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PREFACE

On March 1, 1975, the Massachusetts Committee on Criminal
Justice awarded Public Systems Evaluation, Inc. (PSE) a six-month
grant to evaluate the police-related components of the Worcester
Crime Impact Program. This report represents one of two major
outputs of the brief evaluation effort--the other being an earlier
presentation of preliminary findings and recommendations to a
forum of members of the Massachusetts Committee on Criminal Justice,
the Worcester Police Department and the Worcester Regional Law
Enforcement Committee. The purpose of the report is not only to
document findings in evaluative terms but also to detail some guiding
recommendations. The findings documented herein should be relevant
to policy considerations for not only the Worcester Police Department,
but other police departments as well. .

Unfortunately, PSE's evaluation effort began during the second
year of the Impact Program, thus precluding PSE from having a longi-
tudinal understanding of the Program. In effect, a "snapshot" evalua-
tion of the Impact Program has been undertaken. Nevertheless, considerable
effort has been made to view all snapshot findings in their proper
historical perspective.

The contents of the report are contained in fourteen chapters
and six appendices. For convenience, the fourteen chapters are divided
into five parts. Part I is dintroductory: it includes an overview
statement, a definition of the Impact Program, and a discussion of the
evaluation effort. Parts II and III review each component of the
Impact Program in qualitative terms: the Police Service Aide component
is reviewed in Part II, while the Impact patrol, investigative and
crime prevention units are reviewed in Part III. Part IV Tooks at
the Impact Program in quantitative terms: performance and crime
statistics are analyzed and discussed. Finally, Part V concludes with

a summary of the evaluation results and an extensive set of recommendations.

The six appendices constitute Part VI of this report, and contain the
various survey instruments and a complete summary of the survey results.

A summary has been purposefully omitted, since Chapters 1, 13,
and 14 constitute a summary of the report.
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1 OVERVIEW

This is an evaluation report of the Worcester Crime Impact Program.
As such, it relates the elements and consequences of the Program to its
stated goals: it does not purport to specify what the elements of the
Program should be. The latter area of emphasis would have resulted in a
planning document. However, by detailing what has been happening, we
have highlighted the problems that require solutions and have provided
a framework within which effective Planning can be undertaken. Addition-
ally, we have provided in the last part of this report some concise
recommendations that should guide the planning process.

Ideally, the design of evaluation should be an integral part of
program development. AProgram goals and corresponding evaluation measures
should be specified along with the program design, prior to jts implemen-
tation. The evaluation measures are then collected and analyzed during
the course of the program, and used not only to document the program's
impact but also to monitor and control its progress. In the case of
this evaluation effort, the ideal was not realized. The evaluation has
been a Timited six-month effort, and was begun during the secoﬁd year
of the Impact Program. As such, it can be regarded as a "snapshot"
evaluation, encumbered by all the problems associated with the lack of
an evaluation design, including the paucity of effective evaluation measures.

The Timited length and scope of this evaluation effort required~~

that we view the Impact Program in proper perspective and decide upon the
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most effective course to take for both a balanced and sound evalua-
tion. Qur view of the Program is contained in Section 1.2, following
a brief background section. Section 1.3 details the scope of the

report.

1.1 BACKGROUND

The Worcestar Crime Impact Program was funded Tate in 1973, and
was actually implemented in March, 1974. The main goal of the Program
has been to achieve substantial short-term reductions in the incidence
of robbery and burglary on a city-wide basis, but with greater emphasis
on a specified target area known as the Impact Sector, or Sector 1.

The Impact Sector is a part of Worcester's core city area and is
centrally located; it is one of four designated patrol sectors in
Worcester.

As discussed in greater detajl in Chapter 2, the Impact Program
has seven components: they include 1) the Central Impact Staff (CIS)
consisting of a captain (the Impact Commander), a lieutenant, an Impact
Sector Patrol (ISP) Unit, and three secretaries; 2) the Police Service
Aides (PSA's) consisting of forty-one unarmed, but uniformed civilians
who respond to service calls (i.e., calls that do not require the
presence of a police officer), assist police officers, and perform
other communications and clerical duties; 3) the Robbery Strike Force
(RSF) consisting of eight sworn investigators (supported by a civilian
Crime Analyst) who perform robbery iﬁvestigations in the Impact Sector

and an adjoining sector; 4) the Burglary Task Force (BTF) consisting of

1-3

eight sworn investigators who perform burglary investigations in

the Impact Sector only; 5) the Crime Prevention Unit‘(CPU) consisting

of a Tieutenant, three specially-trained police officers, and 11 Community

Service Officers (CS0's), who, Tike the PSA's, are also unarmed, but
uniformed civilians; 6) the Operations Analyst who is a civilian; and
7) the Courts and Corrections Planner who is a civilian. The key
and most innovative element of the Impact Program was the hiring,
training, and deployment of forty-one male and female Police Service
Aides; they replaced ten police officers on a one-to-one basis (three
as complaint clerks/dispatchers, six as ambulance cperators, and one
as a main desk clerk) and relieved about another dozen patrol officers,
all for assignment in the Impact patrol and investigative units.
Exhibit 1.1 shows the status of the Impact Unit in relation to
other units of the Worcester Police Department. The Department has
about 450 sworn officers and over 100 civilians; it serves a city of
a 1ittle less than 180,000 in population, which makes Worcester the

second most populated city in the Commonwealth of Massachusetts.

1.2 IMPACT PROGRAM IN PERSPECTIVE

Another way to look at the Impact Program is to view each component
in terms of its key characteristics. In this way, as is summarized in
Exhibit 1.2, the Impact Program is seen as a police experiment in

eivilianization, decentralization and specialization.

CIVILIANIZATION

Civilianization is the most critical and substantial part of the

Impact Program. It was through civilianization that the Worcester Police
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Exhibit 1.1

Worcester Police Department Organization Chart
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Exhibit 1.2

Impact Program in Perspective

Key Program Characteristics

Impact Program Components Civilianization | Decentralization Specialization
1. Central Impact Staff (including

Impact Sector Patrol Unit) - X -
2. Police Service Aide X - X

3. Robbery Strike Force (including

Crime Analyst) X X X
4. Burglary Task Force -- X X
5. Crime Prevention Unit (including :

Community Service Officers) - X X X

6. Operations Analyst X

7. Courts and Corrections Planner X -

\

§-1
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Department (WPD) was able to assemble the other components of the
Program. Civilianization has impacted the basic structure of the
WPD in five ways. First, Police Service Aides have been able to
assume traditional police roles; thgy have been deployed on patrol
and ambulance duty to respond to service calls and to assist police
officers. 1In effect, these PSA's have become part of a split force
patrol team, in which PSA's concentrate on service calls and police
officers concentrate on more serious criminally-related calls. As
noted in Chapter 4, this civilianized split force approach* is quite
innovative, although not unique.

Second, PSA's have been able to serve %n other non-patrol
capacities, serving as complaint clerks, dispatchers and main desk clerk.
Third, Community Service Officers (CSG'S) have been able to perform
the bulk of the work in the Crime Prevention Unit. Fourth, both female
PSA's and CSO's have been ab]e to perform duties that have been tradition-
ally performed by male officers; this assumes an even greater degree
of significance, in Tight of the fact that there is only one female
police officer in the WPD. : g

Lastly, civilian analysts (i.e., Operations Analyst, Crime Analyst,

and Courts and Corrections Planner) have been assigned to assist in analysis

and planning,

i i i 1mi ) have a
* olice departments (e.g., Wilmington, Delaware) .
split fgﬁggragproach that splits the patrol officers into a grozp which
responds to calls-for-service and another group which concentrates on

preventive or structured patrol.

DECENTRALIZATION

Decentralization was almost a requirement for Impact Program
funding, since the basis of the Impact concept is the concentration
of police resources on a set of target crimes within a target area.
The Impact Sector serves as a decentralized police precinct with its
own patrol force (the Impact Sector Patrol Unit) and its own detective
force (the combined Robbery Stirike Force and Burglary Task Force).

It is interesting to note that the precinct system (composed of
decentralizéd police units), which was in great disfavor with police
administrators, is now making somewhat of a reappearance through such
programs as Impact, team policing, and foot patrols. In Worcester, the
precinct system was abandoned in 1952 after an outside management study
recommended administrative consolidation. The current Impact Unit is
partially a return to the former system, but with more central administra-

tive support than existed under the old system.

SPECTALIZATION

Like decentralization, specialization was also almost a requirement
for Impact Program funding. In Worcester, the Robberty Strike Force and
the Burglary Task Force were formed to specia]iie on-the target crimes
of robbery and burglary, respectively. (Nation511y, specialization in
police investigative work has been an area of continuing interest.)

The Crime Prevention Unit is also a spécia1ized unit; it undertakes
ali of fhe WPD's crime prevention activities. Another area of specializa-

tion that has been focused upon in Worcester is the patrol area, where
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; The background, Jjob performance and job satisfaction 1ssues are con-

the civilianized part of the split force patrol team specializes

sidered for each of the three units. Additiona]]y, the reaction of
in handling service calls. (Specialization in police patrol work

- is a relatively novel area of concern. ) Chapter 10.

1.3 SCOPE OF REPORT f e Part IV consists of Chapters 11 and 12, which focus on the

The report is divided into six parts, containing fourteen chapters

quantitative performance and crime measures, respectively. Chapter 11

. . considers the performance of PSA's in terms of how tong they take to
and six appendices.

I
@ Part I consists of three introductory chapters.’ Chapter 1 views ] = i serve a call; how much work they are able to handle; and how busy each
l

|
the Worcester Crime Impact Program in perspective; the Program is seen j | PSA patrol unit is during an eight-hoyr tour. In every case, the PSA
e 4 :

. . N . . - : i 0 03 . 0} K] . - ':
as 2 police experiment 1in civilianization, decentralization and specializa f i performance statistic is compared with the Corresponding statistic for

tion. Chapter 2 details the Impact Program in terms of its target area, police officers, Additional]y, Chapter 11 contains some personnel

its seven functional components, its progress to date and its effect on statistics that have been traditionally used to indicate performance

TSR

the manpower level of the Worcester Police Department. The philosophy, (including sick leave, injury, auto accident, complaint and commendation
em :

design and conduct of this evaluation is then summarized in Chapter 3. statistics). Chapter 12 documents the Tevel of crime during Impact and

Part II, consisting of the next four chapters, Chapters 4 through 7, compares it with the level before Impact. 1t Tooks at the detailed

target crime statistics and some related clearance information,

deals, in a qualitative manner, with the Police Service Ajde (PSA) com-
ponent of the Impact Program. Chapter 4 reviews the PSA concept in terms
of the national scene, the Massachusetts experience and the Worcester
approach. Job performance issues are discussed in Chapter 5. The reaction
of a limited number of PSA clients to PSA performance is contained in
Chapter 6. Chaptér 7 documents the perception PSA's have about their

job and the aspirations they have about their future.

In a manner similar to that in Part IT, Part III deals with the other
three major components of the Impact Program. Chapters 8, 9, and 10 consider

the Impact patrol, investigative and crime prevention wnits, respectively.

'W__._....«.._._Nﬁ e

A i

Part v concludes the main portion of the report with a summary of
evaluation results and recommendations. Chapter 13 focuses on the findings
and recommendations related to fhe Impact Program, while Chapter 14 states
some technical and policy recommendations. Chapters 13 and 14, together

with Chapter 1, constitute 3 summary of the report.

various Survey instruments and a complete summary of the survey results.
Some additionai crime statistics ars included in Appendix F.
For convenience, we have listed in Exhibit 1.3 the abbreviations

and terms that are used most often in the body of the report,
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BTF

Catl-for-Service

cIs

CPU

Day Shift

Delay Time

First Half Shift

Investigator

ISP

04
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Glossary of Abbreviations and Terms

Burglary Task Force; an investigative component
of the Impact Program.

A communication to the Worcester Police Department
from a citizen, an alarm system, a police officer,
or other detector, reporting an incident that
requires on-scene police assistance. An Assign-
ment Record number (AR#) is assigned to each
call-for-service at the WPD's communications center.

Central Impact Staff; includes the officials and
support staff of the Impact office and the Impact
Sector Patrol officers.

Crime Prevention Unit; a component of the Impact
Program. .

Covers the perjod 10 a.m. to 6 p.m. for Impact
personnel and 8 a.m. to 4 p.m, for non-Impact
personnel (actually, a half-hour staggered shift
system is used). ‘

Length of time between when a call-for-service is
received (usually by a complaint clerk) and when
a radio dispatcher dispatches a patrol unit to
serve the cull.

Covers the period 6 p.m. to 2 a.m. for Impact.
personnel and 4 p.m. to 12 a.m. for non-Impact
personnel (actually, a half-hour staggered shift
system is used),

A police officer with investigative responsibilities;

a member of the Detective Bureau, the Robbery Strike

Force, or the Burglary Task Force.

Impact Sector Patrol; a component of the Impact
Program.

Operations Analyst; a component of the Impact Program.

R

e e A e

Official

Patrol Route

Patrol Unit

PO

PS4

Radio Call

Response Time

ESF

Second Half Shift

Sector

Server
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Exhibit 1.3 (page 2 of 3)

A sworn officer ir the WPD with the rank of
sergeant or above.

A designated area of patrol, usually by one
patrol car (often referred to as a "patrol
beat" in other cities). The City of Worcester
is currently divided into 25 patrol routes,

five of which are contained in the Impact
Sector.

A police vehicle (manned either by PSA's or
PO's) that is on patrol.

Police.Officer (i.e., sworn officer).

Police Service Aide; a component of the Impact
Program.

A call-for-service that is acknowledged by a
radio dispatcher.

Length of time between when a call-for-service
1s made and when a patrol unit arrives at the

scene of the incident. Includes the delay time
and the travel time.

Robbery Strike Force; an investigative component
of the Impact Program.

Covers the period 12 a.m. to 8 a.m. for non-
Impact personnel (actually, a half-hour staggered
system is used). MNote that Impact personnel

have not been deployed during the second half
shift.

A designated area encompassing several patrol
routes (often referred to as a "district® or as

a "precinct" in other cities). The City of
Worcester is Currently divided into four sectors,
Sector 1 being the Impact Sector.

Designation of a patrol unit while it is handling
a call-for-service.
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i Exhibit 1.3 (page 3 of 3) | | 2 INPACT PROGRAN
Service Time Length of time between when a radio dispatcher

5 [ As elaborated in Chapter 1, the Worcester Crime Impact Program
dispatches a patrol unit to a call-for-service : : »

and when the unit indicates the servjce is
completed. It includes the travel time and the

i time on-the-scene. ? f and specialization. The basic elements of the Program include:

is a multifaceted police experiment in civilianization, decentralization,

concen-

: 7 A call-for-service that does not require the
| Service Cal presence of a police officer (i.e., a call that
| can be handled by a PSA).

trated patrol in a target area or sector; increased investigative manpower

for the target crimes in the target sector; improved administrative

e . . Sy s dling
t Value Fraction of time a patrol unit is busy han

veitisation Vo calls-for-service during an eight-hour tour. | |

Sometimes called utilization factor or utilization ; é

rate. ,

support for the officers in the target sector; use of civilians to

handle service calls city-wide in order to free up sworn officers for

assignment in the target sector; and establishment of a crime prevention
WPD Worcester Police Department.

unit. The six formal goals of the Program are presented in Exhibit 2.1.

The first four goals are related and focus primarily on the two target

crimes. Crime-specific and system-wide planning, along with crime

T

| B prevention efforts, are mentioned as secondary goals. One of the efforts
2 undertaken to establish the Impact Program might itself have been viéwed
| as a primary goal: specifically, the training and deployment of Police

§ ; Service Aides (PSA's) as a new police resource. In fact, as discussed

4n Chapter 3, this evaluation effort places great emphasis on the PSA

; ‘ component. The degree to which the goals were met is discussed in
i Chapter 13.

This chapter begins with a description of the target sector and
compares it to the rest of the ¢ity. The Impact Program components are

then reviewed, followed by an historical look at the Program. Finally,

i the effect of the Impact Program on Department manpower levels is

i discussed.

o Prowwes el
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Exhibit 2.1

Stated Goals of the Worcester Crime Impact Program

Impact Program Goals @

To achieve substantial short-term reductions in the‘inciqence
of robbery and burglary on a city-wide basis, but with higher
reductions in the Impact target area (Sector 1).

To increase the proportion of resources allocated to concentrated
activities designed to prevent the crimes of burglary and
robbery.

To institutionalize new capabilities to respond constructively
and flexibly to the target crimes.

To increase the clearance rate for target crimes and to provide
for additional disposition alternatives for offenders.

To test and gain experience in the utilization of new methods of
crime-specific planning and program develqpmegt involving
several components of the Tocal criminal justice system.

To develop and encourage community involvement in and respon-
sibility for crime prevention activities.

2 As stated in June 14, 1973, Grant Application.

i

AT
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2.1 IMPACT SECTOR

Although the Impact Program is city-wide in scope, a specific
target area was identified for a more concentrated focus of Impact
resources. The Impact target area, known as the Impact sector, is a
part of Worcester's core city area and is centrally Tocated, as shown
in Exhibit 2.2. |

Demographically, the Impact sector, in comparison to the rest of
the city, has proportionately a larger percentage of the crime-prone,
15-24 age group and a larger percentage of the victimization-prone
elderly. People in the Impact sector tend to have less formal education
than others in Worcester. They represent 17.7% of the population and
17.4% of the work force; they are more likely to be unemployed than
are other city residents. The average family income in 1970 was
20.8% lower in Impact than the city average. The Impact sector has a
higher concentration of non-white and Spanish-speaking persons than does
the rest of the city; However, even in the Impact sector, Worcester does
not have the high concentration of low income and mihority citizens which
most other cities its size now have.

The Impact sector was chosen because it was the area in which 48%
of Worcester's robberies and 22% of all burglaries were concentrated.
From an evaluation standpoint, the choice of the Impact sector in the
center of the city presents a difficult problem, since it is physically
contiguous to the three other sectors and to a good number of the

designated patrol routes, which are also indicated in Exhibit 2.2.
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Exhibit 2.2

The Impact Sector
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2.2 IMPACT COMPONENTS

The Impact Program can be viewed in terms of jts seven components,
as depicted in Exhibit 2.3. Each component is briefly discussed in
this Section, while an historical look at the Program as a whole is
presented 1in the next section, Section 2.3. The organizational struc-

ture of the Impact Program is depicted in Exhibit 2.4,

CENTRAL IMPACT STAFF

The Central Impact staff consists of‘a captain (the Impact
Commander), a Tieutenant, an Impact Sector Patral (ISP) Unit, and
three secretaries. The ISP Unit is staffedﬂby fwo sergeants and 18
police officers; it is responsible for patrgi]ing the Impact sector
during two shifts, thg 10 a.m. - 6 p.m. andys p.m. - 2 a.m. shifts.
During 2 a.m. - 10 a.m., the Impact sector is patrolled by officers

from the reqular Motor Patrol Unit.

POLICE SERVICE AIDE

The most innovative element of the Impact Program was the hiring,
training, andvdep1oyment of 41 (1nitia1]y 45) male and female Police
Service Aide§ (PSA's). It was also the key element of the Program
since it provided the means to form the other Impact components. The
PSA's kep]aced on a one-for-one basis ten police officers (PO's); three

as complaint clerks/dispatchers, six as ambulance operators, and one as

a main desk clerk. The remainder were deployed through the regular Motor

Patrol to free up po1icé officers by performing calls strictly of a

service nature. Of thege, twelve are assigred to the Impact sector.
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Exhibit 2.3

Impact Components

Impact Program Components - Assigned Personnel @ Jurisdiction
OFF PO PSA (CSO CIV Area (Time Period)
1. Central Impact Staff (CIS),
including Impact Sector
Patrol (ISP) 4 18 - - 3 Sector 1 (1000-0200)
2. Police Service Aide (PSA) - - 4 - - City-Wide (1000-0200)
3. Robbery Strike Force (RSF) 1 7 - - 1 Sectors 1 and 2 (0800-2400)
4. Burglary Task Force (BTF) 1 7 - - - Sector 1 (0800-2400)
5. Crime Prevention Unit (CPU) 1 3 - 11 1 City-Wide (1000-1800)
6. Operations Analyst (0A) - - - - 1 City-Wide (0800-1600)
7. %88;§S/Corrections Planner - - . - 1 City-Wide (0800-1600)
TOTAL 7 35 41 M 7 o

a8 As of May 31, 1975.
PSA (Police Service Aide), CSO (Community Service

Personnel categories include OFF (Official), PO (Police Officer),
Officer), and CIV (Civilian). ;

|
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Impact Organization Chart

Exhibit 2.4

CAPTAIN
|
CRIME
SUPPORT L TEUTENANT PREVENTION
.( TNT
1 CRIME ANALYST E
3 SECRETARIES LIEUTENANT
10 AM. -
6 P.M.
| 3 oFFIcERS
RSF BTF PATROL paTRoL f |1 CS0's
| : — 1 1 SECRETARY
VARIED ' VARIED 10 A.M. - 6 P.M. -
HOURS HOURS 6 P.M. 2 A.M.
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PSA's wear green uniforms which clearly distinguish them from police
officers. Those on motorized patrol drive specially marked cars

which are also clearly distinguished from police cruisers. PSA's are

unarmed and have no power of arrest.

ROBBERY STRIKE FORCE

The Robbery Strike Force (RSF) is a seven-man plainclothes unit

under the supervision of a sergeant, and, presumab]j, supported by a
civilian criﬁe analyst. The RSF is charged with primarily investigating
robberies and responding to robbery-in-progress calls. They usually
work from 8 a.m. to micdnight, and their jurisdiction was recently
expanded from the Impact sector alone to include the entire western half
of the city. Although the crime analyst keeps statistics and pin-maps

to support both the RSF and Burglary Task Force, she also provides staff

support to the Impact Commander.

BURGLARY TASK FORCE
The Burglary Task Force is a separate seven-man plainclothes unit

under the supervision of a sergeant with the responsibility of
investigating burglaries and responding to burg]ary—in-progress calls
in the Impact sector only. This unit was not formed until several
monthé after the initial implementation of the Impact Program, and was
modelled after the RSF. In effect, the RSF and BTF have become a

decentralized detective unit for the Impact sector.

B v ——

2-9

CRIME PREVENTION UNIT

The Crime Prevention Unit (CPU), consisting of three specially-
trained officers and eleven Community Service Officers {CS0's) under
the direction of a Lieutenant, is actually a physica]]y‘separated
component of the Impact Program. The CS0's, Tlike PSA's, are uniformed,
but unarmed civilians. The CPU's anti-crime activities include
Operation Identification, presentations to the community, and
target-hardening, premise surveys. It has recently limited its hours
of operatioﬁ to the 10 a.m. - 6 p.m. shift. Although the CPU has
city-wide jurisdiction, it concentrates much of its efforts within the

Impact sector.

OPERATIONS ANALYST

The Operations Analyst has responsibility for overall operations
planning, especially with regard to the Impact Program. Together with

the Police Planner, the Operations Analyst serves as a staff supbbrt
to the Chief of Police.

COURTS AND CORRECTIONS PLANNER

A Courts and Corrections Planner was included under the Impact
grant in order to develop post-arrest strategies for target crime
offendgrs. This componeht wes not included as part of the evaluation
effort for two reasons. First, the component had not been on-going
as long as the other components at the time of evaluation, and,

secendly, it dealt with a separate part of the criminal justice

system. o

T
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2.3 IMPACT HISTORY

The major Program milestones are shown in Exhibit 2.5. Based
on these milestones, before and during evaluation periods were
identified--these are further discussed in the next chapter.

The history of the Impact Program can best be presented by first
detailing the request for proposal, then discussing the development
of Worcester's proposal and, finally, summarizing Worcester's |
implementation plan. Much of what follows in this section is an
adaptation of an historical account written by Alan Gerstenberger
and submitted to the Massachusetts Committee on Criminal Justice 1in

November, 1974.

REQUEST FOR PROPOSAL

The Massachusetts Committee on Criminal Justice (MCCJ), borrowing
from LEAA's eight-city "High Impact Anti-Crime Program," began

planning for an Impact Program in Massachusetts with their 1973 plan.

Two basic concepts led the MCCJ to choose an Impact-type program: the

theoretical soundness of crime-specific planning, and the thought that
concentrating funding on one large program rather than many small ones
was more likely to produce a significant improvement in a city's
criminal justice system. |
The purpose of the program was set out in the RFP as follows:

The Street Crime Reduyction Program is designed te

demonstrate that substantial commitments of

resources, combined with detailed analysis of the

crime problem and coordination of the various

parts of a metropolitan criminal justice system,
can within a short time achieve a substantial and

e e AR L




MILESTONES

@ Street Crime Reduction

RFP Issued

Worcester Street Crime
Impact Program
Proposal Submitted

Impact Program Funded

Police Service Aides
Hired

Police Service Aides
Deployed

Impact Sector Patrol,
Robbery Strike Force,
and Crime Prevention
Unit Established

Crime Analyst Hired
Operation Analyst Hired

Community Service
Officers Deployed

Burglary Task Force
Establishead

Robbery Strike Force
Responsibility Expanded
to Cover Sector 2

Evaluation Periods:

Exhibit 2.5

Impact Program Milestones
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measurable impact on those categories of crime of
greatest concern to the public: vrobbery,
residential burglary and aggravated assault.

Your city may propose any action or set of actions
which have a probability of affecting any of the.
target crimes. In preparing its proposal, Fhe city
should consider as wide a range of alternatives as
possible, including prevention, de?errence, _
detection, apprehension, adjudication, prg-?r1a]

or post-trial diversion, probation, rehabilitation,
and parole. Any combination of these may be
proposed; however, the focus of thg program (and of
the proposal evaluation process) will be upon
reduction of crime, not upon programmatic elegance,
comprehensiveness, or innovation for its own sake.

The seven cities of Boston, Cambridge, Fall River, Lynn, New Bedford,
Springfield, and Worcester were invited to submit proposals for a $1
million program, $750,000 of which would be supported with federal funds.
Applications were to include specific analyses of crime by type and
location in order to support decisions on the target crimes, the target
area, and proposals for strategies.

In choosing a proposal to be funded, MCCJ sought a program which
was both sound and backed by committed and competent personnel.
Competence was judged through the overall professional quality of the
application, abilities displayed during a question-and-answer session
for the Technical Advisory Panel, and the abilities previously
demonstrated by the agencies involved in other federally-funded

programs.

WORCESTER'S PROPOSAL

The central idea of Worcester's proposal was to more effectively
utilize the capabilities of the trained officers in minimizing the

occurrence of target crimes. The Police Service Aide component was then

pen T
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conceived with the basic intention of profess{onalizing the police
officers. By allowing sworn officers to devote more man-hours to
anti-crime duties, it was felt that PSA's would indirectly facilitate’
a decrease in crime.

Crime analysis for the Program indicated that aggravated assault
should be discarded as a target crime since most of its occurrence was
either indoors or between acquainted individuals. Robbery analysis
revealed two patterns: armed robberies of small businesses spreading
outward from the central areas of the city along major arteries, and
unarmed robberies of persons concentrated in five centrally located
patrol routes--this then became the Impact target area. Burglary analysis
indicated that residential burglaries accounted for almost two-thirds
of Worcester's problem, the highest burglary rate in the Commonwealth
of Massachusetts outside of Boston.

Having identified a source of additional manpower in the PSA's,
and a need to focus on the rothzry and burglary target crimes,
appropriate strategies were needed to bring the two together. To combat
robbery, the Robbery Strike Force was conceived. To combat burglary,
there was a need to circumvent the problem of poor quality in initial
investigation reports and increase the commitment of individual officers
to a case. It was therefore decided that patrol officers would be given
full responsibility for burglary cases from start to finish.

A Crime Prevention Unit which was already functioning in Worcester
was brought under the Impact grant and its duties expanded. According

to the application, it was to focus on reducing opportunities for the




2-14

target crimes. Crime prevention was to be coordinated with field
operations, and a crime prevention officer was to train officers and
investigators in the Impact target area. |

Additional portions of the Worcester proposal included provision
for a courts and corrections component, which satisfied the criterion
that the proposal be "system wide" as opposed to purely a police
program. Since it could not be supported by the same kind of detailed
analysis in the proposal, this area was felt to be weak and all

that was funded was a courts and corrections planner.

WORCESTER'S IMPLEMENTATION PLAN

The full $750,000 (federal share) for a Massachusetts Impact
Program was awarded to Worcester in September, 1973. Planning for
implementation began under the responsibility of an Impact Planning
Committee at about the same time. T.is committee included the Acting
Chief, the Deputy Chief in Charge of Operations, the Captain who
would command the impact unit, his Lieutenant, and two members of
the Worcester Regional Law Enforcement Committee (WRLEC). Their three
primary concerns were: implementing the Police Service Aide component,
deciding on new equipment needs of the overall Program, and budgeting
pblice manpower for the new unit covering the Impact target sector.

Planning for PSA's included the new development of a job

description; the recruitment and selection of applicants; and the

design of an effective training program.* In-depth planning for

] *A more in-depth look at Worcester's approach to the PSA program
1s given in Section 4.3,

e s e e
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the sworn component§, other than budgeting, was delayed until the
PSA's and a group of 35 new police officers were trained and dep]dyed.

The planning process was undertaken with speed and efficiency,
due, in part, to the caliber and authority of the people involved. Since
the WPD command staff had other responsibilities, the WRLEC did most of
the detailed work. Citizen participation was not felt necessary; their
input was solicited from a neighborhood Resident's Executive Council
outside the context of the planning meetings. The police officer's
union in Worcester was more or less forgotten at this stage, and since
they: offered no official stand on the Impact Program, their tacit
consent was assumed by the Impact Planning Committee. A]so,vthe hiring
of 35 new police officers in the fall of 1973 was well timed: it reassured
the sworn officers that the city intended to maintain the strength
of the Police Department and that the PSA component was to supplement,
not supplant, police operations. The 35 new officers were also trained
at the same time as the PSA's.

Planning for PSA equipment proceeded concurrently with PSA selection,
hiring, and training. Basic needs were for radios, uniforms, and
vehicles. Each PSA required a portable radio, and each PSA car required
a mobile radio. Twenty-five of each were purchased at about $1,100 each.
The uniforms had to be distinguished from policemen, meter maids,
postmen, and various other uniformed government servants. Since green
was the Teast Tikely color to cause confusion, it was seiected for the
PSA uniform. Their caps, in addition to being green, were in the same

shape as the state police in order to insure that they would not be
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confused with the Worcester police. Large vehicle expenditures con-

i stituted a major area of conflict with the MCCJ, the funding agency.
i The original complement of 37 was reduced to 29, and a compact mndel,
the four-door 1974 Valiant, was selected. MNineteen of these vehicles
were painted all white with the blue legend, "Worcester Police
Department Service Aide," to contrast with the dark blue police
cruisers.

The police components were given the least amoﬁﬁt of advanced . f
planning in an apparent effort to involve the personnel of the units
in the development of strategies. The men who staffed the units were
all to be volunteers; however, thefﬁobbery Strike Force was hand-picked

by its sergeant (who was himself picked by the Impact Captain) and

several of the Impact sector patrol officers were assigned there after

their graduation from the Worcester PoTiceAAcademy.
Strategy development by the Robbery Strike Force (RSF) was Timited. ;

Due to the small size of the city of Worcester, infiltration and decoy

were deemed difficult strategies to implement since the officers could

not remain anonymous. The small size of the unit precluded the use of

saturation patrol. The only basic strategies left were the use of

informants, and various forms of surveillance, which were not substantially

different from those used by the Department's existing Detective

Bureau.
The other police component, the Impact Sector Patrol, tested two
contrasting strategies: a walking-riding "te&h" and a strike force modelled |

after the RSF. The team approach was the iniﬁia] strategy and it includes

patrolling together, two on foot and one in a nearby cruiser. The

b i
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driver would rotate with the footmen so that each officer performed
an equal portion of the team's workload. This approach was droﬁped
after three months because of a perceived manpower shortage and
obposition from the officers.

The second strategy tried, beginning in August, 1974, was a
Burglary Task Force, modelled after the Robbery Strike Force. Some
of the patrolmen were assigned to uniformed patrol in route cars,
while others operated as a plainclothes unit. Officérs rotated between
the two duties. This policy was changed 1in October, 1974, so that
seven of the men were assigned permanently to the Burglary Task Force,

and the remaining 19 were permanently assigned to regular patrol.

_Manpower in the target area had been increased, resulting in a

decentralized target area precinct with its own patrol and detective
force.

The Crime Analyst and Operations Analyst were both hired during
the f}rst year of operations. The last of the planned components to
be {np]emented was the deployment of the Community Service Officers,
who staffed the Crime Prevention Unit. This was delayed because eight
of the original ten CS0's in an earlier Model Cities program beéame
PSA's under the Impact Program, necessitating the hiring and training

of a new group.

2.4 IMPACT EFFECT ON MANPOWER

The basic design of the Impact Program, as mentioned previcusly,
was to increase and focus manpower on the target crimes of robbery and

burglary. The body of this report describes how the manpower was used,
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but the Tevel of increase is an important background consideration
to all further discussion and merits a detailed presentation here.

As part of the Impact Program, 45 PSA's were initiq]]y hired and
trained to take over certain service-type duties of police officers,
which in turn released them for more pertinent law enforcement
duties. At the same time a class of 35 recruits graduated from the
Worcester Police Academy. As shown in Exhibit 2.6, the Worcester
Police Department experienced an overall 25% increase in patrol and
investigative manpower (in terms of workdays), two-thirds of which
was contributed by the deployment of PSA's. In the Impact sector
itself, manpower was increased 30%, as summarized in Exhibit 2.7.

PSA's accounted for 80% of this increase.

The net increase of manpower during Impact as compared to before
Impact has indeed been significant, albeit some of the increase was
ﬁecessary to meet the higher radio call demand which also increased
by a substantial 18%. Although two-thirds of the manpower increase was
because of the deployment of unarmed, but uniformed civilians, the
fact remains that police presence on the streets of Worcester was
significantly increased (motor patrol manpower increased by 46%). This

fact oversnadows all other input measures.

e
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Exhibit 2.6

WPD Patrol and Investigative Manpower Statistics

TN R

Before During Change b
(8/73) (]/75) (Based on Hork
, Days)
Foot Patrol/Precinct I 2
i Officials 19 23
. Police Officers 95 97
: Police Service Aides - 10
, IAE 130 +7%
t Motor Patrol
! Officials 19 20
Po]jce Officers . 83 106
Police Service Aides - 32
‘ 102 158 +46%
Investigative '
P Officials 6 8
Police Officers _27 40
33 48 +37% i
Crime Prevention
Officals 2 ]
Police Officers 2 4
Community Service ‘
Officers 10 11
14 16 +11%
Total 263 351 _ +25%
Radio Calls/Month - 8,172 ‘9,674 +18%

a
In Worcester, duties of the Foot Patrol Unit include manni
‘ . ng the
| ambulance, the wagons, the cell room, and the communicationg room.

b 1t should be.noted that the percent change is calculated on the
bas1s\of available number of work days. Effective April 1, 1974,
WPD police officers (not including police officials) underwent a
;hange n work schedule from a modified 5-2 (i.e, 3 days on, 2 off)
Plan to a 42 plan: the net effect being that each officer received

17.6 more days off per year. This effect is taken into account in
the above calgulations.

