium Probable Change 

High Change 

This system has been used to summarize all of the evaluation data 

presented in this report. In addition, in the summary assessment 

tables for each section we note whether the element being measured 

indicated the program was a success (+), no change (0) or a failure 

(-). If, for example, evaluators reported that team policing signi-

ficant1y improved police-community relations and the report had a 

.-~J High confidence rating, the result was reported as a success (+). If 

the confidence rating was Low or Medium, however, we reported the 

outcome as a Qualified or Probable Success. 

14 



----... ---,-~ - --

ASSESSMENT LIMI'rATIONS 

There are several limitations in the approach adopted to rate the re-

liability of the data sources in the evaluation studies and to assign 

a success/failure rating to each variable measured. First) the re-

liability rating system is not one of ::3cilEmtific precision. Although 

we have assessed the evaluation studies as objectively and systematically 

as possible, such ratings are somewhat arbitrary and relative. A "High II 

-- rating does not mean perfect and a "Lowll l'ating does not mean the data 

is unusable. If, for example, several studies with a "Low" rating 

reach the same conclusion about a progra~ then it is reasonable to infer 

that the results are probably reliable. The reliability ratings 

should be considered as guides. They refer only to the degree to 

which outcomes can be attributed to the particular team policing pro-

gram. 

~ .... 

Second, the Success-Failure ratings assign.ed to each report do not 

take into consideration the degree of chan.ge reported by the evaluation 

study. This has been necessary because many of the evaluations neglect 

to report precise statistics o,r fail to assess the significance of 

those changes brought about by the team pl:ogram. Wherever possible, 

however, we have indicated the magnitude and statistical significance 

~--- of reported changes in the text of the as S(i"!Ssment . 

Finally, no attempt has been made to assess the reliability of site 

visit data or anecdotal information gathe:red during the literature 

---~ review. We have considered this data t/J be of generally low reliability 

l~ -_. 1.5 
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unless confirmed by some type of quantitative assessment. The sum-

mary assessment information contained in this report is based almost 

exclusively upon quantitative evaluation data. Site visit and anec-

dotal information is used in this assessment only to discuss team 

policing assumptions and to supplement the discussions of evaluation 

results. 

16 
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Chapter 2 

CHARACTERISTICS OF TEAM POLICING 

Both the President's COlmnission on Law Enforcement and Administration 

of Justice (1967), and the National Advisory Commission on Standards 

and Goals (1973), have ·.recommended that police agencies study and 

evaluate the role team policing might play in their organizations. Un-

fortunately, much of the team policing information available to police 

administrators describes only the principles underlying team policing 

or the successes of individual programs, rather than their problems or 

failures. The purpose of this report is to present a balanced assess-

ment of team policing, including both its positive and negative aspects. 

WIlen we initially examined team pq1icing, it appeared to differ from 

more traditional approaches to law enforcement in degree rather than in 

kind. As the study progressed, however, it became clear that team po-

1icing could involve radical departures from the generally prevailing 

quasi-military style of traditional police organization. Because of 

the scope of the organizational changes implicit in team polici'.lg t a 

major prob1e~ in implementing a successful team policing program is the 

dynamic process by which change is brought about. Knowing what team 

policing is and how it relates to the solution of law enforcement pro-

b1ems is a prelude to devising strategies that can facilitate 
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implementation. In this report, we are concerned with describing the 

various elements of team policing and with assessing what impact team 

policing might have upon the delivery of law enforcement services, the 

officer ruld the community. 

THE 1967 PRESIDENT'S COMMISSION ON LAW ENFORCEMENT 

A major recommendation of the 1967 Commission on Law Enforcement and 

Administration of Justice was that team policing could overcome the 

problems created in most urban police agencies by centralization and 

task specialization. The Commission was particularly concerned with 

the isolation of patrol and investigative forces. It pointed out that 

the rigid separation of patrol g~d investigative branches not only led 

to conflict between the two g:Cf.m;;'l$ but also hindered efforts to solve 

crimes. 

The Commission suggested the creation of a team of agents, patrol of-

-" ficers and community service officers as a means to divide police func-

tions more rationally and to provide better law enforcement services to 

the community. These teams of officers would be assigned to specific 

geographic areas or neighborhoods and be responsible to single comman--. 
ders. The primary goals of this system were to foster cooperation 

- between patrol officers and detectives and to create a career ladder 

that would attract more qualified recruits and reward the more compe-

tent personnel in the department. The implementation of this system 

-,~.1 
in medium and large departments could be accomplished by creating 

three classes of police: agents, officers and community service 

- , 
18 
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representatives. The tasks assigaed to these officers would be based 

upon their skills and job performance. 

The entry level position for tM.s "team" would be the community service 

officer. He would assist the patrol officer and the police agent but 

would be primarily responsible for providing non-crime services to the 

community. As his education, skills and competence increased, the 

community service officer would become a patrol officer, responsible 

for law enforcement and minor investigative functions. The patrol 

officer would respond to calls for service, perform routine patrol 

functions and investigate traffic accidents. The police agent would 

be assi~ned to the most complicated and demanding police tasks. Al-

though these agents would enga.ge h,. in'lJ(~stigative w'ork, they would be 

assigned to a mixed team of patrol and community service officers 

(PCLEAJ, 1967, pp. 53; 121-125). 

The assignment of investigative work.as well as detectives to mixed 

teams of generalists and specialists has become an important element 

of most team policing programs. Departmer!.ts have adopted this mode of 

operation and organization with the. idea thaI: increased officer-inves-

tigator contact and communication would streamline the investigative 

process and lead to a higher rate of crime solution. In addition, it 

has been argued that the incorporation of investigative functions into 

the basic patrol unit or team, would enlarge the job role and respon-

sibilities of the patrol officer by providing an organizational context 

for officers to perform more complicated tasks as their experience 

increased. 

19 
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'filE 1973 COMMISSION ON STANDARDS AND GOALS 

Although the 1967 Commission recommended that teams be assigned to 

neighborhoods, it was more interested in the impact the team would have 

upon the internal organization of the department - especially the im­

pact of the team upon improved investigative work and officer job sat­

isfaction. The 1973 Commission on Standards and Goals, on the other 

hand,emphasized the need to increase citizen-police cooperation. The 

report noted that in recent years, because of changes in community 

attitudes and police patrol techniques, "many police agencies have 

become increasingly isolated from the community" (NACCJSG, 1973, p. 154) . 

Whereas the 1967 Commission's discussion of team policing focused upon 

changing the structure of the basic patrol unit, the 1973 Commission 

stressed the adoption of techniques to improve police-citizen coopera­

tion as a means to prevent and control crime. 

The basic rationale for team policing, as stated in the Standards and 

Goals report was "that the team learns its neighborhood, its people 

and its problems" (NACCJSG, 1973, p. 154). To accomplish this goal, 

the Commission recommended that patrol office~s make a special effort 

to interact more with the people in their beat area. This interaction 

was to be stimulated by encouraging officers to leave their patrol cars 

periodically to walk and talk with people. The conversion of motorized 

beats to foot patrols was also recommended because increased citizen 

contact;, spawned by foot patrols, would provide police with additional 

information resulting in increased apprehension rates. In addition, 

the permanent assignment of officers and teams to a specific geographic 

20 
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area was recommended as a tactic to strengthen the police-community 

bond. 

The 1973 Standards and Goals report also recognized the important role 

the implementation process plays in the devE~lopmertt of a successful 

team policing program. Police administrators in a number of cities 

have learned that new organizational and service delivery systems 

cannot be implemented by administrative fiat. An undertaking like 

team policing demands that personnel throughout an agency reorient the 

way they think about and deliver police services to the community. The 

1973 Commission cautioned administratorS to include agency personnel in 

the planning process and to develop appropriate training programs to 

ease the transition from a traditional to the team po1iciug method of 

operation (NACCJSG, 1973, p. 159). 

The recommendation of the 1973 report on Standards and Goals that po­

lice agencies concentrate upon developing improved police-commun;ty 

cooperation as an effective tool in the war against crime has been an 

important element of team policing. However, like the 1967 Advisory 

Commission Report, the 1973 Standards and Goals has provided only a 

limited glimpse of team policidg programs as they are being implemented 

across the country in bo~h large and small communities. 

TEAM POLICING GOALS 

Both the President's Commission on Law Enforcement and Administration 

of Justice (1967) and the National Advisory Commission on Criminal 

21 
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Justice Standards and Goals (1973) have attempted to define team po1ic-

ing by describing the types of law enforcement functions and responsi-

bilities that teams might adopt. Both reports concentrated upon recom-

mending measures that would increase cooperation between officers a!':.d 

investigato4s and between the law enforcement agency and the public. 

Although both of these features have been adopted by many of the team 

policing programs reviewed in this report,our analysis indicates that 

a more fundamental el~ment underlies all team policing programs. Per-

haps a statement of the goals of selected team policing programs will 

c1ar.ify this point of view. Team policing programs have generally 

adopted goals in the following ar.eas: 

Organizational Development 
Officer Role and Responsibilities 
Traditional Law Enforcement Services 
Police-Connnunity Relations 

ORGA1~IZATIONAL DEVELOPMENT 

The fundamental goal underlying all team policing programs has been in 

the area of organizational development. All of the programs reviewed 

have attempted to de,centralize the delivery of law enforcement services 

to a team of officers. This has frequently also included responsibility 
. 

for a cle!arly defined and relatively small geographic area. It: has 

meant that po'lice service delivery has been decentralized from city-

wide operational bureaus to the team level. The extent of decentrali-

zation has varied considerably. In the most basic team programs, only 

the patrol division has been directly affected. However, other depart-

ments have chosen to decentralize patrol, investigative and community 

relations responsibilities to the team. 

22' 
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The decentra1i,zation of operational concerns to smaller units has also 

been accompanied by a downward shift of the pOint at \'lhich decisioml 

are made., The tendency has been to increase the management and opera-

tiona1 responsibility of team leaders (usually lieutenants) and first-

line supervisors. In departments that have decentralized most opera-

tiona1 responsibilities to the team level, the team leader not only 

plans and guides patrol operations but also assum.es the same level of 

responsibility in regard to investigations and community relations. 

The intent of team policing has been to establish accountability for 

operations at the lowest level possible. In pursuit of this goal, team 

programs have encouraged participant decision making and the involve-

ment of patrol officers in planning, investigative and community rela-

tions activities. 

OFFICER ROLE AND RESPONSIBILITIES 

......, .. -~-'" The o~ganizational changes brought about by team policing have fre-

quently generated a ney] set of goals for the patrol officer. The ten-

dency has been to enhance the officer's role by expanding his responsi-

bilities. As new functional responsibilities have been added to the 
t - "--

team, the patrol officer has been expected to assume some of these 

• "'-I'>\"-f responsibilities. Team policing programs have frequently trj,ed to 

develop generalist officers who, although their primary responsibility 

may be responding to calls for service, perform some of the work tradi-

tionally assigned to specialists. Thus, team officers have sometimes 

engaged in follow-up investigative work, have taken responsibility for 

... '-- de.veloping community relatio"l.1,s contacts and have helped their sergeants 
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plan and coordinate team activities. The model for many team programs 

has been a more professional officer who can capably perform a variety 

of tasks with a minimum of supervision. Several team programs have 

attempted to upgrade the skills needed to implement a team policing 

program by providing officers with training in the areas of group 

dynamics, participant decision making, investigative procedures, crisis 

intervention and community relations. 

The expansion of the patrol officer's role frequently has a two-pronged 

objective. First, some teams assign the officer more responsibility in 

an effort to increase the level of service delivered by the officer and 

the team. Second, enlarged job responsibilities have been viewed as a 

method by which to increase job satisfaction. 

TRADITIONAL LAW ENFORCEMENT SERVICES 

Police administrators have been grappling with ways to more efficiently 

manage the patrol and investigative workload. Some have looked upon 

the decentralization of patrol and investigative activities to teams as 

a means of increasing the level of service delivered without appreciably 

increasing inputs. One of the most frequently stated objectives of team 

progr.ams has been to reduce crime. Most teams have attempted to do this 

by demanding better quality prel:i,minary reports, encouraging officer-

jnvestigator coordination and permitting patrol ,officers to engage in 

some investigative work. The general tendency has been to give patrol 

officers more responsibility for apprehending criminals operating j.n 

their beat area in expectation that crime rates might drop. A second 

r '-- objective of team administrators has been to more effectively manage 
'~ ,. 
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the patrol workload by improving manpower allocation, increasing the 

number of dispatch calls serviced and decreasing response time without 

increasing the number of personnel assigned to the team area. 

POLICE-COMMUNITY RELATIONS 

A final goal of most of the teams here has been to enhance the rela-

tionship between the police and the public. Team policing community 

relations objectives have usually included attempts to initiate crime 

prevention programs, improve police-citizen cooperation and encourage 

citizen involvement in and concern with public safety issues. Team 

policing administrators have attempted to improve police-community 

relations by making the patrol officer responsible for initiating 

police-citizen contacts and for carrying out activities designed to 

reduce police-citizen conflicts. The permanent assignment of officers 

to an area, for example, has enabled patrol officers to undertake an 

expanded community relations role. By eliminating the dispatch of 

officers throughout the' city on radio calls, law enforcement adminis-

trators have found a way to familiarize officers with the community 

and make them responsible for initiating positive police-citizen con-

tacts on their assigned beats. 

In the following sections of this chapter an iterative process will be 

used to develop an analytical framework into which the universe of team 

programs can be grouped. The development of the framework involves a 

discussion of how teams are organized, how teams are managed and how 

functional responsibilities have been assigned to teams. 

25 
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TEAM ORGANIZATION 

Table 5, Aspects of Tea.m Organization, describes the ways agencies have 

organized their officers into teams. The organizational structure of 

the team is an import~~t criteria for dividing the variou~ team pro-

grams into types and developing a. conceptual framework. The temporal 

responsibility of the team and the permanent assignment of the team 

to a community are impo'rtant elements of team organization. 

The degree of temporal responsibility assigned to the team and the team 

leader is a critical element for designating different types of team 

policing programs. Departments have organized their officers into 

teams responsible for either an area within the city on a twenty-four 

hour basis or for a specific block of time during the day - usually an 

eight hour shift. Area Teams, res£onsible for providing law enforce-

ment services around-the-clock and headed by a lieutenant were found 

in twelve of the nineteen cities described here. Twenty-four hour 

responsibility has meant that a single team leader can coordinato all 

patrol activities in the team area. It has usually facilitated : .. -.",ss-

shift plannj~g and coordination. In addition, it has usually allowed 
I 

the team leader considerable flexibility in deploying officers accord-

ing to the changing level of service demands experienced throughout 

the day. The Area Teams described here have from seventeen to forty- , 

I 
nine officers and are larger than teams organized by shifts. 

The organization of teams by shifts has been implemented in seven cities. 

The Shift Teams are usually led by a sergeant or corporal and are 
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TEAM CHARACTERISTICS 

TEAM ORGANIZATiON 

24-l\our ResponsibiUty 

8-Hom: Responsibility 

Number of Officers 

Size Range 

P~rmanent Assignment 
-

Overlapping Beats 

, 

• 
11 

• 

~ 
J 

l 

" 

J 
I 

Table 5 

~ 

I 

ASPECTS OF TEA}1 ORGANIZATION 

/ SHIFf rEAMS / AREA TEAMS / 

~~~ ~~ 
~ 
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smaller .than Area Teams. The Shift Teams described here have from eight 

to twenty-two officers. Palo Alto and San Diego have adopted unique ap-

proaches. Palo Alto has organized all personnel, including civilians into 

three teams that are de,ployed by shifts. Although the largest Palo Alto 

team has thirty-seven members, this number includes ~orn command positions 

not included in other team programs as well as non-sworn personnel who pro-

vide professional and clerical support services. The San Diego program has 

undergone some changes since it was evaluated. The original profile experi-

ment did not involve a team organization although profile officers were re-

sponsible for a particular beat and were encouraged to provide additional 

community services. When the profile program was implemented city-wide, a 

team organization was adopted. Three Shift Teams of twelve to fourteen --
officers and a sergeant have been grouped and placed under the command of 

a lieutenant who is referred to as a team or platoon leader. This lieu-

tenant is responsible for planning and coordinating the activities of the 

.,<., ." three squads in his platoon. Unlike the Area Team organization, no formal 

chain of command has been established to coordinate the various shifts 

serving a single area. The sergeant dir~cting a shift team reports to a 

watch commander. 

The permanent assignment of officers to the team is an important element 

in the decentralization scheme and has been a common feature of team polic-

ing programs. Team policing advocates have argued that permanent assignment 

within the team area permits the officer to become familiar with the resi-

dents as well as the characteristics of the community. Unlike traditional 

patrol systems where patrol officers are frequently dispatched throughout 

the city, team programs have attempted, not always successfully, to assign .. 
1 
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most calls for service in the team area to team officers. Permanent as-

signment has led police administrators to hold team officers accountable 

~or the delivery of law enforcement services in the team area. Because team 

officers work together for extended periods of time, it is also ~ossible to 

better coordinate law enforcement activities throughout the team area. 

-.- All of the team programs described in this report feature permanent 

assignment, and most assign officers to a specific beat within the 

team area. The assignment to a specific beat has meant that the beat 

officer is responsible for preventive patrol in that peat and may par-

ticipate in community relations, investigative and traffic activities 

in the same area. One of the more complete systems of beat accounta-

bility has been developed in San Diego's Community Profile Program. 

Officers in San Diego are assigned to a specific beat and 

must prepare a written profile of its demographic and structural 

characteristics, traffic patterns and criminal activity. With this 

information the profile officer is expected to develop a service de-

livery approach that will solve the problems encountered on the beat. 

Cincinnati, Rochester, Palo Alto, San Bruno and St. Petersburg have 

not assigned officers to a specific beat. In these programs officers 

are responsible for overlapping beats and routinely patrol tr.roughout 

the entire team area. 

TEAM COORDINATION AND MANAGEMENT 

'~:~., ,~-,-

Team policing has frequently been accompanied by efforts to decentralize 

management and planning functions to the team level. Most teams have 

1 
-.. ' -
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made an attempt to establish procedures that would enable first-line' 

supervisors and officers to plan and coordinate patrol strategies. 

Unlike traditional patrol systems, many team programs have a:"~o at­

tempted to better coordinate patrol, investigative and community rela­

tions activities within the team area. Table 6, Aspects of Team 

Coordination, displays the various lliethods that have been developed 

to manage team actj.vities. 

The primary mechanism for planning and coordinating has been regular 

and periodic meetings of team members. In most cases the traditional 

roll call has been replaced by less formal gatherings where team mem­

bers and first-line supervisors can discuss and plan activities for 

the team area. These meetings also provide a mechanism for team mem­

bers to participate in decisions made by team leaders and first'-line 

supervisors. 

Team policing units have utilized two types of meetings to plan and 

coordinate team activities. The most corrunon type ts the daily 

roll call meeting, during which officel~S often sit around a table 

and discuss conditions on their beats and develop plans to solve beat 

problems. Five of the seven Shift Teams utilize this format. In 

addition, the daily roll call meetings fo,r the San Diego Shift Squads 

are supplemented by monthly meetings designed to coordinate the 

efforts of the three squads which make up each platoon. 

Area Teams with twenty-fou.r hour responsibility have generally held 

two types of meetings. Roll call/shift meetings have been used in 
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TEAM CI!ARACTERISTICS-

TEAM COORDINATION 

Shift Heetings/Roll Call • 
Team Meetings 

Sgts/Officers Same Days Off • 
Participant Ded.sion-Naking • 
Officer Evaluation 
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Table 6 

ASPECTS OF TEAM COORDINATION 
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Cincinnati, Hartford, Holyoke, Los Angeles, Rochester and, on a more 

limited basis, Albany and Dayton. To coordinate the activities of 

officers over the entire twenty-four hour period, nine of the twelve 

Area Teams have also held periodic team meetj.ngs. These cities have 
: " ...... , " 

held meetings of the day, afternoon and night watches approximately 

every four to six weeks. 

All of the Shift Teams except Menlo Par.k and Richmond formed 

platoons of officers who worked exactly the same schedules as their 

firat-line supervisors. With the exception of Dayton, the teams 

using this system have been organized by shifts. In these five cities, 

the "A" platoon in a Team Area was relieved by a "B" platoon during 

"A" days off. This system has enabled first-line supervisors and 

their men to become familiar with one another and has been used as 

a mechanism to strengthen team coordination and planning activities. 

Fifteen of the nineteen teams have attempted to implement a system of 

management by participation. Most team policing programs have in-

volved officers in pla,nning team activities. Officers are expected to 

actively participate in team meetings and to suggest ways to solve 

problems encountered on their beats. The reliance upon the uniformed of-

ficer to help his sergeant and the team leader to plan activities is based 

.- "'-.-:-~." 
;, 

upon the idea that the officer is a capable professional who possesses 
i 

valuable information about his beat and its problems. In San Diego, for 

example, officers are expected to identify and develop solutions to com-

munity relationl~ probllams and traffic problems on their beats. In addi-

tion, they are provided with detailed crime information about their beats 
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so they can plan preventive patrol activities and, in some cases, 

institute stakeouts. 

Although team policing programs have substantially altered the role 

of the patrol officer, only San Diego has developed new criteria for 

evaluating profile officers. The program directors in San Diego theo-

rized that because the profile experiment changed the organizational set-

ting in which the officer works and demanded so many changes in the 

officer's role, a new evaluation system had to be developed. The new 

system has evaluated the officers on how well they have car::ied out 

the specific goals of the department's profile program. 

TEAM RESPONSIBILITIES 

The organization and managerial aspects of team policing described in 

the previous s'ection provide the base upon which departments have 

decentralized the delivery of basic law enforcement services to the 

field. The aim of most team programs has been to replace random 

roving patrol with patrol activities designed to achieve specific 

objectives. Teams have been assigned additional duties so that when 

officers are not responding to service calls they might be engaged in 

community relations, investigative or crime prevention activities. 

We have developed a functional typology to describe the kinds of ser-

vices that various team programs have provided to citizens. Table 7 

Program Aspects of Team Policing, presents a visual display of the 

functional responsibilities that have been assigned to teams. In 

r , 
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TEAM RESPONSIBILITIES 

FIELD SERVICES 

InvestIgations 

Community RelatIons 

Traffic . , . 
PERSONNEL ASSIGNED TO TEAMS 

DetectIves 

Community Relations OffIcers 

Traffic Officers 

Evidence Technicians • 
GeneralIst OffIcers 

L a Limited 

l~ 
~ . ,. 

, 
II I ,I .; I 

Table 7 

PROGRAH ASPECTS OF TEAM POLICING 
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addition, the Table indicates the type of officers and specialists 

that have been assigned to teams. Analysis of functional responsibi-

lities of each team has made it possible to group the nineteen team 

policing programs into four categories: 

BASIC PATROL TEAMS 

Basic Patrol Teams 
Patrol-Investigative Teams 
Patrol-Community Service Teams 
Full Ser-vice Ti~ams 

The simplest form of team policing has involved the reorganization of 

'<iY departments into teams responsible for basic preventive patrol, radio 

dispatch service and traffic duties. North Charleston, Richmond and 

San Bruno have adopted this organizationai structure. l Each of these 

cities has viewed team policing as an organizational form which could 

more efficiently deliver basic patrol services to the community. In 

these cities improved manpower allocation, reduced response time and 

the clearance of service calls have been primary objectives. Unlike 

the other programs described in this report, the officers in the Basic 

Patrol Team do not have community relations or investigative responsi-

bilities. Except for evidence technicians in Richmond, specialists 

have not been assigned to these teams. All three Basic Patrol Teams 

employ a shift organizational structure. 

PATROL-INVESTIGATIVE TEAMS 

The Patrol-Investigative Team combines the features of the basic patrol 

team with the assignment of follow-up investigative responsibilities to 

lRichmond is planning to eventually develop a Full Service Team program. 
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the team. The single example of this system is Rochester, where most 

investigative work has been decentralized. The Rochester reorganiza-

tion has involved the transfer of approximately one-half of the central-

ized investigative bureau's detectives to teams. Although most of the 

team follow-up investigations are performed by detecttves, patrol of-

ficers have been responsible for conducting more completla preliminary 

investigations and have occasionally been assigned investigative 

follow-ups. The Rochester team is an Area Team responsible for patrol 

and investigative duties around-the-clock. 

PATROL-COMMUNITY SERVICE TEAMS 

The Patrol-Community Service Team incorporates the features of the 

Basic Patrol Team with responsibility for community relations. By 

assigning community responsibilities to team officers, administrators 

have hoped to increase the level and kinds of service delivered to the 

commWl Lty. The community relations focus of team policing ha.s been an 

important step in replacing traditional reactive patrol w.lth a more 

focused proactive patrol strategy • 

.' Four of the surveyed departments, Albuquerque, Hartford, New York and 

San Diego, have adopted this approach. Team officers in Hartford and 

San Diego have'also been assigned some responsibility for traffic 

services. Although each team has performed community relations act""l~ 
/ 

ities, personn.el from the centralir,ed community relations units of 

these departments have not been reassigned to the teams. Even in 

San Diego, fo~ example, which has extensively enlarged the role of the 

team officers' comm~ity relations responsibilities, community ser.vice 
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officers working in the team area are attached to the centralized com-

munity relations office and not to the te~:un. Hartford, based on its 

satisfaction with teo1lm policing, has diminished the role of its cen-

tralized community relations units and hasi contemplated the transfer 

of community relations personnel to its te:ams. Albuquerque and San 

Diego implemented Shift Teams while Area Teams were implemented in 

Hartford and New York. 

FULL SERVICE TEAMS 

The most complex team policing programs have involved the decentraliza-

tiQn of patrol, investigative and community relations responsibilities 

to the team. Eleven of the nineteen programs analyzed in this report 

have. adopted this mode of team policing. A number of these pr.ograms 

have also decentralized some traffic duties to the team. The trru~sfer 

of personnel from centralized bureaus to the team unit has usually 

involved detectives and to a lesser extent community relations and 

traffic personnel. The usual tendency has been to assign between three 

and four detectives to each team. Because of the relative size of the 

detective bureau in most agencies, the transfer of personnel from that 

bureau to the team has frequently had the most impact upon a depart-

ment implementing team policing. 

The Full Service Teams can be differentiated into two distin,ct groups 

by the types of specialist duties assigned to team members. Seven of 

the eleven teams ,< Arbor Hill in Albany, Charlotte, Cincinnati, Detroit) 

Los Angeles, Palo Alto and St. Petersburg have developed a Multi-Specialist 

approach. These agencies have depJ,.oyed mixed teams of patrol officers 
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and specialists (detectives and community relations officers) who are 

under the direction of the team leader. Although team patrol officers 

frequently participate in investigative and community relations activ-

ities, the specialists assigned to the team have taken primary respon-

sibility for these activities. 

South End in Albany, Dayton, Holyoke and Menlo Park have adopted a 

Generalist approach to team policing. In these agencies all team 

officers have been expected to perform both basic patrol and specialist 

duties. When the Generalist mode has been adopted,the number of per-

sonnel and functions assigned to centralized bureaus has been severely 

reduced. With the exception of Menlo Park and Palo Alto, the Full 

Service Teams have been organized as Area Teams. 

CONCEPTUAL FRAMEWORK 

An important goal of this project has been to develop a conceptual 

framework that would permit the grouping of team policing projects into 

cc:tegories or families. The expectation was that this conceptual, frame-

work would facilitate a critical assessment of the universe of team 

policing projects. Team policing has been implemented as a multi-

dimensional program that defies easy classification. In fact, the 

number of variables involved in team policing makes an assessment of 

particular and isolated program activities virtually impossible. In 

spite of these difficulties,. we have isolated three significant variables 

by which to classify team policing programs. These variables are: 
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• The temporal responsibility assigned to the team; 

• The functional responsibilities of the team; and 

• The functional responsibilities of individual team members. 

The conceptual framework displayed in Table 8 was developed by cross-

referencing the organiza.tional structure (Shift or Area) by the func­

tional responsibilities that have been assigned to each team. This 

system has made it possible to group tea~s with similar characteristics 

on two dimensions. This two-dimensional array has been further dis­

aggregated by identifying which Full Service Teams have either patrol and 

specialist officers or generalist officers. By using this framework 

the nineteen teams analyzed in this report have been organized into 

eight discrete groups. The general tendency of the framework is to 

group the more complex team progrcLms in the lower righ t quadran ts . 

In the chapters which follow we have attempted to use this framework 

as a means to assess the impact of programs with similar organizational 

and function~l characteristics. The limited amount of data available 

on some programs and the inability of evaluators to link program activ-

ities to measurable outcomes h,ave frequently frustrated this effort. 

However, whenever possible we have attempted to assess program outcomes 

within the scope of this coneeptual framework. 
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Table 8 

TEAM POLICING CONCEPTUAL FRAMEWORK 

FULL SERVICE TEAM POLICING 

INVESTIGATIONS COMMUNITY 
RELATIONS 

HULTI- GENERALIST 
SPECIALIST 

, 
ALBUQUERQUE PALO ALTO HENLO PARK 

SAN DIEGO 

ALBANY/ARBOR 
CHARLOTTE ALBANY/SOUTH 

HARTFORD CINCINNATI DAYTON ROCHESTER NEW YORK . DETROIT HOLYOKE 
LOS ANGELES 

ST. PETERSBURG 
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Chapter 3 

OFFICER ROLE &~D JOB SATISFACTION 

A major element in team policing programs has been an attempt to re­

define the role' of patrol officers by expanding their job responsibi­

lities. With the exception of Basic Patrol Teams, all of the depart­

ments reviewed in this report have used team policing as a vehicle to 

replace traditional reactive patrol strategies with proactive te.chni­

ques designed to make the patrol officer responsible for the delivery 

of a wider range of services to the community. Many team programs 

have expanded the patrol function by encouraging officers to partici,'­

pate in planning, investigative and community service activities. 

Team officers in some departments have conducted follow-up investiga­

tions, participated in stakeouts and engaged in crime analysis. 

In the area of community service team officers have conducted security 

inspections, made referrals, attended community meetings, initiated 

more citizen contacts and made an effort to better understand the law 

enforcement problems of community residents. 

Team policing supporters believe that expanding the patrol officer role 

will accomplish two objectives. First, because team officers are as­

signed specific servi~e and investigative responsibilities, it was felt 

that team policing would enable an agency to deliver a higher level of 

, 
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service to the community. Second, team policing has been viewed as a 

means to increase officer job satisfaction. Team policing planners have 

generally believed that permitting officers to participate in planning, 

investigative a~d community service activities would make the job more 

interesting and satisfying. 

Table 9, Officer Role Change Goals and Measures, indicates which de-

partments have adopted officer role change goals and which have at-

tempted to measure the impact of team policing upon their officers. 

In assessing the impact of team policing upon their officers, team ad-

ministrators have been concerned with: 

• How effectively patrol officers have been trained for their new 
roles; 

• How officers have changed their orientation toward their jobs; 
and 

• How team policing has affected officer satisfaction. 

Thirteen programs adopte.d role change goals, but only seven have eval'" 

uated the extent to which changes actually occurred. Although 

several programs have implemented training programs, only San Diego 

has collected information on the effectiveness of its program. Four 

agencies have monitored changes in the way team officers both perceive 

and actually perform their jobs while six departments have measured 

officer job satisfaction. 
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Table 9 

OFFICER ROLE CHANGE GOALS Al.'lD MEASURES 

~ GOAL TRAINING ROLE CHANGE JOB SATISFACTION 
CITY 

BASIC PATROL 

N. Charleston 

Richmond • 
San Bruno s 

INVESTIGATIONS . 
Rochester • 
Cm-fl1UNITY REI,ATIONS 

Albuquerque 

Hartford 

New York • • • 
San Diego • • • • 
FULL SERVICE 
TEAM POLICING 

, 
'.~ • 

Multi-SEecialist 

Albany/Arbor • 
..... ' . , } 

Charlotte • • 
Gincinnati • • • 
Detroit 

Los Angeles • • 
Palo Alto • 
St. Petersburg • 

Generalist 

Albany / South • 
Dayton • 
Holyoke • • 
Menlo Park 
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TRAINING FOR TEAM POLICING 

Because of the changes in the patrol function demanded by team po1ic-

ing programs, a number of departments have developed pre-start-up 

training programs to fami.1iarize team leaders and officers with their 

new roles. 

Table 10, Pre-Start-Up Team Policing Training Programs, indicates that 

nine cities developed training programs to acquaint their officers 

with team policing prior to implementation. The training has varied 

in duration from fifteen to 160 hours and has sometimes been supp1e-

mented by additional in-servicla training. The programs have generally 

provided training in the areas of team organization, investigations 

and community service. Recognizing that team policing frequently re-

quires patrol officers to participate in planning and management acti-

vities, Albany, Cincinnati, Holyoke and San Diego have attempted to 

familiarize their officers with team organization, group dynamics and 