R




Exhibit 2.7

Impact Patrol and Investigative Manpower Statistics

BEFORE?’ (Daily Average from
‘ August, 1973 Data)

DURING ® (Daily Average from

August, 1974 Data) ‘
Shift Patrol  Investigative | Tota] Patrol  Investigative Total Total:
PO po b PO PO PO PO | PSA || PO/PSA
; 1000 - 1800 5.1 1.2 6.3 - 4.4 3.0 7.4 2.3 “9.7
| 1800 - 0200 8.3 1.9 10.2 5.8 4.3 101 | 1.7 || 118
Total 13.4 3.1 16.5 10.2 7.3 i 17.5 4.0 21.5

a A1l manpower statist

Sheets.

b Since the Detective Bur
was made based on the p

4

eau had city-wide jurisdiction be
roportion of incidents occurring

ics reflect actual manning levels as averaged from August roll cal]

fore the Impact Program, an estimate
in the Impact sector.
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3 EVALUATION PROJECT

Given the broad scope of the Worcester Crime Impact Program’and
the Timited scope of the evaluation effort, a conscious decision was
made for the evaluation to concentrate on the most innovative component
of the Program, the Police Service Aides. Thus, civilianization was
looked at more closely than either decentralization or specialization.
Nevertheless, all the police-related components of the Impact Program
(i.e., the courts and corrections component not being included) were
considered in the course of this evaluation.

In the next section we discuss the considerations that influenced
our final evaluation design, which is detailed in Section 3.2. The

actual conduct of the evaluation is summarized in Section 3.3,

3.1 EVALUATION CONSIDERATIONS

The evaluation of the Impact Program was handicapped by problems
related to the absence of an evaluation design, the complex nature of

the Impact Program and the unreliability of the available data.

ABSENCE OF EVALUATION DESIGN

Although the Massachusetts Committee on Criminal Jus@jce attempted
to have an evaluation underway at the beginning of the Impact Program,
there was no concerted effort at evaluation until PSE's effort was under-
taken during the second year of the Program. As a resuit, effective
evaluation measures were neither defined nor tabulated, In addition,

the goals of the Program were not stated from an evaluation point of

e
Wy




3-2

view; they lack the specificity that is required for a definition
of corresponding measures. Also, the goals or objectives of the
Program components were lacking and stated 1in very general terms.

We attempted to overcome the absence of an evaluation design
by reviewing all available data elements that have been traditionally
collected by the Worcester Police Department, and Judiciously selecting
and analyzing those that are relevant. In addition, we initiated

the collection of other relevant information primarily through surveys.

COMPLEX NATURE OF IMPACT PROGRAM

As discussed in Section 1.2, the Impact Program can be viewed
as a police experiment in civilianization, decentralization and
specialization. It is obviously a very complex program. It is further
complicated by certain temporal and spatial problems inherent in
the basic design of the Program. For example, Impact personnel are
only deployed from 10 a.m. to 2 a.m.

Because of the complex nature and scope of the Impact Program, our
evaluation effort has in effect considered to some degree the entire
Worcester Police Department. Fortunately, except for the initial deploy-
ment of 35 new police officers (which, as indicated in Section 2.4, we
considered to be a peripheral part of the Impact Program), the Impact
}Program has been the only significant change to have occurred in the
Worcester Police Department during the last few years.

Our broader Tock at the Impact Program in the context of the whole

Department has also served to provide a balanced view (through the

3-3

identification of control groups). In this vein, we compare Impact
patrol officers to Motor Patrol patrol officers and Impact investiga-
tors to Detective Bureau investigators. SimiTarly, Police Service

Aides and Community Service Officers are viewed in a comparative

manner.

UNRELIABILITY OF AVAILABLE DATA

Section 12.1 discusses the reliability problem in the available
WPD data. We have tried to address this problem by exploiting other
means of validation. For example, our analysis of the radio call data
was supported by an analysis of activity sheets and an extended period
of observation at the communications center.

Unreliable data have always been a problem. However, thé'prob1em
is mitigated if the data are viewed in a relative rather than an
abso]utevsense. This is the case in our evaluation: we compare crime
statistics during Impact with those prior to Impact. We have also
made certain that'the crime data have been produced in a consistent
manner during the periods of comparison. In fact, the data have been
collected, coded and keypunched using the same procedures and the

same facilities during these periods.

3.2 EVALUATION DESIGN

The evaluation design is summarized in Exhibit 3.1, Its development
was influenced by 1) the decision to concentrate on the PSA component;

2) the considerations detailed in the last section; and 3) the recognition

B e
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Exhibit 3.1

Evaluation Design

Impact Componentsa

Activities CIS PSA RSF BTF CPU OA
1. “Background
a. Impact Program X X X X X X
b. Related Programs X X X X X X
c. WPD Data Sources X X X X X X
2. Data Analysis
a. Crime Reports X X X X X X
b. Arrest Data X - X X - X
c. Radio Call Cards X X - - = X
d. PSA Daily Activity Sheets X X - - - -
e. WRLEC Data X X X X X -
f. Personnel Records X X X X X -
3. Anonymous Questionnaijre Surveys
a. PSA's (Police Service Aides) R S R
b. PO's (Police Officers) . X - - - X -
c. Investigators (Investigat1ve_P0’s) - - X X - -
d. CSO's (Community Service Officers) - - - - X -
e. Patrol Sergeants X - - - - -
4. Participant Observation/Interview
a. Communications Personnel - X - - - -
b. Impact Personnel X X X X X X
C. Motor Patrol Personnel - - - - - -
d. Detective Bureau Personnel . - - - - - -
e. Other Key Individuals and Officials - - - - - -
5. Telephone Survey
a. PSA/PO (Service Call) Clients X X - - - -
b.. CPU (Operation I.D./Premise
Survey) Clients - - - - X -

6. Evaluation Products
a. Presentation of Preliminary Findings x X X X X X

b. Final Report | X X X X X X

a Impact components include CIS (Central Impact Staff), PSA (Police Service
Aide), RSF (Robbery Strike Force), BTF (Burglary Task Force), CPU (Crime
Prevention Unit), and OA (Operations Analyst).
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that the Impact Program is primarily a manpower program. Consequently,
the design's emphasis was on the development and collection of a number
of qualitative measures pertaining to the feelings, interactions, per-
ceptions, reactions, and aspirations of the individuals involved in
Impact (and, as a control, of a sample of individuals outside of Impact),
Six evaluation activities were identified. The first was to review

pertinent background information for relevance to the evaluation

effort and to place the Worcester Crime Impact Program in proper perspec-
tive. Following a review of all WPD data sources, the second activity
was to undertake an analysis of relevant data. The third activity

was to develop and administer questionnaires. The fourth activity was
to provide another means of interpreting the results of the previous
activities; it was to‘conduct, on a limited basis, a set of participant
observations and/or interviews. The fifth activity was to conduct
a limited number of telephone interviews with service call and crime

prevention clients (i.e., those residents of Worcester who were

assisted in connection with a service call or a crime prevention activity).

This activity was felt to be essential, since the value of Police Service
Rides and Community Service Officers is not only dependent upon their
being able to assist and be integrated with police officers, but also
on their ability to serve and satisfy the public. Finally, the sixth

activity was to produce the eva]uation products.

3.3 EVALUATION CONDUCT

About twenty professional person-months of effort were devoted to

the evaluation which was carried out over a six-month period, beginning

O S
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in March, 1975. The details of the evaluation conduct are summarized
in Exhibit 3.2; additional discussions of the evaluation activities
ar= given at appropriate points in Parts II, III and IV of the text

which follows.

. ~ — N L N . e
B P P S R



Activities

1. 'Background

a. Impact Program
b. Related Programs
c. WPD Data Sources

2. Data Analysis

a. Crime Reports
* Keypunched Crime Keports
* Monthly UCR Reports

b. Arrest Data

¢. Radio Call Cards
» Radio Call Cards

+ Keypunched Radio Call Cards
(on computer tape)

d. PSA Daily Activity Sheet
- Impact PSA Daily Activity
Sheets
» Impact PSA Daily Activity
Sheets

e. WRLEC Data
+ Contiguous Town Crime
Statistics
« Armed Robbery Clearance
Statistics

Exhibit 3.2

Evaluation Conduct

Pertinent Date(s)

Sample Element

3/1/73 - 5/31/75
1/65 - 5/75

3/73 ~ 5/75

4/22/75 - 4/28/75

3/1/75 - 6/30/75
6/1/74 - 7/31/74
3/1/75 - 3/31/75
4/1/73 - 3/31/75
5/1/73 - 2/28/75

IBM Card
UCR Report

UCR Report

Radio Call
Card

Tape Record

Activity Sheet
Activity Sheet

Town Record

-

Samp]e‘Size

Number % of Total
59,945 100
125 100
27 100
2,086 100
38,536 100
183 56
183 100
6 75

e g
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Exhibit 3.2 (page 2 of 3)

Activities Pertinent Date(s) Sample Element

»

Sampie Size

2. Data Analysis (gontinued)

f. Personnel Records _
(Sick Leaves, Injuries, Auto
Accidents, Complaints, and
Commendations)

3. Anonymous Questionnaire Surveys?2
a. PSA's

b. PO's
» Impact PO’'s ;
« Motor Patrol PO's
« CPU PO's

¢c. Investigators (including Sergeants)
» Impact Investigators
« Detective Bureau Investigators

d. CSO0's

e. Patrol Sergeants
« Impact Patrol Sergeants
» Motor Patrol Sergeants

2 1t should be noted that all surveys were administered by an evaluator without forewarning and

in anonymous fashion.

PSA

PO
PO

PO

Investigator
Investigator

€SO

Sergeant
Sergeant

Number % of Total

a4

18
41
3

14

4

10

2
9

100

100
39
100

93

47
91

100
75

3-€

R

B\
T



Exhibit 3.2 (page‘3 of 3)

Activities | ' Pertinent Date(s) Sample Element _Sample Size

Number % of Total

4. Participant Observation/Interview P

a. Communications Personnel
* PSA's --- PSA 3 100
*+ PO's - PO 14 61
* Civilians - Civilian 5 50
b. Impact Personnel
« PSA's ~—- PSA 34 83
* CSO's - CSo 11 100
- Patroi PO's -—- PO 11 61
* Investigators (including Sergeants) -—- Investigator 8 53
* Officials -——— Official 5 100
* Analysts -—- Analyst 2 100
c. Motor Patrol Personnel
* PO's ——— PO 9 9
* Officials —— Official 2 17
d. Detective Bureau Personnel - Investigator 4 13
e. Other Key Individuals and Officials - Individual/ 12 ———
Official
5. Telephone Survey )
a. PSA/PO (Service Call) Clients -—- Completed Call 221 -
b. CPU (Operation I.D./Premise
Survey) Clients ——— Completed Call 66 ——
6. Evaluation Products'
a. Presentation of Preliminary Findings - - — -—
| b.  Final Report - - -

B .. . . .
The participant observation and/or interviews were ¢
observation or interview took from two to three hour

- .

onducted in an unstructured manner; each

6-€



PART II: QUALITATIVE MEASURES~-POLICE SERVICE AIDE COMPONENT °

~N o o o~

POLICE SERVICE AIDE:
POLICE SERVICE AIDE:
POLICE SERVICE AIDE:
POLICE SERVICE AIDE:

BACKGROUND

JOB PERFORMANCE

CLIENT REACTION

JOB SATISFACTION

T

4 POLICE SERVICE AIDE: BACKGROUND

As noted in Chapter 2, the Police Service Aide (PSA) component of
the Worcester Crime Impact Program was conceived to provide the Worcester
Police Department (WPD) with the flexibility to reallocate sworn officer
manpower in order to form the other Impact components, consisting of
an Impact Sector Patrol Force, a Robbery Strike Forcg, a Burglary Task
Force, and a Crime Prevention Unit. The idea was that the PSA's--uniformed
but uncurmed--would respond to “"service" type radio calls, thus reducing
the officer workload and permitting reassignment of officers to the other
Impact components.

In this background chapter, we view the PSA Program in perspac-
tive by reviewing related programs elsewhere in the nation; relating
similar previous attempts in the Commonwealth of Massachusetts; and docu~

menting the Worcester approach.

4.1 NATIONAL SCENE

At the outset of this discussion, it is important to note that our
research to date has indicated that the Police Service Aide concept is
very innovative and quite unusual in the United States. To be sure, many
police departments employ unarmed civilians in various capacities, but

very few in field operations,*

* See, as examples, A Compendium of Selected Criminal Justice Projects
(U.S. Department of Justice, LEAA, June, 1978) which Tists eight "cadet”
or "auxiliary police" projects, of which Worcester is one; Jurisdictional
Guide to Productivity Improvement Projects (Diane Sims, International City
Management Association, July, 1975) for the National Commission of Pro-
‘ductivity and Work Quality, which 1ists five "paraprofessional” police
projects; and Employing Civilians for Police Work (Alfred I. Schwartz et al.,
The Urban Institute, May, 1975). B
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In fact, in 1967, the President's Commission on Law Enforcement
and the Administration of Justice recommended the creation of an
unarmed civilian position titled Community Service Officer (CSO) within
police departments. This position was envisaged as the first of three
ranks that would progress to Police Officer and then to Police Agent.
According to the Commission Report, CS0's would "investigate certain
minor thefts and loss of property; provide continuing assistance to
families encountering domestic problems; and work with specialized
police units such as a community relations unit."*

‘Eight years later, there are very few police departments in the
United States that have followed the Commissicn's recommendations. There
are many "Community Service Officer" programs but these are for the most
part very "watered down" versions of what the Commission recommended.,
Usually, the CSO's perform non-traditional functions such as public and
community relations and crime prevention (as in the case of the Worcester
CS0's), or what are perceived as menial functions such as clerical and
dispatch jobs. Many police departments have used police cadets to relieve
officers from clerical work and dispatching.

In Worcester, several factors distinguish the Police Service Aide

Program from most other "CSO" or "cadet" or "auxiliary" or "parapolice"

programs in the country. First of all, the PSA's are on patrol as well

as in inside jobs. Second, the PSA's ride alone in marked vehicles.

Third, the PSA's are dispatched directly by the police dispatcher.

* President's Commission on Law Enforcement and Administration of
Justici, The Challenge of Crime in a Free Society (Avon Edition,1968,
p. 274),

S o i R
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Fourth, the PSA's on patrol handle approximately a third of al] calls com-

ing into the Worcester Police Department. (See Section 11.2 for discussion.)

- Fifth, the ratio of PSA's to sworn officers is about one to ten. And sixth,

the PSA's are very well integrated into the police field operations, report-
ing to roll call with officers and being supervised by the same police
officials that supervise the officers. 1In short, as indicated in Section 1.2,
the patrol PSA's have become a part of a split force patrol team, responding
to service type calls, while the sworn officers have concentrated on tha more
serious calls. Based on the criteria stated above, and an exhaustive search
of the Titerature and related areas, we have been able to locate only two
other programs--in Scottsdale, Arizona and in Miami, Florida--that are similar
to the Worcester PSA Program. A1l three programs have the following in common:

° The personnel are uniformed, but unarmed civilians
With no power of arrest;

e 18-35 years old;

® alone on patrol in radio-equipped vehicles;

e directly dispatched by the police dispatcher; and

® handle a substantial number of radio calls.
Exhibit 4.1 summarizes some key issues regarding the three programs.* Al-
though details of the Worcester PSA Program are discussed in the ensuing
chapters, it 1is interesting to note that all three programs were deVe1oped
without knowledge of one another. In fact, a certain amount of "re-inventing
the wheel" must have occurred with at Teast two of the three programs. Thus,
a national evaluation and documentation of PSA-type programs should be
undertaken  to provide a sound basis for replication, if deemed desiréble.

Certainly, as explicitly stated in Chapter 13, this evaluation effort

* Information regarding these programs was obtained by telephone on 9/24/75.



Program Name
Number in Program
Number of Females

Number of Sworn Officers
in Police Department

Date of Implementation
Starting Pay
Working Hours

Ro11 Call with Police
Officers?

Vehicle Used?

% of Total Calls
Responded To?

Activities:
Ticketing?
Hit and Run Reports?
Past Burglary Reports?
Traffic Control?

Credit Given Toward
Becoming a Police Officer?

.Number Who Have Become

Police Officers

a Miami Public Service Aides actually work an average of 35 hours per week each.,

Exhibit 4.1

Comparison of Three PSA-Type Programs

Worcester, Massachusetts

(Pop. 176,572)

Police Service Aide
41
16

450
January, 1974
$425/Month
1000-1800, 1800-0200

Yes
Specially Marked

33%

No
No
No
No
No

0

b Specially-marked vehicles are on order.
€ scottsdale Police Department indicates that they are now only hiring officers who have been

Police Assistants.

Miami, Florida
(Pop. 334,859)

Public Service Aide
51

Unknown

500
April, 1974
$3/Hour @
0700-1500, 1500-2300

No
Unmarked b

15%

No

No
Unknown
Unknown

No

6

Scottsdale, Arizona

(Pop. 67,823)

Police Assistant
13
3

101
July, 1971
$641/Month
Unknown

Yes
Regular Police

Unknown

Yes
Yes
Yes
Yes

Yes ©

17

T
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indicates that the PSA concept has tremendous merit and should

be given serious consideration on a national level.

4,2 MASSACHUSETTS EXPERIENCE

" On a statewide Tevel, the Commonwealth of Massachusetts has had
extremely negative experience with legislation designed'to incorporate
civilians into police work.

Soon after the President's Commission report, the Massachusetts

legislature passed "enab]fng" legislation allowing cities and towns to

hire police cadets.who would serve as clerical assistants in the police

department.* In April, 1968, the Boston City Council accepted the
enabling legislation and hired 50 cadets between the ages of 18 and 20.
Scon after, the Mayor of Boston instituted police cadets in purely clerical

functions, and sought legislation in the Boston City Council to permit

- cadets to replace some of the 50 to 100 officers directing traffic in

downtown intersections, thus allowing some of those officers to be reassigned
to patrol. This seemingly -innocuous proposal met with fierce opposition
from the new1y~formedBoston Police Patrolmen's Association (BPPA) which
succeeded, by well-coordinated and vocal efforts, in having the bill

soundly defeated. The union's claim was that the Mayor was seeking "bargain

basement cops."**

* Massachusetts General Laws Annotated, Ch. 147, Sec. 21A (1967),
states: "A police cadet shall maintain and file records, operate office
machines, answer telephones, receive complaints, enter and index official
documents, prepare routine reports, prepare and tabulate facts and figures
for statistical purposes, and have similar duties of an administrative
rather than an enforcement type.":

** The Boston Globe, June 28, 1968, p. 18.




4-6

In 1968, similar legislation was introduced on the state Tevel
with the backing of the then State Attorney General Elliot Richardson
and the Governor's Committee for Law Enforcement and the Administration
of Justice (now the Massachusetts Committee on Criminal Justice), an
agency of the executive branch. This sweeping legislation sought enabling
power so that *
a police cadet may perform all duties required of a
police officer except that he shall not carry arms,
nor shall he have any power of arrest other than that
of an ordinary citizen.
The Boston Police Patrolmen's Association again mounted an extremely
strong Tobbying effort to defeat this bill. Representatives of every major
police organization in the Commonwealth - testified to the dangers of the
police posed by replacing armed traffic policemen with unarmed cadets.**
The BPPA also solicited and received Tetters from downtown merchants
opposing the idea of unarmed personnel directing traffic in the business
area. Again the measure was defeated.
In 1969, the Mayor of Boston made another legislative attempt (H.2308)
which also died in committee. By 1973, the entire cadet program had been

phased out of the Boston Police Department, even as related to clerical

functions.

* H.4516 (1968), Appendix E, p. 10.

*% ing the course of the evaluation, we haye had access to two
unpub]isﬁgg ggcounts of the Massachusetts legislative bat§1gs: John‘G.
Fabiano, "The Boston Police Cadet Prcgrame" Center for“Cr1m1na1 QUstTpe,
Harvard Law School, May, 1969, and Fredgr1ka Randall, "Union Resistaice
to Civilian Employees in the Boston Police Departmen?: The Dispute 0¥egh
Traffic Directors and Clerks, 1968-1969," to appear in Final Report o e

Innovative Resource Planning in Urban Public Safety Systems Project, M.I.T.,

Cambridge, Massachusetts, 1976.

e e gt i e
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In Tight of the Massachusetts experience, Worcester's successful

attempt at implementing a Police Service Aide Program assumes an even

greater significance.

4.3 WORCESTER APPROACH

The Worcester approach to the establishment of a PSA Program in
the Police Department differed from the abortive Boston and state
attempts in several significant ways. First of all, the major impetus
for the idea came from within the Police Department. One of the main
architects of the plan was a Deputy Chief who is now Chief of Police.
This origin of the Program has resulted in a strong 6rganizationa]
backing directly from the Chief's office, a factor that was definitely
not true in Boston, where the Commissioner of Police was almost opently
hostile to the Mayor's idea.

Secondly, the planners associated with the local Regional Law
Enforcement Committee in Worcester, who actually developed the plan for
the grant and who took care of the detaijls required by the state funding
process, were very knowledgeable about the internal functioning of the
Worcester Police Department. The planners were well respected by the
Chief and other Department officials. This close working relationship
and mutual trust resulted in both a better coordinated plan than those
offered by other Massachusetts cities for use of LEAA money and a very
smooth implementation.

A third factor in Worcester's success with the introduction of PSA's
was in the way the program was presented to police officers. The 1abei

"cadet" was carefully avoided because of the negative connotations to
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Massachusetts police officers. In addition, the architects of the
plan presented the PSA's as a supplement to officers, not as replace-
ments. To back up that position, the Chief brought the Department up
to authorized strength by hiring some 35 police officers at the same
time as the PSA's were hired. Thus, Police Service Aides were pre-
sented as an opportunity for officers to become more professional

law enforcement specialists and as a direct answer to the common po-
lice comp]aint that much of their time is spent on "garbage" calls
unrelated to "real" nolice work.

A fourth factor that was key to the successful implementation of
the PSA program in Worcester was the non-involvement. of the police
union. In the 1968-1969 Boston and statewide Tegislative battles over
the cadet programs, fhe Massachusetts Police Association (MPA) and the
Boston Police Patreimen's Association (BPPA) and their local chapters
played a majurkrole in having the bills defeated.. In Worcester, the
iocal chapter of the MPA was facing severe internal problems, which re-
sulted in the ouster of the Association in favor of a local chapter of
the International Brotherhood of Police Officers (IBPO). Furthermore,
the President of the Association in Worcester was associated with the
Community Service Officer Program (under Model Cities auspices) and

was not unfavorable to the idea of having civilians in the police de-

oartment. . -

4

In summary then, the new IBPQ chapter in Worcester did not déf

velop any coordinated opposition to the Police Service Aide program,
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probably because the program was presented as a means toward increased
police professionalism in general, instead of as a city budget-cutting de-
vice, as was the case in Boston. In addition, deployment of PSA's was

to result difectly in the formation of the Impact Program, with its
Robbery Strike Force and Impact patrol force. To many officers, these
new assignments were desirable. Also, the Chief placated most fears

of layoffs and‘rep1acements by the simultaneous hiring of offic. "s.
Furthermore, the new union was somewhat distracted by more immediate
issues of a new work schedule, pay raises, and court overtime pay. Fi-
nally, the support of the City Manager was both essential and instru-

mental in the successful implementation of the PSA Program.*

4.4 SELECTION AND TRAINING

The selection and training ot PSA's was undertaken with extreme

care and planning.

SELECTION PROCESS

“After passagz of an ordinance by the City Council creating the
Police Service Aide position (a job description was included in the
Tegislation), the City Manager appointed a committee of three to se-
lect candidates from among the applicants. The Selection Committee
consisted of the Chief of Police or his representativé, the Director

of the Wortester Regional Law Ehforcement Committee, and the Head of

* worcester has a City Manager—Counc11 type of government. How-
ever, the current City Manager has been in office for many years, and
is therefore in a very strong position.

P T
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the Department of Personnel for the City. In addition, a member of
the Human Rights Commission and the Police Internal Affairs Division

(for background investigations) were present at the interviews as

participating, but non-voting members.

The Police Service Aide job was advertised in loral newspapers.

Applicants had to fit the following qualifications:

e be between 18 and 35 years old

¢ have a high school diploma or G.E.D.

® have no felony convictions

e have a driver's license and a safe driving record

® be a resident of Worcester

Worcester already had Community Service Officers (CSO's) as part
of the Model Cities Frogram. Several of these individuals were in-
terested in becoming Police Service Aides because of higher pay and
closer associatioﬁ with police work, but some of them did not have
high school diplomas. As a result of CSO interest and the views of
citizen groups in the Model Cities area, the educational requirement
for Police Service Aides was modified. In lieu of the high school

diploma, the application provided for a 50-word statement explaining

why the appTicant wanted to be a PSA. Since PSA's would be required

to write many reports, this statement weighed heavily in the decision
process.
Applicants were judged and given points on the basis of applica-

tion, appearance, poise, interest, and understanding of the job

T R g o
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description. Forty-four were recommended by the Committee and accep-

ted by the City Manager, who also requested that one other person be
added to the 1ist.

Their background is varied, including ten with experience as civilian

employees of the Pclice Department (eight Community Service Officers

and two dispatchers); two with other police-related experience; two

with work experience in social agencies; four with medically related

experience; three former college students; seven with clerical skills;

four with sales experience; four former factory or construction workers;

and five with other miscellaneous experience.

Exhibit 4.2 presents a profile of the 41 Police Serv1ce A1des as

of June 1975. The average age is 22.5; 40% are female; the minority

representat1on is 12%; and only 32% are married. It 1is interesting

to note from Exhibit 4.3 that in terms of educational level, PSA's

compare very closely with officers in both patrol and investigative

units.

TRAINING

Exhibit 4.4 contains the subjects and number of hours of Po]fce
Service Aide training. PSA's received 303 hours of trairing over an
eight-week period, which included three weeks of on-the- ~job training.
Although a class of officer recruits was going through training at
the same time, ‘the two groups were trained separately, except for
Joint attendance at some guest Tectures. It was felt that PSA's

should not be given as intens 3 training as police officers, so

As of June 1975, 41 PSA's remained in the Program.
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Exhibit 4.2

PSA Profile

Police Service Aides

(N=41)
AGE (years)
Minimum 19
Mean 22.5
Maximum 34
SEX (%)
Male 61
Female -39
RACE (%)
White 88
Black
Puerto Rican
MARITAL STATUS (%)
Married 32

68

Not married
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Exhibit 4.3

Highest Level of Education Completed

Patrol PO Investigatijve PO Police
. Service
Motor Detective Aides
Percent Impact Patrol Impact Bureau
Answering: (N=18)  (N=41) (N=14) (N=14) (N=41)
High school
(G.E.D. certifi- .
cate) or less 33 27 21 21 22
Some college but
did not graduate 50 56 44 51 54
Graduated from-
technical school
or junior college 6 7 21 14 10
Graduated from
college (B.A.,
B.S., etc.) 6 5 0 0 5
Some graduate.
work 6 5 14 0 7
Graduate degree 0 0 0 0 2
No answer 0 0 0 14
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Exhibit 4.5
Exhibit 4.4

PSA Perception of Training

PSA Training

% HOW WOULD YOU RATE THE PSA TRAINING IN TERMS OF PREPARING YOU FOR

g ~ THE PSA JOB?

!

. Hours :
subjects ] | Police Service Aides Assigned to:
Orientation ) ‘ Impact Motor |
Role of Law Enforcement i Patrol  Patrol  Communications Ambulance {TOTAL
Department Rules and Regulations 2 | | Percent Answering: | N=T2)  (N=To) (N=2) """ ""(n=6)  [(N=aT)
: 2 é % . -
Court Trials o ) ! Excellent 25 37 50 49 37
Defensive Driving . g i
Traffic and Crowd Control : § j Good 1 53 50 17 44
Testifying in Court . § t Fair 17 10 0 17 2
Accident Investigation ) ' Poor - R . 0 . ;
Mentally Disturbed Persons ! H ;
Community and Department Relations :2 % No answer 0 0 0 | 17 2
P
Review of Training | )
Report Writing and Note Taking, Interviews ]g I
_ i , . . . . R,
Administrative Details ;5 ! One important issye in the training of civilian personnel so closely
Massachusetts Law and City Ordinances 18 I integrated into the police department is the on-the-job training with
rirst Atd 132 L 5@ police officers. ‘Many of the PSA's said that the on-the-job part of
On-the-Job Training —_— L L :
Total Hours 303

; | training was most helpful, while others cited a “1ack of specific direc—

| tion or assistance® and the absence of meaningful work. Some Police

Service Aides reported hostility from officers--for example

that they would not think they had the proper training to perform

» @ few of-
| e Ficers refused to Tet PSA's use the radio or do anything but observe.
police-related functions of law enforcement.

ked to rate their training in terms of preparing them for And, as one PSA put it, "When you put a PSR with an officer that the
~ When asked to

fh ir work, 81% said their training was either excellent or very whole force considers a dud, then it's a waste of time and money,"
eir work, 81% '

The Worcester experience points out the need for careful selection of
good (see Exhibit 4.5).

officers to provide on-the-job training and for close monitoring ¢f ac-
tivities to assure g pfodug;ive training period. Overall, Worcester's
PSA training pregram was a success.
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On May 1, 1974, Worcester's first civilian patrol force was offi-
cially deployed in its own specially marked vehicles. Uniformed but -
unarmed, and without the power of arrest, they assumed responsibility
for all calls of a service nature which occurred between the hours of
10 a.m. and 2 a.m. The next three chapters discuss PSA's job perfor-
mance, client reaction, and jdb satisfaction, respectively. Specific

quantitative performance measures are detailed in Chapter 11.
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5 _POLICE SERVICE AIDE: JOB PERFORMANCE

This chapter s review of PSA performance draws upon the findings
of the anonymous surveys of PSA's and patrol and investigative PO’ Ss
the impressions developed from the 11m1ted participant observation task;

and the detailed analysis and observation of the dispatch function.

Unfortunately, there is no systematic procedure within the Worcester

Police Department (WPD) to evaluate PSA's or even PO's; thus, no com-

parative analysis of PSA and PQ performances can be undertaken. How-

ever, a Timited survey of citizen reaction was conducted; the results

are summarized in Chapter 6. In addition, quantitative performance

measures such as workload and utilization factors are contained in
Chapter 11.

In this chapter, wevfirst discuss the Police Service Aide role
in the WPD, then review jaob performance in terms of PSA and PO reac-
tions. It should be remembered from Section 2.1 that out of the 41

PSA's under consideration, 31 are assigned to patrol, six to ambu-

lance duty and four to communications. Unless otherwise stated,

the discussions in this and the following chapters are focy

cussed
the patrol PSA's.

-

Ofi

5.1 ROLE DEFINITION

The role that the PSA's have assumed in the WPD can best be dis-
cussed in terms of the stated guidelines and the range of assignments

that they have actually been d1spatched to hand]e As mj

gt be expected,
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the radio dispatchers have played a major part in the evo1vjng defi-
nition of the PSA role through their interpretation and impjementation

of the guidelines.

GUiDELINES i
A set of guidelines was pub]iShed by the Chief defining appropri-
ate tasks to assign to Police Service’Aides on motorized patrol; they
are reproduced in Exhibit 5.1. They specify that PSA's are to assist
sworn officers by replacing them on non-crime service calls whenever
practical. It is emphasized that PSA's are not to respond to any
caTTs involving disturbances which could result in arrests. If, af-
ter arrival at the scene, the Police Service Aide determines that
the incident is crime-related or serious enough to need an officer's'
attention, a sworn officer is to be called in. Simitarly, officers
are to turn Tower-priority servicg calls over to Police Servidé Aides.
When no PSA's are available for dispatch, calls for non-crime services
are to be held "for a reasonable time" rather than assigned to a
sworn officer (except, of course, in emergehcies).
In order to illustrate which particular tasks were to be handled
by PSA's, Worcester developed a specific set of guidelines based on
the radio call classification scheme. Exhibit 5.1 depicts the radio
calls to be served by PSA's, Howe&;r, in general, the radio call clas-
sifications describe the nature of the problem rather than the type
of service required. Therefore, in comparing the classifications Qith

the guidelines, certain ambiguities become apparent. For example,

bt i e
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Guidelines for Incorporating Police Service Aides into the Police
Department Operation

- Police Service Aldes are designated to assist the Poli
Officer by performing those duties which do not requi vl
of a sworn police officer. Auire the service

- Rt S gssigned any call
where there ig any type of disturbance which could rgsult ig an

arrést, such as felonies, fight ; . .
disputés. ’ gnvs, drunk disturbances ang family

. They will work in their respective sector
Wilth the officer on patrol in the same sector and
where ever bpracticable such as: inves
dents, relieving the route officer wh
minor accident where there is no seri

S8 in cooperation
will assist hinm
tigeting motor vehicle acci-
érever possible such as g
ous injuries involved.

They will assist the patrol officer at fi

. ] btk res in the re-
routing of traffie, relieving an officer wherev

assistanae:is;ﬁee&eﬁ by any citizen.

When an Aide has been sent to what hos

i been interpreted as
a service call ang after arriving at the scene, :

learps that it is

E disturbance ang
could better pe handled by an officer, he shal]l call for assistance

from the route officer or sector sergeant and be guided by his
|

. When the route officer has been sent to 3
having arrived finds that it is a service call hioh souhy fotoT
t;me.consumlng and is not of an emergency natu
the.Serv1ce Aide in the area %o handle such call if the Aide is
available at the time, thereby relieving the osfiec
duties which may be of

which could bve

The Radio Dispatcher will use Service aides to-
‘ ¢ answer all
Service calls except when there is no aide available in which "
case he will dispateh a regular patrol car to the service call.

The Radio Dispatcher will hold calls for = r
whepeytherg is no aide immediately available to answy
until an aide in the area is available except those
natgre where it is imperative that Souneone respond s
accildents, fire alarnms, injuries, ete,

easonatle tine

of an emergency
uch as:
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Exhibit 5.1 (page 2 of 3)

Radio Complaints - Service Calls

The following list of Radio Calls are a sample of the types

of calls which are expected to be handled by Police Service Aides.

SNOW COMPLAINTS

NOTIFICAiiONs

ASSIST CITIZEN

FIRE ALARLS

NOISE COMPLAINTS

MOTOR VEHICLE ACCIDENTS

ANINMAL COEPLAINTS

STOLEN AND LOST PROPERTY
RECOVERED PROPERTY

STOLEN AND RECOVERED
VEHICLES

MISSING PERSONS

SICK PERSONS

INJURED PERSONS

Notifying tenants to shovel walks and
suomitting report on results.

All kinds such as: death in family,
children arrested by police or outside
agencies, children injured, found, etec.

Assist citizens whenever pogsible and
within scope of authority and jurisdic-
tion. :

Assist police officers in re-routing .
traffic also checking box alarms to
determine validity of alarm.

Check various noise'complaints, with
the exception of:Those noises which
could be caused by a criminal action.

Investigate minor motor vehicle acc-
dents and submit reports. Assist
police officers at the scene of motor
vehicle accidents.,

Lost, stolen animals, investigate and
submit report.

Investigate'and submit reports.

Investigate and submit report, and
turn into Supply Room unless directed
to do otherwise by a police official.

Investiéate and submit reports

;
Assist poiicé officers in locating.
Obtain descriptions and submit reports
for all points bulletin.

Provide transportation to hospital
when needed or home or doctors office.

Administer First Aid when needed, and
provide necessary transportation. "Also
investigate and submit reports.

[SPSEOP—

SR —

e e <t ek e et rn e A et e,

T et i

’
et e o A

DEFECTIVE STREETS AFD
SIDEWALKS

AUTOMOBILE OBSTRUCTING

PARKED OR ABANDOYED
MOTOR VEHICLES

CHILDREN COMPLAINTS

RUBBISH COMPLAINTS

5-5

Exhibit 5.1 (page 3 of 3)

Investigate and make reports. Notiry
area sergeant if serious enough to

justify the closing of the street or
sidewalk.

Investigape and attempt to have moved
Py owner 1if possitle. If unable to
dave moved call route car or sector
sergeant for assistance.

- Investigate and attempt to have moved
if possible. Submit report.

Children playing in street, disturbing
neighbors while playing, sliding in
street, etc.

Investigate and attempt to have

removed or picked up. Submit report
on results,

Detailed procedures for handling the above duties will be

forthcoming.