participative me "'...,ement skills. Team pfllicing training has, however, 

more frequently provided additional skills training in the area of in-

vestigations and community service. Seven of the twelve teams ,Yith 

investigative responsibility have provided their officers with investi-· 

gative training, while seven of the fifteen teams with a community 

service responsibility have provided training in that area. 

An important element running through several of these team training 

progral";") has been an emphasis upon developing the ability of patrol 

officers to understand and make judgments about comp1rax p.3.trol 
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Table 10 
• • • 

PRE-STAR'}7-UP TEAM POLICING TRAINING PROGRAMS 

~ TEAM HOURS INVESTIGATIONS 
ORGANIZATION CITY 

BASIC PATROL 

N. Charleston 

Richmond 

San Bruno 
I 

.......... ~ 
INVESTIGATIONS 

Rochester . 
. ' 

COM}ruNITY RELATIONS , 

Albuquerque 

Hartford 15 
~--

New York 

San Diego 40 • 
FULL SERVICE . 
TEAM POLICING 

~1ulti-SEecia1ist 

,"'~ ,~" e' -,- Albany/Arbor 160 .' • 
Charldt~e • ; 

Cincinnati 40 • • 
Detroit 

Los Angeles 40 • 
Palo Alto 

St. Petersburg 72 .. 
Generalist 

Albany / South 

Dayton • 
Holyoke • • , 
Hen10 Park 

L = Limited 
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problems. This contrasts sharply with the emphasis in t.:aditional pro-

grams upon departmental rules, procedures and technical skills. As a 

consequence, several agencies have contracted with behavioral science 

consultants and trainers to develop training programs geared to the 

demands of their individual team programs. 

ASSESSMENT 

San Diego has gathered feedback on its training program. Evaluation 

questionnaires, anonymously completed by participants, were generally 

favorable; however, p~ogram administrators doubted that the partici-

pants thoroughly understood the new approach to patrol that was being 

presented (San Diego Police Department, 1974 b, pp. 89-91). This '_ 

however, may be the case with any tiraining program that presents new 

and complex ideas. Our site visit to San Diego indicated that officers 

there had a better concept of their program than officers in cities 

where training had not been provided. In addition, changes in the 

officers' perceptions of their roles and the value of community ser-

vice activities, presented in other sections of this report, suggest 

that the San Diego training program achieved some of its objectives. 

Because of the very limited data on team policing training, it is 

impossible to make an assessment. In view of the important role that 

training might play in facilitating program implementation, evaluative 

work in this area is critically needed. 
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OFFICER ROLE PERCEPTION 

In recent years a number of law enforcement analysts have emphasized 

that crime related problems occupy only a small part of the patrol 

officer's time (Americ.m Bar Associati.on, 1973, pp. 32-35; Ashburn, 

1973, p. 6; Bittner, 1970, p. 29; Wilson, 1968, p. 19). The contem-

porary law enforcement officer has be~n called upon to provide a wide 

range of social services to the citizer3 in their communities. Seme 

observers have referred to the police as a twenty-four hour social 

service agency capable of providing assist&Lce when other agencies are 

not available. In spite of this recognition, patrol officers have some-

times been reluctant to abandon their crime fighter role perceptions 

and accept their job as encom.passing the provision of many tlon-crime 

services. 

The Community-Oriented and Full Service Team programs reviewed in this 

report have strengthened and legitimized the role of the law enforce~ 

ment officer as a provider of a wide range of community services. In 

- every team policing program an effort has been made to increase the 

officers' responsibility for traditional law enforcement functions and 

to add new responsibilities; primarily in the area of community service, 

to the patrol role. Team officers have, for example, assumed new re-

~~,,...... .... -, .. -,- sponsibility for making referrals 1:.0 other social agencies, doing 

security inspections, providing crime preveli.tion information and conducting 

'" ~'-'""""'''''---:-::------ community relations work. 
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ASSESSMEl'IT 

Although Cincin.nati, Los Angeles, New York and San Diego have provided 

some information about how the officers regard the new roles and 

the community, only San Diego has made an extensive assessment of the 

changes in role perceptions that have occurred among profile officers . 

San Diego planners assumed that any change in patrol operations could 

only come about if patrol officers changed their ideas about what the 

role of an office"t- should be. The San Diego training program was 

designed to acquaint participants with the importance of community ser-

v'ice and community relations as a vital law enforcement function. 

Throughout the San Diego experiment officers developed methods to 

learn more about community problems and the resources available in the 

community to dissipate some of these problems. The results reported 

by the San Diego evaluators are generally favorable regarding the 

changes profile officers adopted towards their new roles. 

The primary technique used by the San Diego e',a!uators to describe 

how profile officers changed their role perceptions was to have officers 

rate the importance of various patrol activities. When the attitudes 

of profile and control officers were compared, the evaluators found that 

profile officers regarded police-community relations as a significantly 

more important activity than did the control officers (Boydstun & 

Sherry, 1975, p. 50). Profile officers also expressed significantly 

less agreement than control officers with the statement that "the 

police officer's role in society should be that of a crime fighter ll 

(Boydstun & Sherr.y, 1975, p. 58). An indication of the profile officers' 
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orientation towards community service and relations was the higher 

rating profile officers gave to the value of selected socio-economic 

information about the community. Profile officers also reported de-

veloping a significantly greater level of support from the community 

(Boydstun & Sherry, 1975, p. 44). 

According to officers' self reports, profiling brought substantial 

changes n their patrol methods and their orientation toward patrol • 

Their assessment of "roving patrol" declined sign:i.ficantly during this 

experiment as they adopted analyt~~al techniques designed to facilitate 

the identification and solution of problems in the team area. When not 

responding to calls for service, profile officers frequently planned 

patrol strategies ~r engaged in proactive community relations activities 

(Boydstun & Sherry, 1975, pp. 62-63). 

Attempts to measure office~' ..:ole perceptions in other communities have 

been limited. Evaluators of Operation Neighborhood in New York found 

that officer role orientation changed in the opposite direction of what 

was predicted and des~red. Team officers rated radio patrol mor.e highly 

than did the control group, and the attitudes of the team officers toward com-

munity service deteriorated during the course of the evaluation. More-

over, team office1:'s rated aggressive patrol tac'.:ics more highly than 

did officers in the control group (Bloch & Specht, 1973, pp. 67-75). 

In Cincinnati evaluators analyzed only one question dealing with of-

ficer role orientation. They found no significant change in the atti-

tudes of ComSec officers towards support for referring citizens to 

social service agencies (Schwartz et al., 1975, p. 17). Our 
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- impressions of officers' orientations toward their roles during a site 

visit suggest that ComSec officers had changed their role orientation 

only sU.ghtly. . . 

- Table 11, Summary Assessment of Officer Role Changes, indicates that 

only San p,iego's Community Profile program has achieved success in 

- altering the of.ficers' perception of his role. A large part of the 

.,. success in altering the officer role in San Diego may be attributab1~ 

to that.program's traini.T'lg component and the fact that profile officers 

were assign.&d specific patrol activities in o-rder to implement the 

~--~. -. profile program. Profile officers kept logs and wrote beat reports 

that ma.y have also heightened their sensitivity to the new community 

service activities in the program. 

Table 11 

SUMMARY ASSESSMENT OF OFFICER ROLE CHANGES 

~ ROLE CHANGE ASSESSMENT 
CITY 

New York - Qualified Failure 
-. 

San Diego + Success 

Cincinnati InsuHicien t Data 
. 
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OFFICER JOB SATISFACTION 

Increasing the satisfaction of officet's with their jobs has been a goal 

of most team policing programs. Team planners have assumed that tne 

addition of new responsibilities to the patrol function would alleviate 

the boredom which many police officers consider characteristic, of 

traditional preventive patrol. Variety and added responsibility have 

been injected into the patrol role by aSSigning officers responsibility 

for helping team leaders to plan patrol strategies, carry out community 

relations activities and participate more fully in the investigative 

process. Increased job satisfaction has been important not only for 

the officer but also for the department since it has been recognized 

as a critical element in increasing the efficiency and productivity of 

organizations. 

The National Commission on Productivity has identified five techniques 

for measuring job satisfaction. Four of these measures are behavioral: 

job turnover, < absenteeism, employee misconduct and the responsiveness 

of employers to their employees' suggestions. The final measure of 

job satisfaction is ~aseo. upon attitudin&l information gained from 

questionnaires and interviews (NCOP, 1973, p. 60). Five team policing 

programs have made an attempt to measure officer job satisfaction. 

With the exception of four programs which monitored sick leave, none 

of these programs has measured other behavioral indicators of job sat-

isfaction. The tendency has been to rely upon questionnaries to collect 

attitudinal data. 
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ASSESSMENT 

Four programs have presented comparative data aboutbfficer use of sick 

leave. Cincinnati and New York presented positive results. ComSec 

officers consistently used less sick time than officers in the control 

area, while officers in New York used only one half the sick leave of 

non-team officers in the precinct (Bloch & Specht, 1973, p. 99; TPIESCPD, 

1974, p. 32). Evaluators of the Dayton program reported that there was 

little difference in the use of sick leave bv team and c.ontrol offf2ers 
-w 

(Tortoriello & Blatt, 1973, p. 103). In Holyoke, although sick leave 

for both team and non-team officers rose dramatically, team members 
'.; 

used less sic.k leave than other offic~rs in the department (O'Malley, 

1973, pp. iii-iv). 

The most extensive analysis of officer job satisfaction has been per­

formed by the Urban Institute in Cincinnati. Although the data is 

largely ~ttitudinal, the Cincinnati evaluators constructed scales of 

officer independence, influence, freedom and satisfaction with work from 

a variety of questions asked in an officer survey. The survey was 

administered at the start of the program and then at six month interVals 

through the first eighteen months of the program. The results reported 

here reflect only the findings for the first ye~r. C,)mSec officers 

felt that their inJep~dence to pi:rform non-routine duties without 

direction from supe:.=iors had. increased, tha.t they had .a greater ability 

than officers in non-team units to. influence decisions affecting them 

and that thcdr freedom had also increased. In spite of these changes, 

however, they did not report incre4sed satisfaction with their work • 
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In fact, while expression.s of job satisfaction declined slightly among 

ComSec officers, control Dfficers expressed increases in their level 

of job satiEfaction. The evaluators hypvthesized that management, 

decisions which violated the team's autonomy and flexibility may have . . 
accounted for the failure of ComSec officers to 1xpress greater satis-

faction with their jobs (Schwartz et al., 1975, pp. 34-38) • 

Results similar to Cincinnati were also found in San Dtego. Both 

profile and control group officers expressed less, but not signifi-

cantly less, satisfaction with their aSSignments at the end of the 

experiment than at the beginning. There were no sig~ificant differ-

ences over time or between groups in the profile and control officers' 

levels of satisfaction with their opportunities for interesting work. 

Nor was there any difference in the group's perceptions of departmental 

support for the pat~!,ol force. Throughout the experiment the expressed 

levels of satisfaction remained at approximately seventy percent 

(Boydstun iii Sherry, 1975, pp. 46-52). Police Foundation reviewers of 

the program noted that mar ale was tested during a period when rumors 

abounded that the profile 9rogram would be abandoned at the end of the 

experiment. 

The team policing program in Holyoke was implemented during a period of 

e.r.:treme departmen,tal turmoil. As a consequence, it is difficult to at-

tribute officer.' job satisfaction either to team policing or to general 

departmental conditions. Morale throughout the entire Holyoke department 

was quite low. In spite of innumerable departmental problems, team of-

ficers :I.:ndicated they felt greater job satisfacti m and increased 
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effectiveness as police officers than non-team officers. Evaluators 

attributed a drop in morale and job satisfaction during the second year 

of the program to the lack of monetary incentives and increasing de-

partmental control over the team rather than tee~ policing itself 

(O'Malley, 1973) pp. iii-iv) • 

Only the evaluators of the Charlotte program have reported positive 

changes in officer job satisfaction with team policing. Although team 

officers thought that getting ahead in the department was more diffi-

cult since team policing was implemented, they expressed slightly more 

interest in patrol work and substantial increases in their desire to stay 

on the job until retirement, satisfaction with the four/ten sCheduie and 

a belief in the value of police work (Gill, 1975) pp. 5-6). Of the five pro-

grams which surveyed officer job satisfaction,only New York reported 

negative results. Eighty percent of the Operation Neighborhood offi-

cers felt their jobs were getting worse (Bloch & Specht, 1973, p. 99). 

Table 12, Summary Assessment of Officer Job Satisfactio~ indicates that 

team policing programs have had only a limited impact upon the sati.s-

faction of team officers with their jobs. Only Charlotte indicated 

officers were more satisfied with their work after team policing was 

i~plemented. Cincinnati and San Diego reported virtually no change 

while officers in New York expressed less satisfaction. Because of 

the conflicts within the Holyoke Department it is impossible to attri-

bute reported measures of job satisfaction to the team policing program • 

54 



--~--~-~----.-

•
C~L 

.. -, 

Table 12 

SUMMARY ASSESSMENT OF OFFICER JOB SATISFACTION 
, 

.. 

c .• 

. - . 

.. 

~~-_~I .... 

~ .~.-

~ SICK LEAVE ATTITUDINAL ASSESSMENT 
CITY 

Charlotte + Qualified Success 

1--..,. 
Cincinnati + - No Change 

Holyoke - 0 Uninterpretable 

New York + - Qualified Failure 

San Diego 0 No Change 

, .. 

UNRESOLVED PROBLEMS 

The indicators of job satisfaction discussed in the previous section 

have been very general in nature. None of the evaluators has attempted 

to ascertain the level of job satisfaction derived from th~ various 

functional responsibilities added to the patrol oHicer role. To 

identify the source of dissatisfaction in the offic,er role one would 

need to know more about the officer attitude toward: 

• Participant decision-making and planning reoponsibil:i.ties; 

• Investigative responsibilities; and 

• Community service assignments. 

Job satisfaction information about these topics would appear to be a 

valuable tool enabling planners not only to understand j~b satisfaction 

but also to achieve changes in the officers' role that are consistent 

with team policing goals. 
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Chapter 4 

PATROL WORKLOAD MANAGEMENT 

An important goal for seven of the nineteen team policing programs 

reviewed in this report has been improved management of the patrol 

workload. Because law enforcement is a highly labor intensive activ-

ity, program planners and administrators have been concerned with the 

impact team policing might have upon manpower utilization and patrol 

workload management. 

Table 13, Workload Management Goals and Measures, indicates which teams 

have adopted workload management goals as well as which programs have 

attempted to measure the impact of team organization upon patrol oper-

ations. Only seven of the nineteen programs have evalua.ted any measures 

of workload management effectiveness. These programs have attempted to 

measure the impact of team policing upon the: 

• Stable assignment of officers to the team area; 

• Flexible scheduling of patrol officers; 

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

Most of this information has come from departments implementing the 

most complex team policing programs - the full service team. Because 

of the scarcity of the data, it has been particularly difficult to 
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Table 13 

WORKLOAD MANAGEMENT GOALS AND MEASURES ...•... - ,-

• .... --.. 
,-WI' 

~ 
SERVICE STABLE 'FLEXIBLE 

CALL GOAL ASSIGNMENT DEPLOYMENT 
CLEARANCE CITY 

'" -
BASIC PATROL 

a-'· 
-, . ~. 

N. Charleston 

Richmond " 
San Bruno • 
INVESTIGATIONS 

Rochester • 

I~ 
COMMUNITY RELATIONS 

Albuquerque 
~ .. -;;. -- r Hartford 

New York • • 
San Diego • • 

". 
i 

FULL SERVICE 
TEAM POLICING 

--
Albany/Arbor e 

Albany/South 

Charlutte • 
Cincinnati • • • 

; 

Dayton .; 
Detroit • • 
Holyoke 

Los Angeles 
~"'-- Menlo Park • 

Palo Alto • 
St. Petersburg 

" 
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- utilize the program typology deV;'eloped in the introduction to analyze 

the effects of tne various programs upon workload management factors • 
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In spite of these difficultj.es two team policing organizational char-

acteristics appear to affect the workload capabilities of a team. The ...... "~ 

.. 
first is the amount of responsibility assigned to team leaders. The 

evidence suggests that team leaders with around-the-clock Area respon-

sibility have been more successful in flexibly scheduling their officers. 

Second, the evidence also suggests that teams of generalist officers, 

because of their follow-up investigative resp6fisibilities, significantly 

increase the amount of time needed to clear crime related service calls. 

STABLE ASSIGNMENT TO THE TEAM AREA 

rhe permanent assignment of an officer to a particular beat is designed 

to decentralize the patrol function and increase the officer's respon-

sibility for a well defined area of the community. In support of 

permanent assignment departments have attempted to assign radio calls 

from a particular beat to the officer responsible for that beat and 

to limit the number of team calls handled by non-team units. Some 

programs have experienced difficulty in dispatching officers to their 

~'·T'·-- assigned beat. 'rhe evidence from program evaluations in San Diego, 

Cincinnati, New York and Detroit indicates that team officers can 

handle most service calls from the team area. However, the New York 

and San Diego evaluation found that beat officers were servicing only 

a portion of the calls from their own beats. -
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ASSESSMENT 

Cincinnati and Detroit ex?erienced consideraJle success in maintaining 

stable assignment of officers to the team area. An examinaticn of 

Depa~tmental Records in Cincinnati indicated that only ten percent of 

the calls in the team area were handled by non-team units (Watkins, 

1973., p. 1). The Detroit experience suggf.;:sts that ~ffective1y imple-

mented dispatch procedures can minimize th~ problem of sending officers 

outside the team area on service calls. While approximately seventy­

five percent of the traditional units were dispatched outside their 

assigned beats, the comparable figure for team units rangeu from twenty 

to twenty-five percent. A computer analysis of the team cars dispatched 

outside the area indicated that other cars had been available in seventy-

five percent of the cases. As a result of this analysis, new guide-

lines were prepared for dispatchers, and the number of outside runs 

declined.; to between five and ten percent (Bloch & lJ1berg, 1972, p. 59). 

Maintaining radio assignments within the team area, however, was a 

problem in New York. Team units were dispatched out of the team area 

on approximately fifty percent of their calls. In spite of efforts to 

modify dispatch procedures to limit the amount of out-dispatching of 

team units and the amount of in-dispatching of non-team units to the 

team area, little progress was made. The results in New York may have 

been affected oy frequent changes in the area covered by the team and 

by the assignment of non-team areas to the team command. 'Radio assign~ 