JJH:imkk

b

lon
Acting Chief of Police

r (/H’Perlii;:iinm ) "1 o
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vandalism, not Tisted as a PSA type call in the guidelines, is most
often a case of simply taking a report. In such cases, a Police
Service Aide can (and does) serve as well as a sworn officer. Van-
dalism in progress, on the other hand, clearly requires the presence
of a sworn police officer. Most of the ambiguities in these classi-
fications can be resolved by judicious screening and categorization
by the complaint clerk. The actual proportion of ambiguous classifi-
cations is discussed in the next subsection.

In general, the broad guidelines have remained intact. As the
Impact Program progressed, certain guideline clarifications have been

issued as the need arose. Specifically,*

¢ PSA's would not investigate hit and run accidents. This
vould be reserved strictly for the route officers.

e PSA's would not investigate any breaks, either commercial
or residential. This would be reserved strictly for the

route officers.

¢ PSA's would not respond to any type of burglary alarm. If
they happen to be in the vicinity of the alarm, they may
park a distance away from the building involved, for ob-
servation purposes; also for the purpose of possibly
obtaining any descriptions which could be forwarded to
the dispatcher or officers responding to the call.

& PSA's sent to investigate larceny complaints will, upon
arrival, call the communications sergeant to be advised
as to whether or not it is the type of Tarceny which can
be reported by them. This is for the purpose of exercis-
ing some type of control over this particular type of
crime, reserving the more serious type of larceny to be
investigated by the route officers.

* Frem 5/14/74 memorandum by Captain John H. Hughes, Commander,
Impact Unit, to all Impact officials.

e L

et A b it £ 5
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Additionally, PSA's were restricted from responding to any type of
calls from the Great Brook Valley housing project, a low-income,
public housing project, where their safety might be endangered.

It is interesting to note that as time has progressed, the
scope of PSA type calls has not only become more focussed, but also
more limited. Part of this 1imiting process has been to insure PSA
safety. But, part of it reflects a growing feeling in the police

union that PSA's may be infringing upon police tasks.

DISPATCHING

In a strict interpretation of existing guidelines, we have at-
tempted in Exhibit 5.2 to assign all radio calls to four server
categories: PSA-only, PSA-assist, PO-only, and ambiguous. We then
analyzed in detail a week's worth of dispatch data to ascertain the de-
gree of cross dispatching; this analysis is summarized in Exhibit 5.3.
It is seen that the PO-only category is the only one that is without
uncertainty in terms of assignment; this is expected, since PO-only
calls are usually clearly criminal in nature. The ambiguous category
accounts for 21% of all calls of which slightly less than a half are
assigned to PSA-only, while the PSA-only category contains 31% of all
calls, of which a third is assigned to PO-only. The point here is
that radio call classifications a]éne cannot be used to ascertain the
type of server to send. Despite this fact, have dispatchers been able
to "correctly" assign the right type of server to a call based on the

total information contained on a radio call card (see Exhibit 5.4)?
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Radioc Call Assignments Based on Interpretation of Existing Guidelines

UNCLASSIFIED . . . . . . . S e e e e

ROUTE ASSIGNMENTS

Report to Headquarters, Precinct I, etc. .
Standby (Precautionaries). . . .. . . . .
Assist, Meet, Pick Up Officers . . . . . .
Pick Up Papers, etc. . . .. .. ... ..
Escort Duty. . . . .. .. .. ......
Snow Complaints. . . . .. ... ... ..
Guard/Transfer Prisoners . . . . .. . . .
Found/Recovered Property . . . . .. . . .
Notifications. . . . . . . .. ... ...

ALARMS

House Alarms . . . . . e e e e e e
ADT Alarms , . . .. . ... .. e e
Car Alarms (Burglary). . . . ... .. . .
Fire Alarms. . . . . .. ... ... ...
Bonfire. . . . . ... ......... .

Disorderly Gang. . . . . .. ... .. ..
Fight. . . . .. .. ... .. ..... . .
Drunk. . . ..o L

Children Disturbing (Playing in Street). .
Discharging Firearms . . . . . . . . . . |
Noise Complaints . . . . ..., ... . ..
Rubbish Complaints . . . ... .. .. . |
Animal Complaints. . . . .. . . . . e
Domestic Trouble (Include Child-Beating) . .

NONCRIMINAL INVESTIGATIONS

Open Door/Window/Lights on in Building . . .
Defective Streets/Walks/Wires. . . . . . .
Licenses/Permits . . . . . e e e e e e

PSA PSA PO

i

ONLY  ASSIST ONLY AMBIGUOUS

X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X

X

x

Exhibit 5.2 (Continued) 5.9

500

510
511
512
520
521
530
531

540
550
551

570
571

580
581

600

601
602
603
604

700

/10
720
730
740
750
760
762
770
780
790
791
799

800

811
812
813
814
830
840

900

920
930
940
950
960
970
980

ALL POINTS BROADCAST
Stolen Car . . . . ., ., . . .

Recovered Car. ., . . . e e e e e
Stolen and Received Car. . . . . | 1 "
Wanted Car . . . . . . e e e e e e e
Located Car. . . . ., [ .7
Missing Person . . ., ., .. . ' e e
Located Person . . . ., [ . 1
Wanted Person/Suspect. . . , . . . . .’
Missing Patient. . ., . . [ "
Located Patient. . ., . . . ... ‘"
Escaped Prisoner . , ., [ 011
Apprehended Prisoner , . . . I 1 01T
Lost/Stolen Plates . . . . . . . . @'
Recovered Plates . . . . . . [ .. %'"

MEDICAL CASES

Sick Person. . . . ..
Injured Person . ., . [ 00T
Dead ‘ersom. . . ... ... . """

Overdose . . . ., . . .. "

INVESTIGATIONS
Homicide . , . . . e e e

Rape ... . . .. .. e e e e

Armed Robbery. . . . . . /.

Unarmed Robbery. . . . [0 1T
Larceny from Motor Vehicle . . ., ., .. . |
Attempted Larceny of Motor Vehicle . . . .
Breaking and Entering Dwelling . . . . . .
Breaking and Entering Commercial . . . . |
Bomb Threat. . . ., )~ " "7 1

Bombing. . . ... . .|

TRAFFIC INCIDENTS

Auto Accident with Property Damage . . . .
Auto Accident with Personal Injury . . . .
Auto Accident with Hit and Run . , . ., .

Auto Obstructing . . ., . . .

Traffic/Parking Violations . . . . | | .
Abandoned Car (Empty). . . . . . .| Ce .

CRIMES IN PROGRESS

Rape . . . .., ., ... . T, e

Assault. . . . . . e e e e .

Larceny. . . . . . .

PSA PSA - PO

ONLY ASSIST ONLY AMBIGUOUS

I8 & o & o o o o

---------

Narcotics Offenses . . . [ . . | .. 1"

- L ] -

Armed Robbery. ., , , , . . . 1" T e .
Unarmed Robbery. . . ., . . . . e e e e
Breaking and Entering.DQeil%né : : : : : :
Breaking and Entering Dwelling . . . . ., . .

X

X

X
X
X

X

X
X
X
X

X

X

X X

X X
X
X
X
X
X
X
X
X
X
X
X
X
X

X

X
X

X

X
X
X
X
X
X
X
X




Exhibit 5.3

Cross Dispatching Statistics

PERCENT OF ALL RADIO CALLS
THAT ARE ASSIGNED gO {DURING
1 - 0200 PER
RADIO CALLS THAT 000-0 BgTH 10D) —1T—f
SHOULD BE ASSIGNED To@2 PSA PO & | po
- ONLY PSA ONLY {I TOTAL
PSA ONLY 13 8 10 31
PSA ASSIST 1 1 3 5
PO ONLY 0 0 43 43
AMBIGUOUS 9 1 1 21
TOTAL 23 10 67 100

a Based on interpretation of existing guidelines (See

Exhibit 5.2),

b Based on radio call anal
1975; number of radio ca

ysis during week of April 22-28,

11s for 1000 - 0200 period was 83%

of total for 24-hour period.

0L-~g
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Exhibit 5.4

Example of a Completed Radio Call Card‘
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To find the answer, we further analyzed the categories in Exhibit
5.3 and undertook a complete week of observation at the Communica-
tions room.

With regard to PSA or service type calls that are assigned to

PO's, we have found that the following factors (in descending order

of importance) account for the cross-over:

e Unavailability of PSA units

9 Call is a medical emergency that requires a nearest car
assignment ~

e Call requires the legal powers of a police officer

e Call is actually self-initiated by a police officer
e Call is in a neighborhood that is dangerous to PSA's
s Dispatcher error

e Complaint clerk error

In instances of ambiguous calls, dispatchers tend to err conser-
vatively (i.e., assign a PO instead of a PSA unit when in doubt). How-
ever, during periods when PO's are extremely busy, some dispatchers do
assign PSA's to questionable calls.

Dispatcher competence is another factor contributing to the pro-
per assignment of PSA’s. Five criteria were observed to separate the
good dispatcher from those who needed improvement: 1) a knowledge
of PSA guidelines; 2) a knowledge of the motor route boundaries; 3)

a sense of priority for calls; 4) an abi1ity to keep track of the

available units; and 5) an understanding of the use of the VU meter.

aggravating factor.

5-13

The first criterion seems to be the least source of confusion. By
remembering "reports, transportation, and whenever a police officer
requests one," a dispatcher is able to properly assign a PSA nine
out of ten times. When observed, all but the most inexperienced

dispatchers displayed a good knowledge of the whole PSA role. Know-

¢
J
1
|
1
1
ledge of the motor routes and the development of a sense of priori-
ties about incoming calls are also a simpTe question. of experience.
These two criteria are the primary objections which officers have
against civilian dispatchers.' Because PSA's had been assigned to pa-
trol, police officers feel that PSA's can perform the dispatch func-
tion effectively. (Interestingly, the one non PSA civilian dispatcher
seemed not to have any problems with remembering motor routes and being
able to prioritize cails.) The last criterion, use of the VU meter, is
a relatively trivial point which makes a big difference to the units
in the field. By watching the meter, a dispatcher can adjust his tone
so that he can be heard audibly and without distortion. Both PSA's and
PO's who are regarded as good dispatchers are uniformly careful about
this; those who are regarded as poor dispatchers have problems here.

Finally, dispatchers who dislike their assignments the least
Tearn more about how to perform their function and are, 1in the end,
much better than other dispatchers. 'This holds true independent of

whether a dispatcher is a PO or a PSA. The current perception by some WPD

personnel that communications duty is a punishment is, of course, an
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ACTIVITIES

The types of service provided by PSA's are detailed in Exhibit
5.5. The greatest portion of their activity (63.9%) is report taking,
primarily auto theft and malicious mischief which are crime reports.
Other reports include motor vehicle accidents, larcenies, missing
persons, and animal complaints. An additional 17.3% of PSA activity
involves transportation of persons, papers, and property. It should
be noted that 7.5% involves intradepartmental transportation, and
this does not include the activity of one Motor Patrol PSA who is
always assigned to mail duty. Our observations suggest that there
is a certain amount of unnecessary transporting of WPD personnel and
papers. It is uncertain whether the PG's were performing these duties
to the same extent before the deployment of the PSA's. At any rate,
some PSA time can be saved by controlling and 1imiting requests for

transportation.

9.2 SELF APPRAISAL

As part of our anonymous surveys, we asked both PSA's and PO's
how clear they thought PSA guidelines are; Exhibit 5.6 summarizes the
results. Combining some percentages, it is seen that of patrol PSA's,
35% think the guidelines are less than clear; as compared to 55% of
patrol officers. Clarification of such ambiguities to the patrol
force is central to the success of the PSA program. It is interest-
ing to note that 100% of the PSA dispatchers do not find the guide-

lines at all ambiguous; 50% of them said the guidelines are very

Exhibit 5.5

PSA Activities

Percent of all Radio Calls
Served by PSA ,

—
.

Report Taking

Stolen motor vehicles
Malicious mischief
Motor vehicle accidents
Larcenies

Missing persons

Animals

Transportation

Intradepartmental
Sick/injured citizens
Found/recovered property

Assist Citizens

. Disorderly

Car Blocking

Notifications

Traffic Direction at Fires
Precautionary Standbys

Noise Disturbances

63.9 percent

-31.2
11.5
10.0

5.7
5.0
0.5

17.3 percent

7.5
7.3
2.5

9.2 percent
2.2 percent
2.2 percent
2.0 percent
1.5 percent
1.0 percent

0.7 percent

BT A

TOTAL

1100.0 percent




HOW CLEAR ARE THE
BY PSA'S?

Exhibit 5.6

Clarity of PSA Guidelines

DEPARTMENTAL GUIDELINES THAT INDICATE WHICH ASSIGNMENTS ARE TO BE HANDLED

PSA

* PATROL PO

Imp [ COMY  AMB | TOTAL Imp MP
PERCENT_ANSHERING: N12)  (19)  (4=4)  (W6) | (W=a1) | (N=1B) (a1
VERY CLEAR 2 16 50 33 20 | 22 8
CLEAR 33 2 50 g7 45 33 30
SOMEWHAT AMBIGUOUS OR .
CONFUSING AT TIMES 25 ¥ 0 0 24 4w
VERY AMBIGUOUS OR CONFUSING | ¢ 5 0 0 2 6 12
NO ANSHER 0 0 0 0 0 0 6

\

91-¢
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clear. Dispatchers seem to feel surer about the clarity of the guide-
Tines than do any other PSA's. Ambulance PSA's, whose task is especially
well defined, are the next most sure about the guidelines. Special af—
tention was paid to dispatching during the first weeks'of PSA dep]q&ment
by the Director of the Worcester Regional Law Enforcement Committee and
the Captain in charge of the Impact unit. By correcting and clarifying
dispatcher errors made early in the implementation phase, potential prob-
Tems in this area seem to have been held to a minimum.

Other performance questions that were asked of PSA's are contained
in Appendix B, Exhibits B.2 and B.4. A comparable set of results for
PO's is contained in Appendix C, Exhibits C.5 and C.s. Noteworthy points

include:

® PSA's in general feel that dispatchers are much better at fol-
Towing the guidelines now than they were a year ago. PO's are
less positive about this.

® There is general agreement that PSA's rarely request the assis-
tance of police officers when it is not needed.

® PSA's feel that they call for officers because they needed as-
sistance somewhat more often than the officers feel they did.

® PSA's ‘and officers agree that PSA's rarely neglect to call a po-
lice officer when they need one.

¢ Over 30% of patrol PSA's answering the question felt that PO's

called for PSA's when they should not have. Officers did not
feel this was so.

¢ Officers and PSA's agree that P0's rarely neglect to call a
PSA when they need one.
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Exhibit 5.7 shows a 1ist of services provided by the WPD and
the proportion of respondents within each group who feel that the
service can be provided by PSA's. Of the activities currently assigned
to PSA's by tha2 guidelines, only illegal parking complaints and noise
complaints have low PSA response rates. Of those activities not assigned
to PSA's by the guidelines, Tarceny reports and past burglary reports have
the best PSA response: almost 80% of PSA's feel that they can perform
such tasks. Patrol officers are mere dubious; only about 25% of them
agreed. And investigators are really negative about the use of PSA's for
what they probably see as an investigative task. Summarizing the responses,
PSA's tend to be most positive about their ability to handle tasks,
followed by Impact officers, both patrol and investigative, then the
Motor Patrol officers, and finally the Detective Bureau officers.

There is some feeling on the part of the PSA's, both male and fe-.
male, that females are treated differently from males in terms of as-
signment, dispatching, and protectiveness by police officers. Many o%ﬁ
the male PSA's are resentful of the fact that the women were hired to \\\\
do the same job and receive the same pay, but do not do exactly the Xi\
same work. The most obvious example of this is the ambulance duty. Two
of the women with medical training (i.e., a licensed practical nurse
and an operating room technician with military experience) felt they Y
could handle they duty and that their experience would be valuable to fhe
ambulance unit. They were refused the assignment because they “couldn't:

1ift enough weight."

L
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Exhibit 5.7

Activities Deemed Appropriate for PSA's

BELOW IS A LIST OF POLICE ACTIVITIES. NEXT TO EACH ACTIVITY, PLACE AN
POLICE SERVICE AIDES SHOULD REPLACE POLICE OFFICERS IN PERFORMING THAT

OPINION, NOT THE DEPARTMENT GUIDELINES.

"X" IN THE BOX IF YOU THINK
ACTIVITY. USE YOUR OWN

PSA PATROL PO INVESTIGATIVE PO
IMPACT MOTOR IMPACT DB
Percent Answering With An "X": (N=41) (N=18) (N=41) (N=14) (N=14)
Writing Stolen Auto Reports 100 89 61 93 71
Writing Larceny Reports 85 50 32 43 29
Writing Robbery Reports 17 0 12 0 7
Writing Burglary Reports 22 0 15 7 7
Writing Missing Person Reports 100 100 66 86 79
Handling Past Burglaries 78 17 22 7 14
Handling Motor Vehicle Accidents 100 100 54 71 71
Handling Abandoned Autos 98 94 61 93 50
Handling I1legal Parking Complaints 83 50 24 14 50
Handling Noise Complaints 29 22 7 0 29 |
Handling Notifications 100 94 61 86 79
Handling Disorderly Males 2 0 2 0 0
Handling Disorderiy Females 5 0 2 0 0
Handling Domestic Disputes 0 0 2 0 0
Handling Victims of an Unarmed Robbery 34 6 2 0 0
Handling Down and Out Drunks 32 0 2 0 7
Standing by Stolen Autos 100 100 66 100 86
Assisting Motorists 98 100 61 100 93
Performing Ambulance Duty 90 89 66 93 71
Performing Mail Duty 85 100 71 93 86
Performing Clerical Duty (Inside Jobs) 13 89 71 100 71
Answering Assist Ambulance. Calls 93 100 71 93 71
Transporting Papers : 85 100 76 100 86
Transporting WPD Officials 68 67 61 71 71
Respending to Fire Alarms 88 89 41 86 79
Dispersing Groups of Noisy Juveniles 20 0 2 0 0
Questioning Rape Victims 39 6 5 0 0
Getting Information at Crime Scenes 46 6 2 14 7

6L-G

Lz e ay




5-20

In the assignment of radio calls, the female PSA's feel that dis-
patchers often discriminate in giving certain calls such as assisting
police officers, vandalism, bad accidents, etc. to males. In one |
instance, a male PSA observed that when something happened on a fema]é
PSA's route (adjacent to his), he was taken off his route to answer
the call. The females resent this too. They often come on the air
and say, "That's my route, I'11 take the call."

Finally, as reflected in Exhibit 5.8, PO's seem more protective
of female than of male PSA's.* On a number of occas%ons when we were
observ%hg a female PSA, one or more police officers would turn up,
unrequestad. Usually it was a routine assignment (e.g., report on
recovered stolen car; etc.). This "protectiveness" on the part of
police officers seems unwarranted, especially in light of the fact
that most PO's feel that male and female PSA's are about the same in

Jjob performarce (see Exhibit C.6(g)).

5.3 OFFICER REACTION

-During participant observation of police officers;jthe officers
who were not favorable to the PSA program made remarks 1ike "I don't
know what we'd do without the PSA's." Less favorable officers felt
the PSA's provided some assistance by answering calls-for-service, but
that officers could answer those calls without any detriment to patrol
performance. Officers with this view were not in Impact.

A definite effort was made to ride with stewards and officials

of the police union--the International Brotherhood of Police Officers

* The tendency of male police officers to be protectivé of female co-
workers has also been observed in Washington, D.C. (See P.B. Bloch, et al.,

Policewomen on Patrol, The Urban Institute, 1974.)
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Exhibit 5

Male/Female PSA Perceptions of Cooperation and Job Performance -

| PSA SEX:
PERCENT ANSWERING: Male Female
(N=25) (N=16)
HOW CLOSE IS THE COOPERA-
TION BETWEEN PSA'S AND PO'S
IN YOUR DIVISION?
Very Close Cooperation 32 63
Close Cooperation 36 19
Some Cooperation, But 2
Not Enough * "
Very Little Cooperation 4 0
No Answer 4 6
IN GENERAL, HOW DO YOU THINK
FEMALE PSA'S COMPARE IN JOB
PERFORMANCE TO MALE PSA'S?
THE FEMALE PSA'S ARE:
Much Better 0 13
Better 4 19
About the Same 48 69
Worse 40 0
Much Worse 4 0
No answer 4 0
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(IBPO). The IBPO includes only patrolmen in the union, while the

- Massachusetts Police Association, which the IBPO replaced in Wor-

cester, allows officers of all ranks in its membership. Most of

the active union leaders in Worcester are in the 1600-2400 shift

in the Motor Patrol. The union's official position is against the
Police Service Aide program, and an attempt was made during parti-
cipant observation to determine the precise reasons for this oppo-
sition. The major reason, according to union officials, is the feel-
ing that fewer additional police officers will be hired by the City
if Police Service Aides are hired. There is alsc a fear that use of
PSA's will further reduce the off-duty "pay jobs" available to offi-
cers. The personnel issue is especially true, it was thought, if
the City must pay for the program when and if federal funds for the
program are discontinued. The union position is that more officers
would be both an added safety feature and a help in strengthening
the union.

During participant observation, a difference was early noted be-
tween union rhetoric and the personal views of officers, even staunch
union members. While top union officials expressed disapproval of the
program mostly in geﬁéra] terms of police hiring, other active union
members were less oneQSided. One union stewérd said, "To be honest,
fhere are very good things about the PSA program, but nobody is going

to get up at a union meeting and defend the PSA's."”

ko gy e s
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The anonymous surveys gave both patrol and investigative offi-
cers an opportuﬁity to express their’opinions anonymously in re-
sponse tospecifichuestions. Exhibit 5.9 presents responses to the
question, "Do you think it is a good idea to have a Police Service
Aide program?" In Impact, both uniformed officers and. detectives
were unanimous in.replying that the PSA program was a good idea;
in the Motor Patrol, the majority of officers also felt the Police
Service Aide Pfogram was a good idea. The highest percentage of
negative responses came from the first half shift (1600 to 2400),
the shift with the greatest number of active union members and offi-
cers. The results of the second half shift (2400-0800) should be
interpreted cautiously. This shift overlaps only two hours with the
PSA shift (1800-0200), and many officers felt they did not have a fa-

miliarity with PSA's. However, the responses of this shift may be con-

sidered as "gut" responses of police officers, without firsthand exposure,

to the idea of PSA's. In this respect, the positive results

are significant and encouraging. It should be noted that the Detec-
tive Bureau, usually thought of as a conservative, older element in
the WPD showed a clear approval of the PSA concept.

The officers were also given the chance to explain (anonymously)
their approval or disapproval of the PSA program. The responses to
this open-ended question are categorized in Exhibit 5.10. The ma-
Jority of responses (67%) indicated that the PSA's allowed officers
to spend more time on patrol. A minority (26%) of responses were

negative, and they were all from Motor Patrol officers.




Exhibit 5.9

PO Perception of PSA Value

DO YOU THINK IT IS A GOOD IDEA TO HAVE A POLICE SERVICE AIDE (PSA) PROGRAM?
' PATROL PO

| INVESTIGATIVE PO
IMP MP (By Shift & Total) | IMp DB
0800-1600 - 1600-2400  2400-0800 | ToTAL -
PERCENT ANSWERING: | (N=18) | (N=9) (N=15) . (N=17) | (N=a1) (N=14)  (N=14)
YES 100 56 47 64 | 56 100 72
NO 0 33 47 18 32 0 21
“NO ANSWER 0 1 6 - 18 12 0 7

L be-§
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Exhibit 5.10

PO Reasons for PSA Value

DO YOU THINK IT IS A GOOD IDEA TO HAVE-A POLICE SERVICE AIDE (PSA)

PROGRAM?  PLEASE EXPLAIN YOUR AMSWER.

NUMBER OF RESPONSES

COMMENTS - IMPACT MOTOR
s PATROL PATROL
Pogitive:
1. "Allows officers more time on patrol” N 17
5. "Good training for police work" - 1
3. "Because it gets Federal money" - 1
4. "PSA's have a better attitude toward
service calls" 1 : --
Negative:
1. "Need more officers instead" - 3
2. "PSA's think they are policemen and are a \
hindrance to officers" ’ - 3
3. "Waste of moneyﬁ - 2
4. "A11 police calls should be handled by
" officers" * -- 1
5, "PSA's can't handle all problems that arise" - 1
- 1

6. "The public would rather have officers”
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‘The unanimous approval of the PSA program from Impact officers

is especially significant. Several factors probably contributed to

this result: 1) Officers were able to volunteer for Impact because
PSA's were used to reallocate police manpower, 2) Police Officers

and Pnlice Service Aides in Impact work the same hours for the same
supervisors (this is not true in the Motor Patrol), and 3) the Impact
commander implemented the PSA program in the WPD and takes special
care to see that task guidelines are ¢1ose1y followed.

The last point is supported by the perception of the cooperation
between officers and PSA's. Exhibit 5.11 shows that Impact officers and
Impact PSA's feel cooperation is much closer between them'than do Moter
Patrol personnel.

‘Additionally, we asked officers how often they thought PSA's had
improperly taken actions only officers should téke. As stated earlier,
such occurrgpces were felt to be infrequent. Even so, 13 of the offi-
cers mentioned specific examples, when asked, including: |

¢ chasing stolen cars or moving violation

e attempting to break up disturbances

@ showing up at breaks

¢ running red lights

¢ dispatch error, not turned over to PO

¢ calls whose description changed and were not turned over to PO
It should be emphasized that these are simply the officers'/perceptions

and not proven allegations, and that many of the officers d%d not




Exhibit 5.11

PSA and PO Cooperation

HOW CLOSE IS THE COOPERATION BETWEEN PSA'S AND POLICE OFFICERS IN YOUR DIVISION?

PSA PATROL PO
IMP MP COMM AMB TOTAL ImMp MP

PERCENT ANSWERING: (N=12)  (N=19) (N=4) (N=6) (N=41) | (N=18) (N=41)
VERY CLOSE COOPERATION 67 26 75 33 44 44 15
CLOSE COOPERATION 8 43 25 33 29 50 20

SOME COOPERATION, BUT NOT

ENOUGH 17 26 0 17 20 i 45
VERY LITTLE COCPERATION 0 5 0 0 2 0 20
NO ANSWER 8 0 0 17 5 0 0

Le-§
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mention any improper actions by PSA's. In the most serious case
which we could verify, the officer wrote "One PSA tried to handle

a domestic dispute and was assaulted--an off-duty police officer
saved him from injury.> The police officer arrested the assailant." '
The most common problem mentioned was that PSA's improperly pur-
sued cars: one participant observer noted a PSA's admission that

he not only foliowed a stolen car, but that when it became involved

in an accident, he detained the occupants until the police officer

~arrived. However, as documented in Chapter 11, there has been to

date only one Departmental complaint against a PSA--for not being
on assigned duty. The PSA received a one-day suspension.

Finally, in our conversations with and Timited survey of police
officials, there seems to be a unanimous feeling that PSA's are effec-
tive and are doing a good job. In fact, several high-ranking officials
have stated that most of the current group of PSA's would make excel-
Tent police officers.

In the next chapter, we will discuss another perception of PSA

performance--the client's perception.

e
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6 PULICE SERVICE AIDE: CLIENT REACTION

In determining the value of the Police Service Aide concept, the
reaction of those served by PSA's is as important as the reaction of
those who work with them, since their value is not only dependent on
their being able to assist and be integrated with police officers, but
also on their ability to serve and satisfy the public. As discussed in
Section 3.2, a very limited telephone survey of PSA clients was conduc-
ted to ascertain their reaction to the services provided. 1In addition,
a small number of PO clients were also interviewed for comparison pur-
poses. The PO clients included only those who had a service type com-
plaint which could have been answered by a PSA. This chapter discusses
the results of the survey of these PSA type clients. It must be remem-
bered at all times that the results are based on a survey of only 221
residents of Worcester, representing approximately one out of every 815
residents. However, the results are significant in that they are not
ambiguous: They reflect clear expressioné of satisfaction with and ac-
ceptance of PSA's.*

The chapter is divided into three sections, dealing respectivé]y
with information regarding the survey sample, the satisfaction of cli-
ents, and the preference of clients. A summary of the client survey
results is contained in Appendix D. The actual survey instrument is
included in Appendix A. Some of the exhibits in Appendix D are repro-

duced in this chapter for convenience.

* These results were also substantiated by our 1imited participant
observation findings.




6.1 SURVEY SAMPLE

As stated in Section 3.2, time and resource constraints dictated
that the size of the client survey be Timited to no more than 225 tele-
phone interviews. This then constrained our flexibility in selecting
the sample and our success in having the sample be representative of

the service type of calls-for-service and of the population at large.

SAMPLE SELECTION

Because of the sample size Timitation and our need to answer cer-
tain questions regarding the services provided by the different types
of servers, we decided at the outset that of the 225 telephone inter-
views, 50 of them were to be with clients who were served by female
PSA's only, 50 by male PSA's only, 50 by police officers (PO's) only,
and 35 by ambulance PSA's, and the remainder (i.e., 40 of them) jointly
by PO's and PSA's. 1In addition, we wanted to have the PSA and PO
samples to be as répresentative of the service or PSA type of calls~for-
service as possible. In actuality, 221 clients were interviewed; 52
of them were assisted by female PSA's only, 72 by male PSA's only, 48
by PO's only, 31 by ambulance PSA's, and 18 jointly by PO's and PSA's.
Although an actual telephone interview took no more than 20 minutes,
considerable effort was expended in getting the proper and valid tele-
phone information. Telephone data on fhe final 221 respondents were
developed from information contained on radio cal] cards and pink dis-

position slips of three different weeks during the months of April, June
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and July, respectively. There was no explicit selection of respondents

during the first two weeks--we tried to get as many completed telephone

interviews of service type calls as was possible. A slight selection

of respondents was made during the third week to adjust primarily for

the calls-for-service mix--we had many respondents who were involved
in traffic incidents. Also, it should be noted that ali interviews

were conducted within a month after the corresponding occurrence of in-

cidents. As a result we found few respondents who had severe memory

probiems.

The difficulties we had in obtaining the survey sam
in Exhibit 6.7

ple can be seen
» Which summarizes for a sample week the steps we had to

take in order to conduct the telephone survey. First, we reviewed a
printout of a}] calls-for-service during the sample week and narrowed

the Tist down to 43% of all calls; this represented calls that were of
a PSA or service‘type. Next, we reviewed for eacir ¢f these calls the
complaint information contained on the radio call card (filled out by

a complaint clerk) and the corresponding pink disposition slip (filled

out by a patrol PO or PSA) to find any telephone relevant information

(i.e., a name and/or address), Although, as can be seen in Exhibit

5.4, the radio cal] card does have the space to record name and ad-

dress information, the information is often missing, Similarly, tele-

phone-relevant information js often missing on the corresponding pink
disposition slip, a sample of which is shown in Exhibit 6.2. The net

result of reviewing both the radio cards and pink slips was th




Number of Calls
by Server Type

Number of Calls
with Telephone-
Related Infor-
mation

Number of Calls
with Telephone
Numbers Obtained

Number of Com-

pleted Telephone
Interviews

Total Number of
Calis-for-Service
During Week of
4722775 - 4/28/75

Exhibit 6.1

Locating A Telephone Survey Sample

2,165

Number of Calls That Are 922
of a PSA or Service Type (43%)

PSA only PO only BOthpgSA & Ambulance Uﬁﬁﬁgﬁﬁ
404 308 49 96 65
(44%) (33%) (5%) (10%) (7%)
203 94 13 75 9
(50%) (31%) (27%) (78%) (14%
135 50 11 46 6
(67%) (53%) (85%) (61%) (67%)

60 16 8 17 0
(44%) (32%) (73%) (37%) (0%)

Row Total

922
(43%)

394
(43%)
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REPORT ON ASSIGNMENT

DATE

A. R. NO.

NATURE OF INCIDENT

LOCATION OF INCIDENT

TIME RECEIVED

ACTION TAKEN

TIME CLEARED

REPORTING OFFICER

BEAT NO.

FORM 2 NOTE: Mark all items which apply.
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43% of all PSA or service type calls had telephone relevant information.
Because of misspelled and incomplete information and unlisted numbers,
we were only able to find the telephone numbers for 63% of all calls-
for-service that had te]ephoné-re]evant information--we used both name
and address directories to locate the telephone numbers. Finally,
our attempt at calling these numbers resulted in a success rate of
41%. Reasons for this relatively low rate included:

¢ No one at the number made such a complaint.

e Client not at home (three tries were made for each call--
during the day, night and weekend, respectively)

o Client no longer at the number and could not be traced

o Client could not remember the incident.

In summary then, as indicated in Exhibit 6.1, only 7 . out of 922 pos-
sible calls-for-service resulted in completed telephone interviews
based on the first week's effort; this overall success rate of 11% is
reflective of the difficulties we encountered,

The success rétes for the second and third weeks of data were
even lower because they were taken during June and July. A large per-
centage of calls during the summer months are disturbance calls which
PSA's do not handle. Also, it was more difficult to find residents at

home because of vacation schedules.

SAMPLE REPRESENTATION

As mentioned earlier, an effort was also made to have the composi-

tion of the survey correspond to the types of calls-for-service
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normally handled by PSA's. Exhibit 6.3 shows that the correspondence
is adequate, at least by the radio call classifications scheme. Note
that the comparison in Exhibit 6.3 is based on the initial radio call
classification (as specified by the complaint clerk); our telephone
survey revealed several erroneous classifications.

Although no demographic characteristics of respondents were used
as a basis for sample selection, it is interesting to note from Exhibit
6.4 :hat the respondent characteristics are as one might have expected
frdm a look at the 1970 census characteristics. Since most heads of
households in Worcester, as elsewhere, are male, the percent of male
respondents is, as expected, higher than their actual level in the popu-
lation. Also, given that few children under 18 are complainants, our
sample of respondents are older, especially those requiring medical
assistance, than as refTecte& in the census data. The race distribu-
tion of our respondents matches'that of the popu1ation, while the mari-
tal status distribution seems to be heavily biased toward married re-
spondents. Again, given the service types of calls-for-service that
we are dealing with here, it is logical that most of the respondents
are married,

In reviewing the responses discussed in this chapter, it should
be noted that not all of our telephone respondents were the actual
persons who received the services of a PO or a PSA, or that they were
the complainants who originally called for services. Of the total re-

spondents, 55% both called for and received services; 19% received




o

Telephone Survey Profile by Radio Call Classification

Exhibit 6.3

Percent of Respondents Served by: RZﬁ;?yg?l;
PO Only PSA Only Distribution
of Calls

Radio Call Classifications |ay mace | MALE | FEMALE TOTAL byHggglgg1y
(N=42) | (N=66) | (N=58) (N=124) in %
Route Assignments 10 4 11 7 24
Alarms 0 1 0 1 3
Disturbances 27 28 13 21 15
Noncriminal Investigations 0 0 0 0 0
A11 Points Broadcasts 21 40 38 39 31
Medical Cases 15 10 8 6
Investigations 0 12 10 7
Traffic Incidents 27 4 27 15 14
Crimes in Progress 0 0 0 ‘0 0

2 Based on radio call analysis during period of March 1-June 30, 1975.

8-9
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Telephone’Survey Profile by Respondent Characteristics

RESPONDENTS SERVED BY:

PSA PO AMB  PO/PSA | TOTAL |[1970 CENSUS
PERCENT ANSWERING: |(N=124) (N=48) (N=31) (n=18) | (N=221)|| - DATA
SEX i
MALE 60 69 23 50 56 48
FEMALE 40 31 77 50 a4 52
AGE
UNDER 18 2 4 0 0 2 29
18 - 29 32 3] 19 a4 31 18
30 - 54 42 44 36 56 43 27
55 - OLDER 23 19 42 0 23 26
REFUSED o 2 3 0 1
RACE
WHITE 96 94 o7 94 95 94.4
BLACK 1 6 0 6 2 4.3
SPANISH-SPEAKING 1 0 3 0 i 1.3
ANOTHER ETHNIC
g 1 0 0 0 1 0
NO ANSWER 1 0 0 0 1 0
MARITAL STATUS
MARRIED 66 47 6l 33 60 25.0
DIVORCED 5 2 7 6 5 4.7
SEPARATED 0 2 0 6 | 1.0
WIDOWED 6 6 10 0 6 8.0
NEVER MARRIED 21 %9 19 55 25 30.7
NO ANSWER 2 4 3 0 3 27.6
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services but did not originally call for it; 18% called for services
to be rendered to someone other than themselves; while 8% neither
called for nor received services, but were witnesses to the incident.
Thus, only 64% of all respondents were true clients, while the remain-
ing 26% were, sometimes involved, eye witnesses, whose perceptions and
reactions are, of course, as significant as those of the true clients.

In fact, in some cases (e.g., medical cases), the accounts of eye wit-

nesses are more reliable than those who are actually served or assisted.

Finally, a question may be asked regarding the geographic distri-
bution of the survey responses, ejther by address of incident or by ad-
dress of residence. The problem here is that without a complete geo-
graphic distribution of PSA type calls-for-service, it is impossible
to say whether the respondent distribution is representative. At any
rate, it is important to remember that the telephone surveys were of
PSA type clients (and knowledgeable eye-witnesses); it was not a ran-

dom survey of Worcester residents.

6.1 CLIENT SATISFACTION

In this section, we view client satisfaction in terms of type of
server, sex of server, and sex of respondent. In addition, we discuss

client satisfaction with the response time and the Worcester Police De-

partment.

TYPE OF SERVER

Overall satisfaction of PSA type clients is summarized in Exhibit

6.5. Of those respondents served by PSA's, 87% reported that they were

e i g
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Exhibit 6.5

Overall Client Satisfaction with Type of Server

OVERALL, HOW SATISFIED WERE YOU WITH THE ASSISTANCE YOU RECEIVED?

PSA PO AMB  PO/PSA | TOTAL
(N=124) (N=48) (N=31) (N=18) | (N=221)

PERCENT ANSWERING:

VERY SATISFIED 52 54 84 60 52
SATISFIED 35 35 10 28 31
NOT VERY SATISFIED 6 0 0 '

DISSATISFIED 6 11 6 6 7
NO ANSWER 1 0 0 6 1

either "very satisfied" or "satisfied" with the assistance they received.
This compares very closely with 89% for PO's and 88% for combinations
of PO's and PSA's. Respondents served by the ambulance were at least
94% satisfied with the service they received, but it should be noted
that the calls to which the ambulance is dispatched are different from
those to which patrol PO's and PSA's are sent. The important result of
this question is that clients feel equally satisfied with the services
provided by PSA's as with those provided by PO's in response to the
types of calls presently handled by PSA's.

In addition to overall satisfaction, respondents were asked abc
two more subjective indicators--how well they were treated, and how
standing was the server of their feelings. Results of these two que

are contained in Appendix D, Exhibit D.5. Again, there was little variation
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between the two types of servers. Qf those respondents served by PSA's,
97% felt they were treated quite well or very well during that particu-
lar incident. This compared with 94% of those served by P0's and TOO%
of those served by combination of PO's and PsSA's. Similarly, 90% of
respondents served by PSA's and 90% of those servad by PO's felt that
their server was understanding or very understanding. No difference

was noted in the way respondents felt they were treated by PSA's and

PO's in the services usually provided by PsA's.

SEX OF SERVER

Further, differences in perreived quality of service provided by
male and female PSA's were examined. FExhibit 6.6 shows that there is
no significant difference here either. Overall, 92% of the respondents
served by females were either very satisfied or sat1§fied with the sepr-
vice they received, as opposed to 85% of those served by males. 0f
those served by females, 98% were treated very well or quite well, as
opposed to 96% of those served by males. Respondents in 86% of the
1ncident$ Surveyed felt that a female was either very understanding

Or understanding of their feelings, as opposed to 92% of those served
by males.

SEX OF RESPONDENT

./, female re-

spondents seem to be only sTightly more satisfied with the assistance

they received, as compared to their male counterparts.,

T e e [P
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Client Satisfaction by Sex of Server

PERCENT ANSWERING:

SEX OF PSA SERVER:

FEMALE MALE
(N=52) (N=72)

TOTAL
(N=124)

BGERALL, HOW SATISFIED WERE YOU WITH THE A

SSISTANCE YOU RECEIVED?

VERY SATISFIED
SATISFIED

NOT VERY SATISFIED
DISSATISFIED

NO ANSWER

59 47
33 38
4

4 7
- 1

52
35
6

1

HOW WELL WOULD YOU SAY THA

T YOU WERE TREATED IN THI

S INCIDENT?

T

VERY WELL 73 70 71
QUITE WELL 25 26 26
NOT VERY WELL - 4 2
POORLY 2 -- 1
HOW UNDERSTANDING OF YOUR FEELINGS WAS THE PSA?
VERY UNDERSTANDING 51 60 57
UNDERSTANDING 35 32 33
NOT VERY UNDERSTANDING 4 4 4
DON'T KNOW , 3 3
NO ANSWER 6 1 3
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Exhibit 6.7

Client Satisfaction by Sex of Respondent

. ~ SEX OF RESPONDENT: :
PERCENT ANSWERING: AL EEALE 0T
(N=167) (N=54) (N=221)
OVERALL, HOW SATISFIED WERE YOU WITH THE ASSISTANCE YOU RECEIVED?
VERY SATISFIED 57 59 57
SATISFIED 31 33 31
NOT VERY SATISFIED 3 4
DISSATISFIED 8 4 7
NO ANSWER 1 0 1
HOW UNDERSTANDING OF YOUR FEELINGS WAS THE PSA/PQ?
VERY UNDERSTANDING 63 52 60
UNDERSTANDING 29 - 35 31
NOT VERY UNDERSTANDING 4 4 4
DON'T KNOW/NO ANSWER 4 10 5

RESPONSE TIME ‘
One of the most important aspects of police work from the public's

viewpoint is the response time (i.e., the timé from when a call-for-ser-
vice is made till the time a patrol unit arrives at the scene of the in-
cident). In the case of P3A or service type incidents, it could be hy-
pothesized that response time may not be as important a consideration.
This hypothesis 1is feinforced by our limited survey resylts. .As indi-

cated in Exhibit 6.8, 86% of all respondents were very satisfied or
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satisfied with the response time, even though the median "perceived"
response time was a little Jess than 15 minutes. Also, té]ephone
survey respondents often commented that they didn't expect the police
to arrive immediately unless it was an emergency; even those who waited
up to an hour in non-emergency cases were quite satisfied. Consequently,
client satisfaction is often a matter of expectation.

| Exhibit 6.8

Response Time Satisfaction by Type of Server

TYPE OF SERVER \
| PSA . PO AMB  PO/PSA | TOTAL
PERCENT ANSWERING: (N=124)  (N=48) (N=31) (N=18) | (N=221)

HOW LONG DID IT TAKE FOR THE POLICE TO ARRIVEZ?
LESS THAN 5 MINUTES 729 26 17 15
5-10 MINUTES 3. 25 29 50 31
10-15 MINUTES 17 10 32 17 18
MORE THAN 15 MINUTES 40 25 10 N 30
DON'T KNOW . 2 4 3 6 3
NO ANSWER 2 6 0 0 3
HOW SATISFIED WERE YOU WERE YOU WITH THE RESPONSE TIME?
VERY SATISFIED 45 52 68 44 50
SATISFIED 3 30 16 39 36
NOT VERY SATISFIED 3 2 6 0 3
DISSATISFIED 6 8 6. 6
NO ANSHER 3 8 4 1 5

Response times, as shown in Exhibit 6.8, are perceived to be least
for combination of PO's and PSA's, followed by 1onge;’times for individ-

ual PO's, ambulance PSA's,'and individual PSA's. 1In terms of sex of .
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server (see Exhibit 6.9), the female PSA's seem to respond faster than

male PSA's, yet satisfaction with female response time was a Tittle
less than that for male response time. This slight incongruity should
remind us that we are dealing with people's perceptions, and they may

not be consistent over a range of different questions.

Exhibit 6.9

Response Time Satisfaction by Sex of Server

SEX OF SERVER
PERCENT ANSWERING: LT TG -
(N=52) (N=72) (N=124)
HOW LONG DID IT TAKE FOR THE POLICE TO ARRIVE?
LESS THAN 5 MINUTES 10 6 7
5-10 MINUTES 32 30 31
10-15 MINUTES 23 13 17 -
MORE THAN 15 MINUTES 29 48 41
DON'T KNOW 4 - 2
NO ANSWER 2 3 2
HOW SATISFIED WERE YOU WITH THE RESPONSE TIME?
VERY SATISFIED 35 53 45
SATISFIED 49 38 43
NOT VERY SATISFIED 2 4 3
DISSATISFIED 8 4 6
NO ANSWER 6 1 3

Exhibit 6.10 looks at response time satisfaction 7/ terms of the
3r

sex of the respondents. It is seen that male respond@%ts are more
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satisfied than the females; however, both express over 80% safisfac-

tion with the response time.

Exhibit 6.10

Response Time Satisfaction by Sex of Respondent

PERCENT ANSWERING:

SEX OF RESPONDENTS

MALE FEMALE TOTAL
(N=67) (N=54) (N=221)
VERY SATISFIED 55 33 50
SATISFIED 31 50 36
NOT VERY SATISFIED 4 3
DISSATISFIED 6 6
NO ANSWER 4 5

WORCESTER POLICE DEPARTMENT

Every police department must of course be concerned with the image

it presents to the public. We tried to determine this‘image for the

WPD, at Tleast insnf&r as the PSA type clients were concerned.

When requndehts were asked how their experience with a PO and/or

PSA uffected their opinion of the WPD (see Exhibit 6.11), an average

of 68% said that it made no difference, and 27% felt that it had raised

their opinion of the Department.

perience with a PSA, especially an ambulance PSA, raised the respondents’

It is interesting to note that an ex-

opinion of the WPD slightly more than an expefience with a PO.
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Exhibit 6.11

Client Perception of WPD by Type of Server

HOW HAS THIS EXPERIENCE WITH A PSA/PO AFFECTED YOUR OPINION OF THE

WORCESTER POLICE DEPARTMENT?

TYPE OF SERVER
PERCENT ANSWERING: - % AB FOPA| TOTAL
(N=124) (N=48) (N=31) (N=18) | (N=221)
RAISED 27 21 36 28 27
MADE NO DIFFERENCE 69 73 61 66 68
LOWERED 3 4 3 6 4
DON'T KNOW 1 2 0 0

Inasmuch as the majority of respondents indicated that their PSA/PO

experience did not change their opinion of the WPD, then the obvious gques-

tion is what is their stated opinion? Exhibit 6.12 indicates how re-

spondents feel about WPD services in general. Of those served by PSA's,

Exhibit 6.12

Client Feeling Abou;:WPD Services

IN GENERAL, HOW DO YOU FEEL ABOUT POLICE DEPARTMENT SERVICES? ARE THEY:

TYPE OF SERVER
PERCENT ANS}'SRING: PSA PO AMB  PO/PSA TOTAL
(N=124) (N=48) (N=31) (N=18) (N=221)..
VERY GOOD 24 21 T 45 44 | 28
GOOD 59 69 42 44 57
NOT VERY GOOD 7 2 3 5
. POOR 4 ‘, 4
MO ANSWER 6 6 3.6 6

et e A e
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83% thought WPD services were very good or good; of those served by
PO's, 90% thought WPD services were very good or good. Over all
types of servers, an average of 85% of respondents felt WPD services
were very good or good. No significant difference was found in opin-
ions about WPD services expressed by,those served by PSA's as opposed
to those served by PO's. M

Another piece of evidence that collaborates the respondents’
feeling that WPD services are good is their percaption of neighbor-
hood safety. As reflected in Exhibit 6.13, 76% of all respondents
feel that their neighborhood is at Teast reasorably safe.

Exhibit 6.13
Client Perception of Neighborhood Safety ,

HOW WOULD YOU DESCRIBE THE SAFETY OF YOUR NéIGHBORHOOD?

PERCENT ANSWERING: JOTAL
| (N=221)
VERY SAFE 20
REASONABLY SAFE 56
NOT VERY SAFE : : 13
VERY UNSAFE 9
NO ANSHWER 2

6.3 CLIENT PREFERENCE

- Another way of ascertaining client satisfaction with PSA ser-

vices, as provided by both male and female PSA's, is to ask preference

- fiastions. As summarized in Exhibit 6.14, two specific preference

L

" questions were asked.
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be noted that in such situations, PO's always assume responsibility,

Exhibit 6.14 : : . .
J | while PSA's usually play only a supporting role--thus respondents

Client Preference by Type of Server , . |

are Tess 1ikely to see PSA's at their full potential. 1In sum, it

TYPE OF SERVER ; | is quite significant that ”
PERCENT ANSWERING: bSA PO AMB  PO/PIA TOTAL g | ? g can at an average of 69% of all respondents
(N=124)  (N=48) (N=31) (N=18) {N=221) ? f were indifferent about being served by a PO or a PSA, and, moreover,

IN THIS TYPE OF INCIDENT, WHO WOULD YOU PREFER TO ASSIST YOU? | : 1% of ihem actually indicated that they would prefer a PsA.

PO ’ 12 40 10 28 19 é f When respondents were asked whether they would prefer a male or

PSA 15 10 0 6 11 5 3 a female to provide the kind of service they received, most respon-

MAKES NO DIFFERENCE 7z - 50 90 66 , 69 5 . -

: f dents felt that it made no difference. Those served by PSA's were

NO ANSWER ' 1 0 0 0 1

| i least Tikely to prefer a male; this is probably because some of the

WOULD YOU PREFER A ]
respiondents were served by female PSA's and were satisfied by their

MALE | 12 21 2% 17 16 ] | N

FEMALE 3 0 0 0 5 ! § performance (see Exhibit 6.6). Again, it is revealing to see that

MAKES NO DIFFERENCE 82 79 74 83 80 % é 80% of the PSA type clients are indifferent about being served by a
i ‘ .

NO ANSWER 3 0 | 0 0 2 i male or a female. This is especially significant in Tight of the

fact that WPD hasvonly one female patrol officer.

When respondents were asked whether they would prefer a PO or a i Finally, Exhibit 6.15 contains preferences by sex of respondent

PSA for providing the kind of service they received, the answers were It is seen that male respondents tend to prefer P0's and male sepr-

dependent to some extent on the type of server who actually served vers, relative to the preferences of femle respondents.

the respondent; thus 87% of PSA clients either preferred or were in-

B A S st et T

different to being served by a PSA again. This contrasts with 60% of

PO clients who preferred or were indifferent to being served by a PSA.

The 60% figure is nevertheless quite favorable toward PSA's, since

most of the PO clients were generally unfamiliar with PSA's. At first,

T

one might think that the respondents who were served by both PO's and

PSA's would give the most vaiid preference answers. However, it‘should

—
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Exhibit 6.15

Client Preference by Sex of Respondent

. SEX OF RESPONDENT
PERCENT ANSWERING: ALE EALE TOTAL
(N=167) (N=54) (N=221)
IN THIS TYPE OF INCIDENT, WHO WOULD YOU PREFER TO SERVE YOU?
PG 22 ‘ 9 19
PSA 9 19 11
MAKES NO DIFFERENCE |- 69 72 69
NO ANSKWER 1 0 1
WOULD YOU PREFER A
MALE 20 6 16
FEMALE 2 2 2
MAKES NO DIFFERENCE 79 91 80
NO ANSWER 2 1 2

gt
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7. POLICE SERVICE AIDE: JOB SATISFACTION

The use of civilians by a police department in tasks which had
Previously been reserved for sworn officers presents a multitude of
problems. So far in Part II we have seen that there is no inherent
reason in the structure of police departments which should preclude
civilianization of the patrol force, that in Worcester the PSA pro-
gram is a functional and accepted part of the Department; and that
the citizens of Worcester have responded well to the deployment of
PSA's. In this chapter, we discuss the PSA attitudes toward their
job and their future.

The anonymous survey results and participant observation findings
indicate that Police Service Aides are quite satisfied with their jobs.
Exhibit 7.1 presents‘a comparison of PSA and PO responses to the ques-
tion,'"Overa11, how satisfied are you with police work?" While PSA's
and Impact PO's are very similar in their feelings of satisfactioh,

Motor Patrol PO's are not as satisfied with police work. There is no

‘significant difference in satisfaction resulting from whether a PSA is

assigned to Impact Patrol, Motor Patrol, Communications, or Ambulance
duty.

A closely related issue to Jjob satisfaction is the pay. Dissatis-
faction with pay is a problem common to many civilian programs‘in po-

lice departments.* Low pay has frequently been a cause of attrition;

The Urban Institute, May 1975.

* See A.I. Schwartz, et al, Employing Civilians in the Police,
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Exhibit 7.1

Satisfaction with Police Work by Type of Server

OVERALL, HOW SATISFIED ARE YOU WITH POLICE WORK?

PSA PATROL PO
PERCENT ANSKERING: IMp  MP COMM AMB |TOTAL | IMP ° ME
(N=12) (N=19) (N=4) (N=6)|(N=41)}(N=18) (N=41)
VERY SATISFIED 50 47 50 67 | 51 | 56 22
SATISFIED b2 &2 25 33 | 30 | 28 46
SOMEWHAT DISSATISFIED| & 11 25 0 | w0 | 17 2
VERY DISSATISFIED o 0 0 0 0 o 10

on the other hand, the fact that civilian salaries are substantially
Jower than police salaries is a major reason why those programs are
jnitiated in police departments.* In Worcester, however, the civilian
PSA force is less dissatisfied with their pay than are the police of-
ficers. This is different from some national findings and is probably
related to the fact that PSA's are well i%tegrated into street police
operations. Exhibit 7.2 shows that 46% of the PSA's are somewhat or
very dissatisfied with their pay. The comparable percentage for Motor
Patrol officers is 64%, and 95% for Impact officers. At the time of
the survey in June 1975, PSA's were paid $140 per week, while officers

with less than two years experience were making $176. Although the

* Actually, in Worcester no real cost saving was achieved, nor
was it intended, since PSA's did not replace officers. PSA's are
purely supplementary to the sworn officer force. Future policy de-
cisions, however, may well ook into PSA's as a cost-saving factor.

cosvas sy
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majority of PSA's seem satisfied with their current pay, they are
quite unhappy about the lack of a career ladder and a correspohding
pay schedule; this matter is discussed further in Section 7.3, where
we consider PSA job aspirations. The next two sections consider PSA
satisfaction with certain aspects of their work and with their cur-

rent level of interactions with police officers and officials.

Exhibit 7.2

Satisfaction with Pay by Type of Server
HOW SATISFIED ARE YOU WITH YOUR PAY?

PSA PATROL PO
PERCENT ANSWERING: TOTAL IMP MP

(N=41) (N=18) (N=41)
VERY SATISFIED 5 0 | 5
SATISFIED 49 6 32
SOMEWHAT DISSATISFIED 44 67 37
VERY DISSATISFIED 2 28 27

7.1 ASPECTS OF WORK

The anonymous survey asked PSA's in open-ended questions to
briefly de;cribe the most and least satisfying aspects of their
jobs. Exhibit 7.3 lists those aspects that were mentioned by at
least two PSA's; the most mentioned aspect in eaﬁh category is
listed first. Each listed aspect is expanded upon below,
followed by a discussion of how PSA's feel the current PSA program
can be improved. Additionally, a brief subsection on male/female

PSA perceptions of certain aspects of work is included.




7-4

Exhibit 7.3
Most and least Satisfying Aspects of Work

Most Satisfying Aspects Least Satisfying Aspects

1. Helping people 1. "Taking grief" from the‘pub1ic
2. Helping police officers 2. Having a bad work schedule

3. Investigating accidents 3. Tfa?sporting police offi-

4, Training for a law en- slens

forcement job 4, Being used as a "taxi service"
5. Performing mail runs

6. Calling for police officers

MOST SATISFYING ASPECTS

The service aspect of helping people was most often mentioned in
comments written by PSA's. They also felt that the PSA program is a
good one because it frees up police officer time. One PSA wrote,

I feel the PSA's provide the PO's with some relief from the
tedious aspects and time-consuming aspects of ?he1r job., 1
also feel that in certain situations, the public is glad to
have someone not quite so representative of author1t¥. I
feel this also applies because PSA's can take more time with
individuals in need of assistance.

Another wrote,

The PSA's definitely provide a service to thg public. They
have time to spend and talk over incidents with the people
they have serviced, where officers are wmore rushed to answer
more urgent calls. Also, seeing so many young people so in-
volved in the community has a definite impact on young and
old alike.

U
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Training for a job in Taw enforcement was also frequently men-
tioned as a positive aspect of the PSA job, as indicated by the

following remark:

I think every person who wants to get involved with law en-
forcement should first be a PSA, to find out what being a
police officer is all about. Not only would you know if you
want to be a police officer, but the Department would know
by your performance if they want you, and that is very im-
portant to both parties.

LEAST SATISFYING ASPECTS

Each of the least satisfying aspects of work 1isted in Exhibit

7.3 is discussed in this subsection.

Taking Grief from the Public

"Taking grief from the public"is related to the issue of PSA au-
thority. Several Police Service Aides mentioned that they receive
verbal abuse from adolescents who realize that the PSA's do not have
police authority. - During observation, we witnessed minor incidents
where teen-age groups made disparaging remarks at female PSA's, and
instances where individuals committed traffic violations in front of
PSA's. On the whole, though, there have been no major problems with
the public's taking advantage of PSA Timitations.

The additional authority suggested by PSA's is mostly the power

to give parking tickets, to ask for the tow truck for abandoned autos,

and to take more reports, ATthough PSA's understand that they are not

police officers and that they were to have no punitive powers but

would perform only service-related tasks, there are several situations
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which are frustrating. When a PSA answers a call for an auto ob-
structing (a driveway, usually), he first tries to find the owner of
the vehicle. If he cannot find the owner, the only thing he can do
is call for a nolice officer who then tags the car and requests a
tow. Sometimes, due to a large number of ca]]s in progress, the
complainant may have to wait several hours before having the car
moved. The PSA's feel that this is a waste of their time, as well
as the time of the police officer and the complainant. They would
like to be able to tag the car and request a tow after making an ef-
fort to find the owner. A related problem is coming across a stolen
car abandoned in the street. PSA's can take the report but cannot
have it moved out of the way of traffic. There is sometimes a Tong
wait while the owner is notified.

The following are three examples of PSA comments regarding the
scope of PSA authority:

Service aides should have some authority. As it is, if we

ask someone to move his car and he refuses, we either look

foolish or else bother a cop for help. PSA's should be

more involved in other crime departments such as juvenile

and the rape team. Service aides aren’'t told anything be-

cause they're not supposed to get involved, but we have

eyes and ears too. Sometimes it helps if we know what to

Took and listen for. Sometimes not enough involvement is

dangerous.

I would give them a 1ittle more lead way--where they could

give summons. And in some case go along with a PO to get

experience. Parking tickets should be given to PSA's.

Let the PSA contribute more to the police department.

Take over completely communication and ambulance service.

The power to issue moving violations and parking ticket

and the authorization of mace. Of course the PSA would
need additional training.

B T s e e s
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Having a Bad Work Schedule

Several PSA's mentioned dissatisfaction with the PSA work schedule-~
$iX days working and then two days off (police officers work four days
and then have two off). Initia11y, Police Service Aides did not work
on éundays, but that was changed to allow for more complete PSA cover-
age. Actually, as can be seen in Appendix B, Exhibit B.3, only 31% of

all PSA's are somewhat or very dissatisfied with the work schedule.

Transporting Police Officials and Citizens

Many PSA's are resentful of the use of their time in transporta-
tion because they feel ft keéps them.off their routes. Transporting
police officials involves a task that many police departménts have
eliminated. Daily transportation assignments include the Chief, the
Deputy Chiefs, and the Impact Captain, all of whom receive rides to
and from work. In addition, these officials, as well as lower-ranked
officials, use PSA's for transbortation when needed during wofking
hours. According to the Chief of Police, this is not a new task that
has arisen because of the availability of the PSA's; he stﬁtes that it
was previously done by officers.

Citizens also make keavy demands on PSA's for transportation.
While many requests are legitimate (transpbrting sick or injured per-
sons to the hospital), many are no more than requests for a free taxi
service. ‘When asked what he Tiked least about the PSA- job, one PSA
said, "The thankless tasks; especially when the public or police of-
ficers treat me 1ike a taxi cab driver. I feel that I am a profes-

sional, and should be treated as such."
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During observation, several instances of taxiing were observed.
In one, a PSA answered a call to take a rebnrt on a stolen car. When
the PSA completed the report, the man asked for a ride part of the way
home, since he said there was no other means of transportation, He
lived in a neighboring town which was about a 30-minute drive. The
PSA told him permission would have to be abtafned. The PSA then ra-
dioed the dispatcher and permission was given to "take the man where
he wants to go." (It was unclear who gave thé authority.) He was
then taken home. Altogether the call took one hour and 20 minutes,
This was during the day shift when few PSA's are working.

In another instance, a man who had his car stolen was informed
that it had been found and was on its way to an ayto body shop be-
cause it was inoperable. He asked to have a PSA pick him up so that
he could go over there and "take a look at it,* The PSA felt that

the complaint clerk should have refused the man,

Performing Mail Runs

Mail runs involve transporting mail from one station to another,
and also delivering mail from the City Manager's office, inciuding,
at times, the hand delivery of mail to the homes of the City Council
members. Again, because of a lack.of a "before" data base, it is hard
to say whether the level of paper transporiatioﬁ has increased because
of PSA availability. Through observation,vwe do, howéver, feel that
the transporting of paper and people could and should be better con-

trolled and Timited.

e R A i
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Calling for Police Officers

A few PSA's responded that having to call for police officers
was one of the Teast satisfying aspects of their job. Guidelines
state that PSA's are suprosed to call for PQ assistance when they are
faced with a situation not specified in the PSA task guidelines,

But, as one PSA wrote, "Often a PSA will have to tie up a police
officer for something routine," (e.qg., tagging motor vehicles, inves-
tigating some past crimes--larceny, breaking and entering, and as-
sault and battery). Furthermore, in actual street situations, the
incentive is for the PSA to avoid calling for police officers. One
PSA wrote that PSA's are |

--.Sometimes hesitant, because some police officers resent

being "dragged in" to ;3 situation, especially one which the

PSA comes upon on his own. Sometimes (the PSA is) told to

“mind (his) own business" and stay out of trouble.

During observation, a PSA went by a car that pulled into a park-
ing lot. The driver of the car was apparently intoxicated. When
asked why he did not call for an officer, the PSA replied, "Officers
don‘ﬁ Tike to be bothered with drunk drivers. And I want to be a po-

lice officer semeday, so I don't want too many enemies in the Depart-

ment., "

SUGGESTED IMPROVEMENTS

PSA's weré asked how they would improve the PSA program. This
question elicited an enthusiastic'response. Exhibit 7.4 1ists'the
suggestions‘that were mentioned by at least two PSA's, beginning with

the most frequently mentioned.
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Exhibit 7.4
PSA Suggested Improvements

HOW WOULD YOU IMPROVE THE POLICE SERVICE AIDE PROGRAM?
1. Give PSA's more authority (e.g., ticket parked cars, take
more reports).
. Improve the structure of the PSA program,

2

3. Improve PSA car lights.

4. Give PSA's credit for the police exam.
5

. Give PSA's overt me pay when earned (instead of compensa-
tory time off).

6. Screen PSA's better.

7. Make PSA job a prerequisite to becoming a police officer.
8. Make thevguidelines clearer.

9. TImprove the dispatching.

10, . Have better training.

11. Have PSA's ride double during busy times.

12. Expand PSA coverage to 24 hours (instead of 16).

13. Get better officials. -

14. Give PSA's mace or nightsticks.

The suggestion for more authority--primarily parking tickets and
report writing responsibilities-~has already been dfscussed.
The second most frequent suggestion dealt with the structure of the
PSA program, a featurs that was often reiteréted by PSA's during par-

ticipant observation.
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Many PSA's felt the need for some kind of organization within
their own ranks which would provide a means of so]vingwﬁupervision
problems and would create a job ladder with higher pay and. more re-
sponsibility. The following are three specific PSA comments on
this issue:

I feel that the PSA’s should be more organized. There is
'no one that we can go to with a compliaint either about how
a job was done or about how we are treated. I think that
there ought to be a number of PSA's a rank higher as cor-
porals to whom other PSA's can take their complaints and
then the corporals can then go to the Police Officials and
work the problems out. This is my main complaint.

Most officials are apathetic--overall lack of supervision
exists. Officials feel they have enough to handie the po-
Ticemen under their command--SUGGESTION: Promote certain
PSA's with leadership qualities to supervisory positions.

One of the main gripes I have about the program is that
there is no organized unit within the PSA program. I feel
that grievances of PSA's need some outlet. ... Police offi-
cers are indeed an organized and somewhat separate group
of people. They are bound together, because if they don't
stick together, they don't have anyone or anything. The
PSA's, on the other hand, don't have anything. e still
receive the same "PIG" calls from people on the street;

and yet we are not police officers. The PO's don't accept
us as being part of themselves, so we are out all around
the block. We are in but we are out. We are out. tut we
are in. I don't know if there is any real solution to this.:
I don't know one.

. As the last comment states, there is no easy solution to the
phbb]em df incorporating éihew unit into an established bureaucracy,
especially a police department. The very structure of most police
departments makes it difficult for a new civilian force to feel at
home in the bureaucracy. One PSA felt that, "If the military struc-

ture of the police department would allow some PSA voices to be
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heard, some individua]s could contribute a Tot." However, td our
knowledge, Worcester has been able to integrate the civilian com-
ponent to a greater degree than most other police departments in
the country.

Most of the PSA suggested improvements, as listed in Exhibit
7.4, are discussed in Chapter 13 where we make certain recommenda-

tions regarding the Impact Program in general.

PERCEPTION OF WORK BY SEX OF PSA

An important question is whether male and female PSA's feel
differently about their work. The answer, as indicated in Exhibit
7.5, is that there is no significant difference. An interesting
statistic is that 12 out of the 16 female PSA's are very satisfied

with their present assignment: this is significant.

7.2 INTERACTIONS WITH OFFICERS AND OFFICIALS

Many of the suggestions made by the Police Service Aides--es-
pecially the expressed desire for organizational solidarity and
recognition--stem, at least partially, from the way in which PSA's

are treated by police officers and police officials.

OFFICERS
An initial and understandable hesitancy on the part of patrol
officers to accept the PSA's was found. As one PSA put it,
I find that some po11;e officers, once they recognize me as
an individual, and they see that I'm OK, then I can work

well with them. Until that point, it's Tike I'm some sort
of enemy that they are forced to tolerate.

Ty
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Exhibit 7.5

Male/Female PSA Perceptions

PSA
PERCENT ANSWERING: MALE FEMALE TOTAL
(N=25) (N=16) (N=41)
OVERALL, HOW SATISFIED ARE YOU WITH POLICE WORK?
VERY SATISFIED 56 44 51
SATISFIED 32 50 39
SOMEWHAT DISSATISFIED 12 6 10
VERY DISSATISFIED 0 0
HOW SATISFIED ARE YOU WITH YOUR PRESENT ASSIGNMENT?
VERY SATISFIED 52 75 61
SATISFIED 40 13 29
SOMEWHAT DISSATISFIED 4 13 7
VERY DISSATISFIED 4 0 2
HOW SATISFIED ARE YOU WITH YOUR SCHEDULE?
VERY SATISFIED | 16 38 24
SATISFIED 52 31 44
SOMEWHAT DISSATISFIED 20 31 24
VERY DISSATISFIED 12 0 7
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Several PSA's suggested a closer interaction with police officers.
For example, one PSA said, |

I think that it would be a good idea that PSA's and P0's got

together on occasions, say once a month, to discuss issues

and Department policies so that everyone is aware of what's

happening and what has changed and also know one another in

a closer relationship.

The PSA's, by their presence on patrol, serve as additional
"eyes and ears" for the WPD. For this reason, the following ques-
tion was asked of both PO's and PSA's: “In general, how helpful
are PSA's in providing information or suggestions for police activi-
ties?" Exhibit 7.6 shows the responses teo the question. It is in-
teresting to note that Impact PO's indicate that PSA's are more help-
ful than their counterparts in Motor Patrol; again, this reflects
the closer cooperation that exists among Impact personnel.

Exhibit 7.6

PSA Helpfulness to Police Officers by Type of Server

IN GENERAL, HOW HELPFUL ARE PSA'S IN PROVIDING INFORMATION OR SUGGES-

TIONS FOR POLICE ACTIVITIES?

e

PSA PATROL PO INVESTIGATIVE PO

PERCENT ANSWERING: TOTAL | IMP MP mp DB
(N=41) | (N=18) (N=41)] (N=14) (N=14)

VERY HELPFUL 24 | 22 10 0 0
HELPFUL 56 a4 17 71 36
NOT VERY HELPFUL 15 33 49 29 36
NOT AT ALL HELPFUL 2 0 20 0 14
NO ANSWER ' 2 0 5 0 14
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several PSA's also wrote comments about PO reaction to their
suggestions. One PSA complained,
But no one Tistens (to our suggestions). I feel that we are
objects that can be pushed around as puppets and treated as
slaves at times and they (slaves) do not make suggestions.
Another felt that PSA's
| coulu be more helpful, but police officers ahd administration
are not receptive to such information and/or suggestions, es-
pecially suggestions.
OFFICIALS ‘
PO's and PSA's were also asked questions about their officials
since it is commonly thought that the relationship with supervisors
affects job satisfaction. When asked "Are there one or more officials
to whom you regularly talk about your job and job-related problems?",
93% of all PSA's replied affirmative]y (see Exhibit 7.7). The PSA's
felt they had more regular contact with officials than did Impact of-
ficers, and much more than Motor Patrol officers. However, in terms
of how often officials were understanding and sympathetic about job-.
related complaints, 58% of all PSA's said that it was often or very
often (see Exhibit 7.8). In Impact, 92% of the PSA's said officials
were understanding and sympathetic, as compared to 48% of Motor Patrol
PSA's. Impact PO's were as positive about their officials as were Im-
pact PSA's. Motor Patrol officers mostly felt their officials were
"occasionally" or "hardly ever" sympathetic to their complaints.

These results reinforce comments from individual PSA's (made

during participant observation) that the relationships between officials
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Exhibit 7.7
Contact with Officials

ARE THERE ONE OR MORE OFFICIALS TO WHOM YOU REGULARLY TALK ABOUT
YOUR JOB AND JOB-RELATED PROBLEMS?

PSA PATROL PO
PERCENT ANSWERING: IMP MP COMM AMB TOTAL IMP MP
(N=12) (N=19) (N=4) (N=6) |(N=41) (N=18) (N=41)
YES 100 95 100 67 93 89 51
NO 0 5 0 17 5 11 6
NO ANSWER ¢ 0 0 17 2 0

Exhibit 7.8

Understanding and Sympathy of Officials

WHEN YOU HAVE COMPLAINTS ABOUT Y

UNDERSTANDING AND SYMPATHETIC?

OUR JOB, HOW OFTEN ARE YOUR OFFICIALS

PSA PATROL PO
PERCENT ANSWERING: IMP MP  COMM AMB TOTAL IMP MP
[ (N=12)  (N=13) (N=4) (N=6) | (N=41) |(N=18) (N=41)
VERY OFTEN 67 32 25 33 41 56 12
OFTEN 7 25 16 0 17 17 33 2
OCCASIONALLY 8 32 50 17 24 11 z;
HARDLY EVER 0 21 25 17 15 0 o
NO ANSWER 0 0 0 17 2 0

i it i s i b i e
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and the quantity and quality of supervision is significant1y better
in Impact. This is partly due to the fact that Impu.t PSA's and PO's
(as well as officials) work the same shifts; this is not the case with

Motor Patrol PSA's, who overlap PO shifts.