ments to these areas were sometimes recorded in department records as 

out-of-team dispatches (Bloch & Specht, 1973, p. 10). 
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Information about stable assignment in San Diego's Community Profiling 

program indicates that assigning officers to a single beat, rather than 

a group of beats may limit beat accountability. Whereas Cincinnati, Detroit 

and New York evaluated the extent to which officers w~re dispatched 

within the team area, San Diego evaluators developed a more stringent 

measure of stable assignment. San Diego's C(J.}.lIllunity Profiling evalu-

ation measured the extent to which an officer was dispatched to his 

assigned beat rather than to the entire team area. The San Diego 

program was designed to provide the officer with a strong sense of beat 

responsibility and accountability. Prior to Community Profiling, the 

officers regularly @tIayed from their beats in order to make their 

quota of traffic tickets or to realize other quantitative performance 

objectives. The profiling project was designed to eliminate that ten-

dency and to encourage officers, instead, to remain in their assigned 

beats. A.nalysis of calls··.f;or-senz:ice and of.dcer activity indicates thai: 

although the profile program eliminated the tendency of officers to leave 

their beats to make their ticket quota, only thirty-three percent of the 

service calls were answered by the profile officer assigned to that beat 

(Boydstun & Sherry, 1975, pp. 23-24). Given the low level of beat re-

sponse, it is unlikely that profile of.ficers were able to adequately use 

their knowledge about the beat to answer calls or /,nitiate services. The 

good features of the profiling approach might be' better utilized if of-

ficers were assigned responsibility for learning about and servicing sev-

eral beats within the team area. 

Table 14, summarizes our knowledge about stable assignment. Although 

New York experienced difficulty in implementing stable assignments, 
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the results from Cincinnati and Detroit suggest that dispatch procedures 

can be developed to assure that officers assume responsibility for and 

provide service to the team a:ea. Evidence from San Diego suggests that 

stable assignment to a specifi<.: beat is extremely difficult. The stable 

assignment of officers to a patrol area requires that dispatchers rec-

ognize team boundaries and that team officers have responsibility for 

and work in a multi-beat area. 

Table 14 

SUMMARY ASSESSMENT OF STABLE ASSIGNMENT 

~ 
STABLE ASSIGNMENT 

STABLE ASSIGNMENT STABLE ASSIGNMENT 
CITY TO TEAM AREA TO BEAT AREA ASSESSMENT 

Cincinnati + Probable Success 

Detroit + Qualified Success 

New York - Qualified Failure 

San Diego - Probable Failure 

SCHEDULING FLEJ[IBILITY 

As part of their improved workload management goal some departments 

have looked upon team policing as a way to mo~e effectivelY match man-

power assignments to workload requirements. This is reflected in the 

fact that departments implementing team policing have frequently ana-

lyzed crime rates and dispatch records as a basis for assigning 
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manpower to a team area. Data evaluating what contributions team 

policing has made to flexible scheduling and deployment of officers 

is extremely limited. However, our site visits and literature review 

suggest that whether a team is organized on an area or shift basis is 

an important factor in determining the ability of the team leader to 

match manpower with workload demands. Area team leaders with twenty-

four hour responsibility have a greater capability to allocate patrol 

resources in accordance with changing service demands than do leaders 

of shift teams. 

Area tea~s appear to have several advantages over shift teams in 

achieving deployment flexibility for several reasons. First, area 

team leaders are responsible for the twenty-four hour period and can 

a1 ter the schedule E>f j.ndividual officers to match service demands. In 
. 

addition, area teams are larger than shift teams thus providing their 

leader with a greater manpower pool from which to draw. Finally, the 

decentralized decision-making authority of area team leaders permits 

them to deploy officers more closely to changes in service needs at 

different times of day and to anticipate the short-term changes in 

service needs created ,by special events. 

ASSESSMENT 

Prior to team po~icing, officers in Cincinnati were usually deployed 

evenly among three or four different shifts. With the advent of team 

policing, planning and deployment decisions were pushed down to the 

team level. As a result, team leaders have used their discretion and 

departmental information about service demands to deploy their officers 
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more flexibly. One team leader has used as many as ten starting times 

to achieve a better match up of officers and service demands. It also 

appears that the larger Cincinnati teams are better able to achieve 

flexible deployment schedules (TPIESCPD, 1974, pp. 20-24; Watkins, 

1973, p. 19). Similar results were reported in Detroit where team 

commanders were able to deploy their men more efficiently. The result 

was that the team area generally had more units available for dispatch 

than did the traditionally organized patrols (Sherman et al., 1973, 

p. 95). 

Our site observations indicate that departments organized into shift 

teams have been less able to accommodate even short-term changes in 

service demand, especially those generated by holidays and l:lpecial 

events. Because all shift teams have less manpower than area teams 

and because members usually have the same schedule, it is impossible 

to change a shift's manpower without changing the number of personnel 

on the team. Administrators in Richmond indicated that to increase 

manpower on a shift, personnel had to be assigned from one team to 

another. This movement of personnel could"easily disrupt the concepts 

of permanent assignment and beat accountability. 

East Hartford, North Charleston, Palo Alto and San Bruno introduced 

the ten hour/four day week when team policing was implemented. Infor-

mati on gathered during one site visit indicates that the four/ten 

system will further complicate the ability of shift teams to deploy 

manpower in accordance with service demands. Although police adminis­

trators in North Charleston felt they had arranged schedules to overlap 
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during peak demand periods, the problem of altering schedules for 

short-term and unanticipated changes in service demand still remained. 

Evaluators in San Bruno noted that the patrol force was deployed at 

peak strengths at times unrelated to department service demands simply 

as a result of the rotation of officers' duty schedules (San Bruno, 

- .. .1 n.d. (1972), pp. 17-18). This same problem was noted in Palo Alto. 

~ .• In East Hartford the use of the four/ten system resulted in a double 

contingent of Q,fficers on duty one day each week. Although the over-
1.. .. 

lap has provided East Hartford officers additional training opportuni-

ties, it has not contributed to the flexible deployment of patrol 

personnel. 

""-
Table 15 summarizes our knowledge of the impact of team policing upon 

~,:--

the flexible scheduling of officers. Because the information is so 

limited, it is impossible to make any final judgments. Although the 

!~~ results in Cincinnat·j indicated that area teams can achieve some degree 

of flexibility in deploying officers, the evidence is not strong enough 
!!'!;;' 

to support any generalizations. As the evaluation in Cincinnati noted, 

the tools to eva1uat~ service demands are so limited that flexibility 

in scheduling does not imply the ability to match manpower with service 

!!·4'k~ demands (Watkins, 1973, p. 19). The anecdotal and evaluative infor-

mation about shift teamS indicates that they have a limited capability 

to meet changing service demands without altering the number of per-

sonnel in the team. 
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Table 15 

SUMMARY ASSESSMENT OF SCHEDULING FLEXIBILITY 

~ SCHEDULING FLEXIBILITY ASSESSMENT 
CITY l 

... -
Area Team 

Cincinnati + Probable Success 

Shift Team 

San Bruno - Qualified Failure 

SERVICE CALL CL~\NCE 

The major activity of traditional patrol divisions has been responding 

to calls for service. Because this activity consumes so much of the 

patrol officers' time, police administrators have been concerned with 

the ability of their team officers to clear service calls and return 

to service as rapidly as possible. Some managers, contemplating a 

shift form of team operations, have questioned whether the added inves-

tigative and community responsibilities of the patrol officer might not 

impair the officer's ability to answer a call and then return to service 

in a reasonable amount of time. Others have hypothesized that an 

increase in the amount of time needed t'D complete calls might have an 

adverse effect on response time and the number of calls serviced by 

team memhers. Several evaluations have compared the impact of team 

66 



-~------""'r 

policing upon the number of c~J s serviced, time spent on calls and 

re~ponse time. 

ASSESSMENT 

The limited data suggests that the amount of responsibility assigned 

to team patrol officers, particularly in the area of follow-up inves-

tigations has a definite bearing upon the way service calls are handled. 

Teams of generalist officers who perform both preliminary and follow-

up investigations will probably increase the amount of time required to 

complete service calls. Although four teams have adopted the generalist 

approach, only Dayton has attempted to measure the imp a.c t. of generalist 

team policing upon all three dimensions of service call clearance. 

Evaluators in Dayton reported that team officers spent an average of 

six minutes longer on dispatch calls than did officers in the control 

district. When selected Part I crimes of larceny, rape, auto theft and 

frauds/forgery were examined, however, the evaluators found team officers 

spending eighteen more minutes than control officers on each call. The 

evaluators attributed this difference to the fact that team officers, .. unlike control officers, carry out both preliminary and follow-up inves-

tigations which require more time. On calls not requiring follow-up 

e.t,~ .......... -.. ,~-- investigation there was little or no difference in the amount of time 

team and control officers spent (Tortoriello & Blatt, 1973, pp. 105-

107) • 

Even though team members assumed investigative responsibilities and did 

not receive an additional assignment of patrol officers, two indepen-

dently conducted evaluations of the Dayton program discovered that team 
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members were responding to more service calls than officers in compa-

rable non-team areas. The team comprised only twenty percent of the 

department's manpower; however, it was answering twent:y-five percent 

of the department's calls for service. In a six month period during 

the team's second year, its members responded to 2,000 more calls than 

did the control officers (Cordrey & Kotecha, 1971, pp. 9-10). This 

high level of performance is particularly interesting~ ~ince few 

departmental supports were offered to the team. The team worked under 

conditions of constrained manpower and departmental hostility. 

The evaluations of teams composed of patrol officers and specialists 

indicate that team policing does not impair the ability of officers to 

manage service calls. Albany, Detroit and San Diego attempted to 

compare thE', amount of time team and non-team offj.cers spent on service 

calls. Unlike the results from the generalist program in Dayton, these 

teams were usually more efficient than non-team control areas in clearing 

service calls and returning to duty. 

In Detroit, where team patrol officers were expected to collaborate in 

investigations with detectives assigned to the team, team patrol officers 

spent less time on dispatch calls and returned to service more rapidly 
i' 

after dispatch calls than did the units used for comparison. Evalu-

ators attributed this outcome primarily to the fact that team officers 

were more likely to be in the vicinity of the incident and have less 

distance to travel (Bloch & Ulberg, 1972, p. 61). 
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Evaluators of the Arbor Hill unit in Albany found little signific&1t 

difference in the average amount of elapsed time team and nf:;n-tealTh 

members devoted to service calls (Cresap et al., 1974, p. G-2). The 

results of the San Diego experiment with community profiling indica~e 

that patrol officers can be given greater responsibilities without 

impairing departmental ability to respond to radio calls. Profile 

officers were responsible for preventive patrol and radio dispatch as 

~vell as citizen contacts on a regular basis, developing written 

descriptions of social, crime and tr.affic conditions on their beats 

and referring citizens to social agencies for assistance. In spite of 

these added responsibilities profile officers in San Diego reported 

less out of service time than control officers even though the profile 

officers were assuming more initiative in community relations. In 

addition, the profile team responded to approximately the same number 

of calls for service as did officers in the control group (Boydstun & 

Sherry, 1975, III 47-50). Analysts of the San Diego program have 

attributed the result partially to the fact that team officers had 

hand held radios and were more accessible to the dispatchers than the 

regular officers of the comparison group who had not been issued these 

radios (San Diego Police Department, 1974, pp. 69-70). 

A~though the response time of police patrols to emergency calls is a 

conspicious feature of police interactions with the public and a common 

indication of police efficiency the empirical literature on team po-

licing provides little insight into the effects of team patrol organi-

zation upon response times. Only Albany evaluators have collected 
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response time data. Significantly better response times were reported 

for the Arbor Hill units than for comparison patrol units else-

where in Albany. The ev~luators found that team units had an average 

response time of 2.7 minutes per call compared to an average time of 

4.3 minutes for four non-team units (Cresap et al., 1974, p. E-2). 

However, because the data for this analysis was collected only for a 

three week period and no information is provided about the compara­

bility of team and control beats, it is difficult to assess the 

significance of these findings. 

All of the information reported in the calls for service section is 

piecemeal and refers to programs established under different organi­

zational constraints and with different objectives. The lack of 

similar and comparable information about critical workload management 

outputs from more departments points up a critical shortcoming in the 

ability of agencies to monitor and evalua~~ patrol activities. 

Table 16 summarizes our assessment of a team unit's ability to respond 

to calls for service. The results in Albany, Dayton, and San Diego 

are suggestive of what impact various configurations of team policing 

might have upon the amount of time officers need to clear service calls. 

The Dayton results suggest that a department intending to assign 

generalist investigative responsibilities to patrolmen must anticipate 

some increase in the time required for officers to complete calls 

requiring an investigation. Where officers have not been assigned 

investigative responsibility, however, there has been little change in 
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the time required to clear calls. The results from San Diego and Dayton 

suggest that assigning officers additional responsibility does not impair 

the officer's ability to handle service calls. In both cities, team of-

ficers were responding to more calls fur service thaa officers in tra.di-

tj.onally organized control units. Finally, from the data presented, it 

is impossible to draw any conclusions about team policing and response 

times. The little information reported has not been accompanied with 

comparable information from control areas that would make an assessment 

possible. 

Table 16 

SUMMARY ASSESSMENT OF SERVICE CALL CLEARANCE 

MEASURE SERVICE CALL CLEARANCE 

TIME SPENT NUMBER RESPONSE ASSESSMENT 
ON CALLS OP CALLS TIME 

! CITY 

COMMUNITY 
.-

San Diego + 0 Qualified Success 
-

MULTI-SPECIALIST 

Albany/Arbor + Insuffcnt Probable Success Data 

Detroit + Qualified Success 

GENERALIST 

Dayton + + 0 Qualified Success 

.. 
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Chapter 5 

IN\~STIGATIVE EFFECTIVENESS 

Team polic.ing advocates maintain that teams can be used to transfer 

investigative functions from highly centralized and specialized detec-

tive bureaus to more locally oriented teams of officers with generalist 

responsibilities. Twelve of the nineteen teams described in this re-

port have used team policing to decentralize their investigative 

bureaus. With the exception of Rochester, all are Full Service team 

policing programs. 

Table 17, Team Investigative Goals and Activities, indicates the extp,nt 

to which the various departments have decentralized investigations. 

Although twelve teams have decentralized investigations, only Charlotte, 

Cincinnati, Palo Alto and Rochester have adopted improved investigative 

effectiveness as a program goal. l All of the teams with investigative 

responsibility have permitted the team leader to close cases, while 

most have also provided team patrol officers with crime analysis infor-

mation. 

Two general strategies have been developed by tea.m programs to decen-

tralize investigations. Both involve the degree to which investigative 

lAlbuquerque adopted improv~d in~estigative effectiveness as a program 
goal but did n.ot decentralize investigations. 



Table 17 

TEAM INVESTIGATIVE GOALS AND ACTIVITIES 

~ 
INV!:ST1GATIVE RESPONSrnILI'IIES 

GOAL CASE ClUM! BURGLARY CLOSURE ANALYSIS JUVENILE LARCENY ROBBERY BUNCO VICE & HOMICIDE 
CITY AtrrO THEn NARCOTICS 

BASIC PATROL 

I) 
N. Charleston 

Richmond • 
San B=o 

I I 
-' 

11 
INVESTIGATIONS 

I Rochester • • • L • .. 
, 

COMMUNITY RELATIONS 

III I 
Albuquerque • -
Hartford • -

New York • • San Diego • 

II 
'FULL SERVICE 
TE.\M POLICING 

Multi-~2E.>cialist 

II Albany/Arbor .' • • • • • • • 
Charlotte • • • e • • • 

• Cincinnati • • • .' • • • • 
Detroit • • • • • • • .' 
Los Angeles • • .. • 
Palo Alto • C> L • • e 

St. Petersburg • .' .' e, '. .. e • 
Generalist 

Albany/South • e .. • e • • • -
Dayton • • • • • .' • ct 

Holyoke .' • • • • · " 
Menlo Park .. ~' • • • • • • 
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cases have been assigned to team members. Investigative operations 

have been decentralized by the creation of Multi-Specialist or 

Generalist Teams • 

Multi-Specialist Teams are composed of patrol officers and detectives 

who are supervised by the team leader. Although patrol officers con-

duct preliminary investigations and occasionally' complete fol1ow·-up 

investigations, team detectives do most of the investigative work • 

Table 17 indicates that seven Full Service Teams plus Rochester have 

adopted the Multi-Specialist approach. These teams have usually had 

responsibility for investigating juvenile crimes, burglary, larceny, 

auto theft and robbery. Other criminal investigations, particularly 

homicide, bunco, vice and narcotics have not been decentralized as 

frequently to Multi-Specialist Teams. 

Generalist Teams have been implemented by four Full Service team 

policing programs. These teams do not make any distinction between 

patrol and investigative officers. As a consequence, team officers 

are expected to have wide-ranging capabilities to perform both patrol 

and investigative work. Finally, Generalist Teams have usually assigned 

more investigative responsibility to the teruns than have departments 

wh:lch have adopted the Multi-Specialist approach. In Albany/South, 

Dayton, Holyoke and Menlo Park, for example, all investigations have 

been perf9rmed at the team level. 

A general belief underlying nearly all team programs is that the incor-

poration of investigative responsibilities into team patrol units will 
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c.oordinate patrol and investigative processes and develop a more ef­

fective departmental investigative capability. Team policing advocates 

believe that the assignment of patrol and investigative functions and 

personnel to teams has two advantages. 

First, supporters maintain that team policing contributes to the break­

down of officer-investigator isolation and hostility found in many 

traditionally organized departments. Combining patrol officers 

investigators and, in some cases, community relations personnel into 

cooperative teams has broken down the functional barriers that have 

separated these units in traditionally organized departments. Team 

policing can provide an organizational context in r'Jhich officers and 

investigators coordinate their activities. Teall illeetings, for example, 

have encouraged officers and investigators to share information. 

Cincinnati, Dayton and Palo Alto have attempted to improve the infor­

mation flow between officers and detectives by assigning coordinating 

functions to special officers within the team. In Cincinnati, for 

example, team information coordinators, ;fi',J. ~ed collators, act as crime 