7.3 ASPIRATIONS ABOUT THE FUTURE

The PSA's were hired with no promise of Job security, They are
not protected by any union or association, have no social security or
retirement benefits, and have no ladder for Promotion which would pro-
vide better pay or more responsibility. Their principal aspiration
is to become a police officer, Exhibit 7.9 shows that 88% of pSA's
want to become police officers*; all except one of them would like
to become PO's ip the Worcester Police Depairtment. If they do not
become a PO in Worcester and, assuming that the PSA program continues
in its current form, then 44% of them expect to leave within two years
(see Exhibit 7.10). This would cause significant instability in the PSA
program and recruiting and training problems for the WPD which, in
two years, woyld have become quite dependent on PSA's,

When asked to explain why they do not have Tong-term commitments

to the PsA Program, almost all PSA's mentioned the issues of insecurity,

* The 12%, or 5 out of 41, who said they did not want to be a po-
Tice officer, included two individuals who had already submitted their
resignations at the time of the survey 1in June 1975. As of July 1975,
then, 36 of the remaining 39 PSA's wanted to become police officers.




Exhibit 7.9

PSA Aspirations on Becoming a Police Officer

DO YOU WANT TO BE A POLICE OFFICER?
NEARLY EXPRESSES YOUR PREFERENCE?

IF YES, WHICH STATEMENT MOST

PSA
PERCENT ANSHERING e B A | Toma
: (N=12) (N=19) (N=4) (N=6) | (N=41)
YES:
NO EXPLANATION 8 0 0 17 5
I WANT TO BE A POLICE OFFICER '
ONLY IN WORCESTER 25 16 25 0 17
I WANT TO BE A POLICE OFFICER
IN ANOTHER DEPARTMENT, ONLY
IF T CAN'T BE A POLICE OFFICER
IN WORCESTER WITHIN A REASON-
ABLE AMOUNT OF TIME:
LENGTH OF TIME IN YEARS
T NO TIME SPECIFIED 17. 26 0 0 17
1 YEAR 0 n 0 0 5
2 YEARS 8 21 25 33 20
3-5 YEARS 8 1 25 33 15
SUBTOTAL 33 69 50 66 57
T WANT TO BE'A POLICE OFFICER
ANYWHERE 1 CAN - 8 0 0 0 2
I WANT TO BE A POLICE OFFICER, . 5
BUT NOT IN WORCESTER 0 0 2
NO ANSHER 9 0 01 5
TOTAL YES 83 90 75 100 88
NO 17 10 25 0 12

Cr e S wie - N
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Exhibit 7.10

Length of Stay in Current PSA Program

UNDER THE PRESENT CONDITIONS, ASSUMING THE PSA PROGRAM CONTINUES,
AND ASSUMING YOU DO NOT BECOME A POLICE OFFICER IN WORCESTER,
WHAT IS THE MAXIMUM TIME YOU THINK YOU WOULD REMAIN IN THE PROGRAM?

127

PSA
P NP oM AMB | TOTAL
I AM LOOKING FOR ANOTHER JOB | | -
AT- PRESENT R L L L
LESS THAN ONE YEAR MORE 0o 5 0o 17 5
1-2 YEARS MORE 42 21 25 17 27
2-5 YEARS MORE 25 21 0 17 20
6 YEARS OR MORE 17 32 50 33 29
NO ANSWER 0 1 0 7
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Tow pay, and not gaining any advantage toward becoming a police officer
(see Appendix B, Exhibit B.5). The following four comments reflect their

feelings on the matter:

At this time the PSA's do not have any social security or retire-
ment taken out of their pay. I could not see staying on this
Job if you keep on losing out on this.

No security, Tow pay, and I do not want to be at the bottom
forever. I don't mind starting there, but I'm not staying
there. '

We have no retirement fund and no social security is taken out.
Who is going to pay us when we suddenly get dropped and there
are no more funds? Jobs aren't easy to come by and I feel
there should be more security to this job.

I would not remain a PSA if the program worsens and it is de~
finite the chances of becoming a Worcester PQ are not very
good. I believe the PSA's should be given a better chance

of becoming a police officer than the average citizen if their
performance as a PSA is satisfactory.

Despite all the problems of job insecurity and difficulties with
accaptance in the police department, it should be recalled that 90% of
the Police Service Aides are satisfied with police work (see Exhibit 7.1) and
54% are satisfied with their pay (see Exhibit 7.2). Many consider their
PSA experience training for becoming a police officer, and several have
recommended that all future officers be required first to serve as PSA's.
As one PSA stated,

I plan to make a career of police work and the PSA program is

a stepping stone. Before becoming a PSA I was not positive as

to whether I would want to join the Police Department. But

now I know that I will like the PO's work and feel I am capable

of doing their work. I am very satisfied with the PSA progran.

I feel that so far I have been able to be of assistance to many
citizens and this gives me a lot of satisfaction. I really Tove

the job.

» G
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There is indeed tremendous potential for developing the Police

Service Aide program into a recruiting and training program for offi-

cers. During the past decade, few police departments have implemented

this idea. Worcester has the potential to be among the first, but

problems of job security and permanence of the PSA program must first

be overcome.
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8 IMPACT SECTOR PATROL UNIT

As stated in Chapter-2,, the impact patrb] unit operates within
the Impact sector and for only two shifts, covering the 1000-1800 and
1800-0200 periods of the day. For purposes of the evaluation, police
officers (PO's) in Motor Pétrol were selected as a compa}ison group
for the Impact patrol PO's. A small sample of Motor Patrol and Impact
officers were obsérved during their nermal patrol hours. In addition,
an anonymous survey was administered to all Impact patrol officers
(18) and to a sample of Motor Patrol officers (41). The Motor Patrol
officer sample consisted of all officers who were working 0800-1600
on July 23; 1600-2400 on July 29; and 2400-0800 on July 30, 1975. The
Motot Patrol survey reached nine officers on the day shift (0800-1600),
15 officers on the first half shift (1600-2400), and 17 officers on the
second-half shift (2400~0800). As discussed in Chapter 3, the surveys
were administered and monitored by an evaluator to assure anonymity and
non-interference. Results of the Impact and Motor Patrol PO surveys are
contained in Appendix C.

This chapter is divided into four sections, dealing, respectively,

with background, job pérformance, Jjob satisfaction and unit interaction
issues,

8.1 BACKGROUND
/,‘, - 3 ;
B

L in considering the Impact patrol unit it is important to review the

personnel that make up the unit; the supervisors or officials who command

ity and the facilities and equipment that support it.

P S
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PERSONNEL

At the beginning of the Impact Program, the uniformed patrol
officers and the non-uniformed investigators in Impact were volunteers
from the Motor Patrol and Foot Patrol. These men volunteered primarily
to get a better work schedule than they had in the other divisions
(thé Worcester Police Department has fixed shifts based on seniority)
or to get out of the Foot Patrol. However, not enough voluntary transfers
to the Impact unit were received from other divisions, probably because
Impact was an unknown entity in a normally conservative police department
and because the newly-selected commander had a reputation of being more
of a disciplinarian than many other commanders. As a result, five officers
were taken into Impact directly from the Police Academy; these recruits
expressed a preference-to come to Impact after the Impact commander had
visited the Academy to explain the program.

In terms of personal background characteristics, Impact officers
afe not significantly different from Motor Patrol officers {see Appendix
C, Exhibit C.1), except that the day shift officers in the Motor Patrol
are substantially older than all other officers because of the seniority

system of assignments.

SUPERVISORS
Impact supervisors were also specially selected. The Captain of
the Impact Program was formerly the Administrative Assistant to the Deputy

Chief for Ope-ations. Although the Captain was not selected until p]anniqg

for the Embact Program had been completed, he was given a clear mandate toi

assume full responsibility for the Program. The Captain has achieved a

high degree of unit identity and solidarity by initiating publicity for
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the Impact Program both within the Department and in the news media.

The following qualities of the Impact commander have contributed to

unit identity and officer morale:

® Flexibility ~- The Captain is open tn‘suggestions
from patrol officers and has changed tactics based
on their views and substantiated by crime analysis.

& Support of Officers -- The Captain has supported,
in memos to the Chief, the desires of his men
for equipment, overtime pay, and other morale~
building issues. \

@ Press Relations -- The Captain has maintained an
excellent relationship with the news media,

resulting in many favorable articles dealing
with the Impact Program (see, for example,

Exhibit 8.1).

Lieutenants and sergeants have 41so been specially selected. The
Capfain is gfven the opportunity to express a-preference for supervisors
from among a group of supervisors eligible for transfer. Probably because
of the supervisors having beeﬁ*specially selected and the fact that they
are attentive to unit prestige and officer morale, Impact officers have a
much more positive view of their supervisors or officials than do Motor
Patrol officers. Exhibif 8.2 shows that in Impact 89% of the officers said
there was at least one official to whom they talked regularly about their

job and job-related problems, while only 51% of Motor Patrol officers felt

« they had regular contact with an official. Even more striking is the differ-

ence in response to the question, "When you do something outstanding, how
often does one of your officials tell you that you did a good job?" In
Impact, 44% of the patrol officers answered "very often" as compared to

only 2% in the Motor Patrol (see Exhibit 8.3). While 32% of Motor Patrol
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~ample of Impact Program News Coverage

§
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Polize Impoact Plan

Helps Drop in Crimae

By ROSCOE €. BLUNT JR.  ~
oOf The Gazsite Statf

In a survey of thie new po-
live Impact Program. almost
ome vear in operation. police
officials are “highly encour-
aged by a significant drop”
in robberies and burgla.ies in
the Impact area.

Police aiso report a drastic
jump in arrests for hurglary.
robbery and receiving stolen
properiy for the April-
tronzh-December period last
year over the previous year.

A less dramatic decrease is
S50 being noted in robberies
and burglaries in the rest of
the city, exclusive of the Im-
pact section. a program sta-
dstician said today.

Impact was started April 1
with money from the Law En-
forcement. Assistance Admine
istration. The Impact area ex-
tends from Pleasant Street to
June Street and south to Web-
ster Square. where it contine
ues to Cambridge Street,
Sowthbridge and Madison
streets and back to Pleasant
Street. '

During the- April-December
period of 1973, there were 287
robieries in the Impact area.
During the same period last
year, the robbery totals
dropped to 183 — a decrease
of 355 per cent, according to
Capt. John H. Hughes, Impact
Program conmmmander.

In other sections of ihe cify,
there were 326 robberies re-

glaries in the Impact section
dropped 15.7 per cent from:
1056 cases investigated in
1978 compared to 890 last
year.

In other parts of the city,
3,745 burglaries were reported
in 1973. This dropped to 3,197
~ a decrease of 14.6 per cent.

Hughes said there have
been many contributing fac-
tors concerning what police
regard as perhaps turning the
corner on robberies and bur-
glaries,

As part of the $750,000 fed-
eral grant last year, polire
lured 44 police service -aides
who were expected to answer
about 38 per cent of the total
police calls, During the first
eight months on the street,
the PSA were answering an
average of 26 per cent of the
calls. In December, they an.
swered 36.8 per cent,

“‘At the rate they have been
increasing the calls, we ex-
pect to reach the ultimate
goal of 38 per cent in the next
few months,” Hughes safd.
““This PSA program has freed
the police officers for much
more patrol activity and this’
has definitely been fell in the
crime-reduction statistics.”

Strike Force

Hughes said the Robbery
Sirike Force, the Burglary
Task Force. the Crime Pre-
vention Bureau and the Team-
Policing Impact Sector Patrol

ported during the nine-month

period of 1973, Last year,
these wtals dropped to 316 —
3 dip of 3.1 per cent,

The survey sbaws thar b

Unit, all segments of the Y-
pact Program, have veencef-
fective because of innovative
methods being used.

“The uniformed patrol unit
has been extremely etfective
in gathering intelligence and
building rapport and con-
fidence with the public, They
work like the old time cop on
the foot beat who knew every-
one on his beat. In police

work, you can't beat this day-

to-day contact with the citi-
zen,” Hughes maintained.

During the first nine months -

the impact units were i oper-
ation, more than 200 arrests
were made for burglary, rob-
bery or receiving sitplen prop-
erty, Hughes sald. Although
no figures were available for
the same period the previous
year in the impact area, “last
yaar's figures were Indre than
double the year before”,
Hughes added.

During January and Febru-
ary, robberies in other por-
tions of the city soared, Asked
.about this, Hughes said, “the
impact office joined forces
even closer with the Detective
Bureaua 4n an all out effort to -
stop the quick rash of
beries.” i

Hughes said the arrest of

five gunmen solved a large
majority of the robberies in’
other sections of the city. “We
knew who they were Bt #
took & little time o eatch
them in ‘he act,” he said,
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Exhibit 8.2
PO Contact with Officials

ARE THERE ONE OR MORE OFFICIALS TO WHOM YOU REGULARLY TALK ABOUT

YOUR JOB AND JOB-RELATED PROBLEMS?

PATROL PO
Impact ‘ M
PERCENT ANSKERING: ZEEIEI Ot?;‘Zi?FO]
YES 5 -
NO 11 "
NO ANSWER 0 .

Exhibit 8.3

Encouragement by Officials

WHEN YOU DO SOMETH'ING OUTSTANDING, HOW OFTEN DOES ONE
OFFICIALS TELL YOU THAT YOU DID A GOOD JOB? ONE OF YOUR

PATROL PO

I .
PERCENT ANSWERING: pact Hotor Patrol

(N=18) (N=41)
VERY OFTEN 44 2
OFTEN 28 12
OCCASIONALLY « 28 44
HARDLY EVER | 0 32
NO ANSWER 0 10

SUURCE: The Worcester Gazette, March 3, 1975.
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officers aﬁswered in the extreme negative that their officials "hardly

ever" compliment them, none of the PO's in Impact felt this to be the a

case.
Personnel and supervision were specifically mentioned by several

Impact PO's in the open-ended survey questions about the Impact Program.

One officer felt that

’ i i f our
Impact has worked because of the incentive o
ofgicials and of the closeness of thg men and the
Sergeant. Impact can work anywhere_1f you have
the men who want to work and an official that has

good leadership quality.

A second officer emphasized the importance of getting backup from
officials

Impact Program has finally devg]oped for those
gg$icepofficer§ who want to do police work, a
program where police work cgn.be done w1t?out re~
criminations from those officials who don't want
police work done or don't want police officers
receiving overtime in court .... Working under
officials who encourage police work to be.done,
who want police work done, and who take time to
commend a job is rewarding to both the depart-~
ment and the individual.

While personnel and supervision‘are cited by officers as a reason
why Impact has worked, the actual reasons for Impact "success" as it

re]ates to patrol 1s more prob]enat1c. The issue of success measures

is d1scussed in Sect1on 8.2,

FACILITIES AND EQUIPMENT
" One of the causes for resentment from Motor Patrol PO’'s 1is the

disparity in facilities and equipment between the two units. The total
Impact Program‘is supported by a civilian crime analyst and three civilian

secretaries, while the Motor Patrol, with approximately three times as

8-7

many officers, has only one civilian clerk,

Even the physical surroundings of Impact and the Motor Patrol are
different, although the units are located 1in the same building. As
one Motor Patrol officer remarked during observation, "We had to wait
two-years to get a water cooler, but Impact has air conditioners, wall-to-
wall carpeting, and a soda machine. That's just not fair.“ Actualiy,
the Impact offices are not unusually plush; they seem to be only because
of the poor physical facilities of the Motor Patrol. The Department has
recently completed piahs for a new police station that will incorporate
all units under one roof.

In addition to the facilities, officers in Impact have the use of
equipment that is not available to Motor Patrol officers, 1nclud1ng

spare portable, handi-pak radios (originally obtained for P3A s), as

wel] as spare PSA vehicles.

- 8.2 _JOB PERFORMANCE

As in the case of the Police Service Aide Program, there were no
measures in the design of the Impact Program by which to judge the
performance of the uniformed patrol officers or to assess the factors
relating patrol to output crime measures, Consequently, we can only
consider the Impact patrol unit in terms of its relative performance
to the Motor Patrol unit.

Participant observation during the évaluation revealed no difference
between the patrol activities of Impact PO's and of Motor Patrol PO's.

A1thouqh Impact experimented with a form of "team policing" in which, on
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each route (beat), two officers walked and one was motorized*, this

approach was dropped after three months because of a perceived manpower

shortage and oppc-ition from the officers. The PO's in Impact now

perform normal patrol activity in assigned routes.

While the patrol activities of Impact and Motor Patrol officers
are the same, the working hours are different. The Motor Patrol works
the three basic police shifts: 0800-1600, 1600-2400, and 2400-0800.
Impact patrol officers work only two shifts, 1000-1800 and 1800-0200.
From 2 a.m. until 10 a.m., no Impact PO's are on duty. During that time
Motor Patrol officers in routes contiguous to the Impact area have

responsibility for the Impact sector (Sector 1), Since the period

in which this transition occurs overlaps two Motor Patrol shifts (0200-0800
and 0800-1000), there is some problem withkcontinuity of coverage and
exchange of information. The Impact Captain has requested that his unit
be assigned 24-hour responsibility for the Impact sector, but to date the

Department has felt that this entails too great an allocation of personnel

to the Impact unit.

8.3 JOB SATISFACTION
One significant difference between Impact and Motor Patrol PO's is,

not surprisingly (in 1ight of the discussion in Section 8.1), job satisfaction.

o »

Officer satisfoction was tested in four.questions in the PO survey, Officers

in Impact and in the Motor Patrol were asked how satisfied they weve with

* Described in 7/2/74 memorandum from Captain John H, Hughes,
Commander, impact Unit, to all Impact officials concerning "Guidelines

in Utilizing Team Policing Concept.”
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their present assignment, with police work, with their pay, and with
their work schedule., The results are contained in Appendix C, Exhibit
C.2. 1In brief, 56% of Impact officers are very satisfied with their
assignment and with poTlice work, while only 34% of Motor Patrol
officers are very satisfied with their assignment and only 22% are very
satisfied with police work. |

In contrast to the assignment and police work answers, the pay
satisfaction question brought a more negatijve response from Impact
cfficers than from Motor Patrol officers, Only 6% of Impact PO's were

either satisfied or very satisfied with their pay, while 32% of the Motor

Patrol officers were at least satisfied.

higher j i ion j i

g job satisfaction n that unit, there have been intradepartmental
problems in terms of relations between units. The Communications and
Mot i k

or Pathgl units are the two most significant units with which Impact
patrol PQ's interact, :
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COMMUNICATIONS

One of the first functional problems confrdnted by the Impact
Program was that Impact route cars were frequently being dispatched
outside the Impact sector for minor or Tow-priority calls. The
Impact commander was intent on concentrating his men within the
sector, and he sent several memos complaining to the Chief about
dispatchers needlessly assigning Impact officers outside the Impact
sector.

While the Impact staff wanted results within their sector, the
incentive of the dispatcher is to clear any backload of calls as
expeditiously as poSsib]e.  The specific route of occurrence is of no
particular interest to the dispatcher, and since the Impact motor
routes are quite small and humerous, because of their concentration
in the center city, it would appear quite reasonable to a dispatcher
to send one of these units when a car covering a huge outlying afea
is occupied. In f;ct, using mathematical modelling techniques, Dr.
Larscp has shown that a centrally Tocated patrol unit wi]?ptend to Be

dispatched across patrq] routes more often than ap outlying un%t.*

To cope with the intersector dispatching problem, a directive'was

issued requiring dispatchers

ct

O request permission from an Impact official
before as;igning an Impact car outside the Impact sector for other than

emergency assignments, This directive has helped improve the situation.

* Richard C. Larson, "ITlustrative Po1icé?Sector Rédesign in District

4 in Boston," Urban Analysis, Volume 2, 1974, pp. 59-60.
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As one Impact sergeant said

If we didn't make them ask for permission to go
out--it happened in the beginning--they sent them
out, and they let us hang . . . because they :
wouldn't send anybody in to handle our calls. So
now they must ask. They get permission to go out.
Trey never get refused. ,

MOTOR PATROL

Puring participant observation with Motor Patrol officers, the

most common remarks about Impact were that "Impact is a separate police
department" and "they think they're something special." This type of
resentment and jealousy is quite common when police departments establish
special units. Although the Impact Captain does attempt to emphasize to
his men the importance of not appearing "elite," he believes that his
men are superior, and he finds the resentment from the Motor Patrol
somewhat ironic. He said

I think the big kicker is that we asked for volunteers

and a lot of old-timers did not want to come in here

because they were very sucpicious of it and they thought

it involved something they wouid be sorry for later . . .

I think the other units have built up a certain amount

of animosity against us primarily because of professional

Jealousy. This is what it boils down to. :

A question on the survey asked 6fficers, "How close is the cooperation
between Impact officers and Motor Patrol officers?” The results in
Exhibit: 8.4 show that officers in both units feel the cooperation between
thém.is Minjmal. Note that the Motor Patrol responses are listed by
the three shifts~-day (0800-1600), first half (1600-2400), and second half
(2400-0800) , respectivé]y. The results indicate that the worst problem

s, with the second or first-half shift, where 93% of the officers felt

P T N T T
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there was "not enough" or "very 1ittle cooperation" with Impact officers.
According to one Impact sergeant, "In the first half you can't pay &

guy extra money to drive a car into Impact.”

Exhibit 8.4

Cooperation Between Impact and Motor Patrol

HOW CLOSE IS THE COOPERATION BETWEEN IMPACT OFFICERS AND MOTOR PATROL
OFFICERS?

PATROL PO
INP P {By Shift and Total)
1 2 3 TOTAL
PERCENT ANSWERING: (N=18) | (N=9) (N=15) (N=17) | (N=d1)
VERY CLOSE COOPERATION 11 23 0 12 10
CLOSE COOPERATION 2 | n 7 6 7
SOME_COOPERATION, BUT
NOT ENOUGH . 50 | 22 60 24 37
VERY LITTLE COOPERATION | 11 33 33 34 34
NO ANSHER 0 11 0 24 12

Inasmuch as many Motor Patrol routes are contiguous with Impact routes, a
lack of cooperation between the units could result in serious problems.
Officers responding to the open-ended questions about Impact all

expressed positive views if they were in Impact and mostly hegative.views

if they were in the Motor Patrol. Below are some of the officer commentsf

h
I honestly feel that the Impact Program is the best
thing that has ever happeneg“to the Department. I
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only hope the rest take notice and make changes.
It's & smooth unit. A3 working together toward
a common goal. In fact, Impact is the best

thing to ever happen to the people of Worcester.

(Written by an Impact Officer.)

The Impact Program has put too many men into a
smali area and left the rest of the city lacking.
This has endangered officers not in the Impact
area by forcing them to go alone on a call that
~two or more men should respond to. If an assist
is needed outside of Impact, a volunteer is hard
to find. He {an Impact ¢fficer} will not leave
the area without permission. I believe the
Impact Program is a good program except it should
be used throughout the city. The "elite men"

are not just in Impact.

(Written by a Motor Patrol Officer.)

PSA's and Impact have created & separate police
department. Officials in Impact are on a high

horse and think that their men are so superbly

trained where in fact they are trained the same
as the regular men of the department.

(Written by a Motor Patrol Officer.)

Impact Program and the Motor Patrol are 1ike two
separate police departments with no communication
between them. }

it

{Written by a Motor Patrol Officer.)

Thus, some of the very factors which make Impact an organizational success
Tead to some of the basic problems common to decentralized and specialized

police units--namely, problems of resentment and lack of cooperation

between units.
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9 IMPACT INVESTIGATIVE UNITS

The Impact Program has significantly changed the organization of
the investigative function in the Worcester Police Department. Pre-
viously, invesﬁigation was centralized in the Detective Bureau, except
for special inveﬁiigationé relating to the Vice Squad, the Juvenile
Division, or the Internal Affairs Division. . Specialization within
the Detective- Bureau was attempted only in 1so1ated instances, as a
reaction to cope with special situations. With the formation of the
Robbery Strike Force (RSF) and the Burglary Task Force (BTF) in Impact,
investigative perSonne] for the first time are working in the same
office and under the same Tieutenant and captain as patrol officers.

In addition, a civilian Crime Anaiyst works in the Impact office to

-assist in crime-specific planning. The 1ink between uniformed and plain-

clothes personnel in Impact is even stronger because almost ail the RSF
and BTF personnel came directly from uniformed patrol.

The Robbery Strike Force, cons1st1ng of”~ one sergeant and five p1a1n—

clothes off1cers was implemented at the _beginning of the Impact Program ’

The officers were selected from the uniformed division and had no pr1ur
investigative experience. The Burglary Task Force was:formed when the
three~-man "team p011c1ng" procedure was term1nated‘(see Section 8.2),

With the exception of fﬁe two officers who had spent one year in the:

Detective Bureau, the BTF officers were se1ected‘from among Impact patrol

‘officers. Although at first the BTF was to consist of two-man teams that

Va
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would concentrate on plain-clothes patrol activities and conduct inves-
tigations only when there were especially promising leads, the unit has
developed into a predominantly investigative unit, very similar in activity
and procedures to the RSF. In fact, both units work together and ex-
change zquipment at times, In function, they are both quite similar to

the Detective Bureau (DB), and for that reason the DB was chosen as a
comparison group. The survey sample of detectives (14) consists of all

the detectives who were working on July 31, 1975. The Impact investigative
PO sample (14) consists of all but one Impact investigator (who was on
vacation at the time of the survey).

At the outset of the chapter, it should be emphasized that this
evaluation effort was not designed to study the investigative effectiveness
of Impact investigators as compared to detectives in the Detective Bureau.
To perform this function would have required an evaluation in its own
right; it would have considered the many measures in investigative work,
including the amount of time between the crime and the assignment of an
investigator, the amount of time between initial police fesponse and
assignment of an investigator; and the actual investigative techniques
used by each inve ;tigator-~-including canvassing neighborhoods, interviewing

witnesses, processing physical evidence, contacting informants, contacting

- known suspects, and using victim?identification. Only by carefully colliecting

and analyzing tifese types of measures can questions of investigative
effectiveness even be approached. Furthermore, in Worcester, the evaluation
of investigative‘effectiveness is. hindered by the absence of certain key

data elements (e.g., clearance and conviction rates).
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Given the limited focus of this evaluation on the investigative
component of the Impact Program, this chapter is directed'at>qua1itat1ve1y
comparing the Impact investigative units with the Detective Bureau. As
in the previous chapter, the subjects considered here deal, respectively,
with some background, job performance, job satisfaction and unit inter-
action issues. The position of the Crime Analyst is discussed in the
background section. Results of the anonymous surveys of investigative

officers are contained in Appendix C.

9.1 BACKGROUND

In considering the two Impact investigative units it is important to
review the personnel that make up the units; the Crime Analyst who assists
them; the supervisors who command them; and the facilties and equipmént

that support them.

PERSONNEL

Exhibit 9.1 shows the difference in police experience between Impact
investigators and detectives. Besides police experience, there is of course
a great difference in investigative experience {see Exhibit 9.2). While the
mean time spent in the Detective Bureau is almost ten years, Impact investi-

gators at the time of the evaluation had of course been in ihe Impact unit

for one year. These figures are close to an actual reflection of investigative

experience because only two of the original Impact investigators had had

any prior investigative experience. As of July 31, 1975, however, two

detectives, with 18 and 13 years of investigative experience, had transferred

N,
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Exhibit 9.1

Years of Police Experience

HOW MANY YEARS HAVE YOU WORKED IN THE WORCESTER PQLICE DEPARTMENT?

Investigative
' Detective
Impact BUﬁ?au
Number of Years: (N=14) (N=14)
6.0
Minimum 5.0 X
Mean 8.6 ;g.o
Maximum 21.5 .
Exhibit 9.2
Years in Unit
HOW MANY YEARS HAVE YOU BEEN IN YOUR UNIT?
Investigative
Detective
Impact Bureau
Number of Years: (N=14) | (N=14)
) .67
Minimum .63
Mean i.01 9.75
Maximum 1.29 23.00

it e ST
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to the Robbery Strike Force from the Detective Bureau. The 18-year
veteran was inciuded in our survey.

The advantages of selecting a group of police officers directly

from unifor, to become investigators are better morale, flexibility. en- -

thusiasm, and their responsiveness to supervision. This ig true especially

ter is widely believed to depend upon "knowing someone" 1in the City Gov-
ernment or on “having friends" high in the police department, As one
uniformed Impact officer stated in the anonymous survey:

The ‘Detective Buy ;au, Juvenile, Vice Squad have seen that
patrolmen can do thejp (1nvestigative) work as good if not
better sometimes, and they didn't have to KNOW SOMEONE to
get in. Their performance and will” mness to work was
their ticket, not Captain so-and-so, or Deputy so-and-so.
AND POSITIVELY NOT 5-10-20 years on the job, that's for
surell!

CRIME ANALYST

The position of Crime Analyst was created in Impact to serve as
an intelligence collater and crime-specific planner for the Impact in-

vestigative units. The Job description contained ten activities to be

‘ performed by the Crime Analyst:

(1) In conjunction With the Worcester Police Department, staff,
to develop and implement procedures for the immediate
transmittal of all burglary and robbery investigation
reports to the Crime Analyst.

(2) To review investigative reports of burglaries and robber-
ies to ensure pProper classification under U.C.R. (Uniform
Crime Reporting) guidelines.
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(3) To determine, through review of investigative reports,
thoroughness and completeness of reporting, accuracy
and detail, and proper identification of persons, prop-
erty, and locations.

(4) To review ali robbery and burglary investigative reports
and ascertain patterns (geographical), temporal, and mo-
dus operandi) for those offenders.

(5) To develop and implement procedures for dissemination of
crime incidence patterns to officers of the Robbery
Strike Force and Impact Sector Patrol for field operations
deployment, and to other operations units as needed.

(6) To attend all intelligence collating meetings of officers
of the Impact Sector Patrol Unit.

(7) To disseminate to the Crime Prevention Unit or to the Ap-
propriate commanding officers, proposals for specific
crime prevention activities to be undertaken.

(8) To develop plans and strategies designed to increase the
effectiveness of investigations, particularly in the Im-
pact Sector.

(9) To maintain 1iaison’with Police Planner to ensure unifor-
mity of reporting systems and paper flow under Impact
operations.

(10) To assist the Law Enforcement Planning Committee and the

Police Planning Section in data collection on the func-
tions of the Police Service Aide Unit.

Activities 1 through 4 involve the Crime Analyst's reviewing crime
reports for U.C.R. purposes and for determining patterns of rcebbery and
burglary offenses. To accomplish these tasks the Crime Analyst first
reviews all departmental reports for robbery and burglary and photocopies
all reports that pertain to incidents occurring in the IMPACT sector.

The reports are then given to thé investigative units. Most of the time,

however, because of the relatively small number of incidents--especially

B S
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in the case of robbery--the investigators are already aware of the in-
cidents. The fourth activity calls for the Analyst to ascertain geo-

graphical, temporal, and modus operandi crime patterns. This is accom-

plished through a series of pinmaps in the Analyst's office, which is
lTocated between the RSF and BTF offices.

The fifth activity--dissemination of crime pattern information to
officers--is accomplished through dissemination of a Weekly Beat Ac-
tivity Sheet, a sample of which is included in Exhibit 9.3. At first,
25 copies of these were reproduced for the 18 patrol officers and 15
investigators. Many sheets were not picked up by officers, so now only
ten copies are reproduced, and there are still some that remain. There
is evidently a lack of interest on the part of officers to use these
sheets, and the Crime Analyst finds her position somewhat frustrating in
this respect.

One of the problems involved with the Analyst's position revolves
around activity 6-4attending intelligence collating meetings. The Crime
Analyst is in fact excluded from meetings of the investigators, so it is
doubtful how much useful intelligence collating could be performed.

Since the analyst does not interact directly with the Crime Preven-

tion Unit, activity 7 is not performed. (It should be noted that none of

the investigative or patrol units interact with the Crime Prevention Unit

either-~this is further discussed in Chapter 10.)
Activity 8--designing strategies for investigation--is accomplished
only in part because the Crime Analyst is not a totally accepted member

of the investigative unit.
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Exhibit 9.3
Sample of Weekly Beat Activity Sheet

WEEKLY BEAT ACTIVITY
MARCH 6, 1975 - MARCH 12, 1975

Route 11

No breaks or robberies on this route so far this month.

Route 12
Robbery
Friday 3-7 1900 Mayfield Street White Males - 2
Unarmed
Friday 3-7 2120 May & Mayfield St. 2 White Males
Unarmed 1 Black Male
Burglary |
Thur./Fri. 3-6/3-7 7:30 p/10 a  Main Street Commercial

Two purse snatchings this past week, occurring in the Zayres (Mayfield
Street) area. Area should be given special attention.

Breaks very light for this route with only one commercial occurrence

Route 13
Burglary
Thur./Sun. 3-6/3-9 1200/1050 C1érk Unﬁversity Cafe
Friday 3-7 8:15 pm - Maywood Street Private Apartment
Saturday 3- 0100/1000 Clark University English House
~Sunday 3-9 0218 Lovell:Streat Commercial
Sunday 3-9 9:00 pm  Main Street Private Apartment

Much more activity for this route during th%s month. So far, it's the
most active route for breaks, mostly in the &yea of Clark University.

3
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Exhibit 9.3 (Continued)

Route 14
Burglary
Saturday 3-5 0400/0650 - Park Avenue Party Pak, Inc.

Very quiet! Only one commercial break.

Route 15
Burglary
Saturday 3-8 0410 " Douglas Street Market
Tuesday 3-1 0216 Douglas-Arrest Market

Only two breaks this past week, both at the same location. Arrest has
been made on one of these. Special attention should be given to this
area. ’
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Liaison with the Police Planner to assure uniformity of reporting
systems (Activity 9) is difficult for the Analyst to accomplish because
of the separateness--both physical and functional--of the Police Planner,
However, some coordination between the two is achieved by telephone.

The Tast activity of ihe Crime Analyst, assisting the Law Enforce-
mert Planning Committee in data~co11ection for the PoTice Service Aﬁde
unit, is minimally accomplished through the development of an Activity
Sheet for all PSA's to complete daily. Althouagh the data’containedzon
these activity logs are ana]yzed'by the Operations Analyst, there has
been no guidance from the Law Enforcement Committee as to whét pfedise
PSA data the Crime Analyst is to collect. ' |

Although the Crime Analyst's intelligence collating goals have not
been entirely achieved, the Crime Analyst does perform important admini-
strative functions for the Impact Captain, including providing stafistics
and drafting memos for the Captain. However, according to the technical
assistance repnrt of the consultant hfred at the outset of the Impact Pro-
gram,*

care must be taken to see that (the crime analyst) does not be-

come a statistician for the planning unit. He must be linked

to operational units, and the kinds of information he dissemi-

nates must be geared toward line rather than staff use.

Unfortunately, the result has been precisely what was to be avoided. The

analyst's "“intelligence" function has been 1imited to the culTing of reports to

* Richard H. Ward, Institution of the Robbery.Impact Program,
Westinghouse Police Technical Assistance Report, 4-74-106, March
1974, p. 5.

B
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see what has occurred in Impact and. the updating of pinmaps showing
robbery and burglary locations. The fact that the Crime Analyst is a
civilian and a femaje creates difficulties in terms of gaining full
access to and impacting upon the 1ine investigative personnel. As a
result, the analyst has more and more withdrawn from the original plan

of an intellignece collator serving field units, and has become an

important administrative assistant to the Impact Captain.

SUPERVISORS

The biggest differences in supervision between the Impact investi-
gators and the Detective Bureau stems from the relatively small size
of the two Impact units. As of July 31, 1975, the RS and the BTF

each consisted of a sergeant and seven officers. There are frequent

meetings held between‘the4sergeant and his unit, thys encouraging
the sharing of information much more than in the Detective Bureau.

The sergeants, who also serve as investigators, are given a great deal

of freedom to plaﬁ'assignménts and strategies, a
commanders, |

nd generally act as unit

In exceptional circumstances, such as a rash of robberies of
carry-out stores, the Captain will order stakeouts to be conducted

by both units. 1In addition, the Captain conducts “strategy meetings"

with each unit separate]y. Transcripts from tape recordings of

these meetings were made available to the evaluation team.
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FACILITIES AND EQUIPMENT

The RSF 2nd BTF are located in the same premises as the.Impact pa-
trol officers, whose facilities have been discussed in Section 8.1. As
for the physical facilities, the chief complaint of Impact investigators
is {nadequate space within which to interview witnesses or conduct inves-
tigations. The units are separated from the central hall only by tempo-
rary partitions, and the physical layout allows for very Tittle privacy.
The Detective Bureau, on the other hand, has private rooms available for
interviews and interrogations.