analysts, develop patrol and investigative strategies and provide 

liaison support to investigative officers in different teams. 

Second, since most crime is locally committed, it is only natural, ac­

cording to team policing advocates, that officers and investi~a.tors 

who are permanently assigned to a small number of beats can acquire 

knowledge of the team area and its people that will increase investi­

gative effectiveness. Acquiring information from victims, witnesses 

and informants is an important process. Without information from 
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citizens and the transmission of this information to those responsible 

for the investigation, many crimes would remain unsolved. By perma-

nently assigning officers to a specific area, team leaders have attempted 

to create a situation where officers and citizens become familiar with 

one another and begin to share information about law enforcement pro-

blems in the community • 

Evaluating the effectiveness of team policing. upon investigations in-

volves knowledge about the extent to which team policing has: 

• Facilitated cooperation among officers and detectives and 
encouraged them to share and exchange information; 

• Led to improved clearance rates; and 

• Led to the prosecution of those arrested • 

OFFICER-INVESTIGATOR COORDINATION 

Although the information dealing with officer-investigator relation-

ships is qualitative and fragmentary, it does suggest what might be 

expected in a team policing program. An extensive analysis of the in-

vestigative process in Rochester is currently being conducted by the 

Urban Institute. l In conversation with officers and officials in 

Rochester and with personnel working on the report, it would appear 

that an outcome of the Rochester program has been the development of 

mutual confidence among officers and investigators. As a result of 

officer-investigator cooperation, all preliminary investigations are 

1 
Peter Bloch and Jay Bell of the Urban Institute are preparing a study 
of the Investigative Process in Rochester, New York for the Police 
Foundation. 
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being handled by patrol officers. In addition, the officer's prelim-

inary report is used by investigators to decide which cases warrant a 

follow-up investigation and which cases should be suspended asunpro-

mising. 

Supporting evidence that team policing can contribute to increased 

officer-investigator cooperation h~s also been found in Palo Alto and 

Los Angeles. In Palo Alto one juvenile specialist commented during 

our site visit that his assignment to the team gave him close contact 

with the patrol officers and permitted him to follow-up immediately 

with the families of the juveniles involved in complaints. He noted 

that since team policing was dropped and investigators were again re-

organized into a separate unit, that relationships between patrol 

officers and investigators had again becom~ distant (Field Interview). 

Patrol officers in Los Angeles commented that since team policing was 

implemented it was no longer necessary to send messages up the patrol 

hierarchy in order to communicate with detectives. Since the detec-

tives were assigned fo the team, officer-investigator exchanges of 

information and joint problem solving efforts for the team were cornmon 

occurences. In addition, evaluators of the Los Angeles program noted 

that several officers and detectives indicated they had made some 

arrests because of information they received from other team members 

(Los Angeles Police Department, 1974, p. C-6; Field InteLview). 

Although mentioned only infrequently by evaluators, our site visits 

revealed that team policing may improve the investigative capabilities 

of patrol officers and the ability of officers and investigators to 
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coordinate field operations. In Cincinnati, Los Angeles and Rochester 

burglary stakeouts and other crime specific strategies were made possi-

ble because investigators and officers W'orke.d closely togethe-r to plan 

some team activities. A number of administrators mentioned that the 

worki..l.g relationship between investigators and patrol officet's in the 

teams enabled the latter to become more sensitive to investigative 

concerns, to upgrade their investigative skills and to produce better 

preliminary reports. Los Angeles administrators indicated that the 

quality of reports had improved slightly, and evaluators of the Albu-

querque program believed that patrol officers became more knowledgeable 

about the preservation of crime scenes for investigation (Sears & 

Wilson, 1973, p. 51). 

An important goal of team policing has beeIl\ to break down the barriers 

which have separated IJfficers and investigators. Because so few at-

tempts to analyze this process tlave been mad.e, it is impossible to 

make any assessment. Although both officers and invest:l'.gators have 

reported incidents of cooperation, before a judgment cart be made about 

the effectiveness of team policing as a tool to coordinate investiga-

tions, one would need to know more about the extent and magnitude of 

these cooperative efforts. 

CLEARANCE RATES 

1~e following section will discuss the impact of the various team 

structures in carrying out their investigativl~ responsibilities. In 

evaluating investigative effectiveness we hav,(~ chosen to report 
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information about the ability of team policing units to clear crimes 

by making arrests. Clearance rates, 1ikp. ~~ime rates, have a number of 

shortcomings as a tool to evaluate police productivity and effectiveness. 

The clearance rates reported here may be the result of assigning inves­

tigative personnel to teams, investigative case screening systems, more 

effective manpower allocation or other features of team policing. Aside 

from these conceptual problems, ther.e are methodological problems as .... 

sociated with evaluating clearance rates. The denominator (total re­

ported crime) in the clearance rate equation can be defined in a variety 

of ways and can be easily manipulated. Likewise the numerator (number 

of cases cleared by arrest) can also be artificially inflated. In 

spite of these difficulties, clearance rate in~ormation is provided for 

both Multi-Specialist and Generalist Teams. 

Table 18, Measures of Investigative Effectiveness, indicates which teams 

have evaluated their investigative effectiveness. Although twelve 

teams have implemented investigative programs, only five have conducted 

an evaluation of these efforts. Three departments have compared clear­

ance rates from team and non-team areas. Four teams have evaluated 

changes in the average number of arrests made by team and non-team 

members while four agencies have monitored the percentage of cases 

cleared by arrest that have been prosecuted. 

MULTI-SPECIALIST TEAMS 

Clearance rates for team po1i~ing programs in Cincinnati and Rochester 

have been carefully monitored. Both progra~ have reported encouraging, 

results but it should be noted that along with team policing they also 
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Table 18 

MEASURES OF INVESTIGATIVE EFFECTIVENESS 

~ CLEARANCE RATES ARRESTS/MAN CASES PROSECUTED 
CITY 

BASIC PATROL 
1M 

N. Charleston 

Richmond 

San Bruno 

INVESTIGATIONS 

Rochester • • 
COMMUNITY RELATIONS 

Albuquerque 

Hartford 

New York 

San Diego 

FULL SERVICE 
TEAM POLICING 

" 

Multi-SEecialist 

Albany / Arbor • • 
Charlotte 

Cincinnati • 
Detroit 

Los Angeles 

, Palo Alto .. St. Petersburg 

Generalist 

Albany / South 

Dayton • • • 
Holyoke 

Menlo Park 

81 



~-- -- --- - -~----

• 
• -, , 

developed a system for screening out investigative cases with a low 

probability for solution. These screening systems probably contributed 

to the teams' investigative effectiveness. 

An audit of clearance rates for burglary, robbery and larceny in 

Rochester revealed that both tsam and control areas increased their 

clearance rates. However, the teams were more successful in clearing 

burglary and larceny cases. Table 19 summarizes the changes in clear-

ance rates experienced in team and control areas. The Rochester teams 

were much more successful than the control units in increasing the 

percentage of burglaries and larcenies cleared by arrests • 

Table 19 

TEAM CLEARANCE RATES ROCHESTER 

CRIME UNIT BEFORE TEST DURING TEST % DIFFERENCE 

Burglary Team 18.6 41.3 +22.7% 
Control 10.8 14.3 + 3.5% 

Robbery Team 18.9 23.7 + 5.5% 
Control 17.8 23.4 + 5.6 

Larceny Team 2.9 12.5 + 9.6% 
Control 2.1 4.1 + 2.0% 

In addition to implementing team policing, Rochester also developed a 

novel method for supervising detectives within one of its teams. The 

leader of Team C was·an extremely able manager with considerable inves-

tigative experience. Rather than assign cases to a detective he as­

signed individual tasks of a case to different detectives and officers' 

82 



.. 
• 

Jt:-= •. 
! 

and carefully monitored the progress being made on each case. Perhaps, 

because of this rigorous and innovative case management system, Team C 

was able to achieve higher clearance rates than its sister team policing 

unit. In Team C investigators and officers increased their arlrests per 

man year substantially more than did their counterparts in the other 

team and the control areas. Investigators increased their arrests from 

9.75/year to 25.25/year while arrests for officers in the team increased 

from 3.36/year to 8.62/year (Bloch & U1berg, 1974, p. 9). Table 20 

presents arrests/man year for the two Rochester team policing units 

and their control counterparts. 

Table 20 

ARRESTS/MAN - ROCHESTER 

UNIT BEFORE DURING % CHANGE 

Team A 6.48 9.78 + 51 

Comparison A 6.50 9.30 + 43 

Team C 4.10 10.37 +153 

Comparison C 3.06 5.00 + 63 

Although the data for the Rochester teams is largely positive, before 

final conclusions can be drawn one would want to know more abclut the 

differences in performance between Team C and the other Rochester teams. 

Why, for example, did Team C increase its arrests/man year substantially 

more than did the other team or the control area? Perhaps thE~ case 

screening system and the method of task assignment in Team C accounts 
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for its effectiveness as much as team organization. 

Cincinnati, like Rochester, also monitored clearance rates as a means 

to guage investigative effectiveness. In the area policed by teams, 

District I, approximately twenty-four percent of all crimes were cleared 

by arrests compared to sixteen percent in other divisions of the de-

partment. The clearance rate for Part I crimes was 48.7 percent in the 

District I team area compared to 31.3 percent for the rest of the city 

which was serviced by the centralized criminal investigations division 

(ComSec Evaluation Section and The Urban Institute, 1974, pp. 2-3). 

Cincinnati has experimented with two methods to decentralize investi-

gations. One is team policing and the other is the assignment of detec­

tives to districts which are larger than the team area. Although the 

teams reported the highest overall clearance rates, the investigators 

assigned to districts were more successful in clearing cases that re-

quired follow-up investigations than were their counterparts in the 

teams. The Cincinnati results also indicate that team officers who 

worked closely with investigators were more successful in. clearing cases 

than were officers who were not working in team policing units. In 

fact, one can attribute the success of the ComSec teams in clearing 

cases to the superior productivity of team patrol officers rather than 

team investigators in making arrests (Cincinnati Police Department & 

The Urban Institute, 1973, pp. 2; 5; 7). 

Limited information about clearance rates for the Arbor Hill team in 

Albany is available. A study of 239 cases investigated during 1973 

84 



•••
•••• 

'. 

.. 

.. 

.. .. 

.. 

-,. 

.. ' .-

l-

indicated that 44.8 percent of the cases were cleared by arrest and 

that convictions were obtained in 33.9 percent of these cases (Cresap 

et al., 1974, p. IV-20). Because of the lack of comparative data, 

however, it is impossible to interpret the information. An earlier 

study of the Arbor Hill Team comparing team clearance rates with data 

collected prior to the implementation of team operations indicated no 

significant changes in the number of arrests made by the team (Forrer & 

Farrell, 1973, pp. 31-34) • 

Although the results reported from Albany are limited and largely nega-

tive, both Cincinnati and Ro~~hester, on the basis of more extensive 

data and analysis, have indicated that team policing can contribute to 

a department's investigative effectiveness. Table 21, Summary 

Assessment of Clearance Rates, tabulates these results. 

In the Cincinnati and Rochester teams clearance rates showed more im-

provement than did rates in comparable control areas. Equally as 

important is the fact that officers in both cities who worked with 

detectives in teams substantially increased the number of arrests they 

made. The method of case management used by Team C in Rochester where 

team members were assigned investigative tasks rather than e.ntire cases 

deserves more attention and further study. The ability of Team C to 

outperform the other teams and traditionally organized units in 

Rochester in clearing cases and reducing crime is encouraging. l Before 

final conclusions are reached about team policing it will be necessary 

lSince Rochester adopted team policing city-wide in the spring of 1975, 
none of the teams have used the task assignment case management syrtem 
developed by Team C. 
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to analyze the contribution of the systems which Cincinnati and Roches-

ter have devised to eliminate follow-up investigations for cases that 

have a low probability of being solved. In both Rochester and Cincinnati 

over thirty percent of the investigative cases have not been followed 

up because of their case screening systems . 

Table 21 

SUMMARY ASSESSMENT OF CLEAR&~CE RATES 

MEASURE CLEARANCE RATES 

AUTO 
ALL 

CITY BURGLARY LARCENY ROBBERY PART I 
THEFT CRIMES 

MULTI-'SPECIALIST . 
I 

Rochester + + 0 0 

Cincinnati + 

Albany! Arbor 0 
~tG_ I 

GENERALIST TEAMS 

Of the four Generalist Teams only Dayton has collected information 

about clearance rates which would pel~it an evaluation of the team's 

investigative effectiveness. Evaluators in Dayton found no difference 

in clearance rates for the first six months of the team policing pro-

gram compared to a corre:sponding period of the preceeding year in the 

same area. The evaluation noted, however, that the result was not 

necessarily an indication that team policing could not improve clear-

86 



.. 

I 

• 
• 
• 
• .' 
• 

--

ance rates. For the periods compared, the team members were relatively 

inexperienced in conduc~ed investigations and the program experienced 
, 

budget cuts that affected investig~tive resources (Cordrey & Kotec~a, 

1971, pp. 32-36). 

The second year evaluations of the Dayton project made an effort to 

compare clearances per man assigned to the team area and to a control 

district. The evaluators concluded that team officers were more effi-

cient at clearing crimes than were officers in the control district 

(Tortoriello & Blatt, 1973, p. 124). Unfortunately, this conclusion 

• ':7 is f1awrd by the artificiality of the comparison. The control district 

itself was a contrivance of the evaluators and not an administrative 

unit 1.11 the Dayton Police Department. Moreover, the method used to 

calculate the number of officc'cs and investigators assigned to the 

control district was merely an arithmetic estimate of the actual num-

ber of personnel working in the control district. 

CASES PROSECUTED 

~aking arrests is only one step in the process of adjudicating those 

suspected of committing a crj.me. For a department to successfully 

meet its goal of combating crime, care must be taken to insure that 

prosecutors view with merit the cases against those arrested .. Evidence 

fr,om Cincinnati and Holyoke suggests that it is probably an unreasonable 

expectation that officers without investigative experience can be ex-

pected to prepare cases as welL as seasoned detectives without some 

training and case experience. In Cincinnati, it was the view of the 
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City Prosecutor that ComSec officers were less well trained to build 

court cases properly and that they did not do as good a job of follow-

ing through on leads. His view was that cases had been lost through 

mishandling by the ComSec officers (Bloch & Weidman, 1975, p. 89) • 

The Ho1yo~e approach indicates, however, that officers can be trained 

to handle court cases competently. In Holyoke, when the first police 

team was formed~ a number of the court-recognized "experts" were as-

signed to the team. Evaluators thought this contributed to the ability 

of Holyoke's Team 1 to ass.ume generalist investigative responsibilities. 

The expert assistance may have had much to-do with the judgments of the 

C~erk of Courts and the Prosecutor for the Holyoke District Court that 

that team members in Holyoke seemed to be functioning on a par with 

detective bureau personnel (O'Malley, 1973, pp, 175; 93). 

Albany and Dayton evaluators have presented some quantitative infor-

roation on the degree to which teams have made arrests that were even-

tua11y prosecuted. In Dayton the team record compared favorably with 

the previous record of the department. The evaluators noted that 

under team policing the percentage of processed cases that were dropped 

because of withdrawals, acquittals or dismissals had not changed 

(Cordrey & Kotecha, 1971, pp. 32--36). In Albany the number of ar-

res tees who were eventually prosecuted dropped by more than ten percent 

(Forrer & Farrell, 1973, pp. 31-34). 
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CONCLUSIONS AND IMPLICATIONS 

Evaluation of the investigative effectiveness of teams indicates that, 

at the very least, teams with investigative functions have performed 

as well as and, in some cases, better than non--team control units. 

Teams are not likely to detra.ct from the investigative ability of a 

department. The failure of most. teams to achieve spectacular results 

is not indicative of team policing failure, but is more a commentary 

on the investigative process. Little has been done to analyze ~hat 

process or to develop methods by which to apprehend criminals more 

successfully. The innovative methods used by Team C in Rochester, for 

example, to assign parts of cases to investigators and the case screen-

ing systems used by teams in Rochester and Cincinnati may account 

for changes in the clearance rates. 

Table 22 summarizes our assessment of the Investigative effectiveness 

of team policing. The Multi-Specialist Teams in Rochester and 

Cinc:i.nnati have reported the most positive findings. Teams in both 

cities have been quite successful in clearing cases within the team 

area and increasing the number of arrests made by both officers and 

detectives. The results from Albany, on the other hand, indicate that 

few changes h~ve accompanied the implementation 'of team policing in 

that city. 

The only Generalist Team to report results- investigative effective-· 

ness has been Dayton. It is difficult, howt,- er, to attribute much 

credibility to the Dayton results since team officers were assigned 
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Table 22 

SUMMARY ASSESSMENT OF INVESTIGATIVE EFFECTIVENESS 

HEASURE CLEARANCE RATES 

BURGLARY [.LARCENY 
ALL -ARRESTS/ CASES ASSESSMENT 

CITY AUTO ROBBERY PART I MAN PROSECUTED 
THEFT CRIMES 

MULTI-SPECIALIST ., 

Rochester + + 0 0 + Probable Success 

Cincinnati 
" + + Probable Success 

Alb any/ Arbor 0 - No Change 

GENERALIST 

Dayton + 0 No Change 
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to four different platoons which rotated through three shifts every 

twenty-eight days. The scheduling of a five day weekend each month 

further complicated the ability of officers to complete an investiga-

tion in a timely fashion. Eva1uato.rs concluded that the shift rota-

tion plan and the physiological problems the officers had in coping 

with their constantly changing schedules persistently limited the 

investigative potential of the team (Tortoriello & Blatt, 1973, 

pp. 85-87; 137-138) • 
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Chapter 6 

CRIME TRENDS ACCOMPM~YING TEAM POLICING 

An important rationale for the introduction of team policing has been 

its positive effects upon the ability of the police to. control criminal 

activity. The reduction of crime by team policing programs has been 

linked to the two major components of team policing: improved police-

community relations and greater cooperation between patrol and inves-

tigative personnel. 

Advocates of team policing believe that improved cooperation between 

police and citizens will lower the level of crime in a community by 

providing the opportunity to develop citiz~n-oriented crime prevention 

programs. In addition, it is believed that since many crimes are 

solved by citizen information, team-community cooperation would greatly 

enhance the flow of information from the community to the police. 

Advocates of team policing have also stated that the incorporation 

of investigative personnel and responsibilities into the team will 

streamline the investigative process and develop a more effective 

agency investigative capability. If the above beliefs are accurate 

and appropriate program activities are effectively implemented, then 

team policing should deter criminals, improve clearance rates, and 

reduce crime. 



• . , 

.. 

.. 

.. 

-- - -, 

"L~~_~~."" ~~~=~:::-:~_~:~~~~~~~~' iii Ill. 



• .. 
.. 
.. 
.. '," 

. . 

-.. 

This chapter assesses the changes in crime levels which have been 

reported by departments implementing team policing. The authors of 

this ,report, u~like some team policing administrators, have not assumed 

that team policing will have an impact upon crime trends. Law enforce­

ment activity is only Olle factor which affects the level of crime in a 

community. Changing social and economic conditions also play an impor­

tant role in determining the le"rel of criminal activity, This chapter 

provides some discussion of the difficulties of measuring crime and 

presents crime data reported by individual team policing projects. 

Finaily, :Lncluded are discussions of other important aspects of the 

crime problem which team policing evaluations have generally ignored: 

juvenile crime and the possible tendency of neighborhood team policing 

programs to either "export" or,. perhaps, reduce crime in adjacent areas. 

CRIME TRENDS AS EVALUATION CRITERIA 

Perhaps no standard of team policing effectiveness is less satisfying 

than measurement of changes in crime levels. The level of crime is, 

in significant part, a fun(;tion of social conditions, the economy and 

the effectiveness of other social services. It is unreasonable to, 

expect that the police can single-handedly control the motivations of 

potential criminals and, hence, the level of crime in a cOlilll1unity. 

Law enforcement represents only one technique of social intervention 

to control crime (Silver, 1967, pp. 10-12) • 

Team policing programs have sometimes promoted unrealistic goals in 

regard to crime control. Police activities are, for the most part, 
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directed toward the solution of committed crimes and the reduction of 

criminal opportunities. The prevention of crime is a far more complex 

problem which requires an understanding of criminal motivations which 

does not,' as yet, exist among th,e police or students of human behavior 

(Schrag, 1971, pp. 32-109). 

PROBLEMS IN MEASURING CRIME 

Quite apart from these conceptual problems of linking program activities 

to impacts upon crime are problems in the measurement of crime itself. 

Most police agencies rely upon enumerations of recorded crimes as 

measures of their effectiveness. This measure of crime is affected by 

factors other th~~ the actual level of crime in a community. Citizen 

judgments of the seriousness of their victimization, citizen confidence 

in police, citizen judgments of police ability to solve the particular 

crime, police internal recording practices, and the nature and scale 

of police deployment in a community are all factors affecting levels of 

reported crime. 

Although police administ:t;'ators are generally aware of the pl:oblem of 

assessing program effectiveness by measuring changes in reported crime 

rates, a frequent goal of team programs has been an impact upon the 

level of reported ~rime. Interestingly, however, the nature of the 

impac.t sought, has been variable. In some programs where the main 

emphasis has been upon improved ~communi.ty relations, administrators 

and evaluators have attempted to increase the willingness of citizens 

to report crime and have viewed a rising reported crime rate as an 

indication of program ~iuccess. In most cases, however, team policing 
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goals have aimed for a decline in the level of reported crime and a 

change in the nature of the problems reported. 

REPORTED CRIME DATA 

Table 23, Crime Goals and Measures indicates which agencies have 

adopted crime reduction goals and which have attempted to monitor 

crime rates. All but four of the nineteen programs have adopted a 

reduction in reported crime as a major goal of their team policing 

program. In spite of these goal statements, only ~ight of these' 

fifteen agencies have attempted to measure the attainment of their 

crime reduction goals. Two agencies have attempted victimization 

surveys while six evaluations have analyzed reported crime rates from 

team and control areas. Only Dayton has attempted to analyze team 

pc·licing's impact upon juvenile crime and none of the cities have 

measured the displacement of crime from the team area to other areas 

of the community. 

VICTIMIZATION SURVEYS 

The use of victimization surveys, a recent innovation, appears to be 

the most reliable method for estimating the levels of actual crime in 

a community. Victimization surveys can limit the serious under­

reporting found in more traditional methods of gathering crime data 

and provide reliable baseline and follow-up data. A time series of 

victimization surveys can enable the police administrator to distin­

guish between reported crime levels that are rising because of 

increased victimization and th.ose that are rising because of the 
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Table 23 

CRIME GOALS AND MEASURE S 

- ,...,....-

MEASURE 
VICTIMIZATION REPORTED JUVENILE EXPORT 

.. GOAL SURVEY CRIME CRIME OF CRIME 
CITY 

BASIC PATROL 

I .. ~ N. Charleston 

Richmond 

L~_._ San Bruno • 
INV;':; ST I GAT IONS 

l 

Rochester • • ! 

---~.~ ... -
COMMUNITY RELATIONS . 
Albuquerque • 
Hartford • • 
New York • • 
San Diego 

...... - -.~-.-----

FULL SERVICE 
TEAM POLICING , 

Albany / Arbor • • 
Albany/South • • 
Charlotte • 
Cincinnati • • • 
Dayton • • 
Detroit 

Holyoke • • 
Los Angeles • • 
Menlo Park • 
Palo Alto • 
St. Petersburg • • 
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increased willingness of citizens to report crime. Unfortunately, 

although the victimization survey can supply reliable data, methods 

have not been developed by which to attribute changes in victimization 

levels to law' enforcement programs or to changes in socio-economic con-

ditions that might have had an impact upon criminal activity. The type of 

question program evaluators have not always answered is, "Di.d the level 

of crime change because of team policing or because improved economic 

conditions reduced t.he potential criminal population?" 

Several communities have undertaken victimiza.tion SUl':veys in conjunction 

with their team policing programs. The most extensive studies of crim-

inal victimization in team police communities have been undertaken by 

the Law Enforcement Assistance Administration (LE~A) and the Urban 

Institute in Cincinnati. However, differences in the levels of victim-

ization found by each survey have made comparison difficult. As a 

consequence, the results from the Cincinnati surveys, have not been 

reported (Clarren & Schwartz, 1975, pp. 5-17). Hartford, Connecticut 

has conducted a baseline victimization survey that will be repeated 
. : 

and should serve as a device to describe the changes in crime levels 

that have accompanied team policing. Tacoma, Washington also conducted 

a victimization survey prior to implementing team policing, but similar 

follow-up data for. comparative ana1Y'sis has, as yet, not been collected. 

Table 24 summarizes these: efforts • 

.. ," .. 
,. -
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Table 24 

SUMMARY ASSESSMENT OF VICTIMIZATION SURVEYS 

.. . 

~ VICTIMIZATION SURVEY ASSESSMENT 
CITY 

Cincinnati Baseline Survey 
Not Reliable 

Hartford Follow-up Survey 
Not Ye.t Conducted 

Tacoma Follow-up Survey 
Not Yet Conducted 

DIII!IIIr ~~. _ .. ! CHANGES IN REPORTED LEVE~S OF CRI~m 

A number of cities have collected and analyzed reported crime data to 

evaluate their team policing programs. The most methodologically sophis-

ticated efforts have been th'~ analyses of Team 28 in the Venice Division 
;. 

of Los Angeles, the Com-Sec program in Cincinnati, and the Rochester 

team police experiment. These evaluations collected crime information 

for periods before and d~ring the program implementation as well as 

data from the team and I~ontrol areas. Rochester carefully monitored 

and compared crime rates from both team and non-team areas. When 

crime rates for the teams were compared with similar data from the 

entire city,there was a significant difference in the areas of burglary 

and larceny - although robbery rate changes were smaller. Burglary 

rates declined by a third in the team areas, while they rose slightly 

in the rest of the city. Larceny dropped by 33% in the team areas but 

only 12% in the rest of the city. The Rochester results aLe not nearly 
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as clear cut when the two teams are compared with their respective 

control areas. One Rochester team area (Team C) consistently recorded 

significant decreases in the level of reported crime that were subs tan-

tially greater than in the control. Rochester Team A, however, 

recorded smaller declines in burglary, robbery and larceny than its 

control area (Bloch & Ulberg, 1974, pp. 17-18). 

Police depa~tment evaluators in Los Angeles used least squares regres-

sion to project a crl"<: trend in the control and team areas as a base 

for comparisons. Data for crime considered repressible through police 

efforts, burglary, robbery, auto theft, theft from autos and fatal 

traffic accidents were normalized by city-wide crime levels. The 

normalized crime data was used to compute expected levels of crime in 

the control and team areas during the experiment. The effect of police 

activities in the team and control areas was then computed as the 

difference between expected and actual crime levels. To obtain a 

measure of the percent of reduction :i.n crime achieved by police efforts 

in the two areas, this difference was divided by the expected value 

(Los Angeles Police Department, 1974, pp. 89-96). 

The results in Los Angeles are among the most encouraging. Crime in 

the team area declined substantially. However, it must be remembered 

that crime throughout the city also declined markedly. Burglaries and 

thefts from autos declined ~ore in the team area than in the rest of 

the city.l Although the team and control areas showed a similar 

lThe use of ~onsiderable and inordinate overtime by officers to 
develop a burglary crime prevention awareness among citizens may 
account for some of the reported decline in burglaries. 

100 

.-



.~ 

! . , 

I. 

decline in auto thefts, the control area experienced a substantially 

greater decline in robberies. Finally, traffic accidents increased 

less rapidly in the team area than in the rest of Los Angeles (Los 

Angeles Police Department, 1974, pp. 95-96). 

Concerns of evaluators in Cincinnati have been with the statistical 

significance of reported changes in crime levels between the team an~ 

control areas (ComSec Evaluation Section & The Urban Institute, 1974, 

pp. 2-3; CPDTPIES, 1974, pp. 35-43# Schwartz et al., 1975, pp. 22-24).1 

The results in Cincinnati have not h?-f:n as encouraging as those. in 

Los Angeles and Rochester. The ComSec District reported an overall 

decline of 1.5% in index crimes during the first year of the program 

compared to 5.5% in the remainder of the city. Of all the cities using 

reported crime data to monitor their team programs, only Cin~innati has 

made an attempt to explore alternative explanations for any reported 

reductions in crime. While burglary, for example, has declined in the 

ComSec area, it has increased in the rest of the city. Evaluators have 

speculated that the decline in burglaries may be a result of a decline 

in the team area's residential population rather than a direct impact 

of team policing (CPDTPIES, 1974, p. 35). More information is needed 

concerning crime trends in Cincinnati before final judgements can be 

mat.:lf~ about the effects of team policing. It is encouraging that 

C.:'Lncil;.nati, evah.atot"s are examining alternative hypotheses for changes 

i.n crim~ 1,evels. l~erhaps this analysis will encourage others to 

----~~---'>~.---

lA time series an~lysis of crime data in Cincinnati using an auto-regres-
sive moving average approach is being conducted by the Urban Institute. 
However, the results of this analysis are not yet available. 
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exaIiline 'trim€! trends as they relate to the interplay of police oper-

ations and general socio-economic change in a community. 

Crime rate analysis of comparable rigor to that undertaken in Rochester, 

Los Angeles and Cincinnati has not been attempted in other cities. In 

only oue other case has any effort been made to assess the statistical 

significance of changes in the crime levels. That effort was made in 

St. Petersburg, where evaluators found that team policing had no appar-

ent effect upon crime levels in the community. The only significant 

change reported was a decline in armed robberies (St. Petersburg Police 

Department, 1973, pp. 187-190). Evaluators in Holyoke reported that 

crime declined in the team area while the rest of the city experienced 

an increase in crime rates. The evaluators in Holyoke, however, cau-

tioned department officials that the decline in the team area could not 

be conclusively attributed to team policing (O'Malley, 1973, pp. 55-57). 

New York reported less positive results regarding crime trends in its 

team areas. The evaluators of New York's Operation Neighborhood were 

unable to conclude that the slightly greater decline in crime in the 

project areas was a result of the team program (Bloch & Specht, 1973, 

p. 14). 

Table 25, the Summary Assessment of Reported Crime indicates that crime 

in Rochester, Holyoke and Los Angeles improved relative to the rate in 

control areas while Cincinnati, New York and St. Petersburg reported 

very little difference between team and control areas. More detailed 

examination of the projects reporting some 'level of success does not 

strengthen the argument that team policing will reduce crime. In 
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Rochester, for example, crime dropped substantially in one team area 

while the control area for the other team experienced a greater reduc-

tion in crime. Not enough is known about the Holyoke evaluation to 

attribute high reliability to the positive results reported in that 

. city. Because Holyoke used the entire city aifa control area, it is 
~ ~;. '." -

impossible to know how chaI1ges ill crime rate in the team. area might 

compare with those in a control area of similar characteristics. Be-
.". .. ---~.,~~ 

cause of contradictory evidence and the methodological problems in 

some of the studies analyzed here, it is impossible to assess the 

impact of team policing upon crime rates. More studies of team. policing 

need to be conducted before a definitive p.ositive or negative assessment 

would be appropriate. 

Table 25 

SUMMARY ASSESSMENT OF REPORTED CRIME 

~ AUTO BURGLARY LARCENY ROBBERY INDEX ASSESSMENT 
THEFT CRIME 

CITY 

Rochester + + 0 Probable Success 

Los Angeles + + Probable Success 
, 

Holyoke + Qualified Success 

Cincinnati 0 Probable 
.No Change 

New York 0 ~ualified 
~ 0 Change 

St. Petersburg 0 + ~ualified 
o Change 

! ., .. 
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UNRESOLVED PROBLEMS 

JUVENILE CRIME 

Because juvenile crime is so pervasive and such a significant contri,~ 

bution to levels of crime, one would expect the community emphasis of 

team policing to have some relevance for juvenile crime problems. The 

closer relations with other public and community agencies which team 

policing programs have sought to achieve, suggest that some effect 

upon the quality of police efforts to divert juveniles from criminal 

careers might be expected. During our site visits, several team leaders 

discussed attempts to implement juvenile programs and thereby reduce 

crime. However, only one evaluation has given any attention to as-

sessing team policing impacts upon juvenile problems. That evaluation, 

conducted during the first year of the Dayton program, found no basis 

for any conclusion that team policing had changed police rapport with 

=-.- community youth (Cordrey & Kotecha, 1971, p. 43). 

, .... 
THE "EXPORT" OF CRIME 

A suspicion among some police administrators has been the possibility 

that team policing might "export" the crime of that neighborhood to 

other locales. The history of team policing developments in Albany 

provides some support for this view. The establishment of t .. e depart-

ment's first neighborhood police unit in the South End produced a 

movement of the criminals formerly flourishing in that neighborhood to 

kcbor Hill, a comparable neighborhood in the northern. part of Albany. 

This movement was one of the inspirations for establishing the Arbor - Hill unit. Albany police administrators have since become concerned 
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about the increasing frequency of burglaries in a section of Albany 

midway between the two neighborhoods. The\ department now is using the 

team approach to form a burglary unit in the detective division to 

address that problem. Retrospectively, the evolution of the depart­

ment's main crime problems appears to have been an outcome of the 

effecti'leness of the particular team policing programs. 

Establishing procedures systEamatical1y to predict such a phenomenon as 

an outcome of team policing 1/lould be difficult. A satisfactory design 

to evaluate this "export" effect would require an initial analytic 

effort to identify the areas contiguous tCi a neighborhood. Further, 

patrol quality in "contiguous" non-team al:eas, the intent of feluns in 

the team area to transfer their geographic. base of operations to an­

other area and the methodological problem of assessing the impact of 

police programs upon crime I~ates are all factors which would confound 

any effort to evaluate the te,ndency of team policing to export crime. 

CONCLUSIONS AND IMPLICATIONS 

None of these result8 provide a satisfactory basis for conclusions 

about the eff.ect of team policing upon levels of crime. Police admin­

istrators, like experimenters in other pure and applied areas, have a 

tendency to report only favorable or significant results. The results 

reported here have all concerned individual projects. The systematic 

comparative research which could provide a more satisfactory basis for 

conclusions has not been done. Finally, it should again be noted that 

not much is known about criminal motivations. Even less certain is the 

extent to which process understandings of criminal motives might im­

pinge upon police practices. 
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Chapter 7 

COMMUNITY SERVICE PROGRAMS 

The National Advisory Commission on Criminal Justice Standards and Goals 

suggested that the isolation of police from the community is one of the 

most serious problems confronting law enforcement agencies. The report 

goes on to describe team policing as a modern program to reduce police 

isolation and. involve the community in solving law enforcement problems 

(NACCJSG, 1973; pp. 161; 154). Recognizing the crucial role of the 

community in effect~ve law enforcement, mos~ team programs have -' . 
placed a strong emphasis upon improving police community relations. 

With the exception of the three Basic Patrol Teams and the Investigative 

Team in Rochester, all the teams analyzed in this report have adopted 

goals dealing with improved police-community service and relations. 

A desire to improve police-community relations by providing additional 

-..... ~-.-.- services to the community is not, of course, unique to departments 

instituting team policing. What is unique is the context within which 

these activities have been conducted and manap,ed. Team policing has 

~- -
generally implied the decentralization of community-related responsi-

bilities to the team leader and to patrol officers. In more traditional 

departments these responsibilities have been in the hands of speciali~t 

units which provide service to the entire city. 



----~, ----------
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This chapter is divided into two sections. The first part describes 

what team policing units have done to provide increased services to 

the community. 'VJ'here possible, we have presented evaluation infor-

mation on these community activities. The second section is largely 

a summary of citizen attitudinal surveys which describe how citizens 

have felt about team policing programs. 

COMMUNITY SERVICE ACTIVITIES AND OUTCOMES 

Neighborhood team policing programs have experimented with a wide range 

• 
of activities designed to increase the officer role in providing com-

munity-re1ated activities. A particular emphasis has been on increasing 

~1 '"..... ,> opportunities for positive police-citizen contacts, with the concomi-

tant goals of improving citizen attitudes t'oward the police (police-

community relations) and encouraging the flow of information from the 

citizenry. With this rationale, neighborhood team policing programs 

have engaged in a wide variety of non-crime services. Table 26 , 

Community Service Activities, indicates the services each department has 

implemented in order to achieve its team goal of improved police-com-

munity cooperation. The most obvious change has occurred in the way 

officers are assigned and dispatched. All the programs have featured 

the permanent assignment of teams and officer.s to a particular community 

as a me&~s to increase officer accountability and responsibility for the 

community being served. Six of the teams have attempted to strengthen 

I - their t:les with the community by opening team offices. These offices 

have served as coordinating centers for the team's community activities. 
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MEASURE 

. 
CIT:E 

. ... 
BASIC PATROL 

N. Charleston 

Richmond 

San Bruno 

INVESTIGATIONS 

Rochester 