The equipment supplied to the RSF and now used by the BTF as well,

is presented below, with a statement of usage for each item.

® Minolta camera with three lenses: Very rare!y used (one officer
has taken the initiative to be the Impact unit's cameraman).

iginally in-
i jector and screen: Very rarely used (origina |
’ i;;ggdpggi viewing those suspects photographed by the Minolta
camera).

e Two Polaroid cameras: Used for <in-office photographing of ar-
rested suspects.

i i : d (compositor
r (approximately $2400): Never use r
’ ggﬁpggaggpeé 5?th long-hair format, so suspects look as if
in 1950's era).
iginally intended for
: corders: Very rarely used (or191na
’ Igg?n;eréports, but now used by Captain to record strategy
meetings). |
e Bullet-proof vests: Used by RSF members.
o Wigs ($200): Never used (officers claim wigs are of poor quality).

¢ Ten-speed bicycles: Very rarely used (originally intended for
BTF patrol).

T
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¢ Baseball caps:

‘ Rarely used (origina]ly intended as a form of
identification).

@ Rental vehicles:

Used extensively for buth surveillance and
patrol. ’

® Four PSA vehicles: Converted for BTF use.
While it is not within the purview of this evaluation to perform a cost-
benefit analysis of the Impact equipment, there is definite indication that
Impact, as with many other federally-funded police projects,

has
purchased some equipment of minimal utility.

9.2 JOB PERFORMANCE

As mentioned at the outset of this chapter, the actual activities

and methods of the Impact investigators are not noticeably different from

those of the Detective Bureau. Although one of the ideas of the RSF was

to develop and test "innovative strategies," no evidence of innovation in

'strategy was observed. The key differences in the Impact units, and these

could well ge considered ‘mnovations in Worcester, were the decentraliza-

tion of inve$%igative personnel, specialization, greater workload flexi-

bility, the d&g of rental vehicles, and strong Organizationa1 backing

from supervisors and from the Impact commander. In terms of "strategies" or

" however, Impact inveStigative units are no different from most
urban police investigators.

"tactics,

\
" While the youth and inexperience of newly made investigators can be

an advantage, certain disadvantages can arise. The most obvious disad-

vantage is the lack of usefuy] informants and sources of information in
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the community. There were no guidelines or standards for the Impact in-
vestigators to follow, and the benefits of a week spent in the Detective
Bureau as a sort of "orientatioh" are questionable. Training for inves-
tigators is all too often exclusively the on-the-job type, where more ex-
perienced investigators merely teach new investigators the same old
tricks. Also questionable is the usefulness of a consultant's report for
the ﬁSF, which provided a "shopping 1ist" of equipment without elaborating
on the key issues facing investigators.
In addition to the inexperience with sources of information and the
lack of guidelines for 1nvestigatioh; there was a perceived pressure to
do something "innovative" and to show some results. The source of this
pressure is probably tied to the funding process itself and is also typical
of newly formed police units. As a resu]t‘of a combination of inexperience
and pressure, some unfortunate strategy attempts were made. Questionable
methods of obtaining information, mostly stemming from promises of immunjty
on condition of furnishing information, werewuti1ized (to what extent is
unknown). In one case, a prostitute was followed with her client until
the pair was observed to be in a compromising situation; fhe client was
sent away and the prostitute was threatened with arrest unless information
were given to Impact inﬁestigatoré. In addition; there was some discussion
of i1Tegal electronic surveillance, although there is no hard evidence
that thié “strategy" was implemented.
/ It should be emphasized that these quest1onab1e act1V1+1es were

probab]y not frequently done; neither are a11 of them 111ega| The point here

SR ST e
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is that there were no guidelines; there was Pressure to produce, and there
were inékperienced investigators. Even the lack of guidelines is common
in most police departments, especially in the investigative functions.*
If Impact faced these controversial issues squarely and developed working

guidelines, a madel investigative unit could result.

9.3 JOB SATISFACTION

Refe'r1ng to Appendix C, Exh1b1t C.2, it is seen that, in comparison
with the officers in the Detective Bureau, the Impact investigators are
much more satisfied with their assignments, their schedule, and ove-all
police work. Again, as in the case of Impact patrol officers (see Sec~
tion 8.3), the organization, supervision, equipment and faciiities of Im-
pact are key reasons for their satisfaction. 1In agdition, an overwhelm-

ing reason for most of the Impact 1nvest1gators was the opportun1ty to b

“investigators directly out of uniformed patro]

9.4 INTERACTION WITH OTHER UNITS

The RSF and BTF have interactions primarily with two units--the De-

tective Bureau and the Impact Sector Patrol Unit.

DETECTIVE BUREAU

The relationship of a new, decentralized investigative unit with an

* See, for example, Joseph Goldstein, "Police D1scret1on Not to
Invoke the Cr1m1na1 Process: Low-Visibility Decisions in the Admini-
stration of Justice," Yale Law Journal, 1960,

IS
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establishad Detective Bureau has been a problem in many police depart-
ments. In Worcester, the factors underlying the resentment of the de-
fectives include Toss of jursidiction for many robberies and burglaries
and a feeling that the Impact investigators are inexperienced and re-
ceive a disproportionate share of local publicity.

The results of the anonymous survey administered to Impact investi-
gators and to a sample of officers in the Detective Bureau (see Exhibit
9.4) show that both units feel that the cooperation he seen them is poor.
The perceptions of detectivis and of Impact investigators are almost iden-
tical. This result points out one of the disadvantages resulting from the
creation of a separate unit.

One of the factors most bothersome to the detectives is the fact
that Impact investigators are now called "detectives". Traditionally,
only those assigned to the Detective Bureau received that appellation,
although in Worcester the title brings no additional remuneration or any
difference in rank. The importance of the title lies in the status and
the privilege of taking command at crime scenes for the purpose of in-
vestigation. It started when the Robbery Strike Force wanted clear au-

thority within the Impact sector. The Impact Captain supported their po-
sition and convinced the Chief to designate the RSF members as "“detectives".
As for the Burglary Task Force, they were simply referred to as "detec-
tives" by Impact without any official departmental policy directive.

Another very importdnt privilege accruing to detectives is rendition.

Rendition is the surrendering of prisoners in another jurisdiction, and

A T o e s 2
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Exhibit 9.4

Impact Cooperation with Detective Bureau

PERCENT ANSWERING:

~ INVESTIGATIVE
IMPACT DETECTIVE BUREAU
(N=14) (N=14)

IMPACT ROBBERY STRIKE FORCE?

HOW CLOSE IS THE COOPERATION BETWEEN THE DETECTIVE BUREAU AND THE

VERY CLOSE COOPERATION

CLOSE COOPERATION

SOME COOPERATION. BUT NOT ENOUGH
VERY LITTLE COOPERATION

NO ANSWER

0 0
0 0
43 43
57 43
0 7

HOW CLOSE IS THE COOPERATION BETWEE
IMPACT BURGLARY TASK FORCE? ‘

N THE DETECTIVE BUREAU AND THE

VERY CLOSE COOPERATION

CLOSE COOPERATION

SOME COOPERATION, BUT NOT ENOUGH
VERY LITTLE COOPERATION

NO ANSKWER

0 0
7 7
43 43
43 | 43
7 7
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for the officer involves free, expense-paid trips (paid by the bail
bondsman) anywhere in the country to pick up a prisoner who has waived
extradition. This popular assignment was always a privilege of the De-
tective Bureau until the Impact Captain won this privilege for the Im-
pact investigators, when the rendition involved one of their prisoners.,
There have been several quarrels between Impact and the Detective Bu;eau
over rendition.,

There are also certain jurisdictional conflicts that arise with the

Detective Bureau. Initially, the Robbery Strike Force was to deal exclu-

sively with the offenses of armed and unarmed robbery. Likewise, the Bur-

glary Task Force was to deal with the burglary problem in Sector 1. How-
ever, as stated in an Impact Quarterly Report:

Another problem which surfaced early in the program was the ques=
tion of investigative responsibility by either the Robbery Strike
Force or the Detective Bureau. The main goal of the RSF was set
as being the reduction of robberies city-wide, with an emphasis-
or reduction .in the Impact Sector, which was a high risk area,
particulariy for purse-snatchings and street muggings. However,
by physically housing the RSF in_the Impact Sector office, the
RSF immediately became a "separate unit™ whose investigative
Jurisdiction remained somewhat vague. (Emphasis added)

Despite the issuance of Departmental directives aimed at clarifying
some of the juriédictiona] ambiguity, the RSF and BTF eventually expanded
their functional jurisdiction to include other Part I crimes besides the
target crimes of robbery and burglary. One of the reasons‘behind this
development lies in organizational incentives. With the créution of spe-

cial Impact investigative units for robbery and burgiary, the detectives

e e e o
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in the Detective Bureau were not at all enthusiastic about coming 1into
the Impact'area for other lesser crimes. At the same time, the newly
formed Impact units, in order to prove their self-reliance and indepen-
dence, have an incentive to keep the Detective Bureau out of Impact,
thus establishing clear territorial responsibility.

Another jurisdictional problem occurred in the Spring of 1975 when
the RSF was allowed to expand its responsibility to an adjoining Sec-
tor, Sector 2. This then gave the RSF the responsibility for investiga-

ting robberin~s occurring in half of the City. Several instances of

" friction and confusion have occurred in Sector 2. Incidents that are

borderline robbery cases have created confusion in assignment.

The experience with the RSF points out some of the advantages and
disadvantages in police specialization. On the positive side are higher
morale and perhaps increased productivity. On the other hand, resent-
ment and a lack of coordination with other units present difficulties

for the police administrator.

Impact Patrol Unit

The results of the survey of patrol officers show a marked difference
in the perception of cooperation between Impact patrol officers and
Impact investigators on the one hand, and between Motor Patrol officers
and the Detective Bureau on the other (see Appendix C, Exhibits C.9
ahd C.10). In Impact, over 60% of the patrol officers feel there is
close or very close cooperation with both the RSF and BTF. In the Motor

Patro]Q on the other hand, only 7% of the officers feel there is close or
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very close cooperation with the Detective Bureau. Thus, while the
preceding'subseétion described the poor re]atipnship with the Detectiye
Bureau as a disadvantage in having a sebarate unit, the relationship
with uniformed officers seems to be improved by taking investigators
directly from uniform patrol and housing the +investigative units in

the same office as the patrol officers.

s
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10 CRIME PREVENTION UNIT

Created in April of 1974, the Crime Prevention Unit (CPU) is
theoretically a part of the Impact Program but is physically and function-
ally separate. The primary function of the CPU is to perform crime
prevention and community relations. The CPU is now commanded by a
Tieutenant who was previously a sergeant in a pre-Impact Model Cities
foot patrol unit that was actually the predecessor of the current CPU.

At present there are three police officers (PO's) and eleven Community
Service Officers (CS0's) 1in the CPU. Because they perform the bulk of
the prevention activities, and because they represent another innovative
use of civilians (in a different way than PSA's), our evaluation of

the CPU focused primarily on the C€S0's.

The contents of this chapter are also p}imarily concerned with the
CSO Program; they are based On an anonymous survey of CSO0's*, a telephone
survey of CPU clients, and 1imited participant observation of all cpy
personnel. The four sections of the chapter cover packground, job
performance, client reaction, and job satisfaction issues, respectively.
The results of the anonymous survey are included in Appendix B, while

those of the telephone survey are in Appendix E.

10.1 BACKGROUND

In this background section we attempt to view the Worcester (SO

Program first from a broader national perspective and then in terms of

* Ten out of the eleven CS0's were surveyed; one male CSO's completed
guastionnaire was missing.
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the Worcester experience, followed by a discussion of the selection

and training of the current CSO's.

CSO PROGRAMS IN PERSPECTIVE

As stated in Section 4.1, the President's Commission on Law Enforce-

"ment and Criminal Justice in 1967 recommended that "Community Service

Officers" be used to reduce the non-crime service call workload of sworn
officers. A number of less ambitious CSO programs were begun in the early
1970;5. There are now CSO programs in Buffalo, Cincinnati, Dayton,
Detroit, Minneapolis and New York, to name just a few. There are also

a number of forms of Community Service Officer (CSO) programs, most of
which serve a distinct (usually minority) neighborhood, and provide
non-crime services (both new services and some of those previously
performed by police officers).

A recent documentation was made by the Massachusetts Committee on
Criminal Justice of seven CSO programs, including Worcester, in the
Commonwealth nf Massachusetts. Of thé six programs outside of Worcester,
four are based in housing projects and two in other neighborhoods. The
housing project programs are located in Boston, Springfield, Fall River,
and Somerville. Their basic focus is to provide patrol services and answer
minor calls for service placed to the CSO headquarters. There are an
average of ten CSO's in each program; they range in age from 25 to 30 years
old, and all are males. In general, the CSO programs represent an effort
towards self-policing nn the part of the program community.

Another program in Holyoke involves five CS0's as members of a

neighborhood police team. Their basic function is to help enhance

e T S R TR AR e e e e SEEEEE
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community relations; often they serve as intermediaries between the
police and the Spanish-speaking community.

An Urban League Program in Springfield has 17 CS0O's patroiling a
model cities area on foot and reporting unusual conditions to the
police - The program's basic focus is to orient high school seniors

toward careers in law enforcement.

WORCESTER EXPERIENCE

The original Worcester CSO Program ran from 1971 to 19735 in 1974,
eight of the ten original CSO's in that program hecame Police Service
Aides. In the origina1 program, the activities included foot patrolling
in the Model Cities area, noiing any unusual conditions on reports to
the police, conducting Operation‘Identification, and proyiding support
to other police units (sometimes CSO’s‘assistéd the Detective Bureau with
translation). v

Under the WOtcester Crime Impact Program, the ofd CS0 functions were
split up into the patrol and repbrt writing chores, which were enhanced
and made into the present PSA functions, and the Operation Identification
and community relations chores, which’were enhanced and made into the present

CS0 functions (as part of the Crime Prevention Unit).

SELECTION AND TRAINING OF €S0'S

Because eight of the ten original CS0's under the Model Cities Program
became PSA's, a new group of CSO's had to be selected and trained under
the Impact Program. This process began after the PSA's had beeh deployed

for several months. Qualifications for CSO's specified that applicants be




10-5
Exhibit 10.1

10-4

between the ages of 17 and 35; have a high school diploma or the ability Personal Characteristics Profile

to qualify for one; have the ability to read and speak English; have

no felony convictions; and possess residency in Worcester. (These qualifica- é PSA SO
tions are essentially the same for PSA's.) % (N=41) ‘(N=10)
" Serving on the selection committee were the Director of the Worcester § L
4 ; AGE (YEARS):
Regional Law Enforcement Committee, the Commander of the Crime Prevention '
MINIMUM 19 18
Unit, a community representative, a Model Cities representative and a MEAN 22.5 21.9
Human Rights Commission representative. Although initially the desire § MAXIMUM 34 27
was to select CSO's from candidates residing in the Model Cities area, § SEX (%):
the end result was a selection of candidates from all areas of the city. ﬁ MALE 61 50
A profile of the CSO's (see Exhibit 10.1) shows that the average ﬁ FEMALE 39 50
age is about 22; that there is a fairly equal balance of males and % e @) :
females (actually*, there are six males and five females); and that E
; | unTe 88 80
the minority representation is 20% (actually*, there are two Puerto Rican ﬁ BLACK 5 10
CSO's and one black CSO, resulting in a 27% minority representation). g PUERTO RICAN 7 10
Three CSO's have college degrees, four have some college experience (or H |
_ [ MARITAL STATUS (%):
technical schooling), and four have a high school diploma or less. Before 5 :
, ! MARRIED 32 10
becoming CS0's, individuals were students, nurses, or employed as clerical | NOT MARRIED 68 90
sales or factory workers. Two worked for Model Cities, one as a mail ; :
clerk and one as a CS0. In looking further at Exhibit 10.1, it can be 5 HégSEEETESV%;)?F EDUCATION
- o T
seen that the CSO's strongly resemble the PSA's in most personal character- i HIGH SCHOOL (OR G.E.D
B . i .E.D.
istics, although they are slightly more likely to be married and their & CERTIFICATE 22 40
, i SOME COLLEGE BUT DID NOT
level of ecucational achievement is not as high. H GRADUATE 54 20
I :
Exhibit 10.2 shows the breakdown of three weeks of training at the i GgéagnggRFgngggcggifégE 10 10
Police Academy, comprised of 91 hours of classroom and 13 hours of practical E GRADUATED FROM COLLEGE
I (B.A., B.S., ETC.) 5 20
| h SOME GRADUATE WORK 7 10
. X B%sed on all 11 CSO's (including the CSO whose questionnaire was ] GRADUATE DEGREE 0
missing. | |
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Exhibit 10.2

€SO Training

SUBJECT AREAS

First Aid/Drugs
Referral Services
On the Job Training

Elements of Particular
Crimes

Report Writing/Note Taking
Crime as a Social Problem
Orientation

Crime Scene Protection
Visual Aids

Juvenile Problems

Self Defense

Traffic Control

Officer in Court

Role of Police

TOTAL

12

9
9
7
4
3
2
2
2
2
1

104
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experience. No formal evaluation of €SO training (Tike the survey
given PSA's) was ever made. At the end of each week of training,
however, the C50's wrote a brief essay on thejr impressions. Here
are some of their comments:

The only thing wrong in my estimation is that the training

isn't long enough.

'Elements of Burglary,' as discussed by Sgt. McKiernan, was

a fantastically involved subject. | feel he should have had
more time in which to present his topic. '

I truly wish we could have had a lot more of this. It would

be excellent if our CSQ squad could attend this type of class
in the future. . ,

of glass. This subject actually is the "meat" of the job
and seems extremely interesting.

To me, first aid was most helpful, in that it will prove
Very useful on the street.

In his Speech concerning his work in the Human Rights{w\
Committee, Rev: Ro§ario revealed in a very personab1e’{f

done to deal with injustice and discrimination within

our society. As a member of a minority group, I can

honestly say I identified with him and he earned a great

deal of my respect.

In our anonymous Survey, administered in July, 1975 (aftek CSO's
had been on the job for ten months), 80% said they would rate their
training as good or very good in terms of preparing them for crime
prevention and community relations work. Some comments made in that
survey were:

Excellent...as far as what you can Tearn in a classroom.
But the real training is out there in the street.
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On-the-job training has been more beneficial.

The training sessions were "fair" simply because they
did not concern themselves with the practical aspects
of crime prevention. Most of my knowledge of security
was Tearned from people I met on the job. It would
also be good if more knowledge of alarms and electronic
security systems were available.

10.2 JOB PERFQORMANCE

As stated before, a discussion of performance of any Impact com-

-ponent is handicapped by the fact that no evaluation design was incor-

porated into the original Impact Program. This is especially true in
connection with crime prevention and comnunity relations activities,
which are by their very nature difficult to measure. The impact of
these activities are usually long-term and somewhat subjective inbnature.
R definitive determination of their impact would require comparing
those who are served to a control group. This was obviously outside
the scope of this evaluation effort.

In this section we discuss each of the CPU activities and consider
the PO reaction to the CPU and CS0's. First, we reviéw the assignment

of the CPU personnel.

ASSIGNMENT

At the beginning of the Impact Program, there were four police officers
assigned to the CPU and it covered two shifts. Two officers worked 10 a.m.
to 6 p.m. and two worked 3 p.m. to 11 p.m. At present there are three
police officers, all of whom work 10 a.m. to 6 p.m., Monday through

Friday, as do the 11 Community Service Officers. Of the three PO's, two

are white males and one is a black female. A1l have had at least

g
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some college experience. Two of the three officers have been

in the unit since its inception and received approximately 160 hours

of training at the National Crime Prevention Institute, University of
Louisville. The:third officer (who is at present the only female patrol
officer in the WPD) transferred to the CPU from Impact in June, 1975,
The three are between the ages of 28 and 33.

Of the 11 CS0's, three work in the office, two full time. One of
these is the planner who turns out 511 the data for the unit. Another
is a secretary who types up cards for Operation I.D. and premise survey
reports. A third CSO also does secretarial work but this position is
filled by two or three CS0's who rotate between the office and the
street. The secretarial work is usually done by females, and they strongly
resent this. When asked to compare what they actually do on the job
with what they were told the job would be like, one female repliéd that
it was very different because "office work was not in the job description.”
Actually, 40% said the work was somewhat o% very different--see Appendix
B, Exhibit B.2, )

The other CSO's work on the street, either wa1king a footbeat (three
males) or doing premise surveys, presentations, business listings, etc.
Assignments are given out at roll call each morning by the Lieutenant
or officer-in-charge.* The police officers usually have é car and sometimes

work with a CSO,

* Since there are no sergeants in the CPU, the three officers often
serve in that function. They take over when the Lieutenant is i1l or
away, and often listen to and advise the CS0's about work-related problems.
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A problem relating to use of vehicles, which is a constant source ; P

of friction among CSO's, is that females usually get the cars, and the Exhibit 10.3

males end up walking. The male CSO's are as resentful of this as the

CPU Activities

females are resentful of having to do office work. One male CSO said

We have discrimination between the guys and the gals.

o b
I don't think it's right that the girls should have % Handled By

the car every single day of the week. I know there

is a lack of cars, but the girls make the same : Type of Activity Hurber. # 0 7
duttes oo, That includes & footbeat. Operation 1.D. 1653 00 0
This problem can only be solved on the supervisory level and should be % ? Premise Surveys 924 96 4
dealt with by specific departmental guidelines. ;? ; Warning Tags 903 100 0
' g E Elderly Programs 804 No breakdown
ACTIVITIES : % | Vacant House Checks 556 92 8
Exhibit 10.3 shows a 1list of the activities of the CPU with totals ‘ Assisting Other Units 327 18 57
for a nine-month period (October 1, 1974 to June 30, 1975) and the per- Listings 281 No breakdown
centages handlied by PO's and CSQ's. A discussion of each activity follows. Community Services 257 88 ?
Operation Identification % f Investigations 197 27 73
Operation I.D. is a program in which Worcester residents engrave ; Youth Invo]vement. 178 No breakdown
valuable property with their social security number and the City's name. ‘ E Complaint Checks 154 88 12
The number is then kept on file at the CPU office so that if any item is | g Presentations 93 59 41
stolen and recovered, it can be returned to its rightful owner. So far, i £ Court Appearances 77 0 100
there has been no clear way of measuring the effectiveness of the program.* } Bank Escorts 71 0 100
The only way in which the CPU has been able to determina how many of those - % Arrests 58 0 100
residents enrolled in the program have had breaks where engraved merchandise }
was taken was to ask them when they went to do a premises survey. Since
i % During the period 10/1/74-6/30/75.
Phase*IRggigfly%otgsa¥3gégn%;eE;g}ggE:ggnggggg$mogzr§£%§gdéhgﬁ§1:gggifog—- ‘ b Based upon activities during 4/1/75-6/30/75.
the results should be available shortly. ’ i
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only 48% of those people the CPU attempted to contact were actually
reached and since for the first month after the CS0's started they only

did surveys in the Impact area, no accurate figures are available.

Premise Surveys

Each day the Crime Prevention Unit receives a 1list of breaks which
have occurred in the city the day before. An attempt is made to go to
each of the houses or businesses to check all points of entry and
provide suggestions as to ways that the building can be made secure,

A report is mailed to the resideht or business within two or three days
with results of the survey. Exhibit 10.4 contains a completed sample
survey.

One of the problems that has been encountered by the unit on this
activity is that the completion rate in the nine-month period was only
48%; no attempt is made to determine Whéther anyone is home or at the

business beforehand. Another reason for this low completion rate is that

all the surveys are done between the hours of 10 a.m. and 6 p.m. when many

people are at work. Extending the hours of the unit to at least 9 p.m.

would be helpful in this respect.

Warning Tags

Warning tags are placed on unTocked cars or cars with open windows

t

that are seen by CS0's as they walk their footbeats. An exampie is shown

in Exhibit 10.5.
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Exhibit 10,4

Sample of CPU Premise Survey

WORCESTER POLICE DEPARTMENT

CRIME PREVENTION UNIT C.P.U. No._R-205
PREMISE SURVEY DATE: 7-15-74
MamE: RESIDENCE SURVEY. .ADDRESS:
CATEGORY GOOD | DEFECT N/A CATEGORY GOOD | DEFECT N/A
P : g i
1. Grounds El/ 0 O 9. Alleys O O ol
2. Parking Lot D 0 m/ 10. Locks o, . £ .0
3. Doors il O O 11. Hinges g o o |
4. Garage ] E)/ 0 12. Safes 0 I ﬂ/
5. Roof ' B/ O 0 13. Alarms 0 o’ B
6. Windows 0 o O 14. Walls cf/ 0 0
7. Transoms 0 o [a/ 15. Cellar L'ﬂ/ o . o
8. Lights 0 Q{ ] 16. Other 0 o 0
DEFECTS:
4. Door on garage left open or unlocked
8. Outside floodlights iradequate on south side of building
1. Locks on front, rear and:side doors (external doors) inadequate
RECOMMENDATIONS: .
4. Garage door should be locked and closed vhenever it is not being
used to prevent an intruder from entering Living quarters through
Zarage
8. South side of house should be 1it up with floodlights to prevent
an intruder from trying to gain entry through sun porch
10. ALl external doors with glass in them should have locks chenged
to double cylinder deadbolts Lf locks are within 30" of windows.
If doors are solid wood or locks are more than 30" from windows
standard thund turn type dead bolt locks will be adequate., All
locks should hava a nminimum of a 1" throw to the boltr.
REPORTING OFFICER(s) Ptlm. Guittar & Carroll
FOPIES: 1 Nenartmantal 2. Crime Prevention Unit 3. Business Form 158 (5-20-74)g
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Exhibit 10.5

Sample of CPU Warning Tag

ING!

OVER 5000 CARS WERE STOLEN IN WORCESTER IN 1973.

DON'T HELP A THIEF STEAL YOUR CAR.
LOCK YOUR CAR WHEN YOU LEAVE.
PLEASE CLOSE YOUR WINDOWS, TOO.
HELP YOUR POLICE HELP YOU.

Police Community Service Community Service Officer
697 Main Street 1608
Worcester, Mass. 0

752-3338 -~ N2 927
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Elderly Programs

These programs include activities 1ike the Lunch Program and 01d
Age Housing Checks. A church near the CPU office is one of several
centers in the city where the elderly can receive a hot lunch at a very
low cost. It was the scene of recent purse snatchings and assaults
until CSO's started going there. Those on footbeats patrol the Impact

area housing for the elderly which has had similar problems.

Vacant House Checks

These checks are done by €SQ's in cooperation with the Fire Preven-
tion Unit. They drive by and walk through vacant houses to see if
there are public health or fire hazards. Owners are notified when such

hazards are found and encouraged to take whatever measures necessary to

secure the building.

Listings
Listings are only done periodically which is why no percentaées are
given for the three-month period shown in Exhibit 10.2. CSO's collect

names, addresses, and phone numbers of businesses in the Impact area and

keep them on file in the CPU office. In case of emergency (fire, burglary,

etc.) these owners can then be quickly reached.

Youth Involvement Programs

These community relations programs include the Essay Contest and
Ride-a-Long Program. Usuaily, school children write essays on crime
preVention issues and winners are taken for a ride in a police cruiser

to see how the police officer does his job. Another program is the
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Bicycle Engraving Program which, like Operation I.D., attempts to

discourage theft and to aid police in returning recovered bicycles.

Complaint Checks

These checks are done in response to requests of residents and
business owners in the Main South Area who see the €S0's or police
officers on the street. An example would be a church requesting the
police officers to remove drunks or disorderly persons from the church

property which is directly across the street from CPU headquarters.

Presentations

Presentations on crimes against women, vandalism, locks and alarms
and related topics are given to schools, businesses, neighborhood and
community organizations, and have reached approximately 5300 residents
to date. The police officers and CSO's work together on these. Most of
the speaking is done by officers and the CSO's provide demonstrations.
For example, one of the male CSO's is skilled in the martial arts and has
taught one of the females so that they can demonstrate self-defense tech-
niques. Audiences for these presentations range between 20 and several
hundred people and are largely enthusiastic, if those observed by us are
typical. One client remarked that the presentation was "a great morale-

building tool for employees--branching out into this type of activity is a

great thing for P0's to do."

Bank Escort
Providing bank escorts was the idea of CPU police officers after they

did a business survey of a federal program with branch offices all ovef

e it
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the city. (There had been several robberies.) A bonded messenger is

picked up by a police officer and taken to the bank under guard.

Arrests, Investigations and Court Appearances

The arrests are usually made in response to incidents Which the
CPU police officers see taking place in the course cf their duties, and
are usually of minor offenses pertaining to disturbances; shoplifting,
purse snatching and simple assaults. Investigations and court appearances
are usually related to these arrests although the figures éhown in Exhibit
10.3 for investigations apparently overlap other figures for complaint
checks, vacant house checks, etc. Nonetheless, it is interesting to note
that the CPU officers have made a significant number of arrests, principally
in response to citizen-initiated complaints that are called into thg CPU
office. It is possible that officers assigned to this unit use thesé
arrests as a way of stressing their police role. In any event, Departmental
guidelines should be issued specifying the function and duties of crime
prevention officers, including when the.officers shotuid refar complaints
to the motor patrol units. In'genera1, we found the CPU officérs to be very
enthusiastic and conscientious about their work. (This is significant,
since it is a well-known fact that crime prevention work does not appeal
to the majority of urban police officers.) However, their being apart from
the rest of the Department has frustrated them somewhat. In fact, one of
the original officers in the CPU transferred back into patrol partly

because of his feeling of separation.
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POLICE OFFICER REACTION

In our surveys, we asked WPD personnel their opinion of the value of
the CSO and CPU programs. However, it was necessary first to ask whether
the respondents even had a good knowledge of the CSO program. The results,
as shown in Exhibit 10.6, indicate that over three-quarters of the officers
and about one-half the PSA's feel they do not have a good know]edge of the
current CSO program. Thus it is not surprising to find, as in Exhibit
10.7, that most members of the Department say they do not know how valuable

the CSO program is. The answers of those who did express an opinion about

the value of the CSO program were a broad range. The CSO's, of course, do

feel the program is valuable.

When asked how valuable the Crime Prevention Unit is, PSA's and
CS0's expressed some feelings that it was valuable, which contrasts with
the more negative feelings expressed by sworn personnel as shown in Exhibit
10.8. There seems to be a major problem in the way the WPD views the
CPU. Further effbrts at educating the Department's field personnel on.
the value and uses of crime preventioh techniques are necessary, if the

WPD is to maintain a definite commitment to crime prevention.

10.3 CLIENT REACTION

In addition to asking WPD personnel about the value of the CPU, we
conducted a very limited survey of 66 of its clients. Two somewhat
different surveys were conducted, one for Operation Indentification and one

for premise surveys and presentations. The composition of the respondent

Department Familiarity with €SO Program
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Exhibit 10.6

DO YOU HAVE A GOOD KNOWLEDGE OF WHAT THE CURRENT CSO PROGRAM IS?

PSA | PATROL PO | INVESTIGATIVE PO
| Total | IMP WP M DB
PERC :
ENT_ANSWERING: (N=41) | (N=18) (N=41)|  (N=14) (N=18)
YES 49 | 1 22 29 29
NO 49 | 89 76 71 6t
NO ANSHER 2 0 2 0 7

Exhibit 10.7

Perceived Value of CSO Program

HOW VALUABLE DO YOU THINK THE CSO PROGRAM IS?

PSA | CSO | PATROL PO | INVESTIGATIVE PO
: Total| Total MP MP IMP DB

PERCENT A :

NSWERING (N=41)| (N=10) | (N=18) (N=41) | (N=14) (N=14)
VERY VALUABLE 12 | 50 0 0
VALUABLE 12 | 50 11 7
SOMEWHAT VALUABLE | o 15 29
NOT VALUABLE 7 0 15 14 21
DON'T KNOW 24 0o | 61 51 50 36
NO ANSHER 10 0 | 17 12 0 21
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Exhibit 10.8

Perceived Value of the Crime Prevention Unit

HOW VALUABLE DO YOU THINK THE CRIME PREVENTION UNIT 1S?

PSA | CSO | PATROL PO |INVESTIGATIVE PO
Total | Total | IMP MP | IMP DB

PERCENT ANSHERING: | (n=q1)| (N=10) | (N=18) (N=41)| (N=14) (N=14)
VERY VALUABLE 22 | 30 17 12 7 7
VALUABLE s | 30 22 17| 3% 21
SOMEWHAT VALUABLE 26 | 30 39 3| 29 36
NOT VALUABLE o | 10 22 27| 21 29
NO ANSHER 10 0 0 10 7 7

population is compared with that of the PSA survey and the 1970 Worcester
Census Data in Exhibit 10.9. A1l of the samples are similar, except for
a higher proportion of older persons who attended presentations.

Since the services of the CPU are not traditional police services, we
asked the citizens how they learned about the services. Exhibit 10.10
shows the effectiveness of an advertising campaign for Operation Identifica-

tion in contrast to the premises surveys which are provided as follow-up

to burglaries.

OPERATION IDENTIFICATION
Of the 31 Operation 1.D. enrollees surveyed, 89% did the engraving

themselves (see Appendix E, Exhibit E.2); thus there was no basis on which

to judge the quality of services provided by CSO's.
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Exhibit 10.9

Composition of the CPU Client Population

CPU CLIENT PSA WORCESTER
OPERATION 1.D. PREMISES | CHIENT . | 1970 cENsUS
PERCENT ANSWERING: (N=35) (N=31) | (N=221) DATA
SEX
MALE 57 58 56 18
FEMALE 13 42 a4 52
AGE
UNDER 18 0 0 2 29
18 - 29 23 22 31 18
30 - 54 31 35 43 27
55 - OLDER 40 65 23 26
REFUSED 6 6 1 -
RACE
WHITE 94 97 95 94.4
BLACK 0 0 2 4.3
SPANISH-SPEAKING 0 0 1 1.3
ANOTHER ETHNIC
ORIGIN 0 0 1 -
NO ANSWER 6 3 1 -
MARITAL STATUS
MARRIED 71 61 60 25.0
DIVORCED 3 5 4.7
SEPARATED 0 1 1.0
WIDOWED 6 6 8.0
NEVER MARRIED 14 19 25 34.7
NO ANSWER 6 10 3 27'5
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Exhibit 10.10

Source of Information About CPU Services

HOW DID YOU FIRST LEARN ABOUT THIS SERVICE?

\ OPERATION.I.D. PREMISES
PERCENT ANSWERING: (N=35) -?EZEE;_
NEWSPAPER 26 3
TELEVISION 3 0
FRIEND 3 C
CPU STAFF 11 87
POLICE OFFICERS 17

OTHER 40

In judging the value of the service itself, 77% of the enfo11eésyfé1t
that Operation I.D. was somewhat useful or very useful in preventing loss
of property, as shown in Exhibit 10.11. Two participants reported that
they had been victims of breaks since enrolling inlihe program and that
their property had not been recovered. Understandably, they did not feel
that the program was useful. This sample is obviously too small, however,
to objectively judge the effectiveness of the program. Not until a Targer
proportion of the population has been enrolled and a Tonger test period
has elapsed can the‘usefu1ness of Operation Identification be evaluated

objectively.

PREMISES SURVEYS

Of the 31 respondents who had had premises surveys, 68% felt that the

recommendations that they had received were useful (see Appendix'E, Exhibit E.3).
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Exhibit 10.11

Reported Usefulness of Operation Identification

HOW USEFUL DO YOU THINK THE PROGRAM IS IN
, PREVENTING LOSS OF VALUABLE PROPERTY?

OPERATION I.D.
PERCENT ANSWERING: (N=35)
VERY USEFUL 40
SOMEWHAT USEFUL | 37
- I NGT VERY USEFUL
NOT AT ALL USEFUL 3
NG ANSWER 17

However, onfy 19% had fully carried out thosenrecommendations, and only
19% more had even partially carried them out."Once again, there is an
insufficient test population available for an objective evaluation of the
program. ‘

Since respondents to the premise survey questions did meet the CSO's
and PO's of the Crime Prevention Unit who served them, they could respond
to questions concerning service quality. Questions about overall satisfaction
with service and preference of server were asked, with;the results found in
Exhibit 10.12. [ total of 84% felt either very satisfied or satisfied with
the service they were provided. As'compared to the results of the same
questions asked of PSA clients in Chapter 6, satisfaction with CPU service
is not significantly different. The majority of premise survey clients are

indifferent to whether a PO or CSO assists them and whether the server is

a male or female.
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Exhibit 10.12

and Preference for Type of Server

. . . PSA
PERCENT ANSWERING: PREMISES CLIENTS
(N=31) (N=221)

OVERALL, HOW SATISFIED WERE

YOU WITH THE ASSISTANCE YOU

RECEIVED?

VERY SATISFIED 58 52
SATISFIED 26 31
NOT VERY SATISFIED 3

DISSATISFIED 6

NO ANSWER 6

FOR THIS TYPE OF SERVICE,
WHO WOULD YOU PREFER TO
ASSIST YOU?

PO 29 19
CSO/PSA 10 11
MAKES NO DIFFERENCE 61 69
NO ANSWER 0 1
WOULD YOU PREFER A

MALE 16 16
FEMALE K 0 2
MAKES NO DIFFERENCE 84 80
NO ANSWER 0 2
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DEPARTMENT SERVICES

In providing a new type of service, a police department mustvmonitor
its effect on the total public image of the department. Exhibit 10.13
shows that the premise survey clients' responses to the new services are
generally positive, although most respondents reported no change in their
opinion of the WPD. The response paralleled the response to the PSA survey
very closely. '

Overall opinion of the WPD was higher for Operation I.D. clients
than for premise survey or PSA type clients. The major reason for this is
that Operation Identification requires that the recipient seek out the
particular service. Thus, we have an already biased group of respondents
in the Operation I.D. clients.

In summary, the client reaction to the crime prevention services
provided by the WPD has been good, in spite of the fact that the usefulness
of such services has been neither proved nor disproved. There is no
strong objection raised by clients toward the use of civilians and women
in the provision of these new services, a1though'citizens were more receptive

toward the use of civilians under the PSA Program.

10.4 JOB SATISFACTION

During our anonymous survey of the CSO's, we asked them a number of
questions to determine how satisfied they were with their jobs. As with
the PSA's, we asked them how they felt about the different aspects of their
work, interaction with their supervisors, and the future they feel the

job holds for them. In this section, we compare the CSO responsés with
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Exhibit 10.13 ‘ 3 the ones given by PSA's in order to comment on the relative merit of

th .
CPU Client Satisfactien with WPD Services ¢ program

(a) HOW HAS THIS EXPERIENCE WITH A CSO/PSA/PO AFFECTED ; : ASPECTS OF HORK
YOUR OPINION OF THE WORCESTER POLICE DEPARTMENT? ]

Some of the aspects which affect CSO job satisfaction are such

that they depend more on the way the job is defined than on the people

PERCENT ANSWERING: PREMISES PSA CLIENTS é I in.the job. These structural characteristics include pay, work
(N=31) (N=221) ; 5 schedule, functions performed, and the organizational context in which
| !
RAISED 26 27 g the job exists.
MADE NO DIFFERENCE 65 68 : : -
; t As can be seen in Exhibit 10.14, CSO's, who are paid about 15% 1
LOWERED 0 4 | paid about 15% less
DON'T KNOW 10 1 | than PSA's, are considerably less satisfied with their pay. Since they do
é have better hours than PSA's, it isnot surprising that CSO's are better
(b) égRGENERAL, HOW DO YOU FEEL ABOUT POLICE DEPARTMENT % satisfied with their schedules.
? H
VICES? , i When asked how satisfied they were with their function, the CSO's
responded very positively, as can be seen in Exhibit 10.15. "Talking with
OPERATION PSA | people" was mentioned often as the most satisfying aspect of the job.
PERCENT ANSWERING: I1.D. PREMISES | CLIENTS ;
(N=35) (N=31) (N=221) : Office duty and patrolling the area on foot were cited most often as being
; the least satisfying.
VERY GOOD 57 32 - 28 ; : - - :

1 coop 37 42 57 | In participant observation, a related problem was often mentioned--
NOT VERY GOOD 0 13 5 ? that of public confusion about who they are and what they do. CSO's feel
POOR 0 - 10 : ’ | that there are two reasons for this. First, their uniforms are similar
NO ANSWER 6 3 6 ! . ) )

- : @ to PSA's except for color (meter maids have the same basic uniform in

yet a third color). Male CSO's wear an all blue uniform which is virtually

identical to that of a police officer. As a result, male CSO's are often

confused with police officers and asked to take actions they have no

authority to take., Female CSO's wear white blouses and, consequently, citizens

S Y
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Exhibit 10.14

CSO Satisfaction with Pay and Work Schedule

PSA Cso
PERCENT ANSWERING: TOTAL TOTAL
(N=41) (N=10)
HOW SATISFIED ARE YOU
WITH YOUR PAY?
VERY SATISFIED 5 0
SATISFIED 49 10
SOMEWHAT DISSATISFIED 44 40
VERY DISSATISFIED 2 50
HOW SATISFIED ARE YOU WITH
YOUR WORK SCHEDULE?
VERY SATISFIED 24 60
SATISFIED 44 30
SOMEWHAT DISSATISFIED 24 10
7 0

VERY DISSATISFIED

T
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Exhibit 10.15

S0 Satisfaction with Function

PSA €S0

PERCENT ANSWERING: TOTAL TOTAL
(N=41) (N=10)

HOW SATISFIED ARE YOU

WITH WHAT PSA'S (CSO'S)

HAVE BEEN DOING IN THE

WPD?

VERY SATISFIED 56 50

SATISFIED 29 50

SOMEWHAT DISSATISFIED 12 0

VERY DISSATISFIED 2 0

HOW SATISFIED ARE YOU

WITH YOUR PRESENT

ASSIGNMENT?

VERY SATISFIED 61 40

SATISFIED 29 20

SOMEWHAT DISSATISFIED 7 40

VERY DISSATISFIED 2 0

OVERALL, HOW SATISFIED

ARE YOU WITH POLICE

WORK?

VERY SATISFIED 51 | 50

SATISFIED 39 30

SOMEWHAT DISSATISFIED 10 | 20

VERY DISSATISFIED é 0
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tend to confuse them with meter maids. The occasional use of PSA cars
further complicates the problem, so that it is sometimes very difficult

for citizens to tell CSO's apart from other WPD personnel.

INTERACTION WITH SUPERVISOR

Because the CSO's as a group are young and inexperienced with
po1ice-type work, there is a considerable need for careful supervision.
Exhibit 10.16 shows CSO's are less likely than PSA's to feel that their
officials are sympathetic to their complaints about the job. Yet
they feel that their officials are much more Tikely to praise them for
a job well done. In a striking contrast to the 93% of PSA's who feel
comfortable talking to at least one official about their job-related
problems, fully 50% of the CSO's report that there is no official to
whom they regularly talk abouf their job and job-related problems. This
is puzzling, especially in light of their other responses and the fact
that CPU is a small unit, commanded by a Lieutenant who seems to'be Tiked

and respected. Moreover, despite the separation from the rest of the

Department, morale in the CPU is good--a credit to the commanding Lieutenant.

ASPIRATIONS ABOUT THE FUTURE

The development of a good CSO Program obviously requires a strong

commitment on the part of the CS0's. We asked the CSO's how Tong they
thought they would remain in the program. The results, shown in Exhibit’
10.17, show that none of the CS0's plan to stay more than five years,

and only 50% of them plan to stay more than two years. The major reason

given for wanting to leave the program was pay.

e

e
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Exhibit 10.16

~Interactions with Supervisor

PSA cs0

PERCENT ANSHERING: TOTAL | TOTAL
(N=41) | (N=10)
WHEN YOU HAVE COMPLAINTS
ABOUT YOUR JOB, HOW
OFTEN ARE YOUR OFFICIALS
UNDERSTANDING AND
SYMPATHETIC?
VERY OFTEN 41 20
OFTEN 17 30
OCCASIONALLY 24 40
HARDLY EVER 15 10
NO ANSHER 2 0
ARE THERE ONE OR MORE
OFFICIALS TO WHOM YOU
REGULARLY TALK ABOUT
YOUR JOB AND JOB-
RELATED PROBLEMS?
YES 93 50
NO 50
NO ANSHER 0
WHEN YOU DO SOMETHING
OUTSTANDING, HOW OFTEN
DOES ONE OF YOUR
OFFICIALS TELL YOU
THAT YOU DID A GOOD
JOB?
VERY OFTEN 7 50
OFTEN 27 40
OCCASIONALLY 32 0
HARDLY EVER 2 10
. 1
NO ANSHER 2. 0
!
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Exhibit 10.17

Job Commitment

PSA €S0

PERCENT ANSWERING: TOTAL TOTAL

(N=41) (N=10)
UNDER THE PRESENT CONDITIONS, ASSUMING THE
PSA (CSO) PROGRAM CONTINUES, AND ASSUMING
YOU DO NOT BECOME A POLICE OFFICER IN
WORCESTER, WHAT IS THE MAXIMUM TIME YOU
THINK YOU WOULD REMAIN IN THE PROGRAM?
I AM LOOKING FOR ANOTHER JOB AT PRESENT 12 20
LESS THAN ONE YEAR MORE 5 10
1-2 YEARS MORE 27 10
2-5 YEARS MORE 20 50
6 YEARS OR MORE 29 0
NO ANSWER 7 10
IF YOU DO NOT PLAN TO REMAIN A PSA (CS0),
WHY NOT?
PAY 5 50
NO SECURITY 5 0
WANT TO BE A PO 24 10
NO PROMOTIONS 7 10
DON'T LIKE TO WORK 5 0
BETTER USE OF EDUCATION 7 10
OTHER 5 0
NO ANSWER 41 20

S e e s s
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Like PSA's, the CSO's aspire to become’police officers. In fact,
if given a choice, 50% would like to become detectives (see Exhibit
10.18). The conclusions we made about the PSA program in Chapter 7

apply equally well to the €SO program.

Exhibit 10.18

Job Aspirations

BELOW IS A LIST OF JOBS IN THE WORCESTER POLICE DEPARTMENT. CHOOSE
THE 5 JOBS YOU WOULD MOST PREFER, ASSUMING YOU HAD ALL THE NECESSARY

QUALTFICATIONS. NUMBER YOUR PREFERENCES 1 TO 5 IN ORDER OF PREFERENCE.

PSA cS0
PERCENT_ANSWERING
FIRST PREFERENCE: ey &Ezﬁb
PSA 2 0
cS0 0 0
IMPACT PATROL 15 0
MOTOR PATROL 24 10
FOOTBEAT 7
TRAFFIC DUTY 2
ROBBERY STRIKE FORCE IN IMPACT 5 10
BURGLARY TASK FORCE IN IMPACT 2 0
DETECTIVE | 15 50
AMBULANCE 5 10
DISPATCHING 0 10
INSIDE CLERICAL JOB 0 0
(CRIME PREVENTION UNIT PATROL) - 0
NO ANSHER 24 10
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11 PERFORMANCE STATISTICS

Measures that bear on the important qualitative aspects of the
evaluation have been discussed at Tength in Parts II and III of
this report. In this and the following chapter, we discuss the

more quantitative measures.

The quantitative performance measures contained in this chapter are
primarily based on an analysis of radio call data for a four-month period
(March 1 - June 30, 1975), during which the Impact Program was on-going.‘
Although we would have liked to have undertaken a before and during analysis
of radio call data, we were unable to secure a reliable and comparable
set of before data.*

The radio call analysis has been able to provide answers to SOme

- key questions concerning the performance of the Police Service Aidu (PSA)

patrol force in comparison to thayiof the regular Police Officer (PO) :

patrol force. The questions inc]yde: How tong does a PSA unit take to

serve an incident as compared ta}é PO unit? How much work are the PSA's
handling? More specifically, what is the PSA patrol unit utilization as
compared to that of a PO unit? These three guestions are ansWered in the
next three sections, respectively. 1In each case we have been able to closely

corroborate our findings with the results of our limited analysis of PSA

* The Worcester Police Department has just recently (since January,
1975) been able to record radio call data on a computer tape. Our four-
month radio call analysis has made use of this data base--we omitted
January and February from our analysis because data during the first two
months had errors and were deemed unreliable.
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daily activity sheets. The final section of this chapter deals
with some personnel statistics that have been traditionally used to
indicate performance; these include sick leave, injury, auto accident,

complaint and commendation statistics.

11.1 DELAY AND SERVICE TIMES

The delay and service time statistics are discussed in this section.
The delay time is the length of time between when a call for service is
received (usually by a complaint clerk) and when a radio dispatcher dis-
patches a patrol unit to serve the call. Although the service time is
usually the length of time a patrol unit is on the scene servicing the
call, we have imeluded in our calculations for service time the associated
travel time. Unfortunately, this kind of aggregation was beyond our control.
As can be seen in Exhibit 5.4. which shows a sample of a completed radio
call card, there are only three times that are clocked on the card: the
time the ca]]-forrserviée arrives; the time it is dispatched; and the time

the patrol unit iﬁdicates the service is completed. The time at which the

patrol unit arrives at the scene is neither reported nor, of course, recorded.

DELAY TIME )

Exhibit 11.1 contains delay time statistics by radio call classification
by shift of day. The shifts are actually Impact shifts which are é;b
hours behind Motor Patrol sm’fts.i Each shift is indicuted in terms of

military time. The average and standard deviation statistics are given

in the exhibit. The standard deviation can be regarded as a measure of

e uetin s 1
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Exhibit 11.1

Delay Time Statistics by Radio Call Classification

Delay Time Statistics during Shift®:

12.

Radio Call
Classtfications 1000 - 1800 1800 - 0200 0200 - 1000 Total 24 Hour
Std. Std. Std. Std.
Ave. Dev. Ave. Dev. Ave.  Dev. Ave. Dev.
000 Unclassified 7.30 17.98 5.43 12.35 7.41 15.60 6.42 15.03
100 Route Assignment 5.23 11.09 6.60 13.25 6.77 12.27 6.06 12.26
200 Alarms 4.25 9.44 4,69 9.52 4.38 7.61 4.49 9.03
300 Disturbances 7.20 12.93 7.11 12.27 6.29 11.13 7.02 12.30
400 Noncriminal Investigations 1.04 20.60 4,06 5.99 3.39 5.42 5.56 11.74
500 A11 Points Broadcasts 8.26 14.67 8.49 14.73 1.14 19.48 9.08 15.17
600 Medical Cases 3.47 9.43 3.39 7.76 3.36  7.55~ 3.42 8.46
700 Investigations 9.84 16.28~ 9.29 14.82 9.94 14.32 9.61 15.27
800 Traffic Incidents 6.87 12.81 7.23 13.96 8.44 14.56 7.31 13.64
900 Crimes in Progres§ 4.83 11.73 4.50  9.95 3.95 7.58 4.35 9.99
TOTAL 6.70 13.03 6.90 12.60 7.14 12.54 6.88 73

% Based on radio call analysis during period of March 1 - June 30, 1975; number of radio calis

averaged 316 calls per day.

e-11
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the spread of the delay time distributi?ﬁ about its mean or average.

It is seen that incidents invo1vin§ medical cases, crimes in progress
and alarms have the shortest delays; yet these delays average about
four minutes with a standard deviation of nine minutes (this indicates
that the delay time distribution is spread over a very wide range). An
average delay of four minutes for these types of calis-for-service seems
extraordinarily long. It could be caused by a number of factors, includ-
ing laxity on the part of the communications'personne], unavailability
of a unit which could be dispatched, or cumbersome communications proce-
dures and facilities.

Looking at the delay statistics by shift reveals a surprise; the

delays in all three shifts are about the same (i.e., average of seven

minutes) and yet, as we will discuss in Section 11.3, the patrol units'

radio call activity levels are significantly different during these shifts.

This seems to indicate that patrol unit availability is not a significant
determinant of delay time. The impact of this statement suggests that

the lengthy dispatch delays are primarily caused by factors internal to

the communications unit. Our observation of the communications functicn

tends to corroborate this deduction. Low morale and poor physical facilities

seem to limit dispatch effectiveness.

SERVICE TIME

Exhibit 11.2 contains service time statistics by radio call classifica~

tion by shift of day. It is interesting to note that disturbances and

crimes in progress take the shortest time to serve--or do they? Inasmuch




Exhibit 11.2

Service Time Statistics by Radio Call Classification

Radio Call Service Time Statistics during Shiftd:
Classifications 1000 - 1800 1800 - 0200 0200 - 1000 Total 24 Hour
Std. Std. Std. Std.
Ave.  Dev. Ave.  Dev. Ave. Dev. | Ave.  Dev.
000 Unclassified 26.51 28.19 15.75 17.99 28.72 27.63 21.74 24,42
100. Route Assignment 26.57 23.61 18.73 18.82 27.76 23.32 23.41 22,02 :F
200 Alarms 18.99 19.13 20.31 20.72 22.08 22.53 20.43 20.85 7
300 Disturbances 120.05 19.16 14.87 16.30 20.61 21.38 16.98 18.02
400 Noncriminal Investigations 21.73' 21.49 14.46 15.74 30.37 26.21 20.80 21.71
500 A1l Points Broadcasts 29.83 23.75 23.42 19.62 36,88 25,69 | 28.82 23,23
600 Medical Cases 27.40 20.41 22,57 20,98 37.57 24.04 27,50 22.05
706 Investigations 32.97 23.98 23.58 20.59 39.01 25.75 29.86 23.67
800 Traffic Incidents | 32.63 27.21 28.84 26,62 40,59 29.59 32.61 27,77
900 Crimes in Progress 20.00 18.30 18.49 20.43 22.53 23.67 19,54 20.69
TOTAL 25.77 22.80 18.86 19.48 29.68 25,53 22.99 22.18

? Based on radio call analysis during period of March 1 - June 30, 1975; number of radio calls
averaged 316 calls per day. It should alsc be noted that all service times with durations of .
more than 90 minutes were-truncated to 90 minutes for the purpose of calculating the above service
time statistics. ~
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as the service time in this analysis includes the travel time, it may
just be that the comparatively shorter times are only a reflection of
shorter travel times to these critical types of incidents. As might
be expected, traffic incidents take the longest to serve--over half an
hour. From a statistical point of view, it is interesting to note that
the standard deviation is about equal to the average: this is at least
a necessary (but not sufficient) condition that the service time distribu-
tion can be exponentially distributed.

In terms of the Impact Program, the key question is what is the
average service time for a PSA patrol unit as compared to a PO unit?

The answer is given in Exhibit 11.3. The PSA unit takes Jjust one minute

~ longer than a PO unit. Again, one must remember that this service time

includes travel time. Since PO units tend to travel faster than PSA

units, the one-minute difference is probably reversed when comparing on-the-

scene service times. Nevertheless, it is revealing that on the average a
PSA unit spends just one minute Tonger in connection with an incident
than does a PO unit. Care must be taken in interpreting this result,
since PSA's are only allowed to respond to service type calls or to
assist P0's in their work.

Exhibit 11.3 shows another interesting fact. The average service
time is inversely proportional to the radio call level, irrespective of
the type of server. This reflects a well-known phenomenon in queueing
or waiting Tine theory--that is, a server tends to work fast when there
are a large number of customers waiting to be served, and conversely, slow

when there are a few customers.

R —— i e e

Exhibit 11.3

Average Service Time by Shift of Day by Type of Server

Radio Average Service Time (in Minutes)

Calls@ | per Radio Call per Patrol Unit:b
Shift (%) PO "PSA Amb, Other/
Only Only Only Mixedd
0200 - 1000 ]7.8 ‘ 29.4 -C 37.8 30.79
1000 - 1800 31.9 27.1 26.5 27.0 25.36
1800 - 0200 50.3 18.5 22.9 22.9 19.73
TOTAL 24 HOUR 100.0 23.5 24.6 27.8 23.26

3 Based on radio call analysis during period of March 1 - June
30, 1975; number of radio calls averaged 316 calls per day.

b A11 service times greater than 90 minutes were truncated to 90
minutes for the purpose of this analysis.

C PSA's are currently not deployed during this shift.

d The other/mixed category includes those calls served by other
type of units (including bike, wagon, traffic, investigative and
foot) and those calls that are responded to by two or more units
of mixed types. This category accounted for 26% of all radio calls.
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11.2 VIORKLOAD DISTRIBUTION

In assessing the radio call workload that the PSA's have been able
to handle, there are two ways to determine it. On the one hand, one
can view the workload from a demand standpoint and determine the percent
of total radio calls that the PSA-manned units have either directly
handled or assisted in. On tHe other hand, one can view the workload
from a response standpoint and determine the percent of total patrol
unit time that PSA-manned units have spent either directly handling or
assisting in calls. Although the demand-related statistic is easier to
determine, the response-related statistic is more realistic since it
takes into account not only the number of radio calls but also the
number of patrol units responding to each call and the time it takes for
each unit to serve the call. The demand and response-related PSA work-
Toad statistics are further discussed and determined in the next two
subsections, followed by a summary statement. First, for back-
ground information, Exhibits 11.4 and 11.5 show the radio call workload
distributed by sector and by shift, respectively. It is seen that the
number and type of radio calls are not distributed evenly among the four
designated patrol sectors, with 24.4% of all calls occurring in the
Impact sector (Sector 1), and a high proportion of them being disturbance
calls. Likewise, as expected, the radio calls vary significantly between
shifts, with 50.3% of all calls occurring during the first half shift

(i.e., between 6 p.m. and 2 a.m.).

DEMAND-RELATED WORKLOAD

A5 defined earlier, the demand-related, PSA workload refers to the

percent of radio calls that the PSA-manned units have either directly




Exhibit 11.4

Radio Call Workload by Sector

Radio Call Percent of Radio Calls in Sector:?
Classifications

1b 2 3 4 Total
000 Unclassified 0.3 0.2 0.5 0.2 1.2
100 Route Assignment 2.3 2.1 4.1 1.6 10.1
200 Alarms 1.6 2.6 2.6 1.7 8.5
300 Disturbances 11.1 7.9 11.1 9.2 39.3
400 Noncriminal Investigations 0.1 0.1 0.2 0.1 0.5
500 A11 Points Broadcasts 2.0 2.5 3.8 2.6 10.9
600 Medical Cases 2.3 1.7 2.5 1.9 8.4
700 Investigations 2.6 2.4 3.2 2.3 10.5
800 Traffic Incidents 1.8 2.3 2.7 2,3 9.1
900 Crimes in Progress 0.3 0.4 0.4 0.4 1.5
TOTAL 24,4 22,2 31.1 22.3 100.0

2 Based on radio call analysis during period of March 1 - June 30, 1975; number

" of radio calls averaged 316 calls per day.

b Sector 1 is the designated Impact sector.

6-11
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Exhibit 11.5

Radio Call Workload by Shift

Percent of Radio Calls During Shift:?

Radio Call

Classifications 1000-1800 1800-0200  0200-1000 | Total 2% Hour
000 Unclassified ' 0.3 0.6 0.3 1.2
100 Route Assignment 4,2 4,3 1.6 10.1
200 Alarms 2.3 4.0 2.2 8.5
300 Disturbances _ 10.2 23.8 5.3 39.3
400 Noncriminal Investigations] 0.1 0.2 0.2 0.5
500 Al1 Points Broadcasts 3.5 4.7 2.7 10.9
600 Medical Cases 3.5 3.3 1.6 8.4
700 Investigations 3.8 4.8 1.9 10.5
800 Traffic Incidents 3.7 3.7 1.7 9.1
900 Crimes in Progress 0.3 0.9 . 0.3 1.5
TOTAL 31.9 150.3 17.8 100.0

8 Rased on radio call analysis during period of March 1 - June

radio calls averaged 316 calls per day.

30, 1975; number of

&
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handled or assisted in. Exhibit 11.6 contains the radio call workload
by type of ‘server; two types of server are identified--the PSA patrol
unit and the ambulance unit, which is also primarily manned by PSA's
during the 7 a.m. to 11 p.m. period.

In fact, a more valid look at PSA workload is to just consider the
period of PSA deployment. Exhibit 11.7 shows fhat during this period
the PSA patrol units handled 21.0% of all radio calls and assisted in
6.7%. Using an estimate that PSA's man the ambulance units 85% of the
time during this period,* PSA's are then handling an additional 3.7%
and assisting in another 1.5% of all radio calls. 1In summary, PSA's are
handling 24.7% of all radio calls and assisting in 8.2%, making a total

of 32.9% of all radio calls that PSA's are invelved in.

RESPONSE-RELATED WORKLOAD

~As defined earlier, the response-related PSA workload refers to the
percent of total patrol unit time that PSA-manned units have spenf either
directly handling or assisting in calls. In order to arrive at the
response-related statistic, one must consider the radio call response
pattern. As indicated in Exhibit 11.8, on ﬁhe average, 1.30 PO patrol
units respond to a call, as compared to 1.04 PSA units. The difference

is, most likely, due to the more serious nature of the calls that P0O's

* This estimate is based on observation and an analysis of a small
sample of data. In practice, police officers are deployed in ambulance
units only when the PSA-manned ambulance unit is busy. Currently, there
are six PSA's who are assigned as ambulance operators, three per shift.
Each ambulance unit is staffed by a team of two people.




Exhibit 11.6

Radio Call Workload by Type of Server

Radio Call Radio Call Percent of Total Radio Calls Served By:@ , i
Classifications | @ PSA Only  PSA Assist | PSA Total || AMB Only  AMB Assier AMB Total
{000 Unclassified 1.2 0.2 0.1 0.3 b b b
100 Route Assignment 10.1 4.1 0.3 4.4 0.1 0.1 0.2
200 Alarms 8.5 0.6 1.4 2.0 b 0.1 0.1
300 Disturbances 39.3 2.5 0.7 3.2 0.1 0.1 0.2
400 Noncriminal
Investigations 0.5 b b b b b b
500 A1l Points i
Broadcasts 10.9 5.4 0.5 5.9 b b b '
600 Medical Cases 8.4 1.0 0.8 1.8 4.4 1.2 5.6 |
700 Investigations 10.5 1.1 0.2 1.3 b h b g
800 Traffic Incidents 9.1 2.4 1.5 3.9 b 0.3 0.3 f
900 Crimes in Progress 1.5 b b b b b b f
TOTAL 100.0 17.3 5.5 22.8 4.6 1.8 6.4 ?
: i

@ Based on radio call analysis during period of March 1-

316 calls per day.

b Negligible percentage value.

dune 30, 1975; number of radio calls averaged

21-11



Exhibit 11.7

Radio Call Workload Distribution in Terms of Number of Calls

Percent of Total Radio Calls During 1000-0200 Period Served By:a

. Radio Calls
Shift (%) PSA Only PSA Assist PSA Total AMB Only AMB Assist AMB Total
1000-1800 31.9 9.2 2.8 12.0 2.1 1.0 3.1
1800-0200 50.3 11.8 3.9 15.7 2.3 0.7 3.0
1000-02090 82.2 21.0 6.7 27.7 4.4 1.7 6.1

@ Based on radio call analysis during period of March 1 - June

260 calls during 1000-0200 period of a day.

30, 1975; number of radio calls averaged

ET-11
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Exhibit 11.8

Radio Call Response Pattern by Type of Server

Number of Unijts Responding Per Radio
Call Which is Served By:a
Radio Calls - PO PsA AMB Other/
Period (%) Only Only Only Mixed b
1000-1800 31.9 1.22 1.05 1.01 1.81
1800-0200 | 50.3 1.35 1.04 1.00 2.00
0200-1000 17.8 1.29 - 1.00 1.92
Total :
24 Hour 100,0 1.30 1.04 1.00 1.93

a Based on radio call analysis during period of March 1 -
June 30, 1975; number of radio calls averaged 316 calls per day.

b The other/mixed category includes those calls served by
other type of units (inc]uding bike, wagon, traffic, investigative
and foot) and those calls that are responded to by two or more

units of mixed types. This category accounted for 26% of ali
radio calls,

vI-11
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handle, thus requiring more back-up.

Combining the response pattern.with the service time statistics in

Exhibit 11.3, one can determine the response-related workload statistics

as detailed in Exhibit 11.9. Again using an estimate of 85% for PSA

manning of the ambulance units, we see that 19.7% of total patrol unit

time can be attributed to PSA units for handTing radio calls and 5.7%

for assisting. In sum, PSA units are able to contribute 25.4% of total

patrol unit service time which is required to respond to radio calls.

SUMMARY

Exhibit 11.10 summarizes the PSA workload statistics.
that although PSA

It is seen

-manned units are involved in about a third of all radio
calls during the period they are deployed, they are only able to alleviate

about a quarter of the total radio call workload in terms of the totail

patrol unit time required to respond to radio calls. Thus, under curment

circumstandés, there should be one PSA-manned unit to every three PO

units, assiming one would like to equalize the utilization of each type

of unit. The next section, Section 11.3, discusses the current patrol

unit utilization patterns.
We have thus far considered PSA workload statistics only during the

period of PSA dep]oyment. Inasmuch as 82.2% of all radio calls occur

during this period, the 32.9% PSA workload statistic becomes 27.0% of

all radio calls during the complete 24-hour period. The question remains;

how much more can PSA's do if they were deployed around the clock? Assuming
PSA's can handle the sgme type of calls during the second half shift,
and combinﬁng the ig/grmation contained in Exhibit 11.6 with that in Exhibit

s
A
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Exhibit 11.9

Radio Call Workload Distribution in Terms of Service Time

Percent of Total Patrol Unit Time Spent During 1000-0200 Period
Responding to Radio Callis By: @

Radio Calls

Shift. (%) PSA Only PSA Assist PSA Total {| AMB Only AMB Assist AMB Total
1000-1800 |  31.9 80 22 | 102 1.8 0.8 2.6
1800-0200 |  50.3 8.8 2.5 1.3 || 1.6 0.4 2,0
1000-0200 | 82.2 16.8 4.7 215 3.4 T 1.2 7.6

4 Based on radio call analysis during period of March 1 - June 30, 1975; patrol unit (including

patrol, PSA, bike, wagon, traffic, investigative,

calls averaged 139.2 hours during 1000-0200 period of a day.

motor

foot, and ambulance units) time spent responding to radio

91-11
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Exhibit 11.10

Summary of PSA Patrol Workload Statistics

Radio Calls During 1000-0200 Period Served By: @

PSA Only PSA Assist PSA Total
PLANNED b == -- 37.5
ACTUAL:
a) Percent of Total Radio Calls 24,7 8.2 32.9
b) Percent of Total Service Time 19.7 5.7 25.4

é Including PSA's who are ambulance operatdrs. \

b As estimated by Worcester Regional Law Enforcemeny Committee, based on
analyses of 92,000 radio calls in 1972.
for a complete 24-hour day;
assumed here that the 37.5%

and 0200-1000 periods of the day.

i

.
Nt

Actually, the 37.5% figure was
for lack of detailed jnformation, it is
figure remained constant during the 1000-0200
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11.5, it can be shown that P3A units can hand]é an additional 5.7% of
total radio calls (i.e., 32.0% of the 17.8% of al] radio calls that
occur during the second half shift). The total of 32.7% is still lass
than the 37.5% originally estimated by the Worcester Regional Law
Enforcement Committee from 1972 radio call data.

The determination of whether PSA‘s should be deployed during the
second half shift must bz made with caution, taking into consideration
not oniy the additional workload that PSA's can undertake but alsa,

of course, their safety. From the point of view of workload alone, it

cannot be éffective1y argued that PSA's should be deployed around the clock.

However, in order to achieve comylete integration of PSA's in the WPD,
full-scale deployment and utilization of PSA's should be considered and
attempted. Perhaps PSA's can be doubled up while patroiling during

the second half shift, if safety is a problem.

11.3 PATROL CAR UTILIZATION

The workload statistics presented in the last section give an
incomplete picture of PSA performance; they only reflect the total
Tevel of work that the current compiement of PSA's has been able to
undertake. In this section, we attempt fo derive the average workload
per PSA patrol car and compare it with that for a PO unit. We determine
for each type of unit é utilization value, which is the percent of time
spent. per unit on an eight-hour tour responding to radio calls. Note
that in this section we are only considering the PSA-manned patrol units,

and not the PSA-manned ambulance units.

o A i oo
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We first compute the average time spent by the patrol car
units responding to radio calls per day (see Exhibit 11.11). Next,
we estimate the average patrol unit time that is available in a day
on the basis of 1) the number of assigned patrol personnel (see Exhibit
11.12), 2) the fact that each PO works an average of 212 days a year
(see Exhibit 11.13) and each PSA averages 230 days, and 3) the knowledge
that certain PO units are manned by two officers. The ratio of the
average time spent responding to calls to the total time that is avail-
able is then the utilization value. Exhibit 11.12 summarizes the utiliza-
tion of PO and PSA units by shift; three important points should be
discussed and expanded upon.

First, we note that utilization of PO units varies significantly
from one shift to another, with the PO units in the day shift being UfiTiZEd
the most; more than twice as much-as those assigned to the second half
shivt.  Similarily, the PSA units assigned to the day shift are utilized
more than those assigned to the first half. Obviousfy, if patrol
unit utilization is to be equalized on all shifts, the dep]oyment‘of
both PO and PSAtmanpower should be readjusted.

Second, we see that the average PSA unit utilization is 19% as
compared to 28% for a PO unit. The difference suggests that PSA's are not
utilized as much aslPO‘s, at 1easf inscfar as responding to radio calls
is concerned. A 19% utilization implies that the PSA unit is responding
to radio calls for 1.52 hours out of an eight-hour tour; this in turn
implies that the unit responds to 3.7 radio calls in an eight-hour tour,
assuming an average seryice time per call of 24.6 minutes (see Exhibit

11.13). The 19% figure derived from radio call data is conf{rmed by our
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Exhibit i1.11

Total Service Time by Type of Patrol Unit

Radio by‘ézgig%ecgggeRéggoﬁggég)tgpgggio
Calls? Calls per Day
Period (%) PG Unit PSA Unit
0200 - 1800 17.8 29.4 -
1000 - 1800 31.9 32.2 | 14.1
1800 - 0200 50.3 43.6 | 15.6
TOTAL 24 HOUR| 100.0 105.2 29.7

a i is during period of March 1 - June
ed on radio call analysis
30, 1972?Snumber of radio calls averaged 316 calls per day.

is ti i i.e., bike,
b Not included is time spent by other patrel units (i.e.,
wagon, traffic, investigative, foot, and ambulance units).
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Exhibit 11.12

Patrol Car Utilization

Radio Estimated
Calls | Patrol Car Personnel Utilization
PO PSA| Total PO PSA q
Periods b (%) (#)  (#)| @) (% | Unit® Unit
(%) (%)
0200 - 1000 17.8 35 -1 35]29.4 19 -
1000 - 1800 31.9 17 12 1 29| 24.4 46 23
1800 - 0200 50.3 36 19 | 55 46.2 27 16
TOTAL 24 Hour 100.0 88 31 {119 {100.0 28 19

@ Utilization implies % time spent per unit on an 8-hour tour
responding to radio calls.

b Note: Motor Patrol shifts are actually two hours before Impact

patrol (including PSA) shifts, which are during the 1000-1800 and
1800-0200 periods, :

C Although the utiiization values are per PO patrol unit, the
utilization per PO is slightly less since a couple of the PO units
are each manned by two instead of one officer.

d Although the utilizacion values are per PSA patrol unit, the

utilization per PSA is the same since all PSA units are each manned
by one PSA. ;
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Exhibit 11.13

WPD Personnel Statistics

Percentage of Sworn Police Officers and Officials:

Pericd Absent Injured Personal
Working Day Offd With Reason Sick Vacation on Duty Day
January, 1973 62.05 26.37 5.11 4.25 1.21 0.63 0.38
February, 1973 59.97 26.57 5.47 4,30 2.57 0.66 0.46
March, 1973 58.84 26.37 5.69 4.94 3.04 0.56 0.56
April, 1973 56.55 26.31 6.04 5.72 4.32 0.44 0.62
May. 1973 57.01 25.12 6.44 5.71 4.40 0.67 0.65
June, 1973 54.37 26.10 6.33 5.05 5.86 1.37 0.92
Average (%) 58.13  26.14 5.85 5.00  3.57 0.72 0.59
Average
(Days/Year/0fficer) 212.20 95.40 21.40 18.30 13.00 2.60 2.20

% Effective April 1, 1974, each Worcester police officer (not including officials) received

an additional 17.6 more days off per year.