COMMUNITY RELATIONS 

Albuquerque 

Hartford 

New York 

San Diego 

FULL SERVICE 
TEAl.'1 POLICING 

Mu1ti-SEecialist 
I 

Albany/Arbor 

Charlotte 

Cincinnati. 

Detroit 
, -

Los Angeles 

Palo Alto 

St. Petersburg 

Generalist 

Alb any / South 

Dayton 

Holyoke 

Menlo Park 

Table 26 

COMMUNITY SERVICE ACTIVITIES 

PEHMANENT TEAM INFORMAL NON-CRIME CRIME BLAZER 
ASSIGNMENT OFFICE CONTACT SERVICES PREVENTION mnFORM 

• 
• 
• 

• 

• • I' -

• • I' 
• • 
• • 4. • 

"''''' 

• • • 4. • • 
• • •• • 
• • c. • 
• • 
• • • 
• • • 
• • ,. • 

• • • • • • 
• • • • • • 
• • • • • • 
• • • • • 
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Increasing the number of contacts between citizens and team officers 

has been an important activity in fourteen team programs. Teams have 

usually supplied officers with portable radios so that they can easily 

leave their cars to walk portions of theit beats, talk informally with 

citizens and attend community meetings. Team planners ha'Te expected 

these informal contacts to lessen police-citizen hostility and to lay 

the basis for police-community cooperation in a variety of law enforce-

ment endeavo~s. Ten departments have tried to strengthen the bond 

between the police and the community by altering the way non-crime 

service calls are handled. In these departments, dispatchers have 

passed on to the team officers many non-crime service calls that had 
,~ .,.. ,. r 

not been viewed as appropriate law enforcement activities and had' 

previously been screened out. 

Directly relating to crime problems, nine teams have implemented crime 

prevention programs. These programs have attempted to make residents 

aware of crime problems in their neighborhoods, particularly burglaries, 

and have sometimes provided home and business security inspections. 

Six departments have adopted informal blazer uniforms and specially 

marked patrol cars to increase the neighborhood awareness of their 

community team policing units. Finally, a survey of Table 26 indicates 

that Generalist Teams have engaged in more community-related activities 

than other types of tea~ policing units. 

/IfI&y-,- Two problems. arise in trying to assess these various community service 

activities. The first problem has been estimating the extent to which 

each of these activities has been implemented, and the second deals 

~ .... ~. 
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with evaluating the impact the activity had upon the community and the 

team. Observatit:>ns during numerous ride-alongs with team officers 

indicate some of the program activities, particularly efforts to stim­

ulate L~creased officer-citizen contact and to provide crime prevention 

information, were not being implemented. ~wo factors may account for 

these o.Jmissions. First, most of the programs have redefined patrol 

officer responsibility without providing adequate training supports. 

Only nine programs have developed pre-start-up training programs to 

acquaint officers with the concepts and methods of community oriented 

team policing. Second, with the exception of San Diego, none of the 

programs altered the way in which officers were evaluated when new 

policing concepts and activities were adopted. Thus, although team 

officers were eA~ected to change their job role, they continued to be 

evaluated by criteria that did not refiect the new emphasis in team 

patrol operations and responsibilities. 

Table 27, Measures of Community Service Activities, indicates which 

teams have formally monitored and evaluated community service components 

of team policing. A review of the table indicates that most evaluators 

have not monitored these activities. Only Cincinnati and San Diego 

have attempted to evaluate the impact of permanent assignment. 

Although six teams set up community offices, only Albuquerque and 

Los Angeles monitored their use. Six teams evaluated their efforts 

to increase non-crime services and crime prevention activities, while 

only Holyoke and Menlo Park evaluated the informal blazer uniform. 
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Table 2.7 

MEASURE OF COMMUNITY SERVICE ACTIVITIES 

MEASURE 
PERMANENT TEAM NON-CRIHE BLAZER 

ASSIGNMF.NT OFFICE SERVICES UNIFORH 
CITY 

BASIC PATROL 

N. Charleston 

Richmond 

San Bruno 

INVESTIGATIONS 

Rochester 

COMl1UNITY RELATIONS 

Albuquerque • 
Hartford 

New York 

San Diego • • 
FULL SERVICE 
TEAM POLICING 

Hulti-SEecialist 

Albany/Arbor • 
Charlotte 

1----' 
Cincinnati • • 
Detroit 

Los Angeles • • 
Palo Alto 

.'-

St .. Petersburg 
, ~, 

Generalist 

Albany/South 

Dayton • 
Holyoke • • 
Henlo Park • 
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PERMANENT ASSIGNMENT 

One of the most conspicuous features of team policing has been the 

assignment of the team and its members to a specific area or neighborhood 

for an extended period of time. Permanent assignment has played an im-

portant role in team policing community relations. Team planners have 

assumed that if the team and its officers were permanently assigned to 

a community, they would increase their knowledge of the community and 

would be able to provide more effective enforcement and community 

services. In addition, team advocates have assumed that permanent assign-

ment would improve officer knowledge of and sensitivity to community 

needs, increase officer-community ties and eventually foster greater 

community support for law enforcement activities. 

ASSESSMENT 

Although team planners have assumed that permanent assignment would 

enable a department to meet a number of community relations goals, 

few departments have attempted to evaluate its likely impacts. In 

another section of this report we have reported information about the 

ability of teams to consistently dispatch team officers within the 

team area. l These results indicate that assigning and dispatching 

officers within the team area is feasible. 

Only Cincin~ati and San Diego have systematically tested the relation-

ship between permanent assignment and a community relations goal. The 

results from the San Diego evaluation suggests that permanent assignment, 

lSee the discussion of Permanent Assignment in Chapter 4, Workload 
Man agemen t • 
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by itself, may not be sufficient to increase an officers' awareness of 

the community. In San Diego both control and experimental officers were 

permanently assigned to their beats. However, only the team officers 

increased their knowledge about community services. During the experi-

ment, the number of profile officers who indicated knowledge about all 

the social services and r:esources in the commun,ity increased by forty-

t'VlO percent compared to just five percent for the control offic·ers. 

Profile officers also placed a higher value upon knowledge of community 

characteristics, like housing, race, income and recreational facilities 

than did control officers. However, the evaluators noted little change 

in the amount of interest profile officers had in crime information for 

their community (Boydstun & Sherry, 1975, pp. 39-44). 

The San Diego results suggest that permanent assignm~nt by itself may 

not contribute appreciably to officer knowledge of the community. 

If permanent assignment were the critical factor in acquiring beat 

knowledge~then control officers would have increased their community 

knowledge. Rather than measuring the impact of permanent assignment, . , . ( 

-- ~ 
the evaluators were measuring the impact of the profile training 

program. The training program and the requirement that all profile 

officers had to write a description of their beats contributed to their 

knowledge of community social services and beat characteristics. The 

results from San Diego suggest that if an agency wants to increase 

officer beat knowledge, it should not only assign officers to that beat 

for a period of time, but more importantly: require them to formally 

analvze and describe conditions on that beat. 
J 
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Rather than evaluate officer knowledge of particular community and crime 

characteristics, Cincinnati evaluators simply asked officers if their 

community knowledge had increased. A ,"'ignificantly larger number of 

team officers felt they recognized people who lived in their district, 

a change which did not occur in the control district (Schwartz et al., 

1975, p. 17). 

Table 28 summarizes our assessment of the impact of team policing upon 

an officer's beat b.owledge. Because of the limited and contradictory 

information, we are unable to conclude that permanent assignment by 

itself will increase the officer's beat knowledge. Before a final 

assessment is possible~ more information about the specific knowledge 

changes, like those monitored in San Diego, would be necessary. 

Table 28 

SUMMARY ASSESSMENT OF BEAT KNOWLEDGE 

~ COMMUNITY SERVICE CRIHE INFORMATION ASSESSMENT 
CITi INFORMATION 

San Diego + Success 
.-

San Diego 0 No Change 

Cincinnati + Success 
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COMMUNITY OFFICE 

A second wa:y by which team programs have sought to increase their com-

munity outt'each has been by establishing an of:r;Lce in the community. 

Of the nine,teen programs reviewed, only the twc> Albany programs, 

Albuquerque, Dayton, Holyoke and Los Angeles established offices from 

which teams could conduct community service work. Although other law 

enforcement departments have opened offices in team areas, these offices 

were not used by team members to conduct cOlnmunity service work. 

Community offices in Cincinnati were not staffed by team personnel 

while offices in Charlotte, Hartford and Rochester were closed most 

of the time and were used primarily for report writing and roll 

calls. 

The maj or assumptions underlying a team community office have, been that 

it would create greater team, visibility, would provide the c()mmunity 

with easier acc~,ss to law enforcemen.t services and would result in 

improved police-community (~ooperati()n. 

ASSESSMENT 

Of the six programs which have utilized community offices as a focus 

for their team community service programs, only the effect::f.'leness of the 

Albuquel:que and Los Angeles offices was monitored by program evaluators • 

The Los Angeles evaluators repClrted that although the initial response 

to the commtmity center was enthusiastic, after several months the ' 

center was used less frequently. As citizens and team officers lost 

interest in the center, its hours of operation were shortened and the 

center was eventually closed (LAPD, 1974, pp. 74-75). Evaluators of 
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the Albuquerque program noted an opposite effect but still recommended 

that the community office be closed. In Albuquerque the evaluators 

suggested that because of the lack of funding and planning supports 

for the office, civilian agencies might better meet the heavy demand 

for neighborhood social services (Sears & Wilson, 1973, pp. 57-60). 

In both Albany programs the team office has been operated with success 

(McArdle & Betjemann, 1972, p. 10). Unlike the other team offices, the 

Albany teams have used their offices not only as a focus of community 

service but also as a basis for all team administrative and operational 

activities. Our site visits indicated that the Albany South End team 

office offered a variety of community services and appeared to be 

interac~ing with the community quite successfully. 

Table 29 revi~ws the limited information about community offices. The 

results from Albuquerque and Los Angeles, as well as our observations 

in Albany, suggest that a team office is more likely to be successful 

if it is adequately staffed and is the basis for all team operations, 

not just community services. Before a final judgment is possible;, 

more evaluative information is needed about the relationship between the 

functions of the team office and their viability. 

Table 29 

SUMMARY ASSESSMENT OF TEAM OFFICES 

~ COMMUNITY OFFICE ASSESSMENT 
CITY 

ti 

Albuquet'que 0 InsuIficient Data 

Los Artgeles - Probable Failure 
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NON-CRIME RELATED SERVICES 

Ten of the fifteen teams with a community focus have increased the 

responsibility of patrol units for non-crime services. These new 

responsibilities have ranged from security inspections to equipping 

patrol cars with jumper cables and flares. In many departments, the 

change to team policing has resulted in attempts to handle more non­

crime related service calls, refer citizens to social agencies for 

assistance and implement crime prevention programs. Team planners 

have generally agreed that assisting citizens with their non-crime 

related problems would improve citizen attitudes toward the police 

and result in increased citizen cooperation with and support for law 

enforcement. 

ASSESSMENT 

The evaluators of Albany/Arbor Hill, Dayton and Holyoke have monitored 

the impact of their team programs upon non-crime service calls. Team 

officers in Albany, perhaps more than others, were encouraged to assist 

community residents with a variety of problems. As a result, calls for 

police service to the Arbor Hill team in Albany doubled over a two 

year period. Some of this increase was probably 'due to the opening of 

a team office in the community. Besides stimulating increased demands 

for services the Arbor Hill team had an impact upon the types of assis-

tance the community was requesting. Prior to team policing, 70.5 per-

cent of the calls from Arbor Hill were crime related. After the 

implementation of the neighboJ:hood team, that proportion declined to 

15.3 percent of all blotter entries. In addition to the "overwhelming" 
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increase in calls for assistance in interpersonal disturbances, there 

was an increase as well in calls for assistance in other non-criminal 

matters: auto accidents, towing automobiles and missing persons 

(Forer & Farrell, 1973, pp. 22-26). 

Although Dayton and Holyoke had planned to increase non-crime services 

to the community, this policy ,vas not reflected in a review of depart-

mental calls for service. The number of calls for non-crime services 

such as transportation to hospitals or dog barking declined by 81;"'prox-

imately twenty-three percent while disturbance calls like drunkeness, 

trouble with youths and trespassing actually doubled. Holyoke evalu-

ators attributed the rise in the number of disturbance calls to an 

increased willingness of citizens to call the police rather than an 

increase in community tensions (O'Malley, 1973, p. 67). Dayton cvalu-

ators reported no change in the type of dispatch calls serviced by the 

team units in spite of a commitment to expand community service. In 

both the team and control areas community service calls accounted for 

approximately twenty percent of all dispatch calls (Tortoriello & 

Blatt, 1973, pp. 111-113). The inability of the Dayton and Holyoke 

teams to increase service delivery may be partly attributable to 

budgetary restrictions and departmental problems unrelated to team 

policing. 

Cincinnati and San Diego evaluators monitored programs to refer citizens 

with problems to social agencies for assistance. Both evaluations 

indicated that the programs were seldom used. Although team officers in 

Cincinnati expressed support for the referral program, evaluators found 
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th~t few referrals were being made (Schwartz et al., 1975, pp. 5-6; 

Watkins, 1973, p. 30). Evaluators in San Diego reported that team 

officers felt: the available social services were of a poor quality • 

As a result, the team's use of referrals was similar to that of the 

control group and actually declined slightly over the course of the 

project (Boydstun & Sherry, 1975, p. 4) • 

Although eight teams have implemented crime prevention programs, only 

the Los Angeles evaluators have attempted to assess the effecti~eness 

of their programs. The evaluators carefully monitored the number of 

security inspections that were conducted by team members. They found 

that although most team officers felt the security inspections were 

of limited val~e, nearly fifty-three percent of the homeowners complied 

to some degree with the recommendations to target harden their property. 

In spite of this, Los Angeles evaluators concluded that security in-

spections were not cost effective and when the grant funds were spent 

the inspection program was dropped (Los Angeles Police Department, 

1974, pp. 68-69) • 

Table 30 summarizes what little is known about how successfully non-

crime service programs have been implemented and what impact they have 

had. The evaluations indicate that most programs have had almost no 

impact. Only Albany was able to increase its ability to handle non-

crime service calls. Although referral of citizens to social agencies 

for assistance was an important focus in Cincinnati and San Diego~ 

officer response to the program was limited. Finally, although the 

Team 28 experiment in Los Angeles was successful in conducting a large 
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Table 30 

SUMMARY ASSESSMENT OF NON-CRIME SERVICE PROGRAMS 

~ SERVICE REFFERALS CRIME ASSESSMENT 
CITY CALLS PREVENTION 

-COMMUNITY RELATIONS 

San Diego 0 No Change 

FULL SERVICE 
TEAM POLICING 

Multi-SEecialist 

AlbaI).y/Arbor + Probable Success 

Cincinnati 0 No Change 

Los Angeles + Qualified Success 

Generalist 

Dayton 0 ~ualified 
o Change 

Holyoke 0 ~ualified~ o Change 
--~--L...-. 
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number of security inspections and burglary rates dropped substantially, 

program administrators recommended that the security inspections be 

dropped because of their cost. 

BLAZER UNIFOfu'1 

Efforts to change the symbolic image of the police have accompanied 

several team programs. Special vehicle markin6 and coloring schemes 

have been used in Albany, Dayton and Los Angeles. In addition, five 

agencies ~ Albany, Dayton, Holyoke, Henlo Park and St. Petersburg - have 

adopted civilian type blazer uniforms. Most of these experiments have 

been based upon the assumption that the informal uniform would increase 

citizen identification with the police, decrease citizen-police iso­

lation and enhance police communication with the public. 

ASSESSMENT 

Only Holyoke and Menlo Park have attempted to evaluate the impact of 

the blazer uniform. Citi2i1n surveys in both communities indicated an 

acceptance of the new style. A survey in Menlo Park found that sixty~ 

six percent of those surveyed were aware of the uniform cha~~~ and that 

eighty percent of these people had a favorable opinion (Fiest & Luft, 

1974, p. 19). Citizens in Holyoke stated they felt more comfortable 

about the uniform and felt less intimidated by police officers 

(O'Malley, 1973, pp. 132; 134). None of the evaluators assessed how 

officers felt about the informal uni.form. Our site visit to Albany, 

howev'er, indicated that officers and citizens had adapted to and liked 

the informal attire worn by team members. 
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Table 31 summarizes our very limited knowledge about the blazer uniform. 

The data from Holyoke and Menlo Park and information gained during our 

site visit to Albany indicate that citizens have been receptive to the 

inf~rma1 uniform. 

Table 31 

·:lUl'1MARY ASSESSMENT OF THE BLAZER UNIFORM 
~~ -.., 
~ . .:mASURE 

BLAZER UNIFORM ASSESSMENT 
CITY '~ 
--

Holyoke + Qualified Success 
--

Menlo Park + Qualified Success 

CO~JNITY RELATED EFFECTS OF TEAM POLICING 

The previous section discusses what has been done to measure the extent 

to which teams have actually implemented community-related activities 

and the impact that these activities had upon team members and-the 

community. The information reported in this section is of a more dif-

fuse nature. hi. the absence of clearly defined and tested behavioral 

measures to monitor the impact of team policing programs, evaluators 

have relied heavily upon attitudinal surveys: Most of the responses 

to these questionnaires cannot be linked to particular team policing 

activities. Rather, they are the result of how the community, and 

occasionally the officers, have generally felt about the entire teaQ 

policing program. 
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None of the team progra:ms used the same instruments to measure com-

munity attitudes in addition, only a few evaluators grouped questions 

measuring the same attitude o~opinion into scales. In the absence 

of scales, we have attempted to group the various responses to survey 

questions into two categories: 

Officer Attitudes About the Community 
Citizen Attitudes About Team Policing 

Table 32 indicates which team programs have attempted to measure these 

attitudes. Six programs have presented information about the team 

officer attitudes toward the community, while five programs have sur-

veyed citizens about the team and its members. 

POLICE ATTITUDES TOWARDS THE COMMUNITY 

The most complete information about officer assessment of team 

impact upon community support for and involvement in law enforcement 

is available from San Diego and Cincinnati. Both programs reported 

positive effects. In San Diego profile officers developed a signifi-

cantly higher level of confidence in having the support -of the com-

munity than did control officers. The profile officers also reported 

significantly greater cooperation- from citizens in their day-to-day 

patrol work (Boydstun & Sherry, 1975, p. 53). 

More tha? seventy percent of the team officers in Cincinnati agreed 

that ComSec increased the degree of community support and citizen 

involvement (Schwartz et al., 1975, p. 28). Although ComSec officers 

saw citizens as more cooperative and less hostile than did control 

officers, the difference was not significant (Schwartz et al., 1974, 
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Table 32 

MEASURES OF COMMUNITY FOCUS OF TEAM POLICING 

~ POLICE ATTITUDES CO~illNITY ATTITUDES 
CITY , 

BASIC PATROL 

N. Charleston 

Richmond 

San Bruno 

INVESTIGATIONS 

I ............. ,- Rochester .. _-
COI~~ITY RELATIONS 

Albuquerque • --
Hartford 

New York • • 
'-.,~."""--

San Diego • • 
FULL SERVICE 

, TEAM POLICING -
Multi-SEecialist 

Alb any/ Arbor • 
Charlotte 

Cincinnati • • 
Detroit 

Los Angeles • • 
Palo Alto 

St. Petersburg 

Generalist 

Albany/South • • 
Dayton • 

'--
Holyoke • 
Menlo Park 

~ 
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p. 13). Finally, ComSec officer feelings that they were doing a good 

job in improving police-community relations increased during the first 

year of the program and were significantly stronger than those of 

control officers (Schwartz, 1975, p. 36). 

Evaluators of the Albany, Albuquerque, Los Angeles and New York pro-

grams did not explore officer feelings toward the impact of team 

policing upon the community as thoroughly as evaluators in Cincinnati 

or San Diego. However, with the exception of New York, team officers 

felt citizen attitudes toward the police had improved. Officers in 

Albuquerque felt the team program had created a beneficial sense of 

identification of officers with the community and this increased 

community trust of the police (Sears & Wilson, 1973, pp. 48-49). In 

Albany/South officers' attitudes toward the community jmr "ed signif-

icantly relative to the cont.rol group, and in Los Angeles team officers 

felt citizens were more involved with and committed to the law enforce-

ment needs of the community (Candeub & Fleissig, 1972, pp. 22-23; 

Los Angeles Police Department, 1974, p. 64). Only in New York did team 

officers feel that citizen cooperation was dec1inir· t:loch & Specht, 1973, p. 63) • 

Table 33 summarizes our assessment of officer attitudes towards the 

impact of the program upon the community. With the exception of New 

York, it indicates that officers generally felt the community was more 

cooperative with the law enforcement since team policing had been 

implemented . 

126 



Table 33 

SUMMARY ASSESSMENT OF POLICE ATTITUDES TOWARD THE COMMUNITY 

~ POLICE ATTITUDES ASSESSHENT 
CITY 

COMMUNITY RELATIONS 

Albuquerque + Qualified Success 

New York 0 ~ualified 
o Change 

San Diego + Success 

FULL SERVICE 
TEAM POLICING . 
Multi-SEecialist 

Cincinnati + Success 

Los Angeles + Qualified Success 

-Generalist 

Albany/South + Qualified Success 

COMMUNITY ATTITUDES 

.. Improving police-community relations has been a goal of all of the teams 

in this report except the three Basic Patrol Teams and the Investiga-

tive Team in Rochester. Evaluators liave attempted to assess attain-

ment of this goal by surveying changes in citizen attitudes related to 

satisfaction with police services, and support for, or hostility 
--", 

towards, law enforcement. Cincinnati, Los Angeles, New York and San 

Diego have supplemented this attitudinal data with behavioral 
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information by monitoring citizen complaints and commendations of team 

officers. The results have been varied and difficult to interpret . 

Albany and Los Angeles evaluators reported that community attitudes 

improved. In Albany/Arbor Hill, citizen attitudes were consistent-

ly more positive than the attitudes of citizens in the control area, 

particularly regarding police fairness, dependability and trustworthi­

ness (Forrer & Farrell, 1973, pp. 50; 54). An evaluation of Albany/ 

South, where no control group was used but where data was drawn from 

a large sample at three different points, indicates citizen attitudes 

becan)'e more favorable among both blacks and whites. Although there 

was no significant change in citizen willingness to cooperate with 

police, there were dramatic changes in the perception of team officers 

as being "nice" or as doing a good job of protecting people (Candeub & 

Fleissig, 1972, pp. 19-21). These results are consistent with officer 

comments and anecdotal informatj,on from Albany, 

Evaluators of the Los Angeles Team 28 program found that citizen per-

ceptions of police fairness and impartiality in enforcing the law 

improved during the program (Los Angeles Police Department, 1974, 

pp. 58-59). However, citizens did not feel their neighbors were in-

volved with or supported law enforcement to any greater extent since 

team policing was implemented (Los Angeles Police Department, 1974, 

pp. 57-59; B-3). Evaluators in Cincinnati, Holyoke and New York found 

that team policing had no impact upon citizen attitudes. 
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One of the most credible terun policing evaluations was that of the 

ComSee program in Cincinnati. After one year, citizen satisfaction and 

belief in the honesty of officers remained high, but did not increase 

as much as program planners had expected. There was also no signifi-

cant change in citizen hostility toward police or their willingness 

to cooperate\with police (Schl7art:~ et al., 1975, p. 4). This lack of 

change may be attributed to several intervening variables. Many of 
\ 

the community-related activities, for example, had already been imp1e-

mented prior to the collection of baseline data. In addition, citizen 

opinions toward the police were already high when the program began, 

leaving little room for significant improvement. 

Although initial surveys in Holyoke indicated that community attitudes 

toward the police were :i.::nproving, results over a two year period indi-

cated no change in cit:Lzet~ perceptions of police quality (0 'Malley, 

1973, pp. 131-132; 152). Much of the early community satisfaction with 

the team program was attributed to their easy access to the police. 

The decline in citizen satisfaction can be explained by departmental 

budget cuts that eliminated many team community service activities and 

again isolated the police from the community (O'Malley, 1973, pp. 147-

148). Finally, in New York there was no improvement in the community's 

general attitudes toward the police. The ev'a1uators concluded that 

Operation Neighborhood had little success in reaching hostile citizens 

(Bloch & Specht, 1973, pp. 15; 95-96). 

The community surveys in Dayton indicated that citizens became less 

satisfied with police service after team policing was implemented. 
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Dayton evaluators found either no difference between experimental and 

control citizen attitudes or a lower degree of satisfaction in the 

experimental district. Citizens in the con';;i'; 1 area were generally 

happier with police services and viewed officers as more help-oriented 

than did team area citizens (Tortoriello & Blatt, 1973, pp. 36; 38; 95). 

The disappointing nature of the Dayton results may be attributed in 

large part to the fact that many of the community-oriented activities 

were never fully implemented because of a severe manpower shortage. 

The number of citizen complaints or commendations has been monitored 

by evaluators in Cincinnati, Los Ange1(~s, New York and San Diego. 

However, because commendations are easily manipulated and represent 

such a small sampling of the population they are not the most 

reliable measures of general community attitudes. Evaluators of 

the New York program, for example, noted that complaints may have been 

handled informally and not recorded and that citizens were encouraged 

to submit letters of commendation. Because of these procedures it is 

difficult to attribute the decrease in complain~s against team officers 

from 126 to ninety-one and the doubling of commendations to the 

team p:rogram (Bloch & Specht, 1973, pp. 88-89). In San Diego eva1ua-

tors l:ecolC'ded that profile officers received 101 citizen commendations 

compared t:o only thirty-two for control officers. However, profile 

and control officers each received the same number of citizen com-

plaints (Boydstun & Sherry, 1975, pp. 37-38). Evaluators of Team 28 

in Los Angeles found that letters of commendation for team officers 

increased significantly while complaints declined (Los Angeles Police 
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Department, 1974, p. 64). In Cincinnati the number of complaints re-

ceived per team officer did not change significantly (Watkins, 1973, 

p. 61). 

Table 34 summarizes our knowledge of citizen attitudes towards team 

policing programs. Citizen responses have been mixed. Evaluators of 

programs in Albany/Arbor and South, Los Angeles and San Diego have 

reported positive results. Holyoke a. ,d Cincinnati reported no changes 

Table 34 

SUMMARY ASSESSMENT OF COMMUNITY ATTITUDES 

~ COMMUNITY ATTITUDES ASSESSMENT 
CITY 

COMMUNITY RELATIONS 

New York 0 ~ualified 
o Ch~nge 

San Diego + Probable Success 

FTJl.L SERVICE 
TEAM POLICING 

-

Multi-SEecialist 

Albany/Arbor + Probable Success 

Cincinnati 0 No Change 

Los Angeles + Qualified Success 

Generalist 

Albany/South + Qualified Success -... --. - ~-- ~-

Dayton - Qualified Failure 

Holyoke 0 ~ualified 
o Change 
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while Dayton and New York evaluators reported a decline jJl citizen 

satisfaction with the police. Care must be taken in interpreting 

these results. The programs in Dayton, Holyoke and New Y~rk were 

implemented during periods of stress through the department. In Dayton 

and New York the programs were implemented very quickly by new chiefs 

and with little planning. In addition, neither of these cities was 

• able to successfully increase the level of crime and non-crime related 

services to the cOlIUIlunity. In Holyoke, although citizen attitudes 

improved initially, they dropped as many community-related grant-sup-

ported activities were curtailed at the end of the project's first 

year. Finally, the evaluators of the ComSec program emphasized that 

• citizen attitudes toward the team did not improve because many team 

policing community activities had already been implemented when the 

baseline cou:.3unity survey data was collected. Although four programs 

failed to produce a favorable impact upon cOlIUIlunity attitudes, further 

analysis indicates their failures may have been the result of depart-

mental problems that interfered' with the full implementation of the 

team programs or, in the case of Cincinnati, a faulty survey research 

. -.. ~ . ....-- design • 
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Chapter 8 

SUMMARY ASSESSMENT 

In the previous chapters we assessed the effectiveness of team policing 

programs by analyzing individual measures of police performance such as 

clearance rates, response times and crime rates as well as surveys of 

officer and citizen attitudes. In this chapter we will present an 

aggregate of what we currently know about team policing programs and 

what evaluators need to focus upon in order to present an accurate &ld 

full assessment of team policing. Table 35 summarizes much of the 

information reported in this assessment. The table also indicates the 

many gaps in our knowledge about team policing. The strategy in this 

chapter is to discuss the many gaps in our knowledge of specific team 

?olicing outcomes. and then to use the conceptual framework developed in 

Chapter 2 to describe the impact of the five basic types of team polic-

ing programs. 

PROGRAM IMPLEMENTATION AND EVALUATION RESULTS 

A review of Table 35 indicates that evaluation. information has been col-

lected in only a small number of categories felr each team pl:ogram. Two 

measure categories are particularly important for understanding the re-

sults achieved by the provision of community siervices. Unl:lke the other 

six measure categories, which assess program E~ffects, the olcficer role 

~.' - -- ",..-
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Table 35 

11: • 
SUMMARY ASSESSMENT OF TEAM POLICING PROGRAMS 

~ OFFICER Jon WORKLOAD INVESTIGATIVE CRIME COMMUNITY 
ROLE SATISFACTION MANAGEMENT EFFECTIVENESS CONTROl. SERVICES 

CITY 

BASIC PATROL 

N. CharI'1ston 
, .. 

Richmo-".d 
,< 

San Bruno 

INVESTIGATIONS 

Rochester Success(P) SucceRIl(r) 

CONHUNITY RELATIONS 

Albuquerque* Failure(Q} 

lIartford 

New York* Failure(Q) FaUure(Q} Failure(Q) No Change(Q) 

San Diego Success No Change f,uccess(Q) SIICCPSS 

FULl. SERVICE 
TEAt! POI.ICING 

Hulti-Seecialist 
." 

Alhany/Arhor Success{r) No Change(Q) SlIccess(P} 

Charlotte SlIccess(Q} 

Gilicinnati tlo Change SlIccess(r} SlIcceRs(P) No Change(P) 

Detroit* SlIccess(Q) 

1 .. 08 AnReles Succef<s(P} Success (Q) 

Palo AJto* 

St. Petersburg* No Change(Q} 

Generalist 

Albany/South. 

Dayton* Succefls(Q} No Change(Q) No Change (Q 

lIolyoke* Surcpss(Q) HI> Change ('1 

tlcnlo Park 
_____ 1 --------_ .. - ----- -- ---

*Jll'partmt>nts Olhlch have> d ISl"Ont illllell tl'am l.oUcinr.. (1') Probahle; (Q) Qualified 

},OLICE COH/'IUNITY 
ATTITUDES ATTITUDES 

f 

Success(Q) 

J 
No Change(Q) No Change(Q) I 

Success 
t 

I 
Success(r} 

I 

Success No Change I 
I 

Success(Q) Snccess(Q) i 

I 
i 

SUCCPSR(Q} Success(Q) 
FaUure(Q) 

Ho Chang<,(Q) 
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and community services measures were designed to monitor the extent to 

which planned program activities have actually been implemented. The 

tendency for program evaluators has been to assume that program activities 

have been im.plemented and then to measure, for example, the effects of 

the program upon job satisfaction, workload management, crime control and 

police and community attitudes. MOre attention needs to be given to moni­

toring the extent to which program activities have been implemented. 

Knowing what has changed is essential for determining whether the concepts 

of team policing or extraneous variables are responsible for the evalua­

tion results reportE!d. In evaluating a program two questions need to be 

asked: 

1. 

2. 

Have the planning program activities actually been implemented? 

What has been the impact of these activities? 

An analysis of the officer r,:J1e and community service measures will illus­

trate the problem of attributing evaluation results to team policing. 

Only two departments have attempted to assess changes in the role of the 

police officer. We think knowing how team policing changes the officer's 

role and knowing what the officer is doing in a team program is especially 

critical in determining whether the program or other factors are responsi­

ble for the results reported by evaluators. In San Diego where evaluators 

noted that profile officers have altered their job roles and were, in fact, 

implementing the planned profile activities the program was quite success·-

. fu1. Although measures of job satisfaction showed ,"no change" profile 

officers in San Diego improved their workload management, increased com­

munity services and adopted a more positive attitude towards the community. 
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However, in New York, where officers did not change their job roles and 

continued to police in a traditional manner, evaluators found decreased 

job satisfaction and workload management capabilities and no change in 

measures of crime control, community services and community attitudes. 

One can venture that the New York program failed not because team polic-

ing was faulty but b~cause program administrators and officers failed to 

implement the most basic components of team policing. 

An ~amination of the extent to which community services were implemented 

by the various team programs indicates that where community services were 

increased, police and c,ommunity attitudes towards each other improved. 

Increased community service activities on the part of officers in San 

Diego, Albany/Arbor Hill and Los Angeles affected both the officers and 

the community in a positive way. In Dayton and Holyoke, however, where 

plannefr community service aspects of team policing were not implemented 

community attitudes towards the police remained largely unchanged. 

Our review of the extent to which. team programs !lave affected the officers I 

:ob role and the provision of community services should caution planners, 

administrators and evaluators to carefully monitor program activities to 

insure that planned changes are actually being implemented. One cannot 

assume that because a program has been planned 'and adopted by a department 

that it has also been operationalized. Knowing the extent to which a par-

ticular program has been implemented is a prelude to determining the effect 

of that program .. 

Some care must be taken in interpretating the results in Table 35. Three 

cf the programs were notable failures - New York, Dayton and Holyoke. In 
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each case the departments were unable to operationalize the team program. 

We have already indicated that the New York program was not implemented. 

Although quantitative information was unavailable our field observations 

and evaluation reviews in Dayton and H~lyoke revealed that these team pro­

grams were never implemented. In Holyoke budgetary and labor problems, 

internal department disputes and low officer morale undermined the pro­

gram. Similar problems affected the Dayton program. The failure of the 

New York, Dayton and Holyoke departments to implement team policing was 

the result of general departmental problems that ~vould have greatly 

hampered any effott to alter the way patrol, investigative and cotrnnunity 

services are delivered to the public. 

ASSESSMENT OF PROGRAM TYPES 

BASIC PATROL TEAMS 

None of the Basic Patrol Teams have collected the kinds of evaluative 

information which would make it possible for us to judge whether or not 

the program was effective. Only San Bruno conducted an evaluation, but 

its quality was so poor it virtually prec1.uded its use in this report. 

A proper evaluation of the Basic Patrol Team would demand, at a mini­

mum, that information be collected about changes in the officer's role 

and job satisfaction and the ability of the team to manage its work­

load. Since the Basic Patrol Team does not have investigative or 

community relations responsibilities, its impact in these areas need 

not be monitored. 
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INVESTIGATIVE TEAMS 

Rochester was the only city to implement a team unit with an investi-

• gative focus. Evaluation of the Rochester program has provided the 

most reliable and complete information about investigative effective-

ness. The teams have been successful in improving clearance rates and 

reducing crime. 

COMMUNITY RELATIONS TEAMS 

Three of the four Community Relations Teams have been evaluated, and 

the fourth, Hartford, has ~ecently embarked upon a major evaluation 

effort. Albuquerque and New York have already discontinued their 

programs. In both instances the failures may have been the result of 

intervening variables and general departmental problems rather than 

the team policing program itself. Evaluation of the Albuquerque 

program indicated that although police attitudes towards the com~ 

munity changed, the team was unable to provide a higher level of 

community services. In New York the evaluators concluded that the 

teams failed in a. number of areas. The New York program failed to 

change the patrol officers I role or inc!'ease their job satisfaction. 

In addition. the team appears to have had littlE! impact upon police 

and community attitudes towards one another. Ulllike Albuquerque and 

New York, the San Diego p~>ofile experiment operated with a high degree 

of success. O:Eficers in> San Diego adapted to th.eir new role, delivered 

increased community services and improved their ,attitudes toward the com-

munity. The San Diego program is one of the morEl promising projects re-

viewed in this report. 
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FULL SERVICE TEAMS - Multi-Specialist 

Three of the Full Service Teams - Albany/Arbor, Cincinnati and Los 

Angeles have been extensively evaluated and generally have received 

successful ratings. The Cincinnati program has been the most care-

fully and heavily evaluated team program. Its impact has been mixed,. 

While indicators of workload management, investigative effectiveness 

and police attitudes towards the community have improved, there has 

been no change in officer job satisfaction and community attitudes. 

Although there was no change in the Albany/Arbor team's investigative 

effectiveness, the team provided additional community services and 

-
improved police-community relations. ·rhe Los Angeles program has been 

credited with lowering crime rates and improving police-community 

relations. ~e remaining cities in this group have not provided enough 

information to assess their program~. It should be noted that Detroit, 

Palo Alto and St. Petersburg have dropped their team policing programs. 

FULL SERVICE TEAMS - Generalist 

The limited evaluation of Albany/South has indicated the program 

succeeded in improving police-community relations. The programs in 

Dayton and Holyoke had only a minimum impact and were eventually 

abandoned. It should be noted that both of these programs were 

implemented during periods of departmental turmoil and under severely 

constrained budgets which contributed heavily to the fai,lure of the 

team programs. The evaluative b~formation and our reasoned judgment 

suggest that the Generalist concept is more difficult to implement 

and maintain than is the Full Service Multi-Specialist approach to team 

organization. 
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