SOURCE: MWorcester Police Department
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analysis of PSA daily activity sheets, as summarized in Exhibit 11.14.

In fact, it is seen that if all activities which were recorded in

the daily activity sheets were counted (including those not reported to
the dispatcher), then the PSA utilization would be 29%. 'Assuming a 20%
figure for maintenance and meals, the PSAlgs-only accounted for during
49% of the time; presumably the PSA is performing random prevent1ve

patrol during the rema1n1ng 51% of the time--this represents a significant
amount of uncommitted time. In sum, these statistics reveal that the
PSA's who are assigned to patrol are being somewhat’under-uti]ized,

a fact that was also substantiated by our 1imited‘participant observation
findings. By decreasing the current number of PSA's assigned to pétro],
one could of course raise their radio call utilization: one might want

to raise it to 28%,the current average utilization of a PO patrol unit.
Thus, some of the PSA's that are currently in patrol could be reassigned
to duty in the second half shift and/or other functions. The exact number
of PSA's that should be reassigned must be determ1ned with care, especially
in Tight of the yearly growth of radio ca115--1n particular, service type
calls.

The third point of discussion is: How reasonable is the 28% utilization
figure for a PO patrol unit? A 28% utilization implies that the patrol
unit is responding to rad1o calls for 2.24 hours out of an e1ght hour tour;
this in turn 1mp11es that the un1t responds to 5.4 radio calls on an e1ght-
hour tour, assumxng an average seivice time per call of 25 minufes (see ?2
axh1b1t 11.3). Th1s represents QU1fe a substant1a1 work?oad, in fact, as

indicated 1in Exhibit 11. 15, it is the highest of the half dozen ut1]1zat1on

o
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Exhibit 11.14

PSA Utilization

PSA Utilization (in %) Based on:d

Activities Known | A11 Recorded

Data Source ta Dispatcherb | Activities

Radid Call Cards 19 --
Daily Activity Sheets 18 29

a Utilization implies % time spent per unit on an eight-hour
tour responding to indicated activities.

b Includes both dispatcher assigned and reported self-initiated

activities--does not include any activity that is not reported to
the dispatcher.

Exhibit 11.15

Comparison of Patrol Unit Utilization Values

Utilization

PO PSA

(%) (%)
Worcester, Massachusetts (1975) 28 | 15
Wilmington, Delaware (1975) ' 23 -
St. Louis, Missouri (1974) ' 20 -
Arlington, Massachusetts (1974) 15 -
Kansas City, Missouri (1973) 19 -
Chicago, I11inois (1966) 14  ? -

_w—‘,,
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values that we are aware of.* Given the need to have patrol units
available to dispatch (especially in serious cases), and the desire to
have scme preventive patrol time, we feel that the 28% utilization figure
for a PO patrol unit is quite reasonable.**

In conclusion, a remark should be made regarding the different PSA
and PO utilization values. The Worcester Police Debartment insists that the
29% PSA figure should be compared to the 284 PO figure, because the 28%
figure a]So féf1ects the PO's total workload since the more mundane PO
activities (i.e., those not reported to‘the,dispatcher) are now being
handled by the PSA's, thus allowing the PO's to concentrate on radio calls
which in turn has resuited in the substantial 28% figure. (It is a pity
that, for lack of data, a comparable PO utilization figure for the before

period could not be determined.) However, even assuming that the WPD's

figure could and should be substantially higher than the PO figure. The
basic reason being that the availability of PSA's dis far less critical than
tnat of PO's: thus, although a 28% utilization figure is.quite reasonable

for PO's, a 29% figure may be quite low for PSA's.

11.4 PERSONNEL STATISTICS

In contrast to the operational statistics presented in the last

three sections, some personnel statistics that have been traditionally

* A comparison of radio call utilization values between cities should
be undertaken with extreme caution; it is obviously highly dependent on
each city's communicatisns procedures, especially with regard to the
recording of self-initiated calls and calls that require back-up units.

** Additionally, it should be noted that the utilization values have
been- based on personnel assigned to patrol. Inasmuch as some of these
assignments are "desk" assignments, the patrol unit utilization values
caiculated in this section can be regarded as conservative or minimum
estimates.
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used to indicate performance are presented in this section. In particular,
the section focuses on sick leave, injury, auto accident, and complaint

and commendation statistics.

SICK LEAVE

Referring to Exhibit 11i.16, it is seen that a PSA takes, on the
average, one more sick leave day per year than an Impact PO.* The
tenuous status of the PSA and the fact that PO's have more days off than
PSA's might tend to cause PSA's to take more sick time. For possibly the
same reasons, Community Service Officers (CSO's) are also taking the
majority of their allowable sick leave days. It is interesting to note
that PSA's assigned to ambulance duty have a dramatically lower number of
sick Teave days taken than other PSA's. This is probably due to their
cohesiveness as a unit and to their satisfaction with the job.

Looking at the police officers in Impact, it is seen that the
Impact investigators have registered a significant decrease ih the number
of sick days takeﬁ while in Impact as compared to before Impact, again
possibly due to the greater satisfaction with their current job. Com-
pared to the 18.3 sick days taken by a PO in 1973 (see Exhibit 11.13),
the 8.6 siék days taken by Impact patrol PO's seems very low. Howgyer,
it should be remembered that the Impact PO's are quite young and tﬁéy
are probably still trying to bank their sick days. Additionally, the
figure for 1973 did not exclude sick periods of ten consacutive déys

or ‘more, as was done in compiling Exhibit 11.16.

* Both PSA's and PO's receive 15 sick days per year and can accumulate

~up to 150 days in their sick Teave bank.

.
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Exhibit 11.16

Impact Personnel Sick Leave Statistics

AVERAGE # SICK DAYS2,/PERSON/YEAR

BEFORE DURING
IMPACT PATROL PSA (N=12) | - 10.5
MOTOR PATROL PSA (N=19) - 10.5
AMBULANCE PSA  (N=6) - 2.5
COMMUNICATIONS ESA  (N=4)b . 9.5
ALL PSA (N=41) - 9.2 ¢
IMPACT PATROL PO  (N=19) 8.3 8.6
IMPACT. INVEST. PO (N=13) 9.5 7.5
ALL IMPACT PO  (N=32) 8.8 Y
€SO (N=11) | - g.9d

'aN . . |
ote, sick periods of ten consecutiv
. ’ e days or
included in average. veor more are not

b
Actually, one of the four PSA's i ;
Precinct 1 (Headquarters) desk. is usually assigned to the

c .
In terms of sex, male (N=25) and female (N=16) PSA' o
8.1 and 11.2 days/person/year, respectively. ( ) s averaged

d .
In terms of sex, male (N=6) and female (N=5) €SO's averaged 8.0

~and 9.9 days/person/year, respectively.
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Finally, Exhibit 11.16 shows that both PSA and CSO females take
more sick leave than their male counterparts. This phenomenon has

also been observed in other manpower studies.

INJURY
In a program incorporating uniformed, unarmed civilians into police
field operations, a primary concern should be the safety of the civilian

aides, the sworn police officers, and the public. This evaluation has

found absolutely no indication of an increased safety risk to any of

these groups because of the deployment of PSA's.
Exhibit 11.17 1ists all injuries reported by PSA's from March 1,

1974 through July 31, 1975. Of 13 reported PSA injuries during this

16-month period, only six resulted in time taken off work. Of the 13, only

one injury (hit by car) resulted from any contact with the public. During

the same period, Impact PO's sustained 44 injuries, including eight while

apprehending suspects, and 15 while pursuing suspects.

These results are quite significant and highlight at least two points.
First, they indieate that none of the PSA injuries could have been prevented
by having the PSA's armed or protected. Citizens are not taking advantage

of the unarmed and non-authoritative status of PSA's. Secondly, the results

are additional evidence that PSA's are following the job guidelines. The

type and small number of injufies indicate that PSA's are not trying to

assume police authority and are not overstepping the bounds of their authority.
During the evaluation, we heard isolated, unconfirmed stories of

a few PSA's overstepping their authority by stopping motorists or chasing

stolen autos. -The police union did discuss this problem with the Chief,

i i
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Exhibit 11.17

Reasons for PSA Injuries on Duty

]
} TYPE OF INJURY NUMBER @ T%XEESFF
; TRIPPED AND FELL 1 No
| CUT BY GLASS 1 No
! FOREIGN OBJECT IN EYE 1 Yes
SPRAINED ANKLE 1 Yes
HIT NOSE ON CAR 1 No
HIT BY CAR 1 Yes
EXPOSURE TO DISEASE 1 Yes
AMBULANCE :
EXPOSURE TO DISEASE , 4b Yes
PULLED MUSCLE 1 No
| PINCHED FINGER 1 No

a .
During the period 3/1/74-7/31/75.
Two incidents.
and a few PSA's were warned. With the vést majority of PSA's following
the guidelines closely and with quick and firm corrective action taken

for the few who were overenthusiastic, the injury rate has been virtually

negligible.

AUTO ACCIDENT

Exhibit 11.18 shows that the number of motor vehicle accidents
sustained by all PSA's is comparable to the total sustained by Impact

‘ ;
PO's. Although a couple of PSA's have been involved in repeated accidents,
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Exhibit 11.18

Impact Motor Vehicle Accidents

Number of Motor Vehicle Accidents
Sustained By:
Status of Vehicle Impact PO A1l PSA A11 CSO
PARKED 2 5 1
OCCUPIED BUT STOPPED '
MOVING 15 14 1
TOTAL 23 25 3

the number of PSA accidents does not seem exhorbitant; it is to be
expected, given the nature of the job where driving a car takes up

about three-quarters of an eight-hour workday.

COMPLAINTS AND COMMENDATIONS

Exhibit 11.19 contains a list of citizen and Departmental complaints
and the resulting Departmental actions. Of the total of 101 complaints
from citizens, only three were directed against PSA's, and none of these
was found by the WPD to be justified.* There were a total of six disci-
plinary actions initiated by the Department against its personnel over

the 14-month period. Of these, only one was directed against a PSA, and

* It should be noted that the WPD itself determines whether citizen
complaints are "justified" or "unjustified."
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STt

L

1

— | Exhibit 11.19 m4~?

Complaint Statistics @

Nature of ~ Number of , Number
Target - Complaint Comp]aintsb Justified Departmental Action
PSAC | Lack of Service 2 0 -
PSA © Improper Action 1 0 -
" PO Brutality ' 6 1 25 days suspension and
+ : 30 extra days duty
< | PO Police Actions 29 0 --
g’ PO Lack of Service 18 0 --
;% PO | Missing Items 8 0 - ”
| N PO Treatment 5 0 - T
= | PO Discrimination 2 0 - -
| PO Harrassment 6 1 Written Reprimand
% - PSAC | Not on Assigned Duty 1 - One Day Suspensfon
E 'g'g PO Not on Assigned Duty 2 -- Two One-Day Suspensions
% §§{§ PO Missing Prisoners 1 -- Written Reprimands to 5 PO's
§Q§ PO Abuse of Sick Leave 1 - Written Reprimand
= PO Violation of Regulations 1 - One-Day Suspension

@ Source: Worcester Police Department.
b buring the period 6/1/74 to 8/31/75. -
€ A17 PSA complaints were against male PSA's.

(.
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thisvwas for returning late from a lunch hour. In sum, Exhibit 11.19
shows that neither citizens nor the WPD have had any significant problems
with the conduct of PSA's, supporting the discussions in Part II of this
repori.

In terms of commendations, the WPD received 291 letters of apprecia-
tion during the period July 5, 1974 to August 31, 1975. Of these, 47
related to police service in general; 202 commended the actions of police
officers; and 42 expressed appreciation for specific PSA actions. Again,
it is seen that PSA's have contributed positively to the image of the

Worcester Police Department.
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12 CRIME STATISTICS

As defined in Exhibit 2.1, the primary goal of the Worcester Crime
Impact Program is "to achieve substantial short-term reductions in the

incidence of robbery and burglary on a city-wide basis, but with higher

reductions in the Impact target area (Sector 1)." A secondary goal

is to increase the clearance rate for the target crimes of robbery and
burglary. The ijectivé of this chapter is to answer the question of

whether and to what extént these goals have been met. It is seen that

the primary goal has for the most part been achieved, while the secondary

goal remains in essence a question mark. In addition to discussing target

crime and related clearance statistics, this chapter also attempts to set

these findings in proper perspective by relating the Worcester crime
experience to the national experience and by considering the extent to

which the target crimes have been displaced. First, some background

issues are discussed in the next section.

12.1 BACKGROUND.

chk of -an evaluation design in‘the initial development of the Impact

Program has 1imited 6ur ability to undertake a comprehensive statistical

analysis of the output crime measures. In fact, some critical data

elements (e.g., clearance rate information, conviction rate information,
etc.) have not been compiled and, therefore, are unavailable for analysis.
We have been Timited to those crime incident records that are available

and retrievable. We have also been hampered by the unreliability of various
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data elements. In this section, we discuss the incident records that
have been analyzed; the data reliability issue; the method of-analysis;
and the data processing limitation of the Operations Analyst, who is also

a component of the Impact Program.

INCIDENT RECORDS

The Worcester Police Department, 1ike other police departments, main-
tains four major sets of records that pertain to crime incidents. They

correspond to:

@ Radio Call Cards (each identified by an
Assignment Record number--AR#)

¢ Crime Reports (each identified by a Records
Bureau number--RB#)

® Investigative Reports (each identified by &
Detective Bureau number--DB#)

® Arrest Reports (each identified by an Arrest
number) _

As indicated in parenthesis, each of the four sets of records is maintained
by a separate numbering system, which is rarely recorded on the records of
another set. Thus, it is virtually impossible to correlate records to
determine such statistics as whether a particular crime was ever cleared.
During the course of the evaluation effort, all four sets of data
have been studied. Results of the radio call analysis are discussed in
Chapter 11. Detailed analysis of the crime reports was also undertaken;
results of the analysis are contained in this chapter: Basically, analysis
was performed on a little less than 60,000 data processing cards that

were prepared from crime reports and covering the period'March 1, 1973

e e
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through May 31, 1975. These cards are punched daily by members of the
Planning Unit of the WPD from crime reports that are at the same time
cursorily checked and coded. Investigative and arrest reports were also
briefly reviewed, but were not analyzed inasmuch as they were not
consistently correlated with the crime reports and therefore would have
yielded limited information from an evaluation viewpoint.

However, arrest information was obtajned from WPD's monthly reports

to the FBI Uniform Crime Reports. Ten and a half years of these

monthly reports were a]so analyzed to determine long-term crime trends,
in particular in the target crimes of robbery and burglary.

Finally, two other sets of crime data are reflected in this chapter.
Both were provided by the Worcester Regional Law Enforcement Committee
(WRLEC). The first set contained totals of target crime levels in some
of the neighboring towns to Worcester, and it was used to see if there
are any indications of crime displacement to these towns. The second set

is a manual analysis of robbery clearance rate performed by WRLEC.

DATA RELIABILITY

The reliability of the Worcester crime data as reflected in the data
processing cards ‘s highly questionable.

The central problem is in the coding and keypunching areas. Neither
the coding nor the keypunching is verified. In fact, there is not even
any visual verification of the cards once keypunched since the cards
are not interpreted as they are punched (inférpreting refers to printing,
in small characters along the top edge of the card, each punch made in the

card). This is a critical problem, since, except for instances of glaring
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errors, it is almost impossible to detect an error after the fact. VYet,
all the UCR reports generated by the Planning Unit are based on those:
unverified data processing cards, and compiled by a card sorter that

can only detect one punch in a column at one time.

Another major difficulty with the data involves the method of
calculating stolen automobile counts. Part of the problem 1ies with the
method of coding the data .as specified by the FBI. For example, if a
car is stolen in connection with another crime, say bufg1ary, it is not

counted because the FBI states that you can only count the most serious

crime. However, if this same car is recovered, it is counted as a recovered

car. The fact that attempted auto thefts are counted as thefts presents an
additional complication, as an attempted theft would have to be counted as
a car stolen and recovered. For these reasons, much of the work related to
the counting of stolen autos is performed manually by the Planning Unit.
The data problem was also reflected in ‘cases where two or more
cards had the same identifying Records Bureau number. These instances
need not be keypunching errors, as they‘¢ou1d be due to the fact that only
four digits are allotted on the data prdcessing card, while RB numbers can
run as high as five digits. Thus, for example, the numbers 1,111; 11,111;
and and 21,111 would all appear as "1111."
Other errors contributing to the unreliability of the crime data
can be attributed to the patrol officer or investigator who writes the

report. There is no systematic procedure by which the reports are checked

and verified.

A
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Although we have highlighted the fact that the WPD crime data are
problematic and error prone, we do fee’, however, that it is no less
reliable than the data produced by other police departments of comparable

size who are also reporting their statistics to the FBI UCR.

METHOD OF ANALYSIS

S s

Comparative ana]ysié is the basic method used in this chapter to
analyze the various crime incident records for the purpose of evaluating
the Impact Program. Wherever possible, we compare "before" and "during"
statistics. As discussed in Chapter 2, two twelve-month periods were
selected based upon the progress of the Impact Program. The before
period covers the twelve months immediately preceding the start of the
Program; it was from March 1, 1973 to February 28, 1974. To eliminate
transient effects caused by Program implementation, the next three
months were skipped. Thae during perio& then became the period from
June 1, 1974 through May 31, 1975. Although longer comparison periods
would increase the reliability of the findings, it was not possible to
define longer periods because of the schedule 1§mitations on the

evaluation effort. However, twelve-month periods are long enough to

~eliminate such problematic effects as seasonality and small sample sizes.

Another method of evaluating the Impact Program could be to predict the

Crime Tevel that would have occurred had the Impact Program not been
implemented and comparing it to the actual Tevel. However, through an
analysis of the underlying fluctuations in the data, it was determined

that a time series analysis would have yielded doubtful results. Further

‘discussion of this matter is contained in Section 12.3.
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OPERATIONS ANALYST

During this part of our evaluation effort, we have had ample
cpportunity of working with the Operations Analyst, who, as discussed
in Chapter 2, is a]sb a component of the Impact Program. Ostensibly,
his function is to provide technical assistance through the analysis of
data that is required for decision-making, especially in regard to the
Impact Program. Actually, he has béen severely Timited in his capacity
to provide compfehensive and timely information, inasmuch as the analysis
of large amounts of data can only be undertaken with the proper data
processing facilities, ingluding direct access to a computer and a
computer programmer. Thus, the current paucity of facilities is
limiting the effectiveness of the Operations Analyst as an analyst.  This
is especially unfortunate since we believe that he has the background
and skills to be a first-rate ana]yst. More specific recommendations 1in
upgrading the data processing facilities in the WPD are contained in

Chapter 14.

12.2 CRIME IN WORCESTER

The City of Worcester, Massachusetts is a medium-sized city. Its 1970
population was listed as 176,572, a 5.4% drop from the 1960 population
of 186,587. However, it is estimated that there has been some fincrease in
population in the early 1970's and that the current population of the city
is roughly 180,000.

In an attempt to view the crime problem in Horcester in perspective
with that in other cities of comparab]e size, Exhibit 12.1 was developed,

based on 1973 data {i.e., before Impact). This exhibit compares crime |
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Exhibit 12.1

Pre~Impact Crime Rates

1973 Crime Rates Per 100,000 Populatidn
Worcestey U.S. Cities
100,000-250,000
Total Crime Index? 8,980 6,150
Total Crime Index
Except Auto Theft 6,200 5,460
Violent Crime? 510 550
Property Crime® 8,470 5,610
Burglary 3,230 1,810
Robbery 420 240

Source: FBI, Uniform Crime Reports, 1973.

a @
According to the FBI UCR, the Crime I i *
’ i UCR, ndex category includ
:ge]?asgr crimes of murder, forcible rape, robbery, ggaiavazgaugz-
ult, burglary, Tarceny $50 and over in*value;, and auto theft.

b .
The violent crime categor includ i
aggravated assault, and~robb§ny¥ utes mrder, fotp1b1e repe

c
The property crime catedory i
and over in value, and auto t§e¥¥.1nC]Udes burglary, larceny $50

rates per 100,000 population with cities of comparable size (i.e.,
100,000 - 250,000 population) throughout the U.S. It is seen that in

the comparison of the overall Crime Inde*, Worcester appears to have

a considerably higher rate than comparable cities nationwide; in fact,

the Worcester rate is 46% higher,

for this:

There are at least two good reasans

first, New England cities have historically had Crime
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Index rates higher than comparable cities nationwide, and, secondly,

the crime of auto theft is a major problem in Worcester, as it is
Exhibit 12.2

throughout the state of Massachqgetts. For this latter reason, the

Crime Index rates were recalculated without the crime of auto theft. ; ; Crime Index: 1968 - 1973

The second row of the exhibit gives this comparison; Worcester appears
much better, although its rate is =+i11 14% higher than comparable
cities. Rates for the FBI-defined categories of violent crimes and
property crimes reflect that the basic crime problem in Worcester is not

Withvio1éntcrimes (although, as we can see, the rate of robbery is

quite high), but rather with property crimes. The crime of auto theft 5 § f"”
accounts for 33% of the total property crimes. Finally, again referring %‘ f + 90 ‘ )
to Exhibit 12.7 and Tooking at the crimes of robbery and burglary, it o ! + 80

is seen that their rates weré 78% and 51% higher than those for com- f ;

+ 70 e ' i

+ 50 A”””

parable cities, respectively. This was why Worcester picked robbery

and burglary as the target crimes for the Impact Program.

Percent Change Over 1968
s
[*)]
<

A Tongitudinal look at Worcester's crime experience indicates that

b , a + 40 w . {National]
up until 1965 Worcester maintained a crime rate which was comparable to i 5_ //,/’, e
or less than the national rate. Even through th’e dramatic national rise * 30 // [P /,"'
. in crime in the 1965 to 1968 period, Worcester maintained a comparable f ~ ;5 ta0 ’/// ",/”" -
rate. However, starting in about 1968, Worcester experienced a sharp i ?; A + 10 —= i
rise in crime especially in the target crimes of robbery and burglary. ; 5! okégr’ |
Choosing 1968 as a base year, Exhibits 12.2, 12.3, and 12.4 show | e w0 e o e | ,

percentage changes in the annual Jevels of the Crime Index, robbery, and
burglary, respectively, over the base year. Each exhibit's plot does

not imply that Worcester's rate was identical to the national rate in f g LA
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Exhibit 12.3

Robbery: 1968 - 1973

Worcester

’d-mu-m "~ -

National

s a0 v v - ol

1969

1970

191 1972

1973
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Exhibit 12.4

Burglary:

1968 - 1973
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1968, but rather that it is designed to show relative trends since that
time, in a manner similar to that used to display cost of 1iving indices.
The exhibits contain annual rates through the end of 1973 which is
immediately prior to the start of the Impact Program. The dramatic
increase in the years immediately prior to the start of Impact are
apparent, especially in the crime of robbery which went from a 140% of

base figure at the end of 1972 to over 260% increase by the end of the

following year.

12.3 CRIME INCIDENCE

The Tast section discussed WOrcester's crime experience up to the
beginning of the Impact Program. This section deals with‘the results
of a comparative analysis of crime incidence "before" and "during"
Impact. | \

Overall, 106king at the total reported crime* {(i.e., Part I and
Part II crimes) $n Exhibit 12.5, it is seen that a]though_the crime
level is down 5% in tﬁe Impact area, the city-wide level is up 3%, due
to the 4% increase in the rest of the city. Referring to Exhibit 12.6,
it is seen that the incidence of robbéry is down significantly; 41% in
the Impact area, while rising 9% outside of Impact, yielding a net drop
of 15% city-wide. Exhibit 12.7 indicates that burglary is down 23% in

Impact and down 13% outside Impact, yielding a net drop of 16% city-wide.

* Reported crime means that crime known to the police and reported

to the FBI as part of the monthly Return A report to the Uniform
Crime Report. ‘
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Exhibit 12.5

Total Reported Crime: Before and During Comparison
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Exhibit 12.6

Robbery: Before and During Comparison
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Exhibit 12.7

Before and During Comparison

6,011

down 23%

Key:

Before

down 13%

During

down 16%
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It can therefore be concluded from this Comparative analysis* that

the Impact Program has achieved its primary goal of reducing the target
crimes of robbery and burglary. Two questions still remain. First, |
were the crimes displaced? This is the subject matter of the next
section, Section 12.4. Second, given the rising crime trends prior to
the Impact Program, would not the decreases in target crimes be even

more significant if compared to the predicted levels of those crimes?

The answer is most likely yes.
In fact, Exhibits 12.8 through 12.10 are extended versions of

Exhibits 12.2 through 12.4, respectively, to include the levels for

two additional years; the shaded region in each exhibit indicates the

time period that the Impact Program has beeﬁ on-going. The levels

for 1975 are based on first quarter estimates; that is, if the crimes

maintain their present first quarter rate of change through the rest

of 1975 then their positions relative to the 1968 base year are as

indicated in Exhibits 12.8 through 12.10. Once again, the reader is

cautioned not to interpret a point on the graph as either a crime level

or rate but rather only in relation to the 1968 base year. Based on

these exhibits, it is an easy task to extrapolate and find an answer

to the second qUestion.‘ﬁHowever, such an answer woyld be very unreliable,

especially since the 197§€}eve1s are based on the first quarter's

estimates., In addition, fluctuations in the data made it apparent that

* More detailed comparative analysis results are continued in

Appendix F.
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Exhibit 12.8

1968 - 1975
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Exhibit 12.9

| L Exhibit 12.10

Robbery:- 1968 - 1975 | |
? 1 | Burglary: 1968 - 1975
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time-series analysis would be difficult. To get a larger and more
reliable data base, we analyzed the monthly tallies of the two target
crimes for the period January, 1965 through May, 1975. Although the .
data did demonstrate some Seasonality, it was not homogeneous in any
way; that is, it did not have a constant variance over its length.
Normally, transformation of the data would solve this problem. To
attempt transformation, the data were divided into annual ‘groups of
monthly data. (This grouping reflected the seasonality factor.) The

range and mean of each group were calculated. The pairs of range and

12-21

FORMS OF DISPLACEMENT*

One can hypothesize at Teast five forms of displacement that might
occur after the 1mp1ementation of a crime controltprogfam: - temporal |

tactical, target, territorial, and functional.

Temporal Displacement

Perhaps the simplest displacement for the offender is fo continue
to commit the same type of crime, in the same places, against the same

targets via the same tactics, but at a dffferent time. For example

mean values were then plotted against each other. The data thus plotted ! ; intensive police patrol in the Bronx section of New Vork ¢i ;
! ork City during

demonstrated an almost total lack of correlation, thus indicating evening hours reportedly produced a reduction in certain t f
- in types of crime

that a transformation of the data into a usable form wés impossible. {
i but at the expense of an increase in the number of' crimes occurr1ng in

i
In summary, the extreme fluctuations in the monthly levels of the target ; the Tate afternoon.**

crimes, apart from the seasonality factor, would render any time-series At first thou .
ght, one may think that a way to look
at the temporal

analysis tenuous, at best. occurrence of crime is to analyze the radio call cards, since they have

i accurate time information. He-ever, accurate crime information cannot

12.4 CRIME DISPLACEMENT

!
b

Comparison of before and during statistics for the target crimes of ! L
!

be obtained from the radio cal] card for several reasons, principally

;é because the call for service does not usually -describe the situation.

robbery and burglary indicate both tremendous decreases in the Impact
’ What is often reported as burglary might turn out to be larceny,

area and somewhat less, but still significant, de;reases for the Eity i
malicious mischief might be vandalism, sick assist m1ght be aggravated

H

as a whole. The question remains: were the target crimes displaced? | ﬁ
' i a

I ssault etc. On the other hand, time data wh1ch is contained on crime

This section attempts to answer the question by first discussing the
reports is of little use. Th1s,1s because of the difficulty in assessing

different possible forms of crime displacement and then documenting some

analyses pertaining to territorial or geographic displacement.

Preliminary Report," Urban Systems Re
s sear
Cambr1d9e, Massachusetts, January, 1975, gﬂagggr5291neer1ng, fne.

*
* Michael Maltz, Evaluation of Crime Control Programs, (Washington,

i
I
:‘ _
f * See J. M. Tien, T. A. Reppetto et al., "Elements of CPTED: A
|
E D.C.: Rovernment Pr1nt1ng Office, 1972}, p. 21.

I

bt S et s i,
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the occurrence time of many crimes, especially those against property. This problem

is compounded within the Worcester Police Department where time informa-
tion on crime is not recorded in military time but rather "regular" time,
and then only the hour is recorded. Furthermore, rather than recording
A.M. or P.M., the indication is "day" or “"night," where the official
definition of day and night in their coding book is
Day is when it is 1ight out, night is when it is dark

out. Changes year round.

For these assorted reasons, no detailed analysis of temporal displacement

of crime was undertaken.

Tactical Displacement

Alternatively, offenders may continue to commit the same crime at the
same times. places, and against the same targets but may alter their
tactics. The installation of alarms in commercial establishments, for
example, may cause burglars to switch from breaking and enteringva store
to smashing and grabbing; i.e., breaking a window, seizing something and

running away.*

Target Displacement

When one target appears relatively impervious to any criminal tactic,
offenders may simply shift to anther target. After an increase in police

patrol in the New'York City subways, for example, there was an apparent

* This type of crime is in fact common in areas where thgre is
excensive use of locks, alarms, and grills to secure commercial establish-
ments. See Gerald Luedtke Associates, Crime and the Physical City
(Detroit, 1971), p. 19. '
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increase in bus robberies. Later, when exact fare was instituted and bus
robberies dropped, Subway robberies rose. One study of this phenomenon
‘conc1uded that displacement both away from and toward the subways occurred
because of percejved or actual changes in the relative attractiveness of
buses and subways as targets for robbers. The study also hypothesized
that, because of displacement, the anti-crime programs instituted in
various parts of the transit system constituted forms of sub~optimization.
As the authors of the study commented, "a transportation system
administrator whose domain included buses and subways would not have

consented to the installation of exact fare systems on the buses."*

 Territorial Displacement

Offenders may not only move from target to target but also from
place to place. A substantial increase in police manpower in one
Manhattan precinct apparently produced a reduction in street robbery, but
may also have been responsible for an increase in the same crime ‘in

adjoining precincts.**

Functional Displacement

Finally, offenders may simply switch functionally from one crime

type to another: vrobbers could become burglars or vice versa. Presumably,

* J. Chaikei, M. Lawless, and K. Stevenson, The Impact of Police

Activity on Crime: Robberies on the New York City Subw
(NYC Rand Tnstitute, 19747, Pp. 26-28, 30-31. Y _su way System

** See S, James Press, Some Fffects of an Increase i i
e S, ) S s T in Police
Manpower in the 20th Precinct in New York City (New York: Rand

Institute, 19777,
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it would constitute a net gain for society if armed robbers switched
to stealing hubcaps, since the consequences in terms of fear and risk
of 1ife would be much less, but clearly the reverse switch would negéte

the value of any crime control program against hubcap stealing.

SOME_ANALYSES

It is obvious that the measurement of crime displacement is a very
difficult and tenuous task, since it deals with human behavior. Undertaking
extensive offender interviews is one way of getting somewhat of a handle
on the problem. Unfortunately, our 1imited resources precluded the
inclusion of any offender interviews.

However, we have performed some analyses of crime data to see if
there is any indication that territorial or geographic displacement is
occurring. Although territorial displacement of crime is probably the
most amenable form of displacement to be quantitatively identifﬁéd, it
is extremeTy'difficu]t to say what caused it.

Limited data were obtained from all but two (Auburn and M111bﬁry)
of the towns contiguous to Worcester. The data are displayed in Exhibits
12.11 and 12.12 for the crimes of robbery and burglary, respectively.
Indicated for each town are the crime levels in defined Periods I and
II (which are slightly different from the before and during periods) and
the percentage increase or decrease. (The data are combined for West
Boylston and Boylston as the two towns share a common police dispatching
unit.) More detailed analysis of the data is given in corresponding
Exhibits 12.13 and 12.14, respectively. It should be noted that

some of the data from surrounding towns, especially that for
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Exhibit 12 ‘12 & Burglary: Comparison by Locale
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Exhibit 12.13

Robbery: Comparison by Area

Percent Increase/Decrease in Period I and Period II
Statisticsd

Armed Unarmed Totai
Impact Area - 17 - 50 - 39
City except Impact © + 35 - - 15 + 5
City-wide + 13 - 33 - 16
Area except CityP +136 +133 +135
Area-wide | +18 - 32 - 13

I

? Periods I and IT cover 4/1/73-3/31/74 and 4/f/74¢53/31/75,
respectively. o

The robbery crime level in the area axcept Ciﬁ§fcategohy (i.e., the
surrounding towns except for Auburn and Millbury) is quite Tow--the total
robbery level was 14 in Period I and 31 in Period IT.
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Exhibit 12.14

Burglary: Comparison by Area

Percent Increase/Decrease in Period,I and Period II
Statistics?

Commercial Residential - Total

Impact Area - 12 - 28 - 21
City except Impact - 10 - 21 - 16
City-wide - 10 - 23 - 17
Area except City + 12 -+ 74 + 5]
Area-wide - 8 - 13 =N

respectively.

~

a Periods I and 1I cover 4/1/73 - 3/31/74 and 4/1/74 - 3/31/75,

S I T
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robbery, reflect very small numbers, so that a relatively small change

‘w - . 0]
in crime level results in a large percentage change. In addition, some

of these changes could be analyzed statistically and could be termed

"statistically insignificant." But, of course, as is the nroblem with
much statistical evaluation, a statistically insignificant change
such as the town of Grafton's increase in robbery from one to six,
may be very significant to the residents of that community.

Another problem with data from surrounding communities is that

it is incomplete. No data was received from the neighboring towns of

Auburn and Millbury. This is unfortunate not only because they are the
only missing contiguous towns, but also because their crime rates are

usually second in the area only to Shrewsbury. An additional point is
that they Tie directly scuth of the City of Worcester and are connected

to the City with several main roads as well as the expressway. Mobile

‘criminals, often intent on robbery, might travel out ﬁhese roads to

beyond the Worcester City border.

The crimé of robbery appears more than any other crime to have shown
evidence of possiblle territorial displacement. For this reason, an
additional analysis of this crime by individué] patrol route within the
city was performed. Thisqualysi§ produced total number of both armed
and unarmed robbery for the béfore and during time periods. The percentage
change in the total robbery statistics during these periods is displayed
in Exhibit 12.15 by patrol route. More detailed analysis results are
contained in Appendix E.

The conclusion from these various analyses is that there is no

clearly defined evidence of territorial displacement. Rather it appears
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Exhibit 12.15

Robbery: Before and During Comparison by Patrol Route
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that the areas outside of the Impact area and outside of the City itself
are reflecting a growing national trend in these target crimes, and that
the Impact area is definitely the exception from the trends, but not

necessarily their cause. This hypothesis is supported somewhat by

reviewing Exhibits 12.8, 12.9, and 12.10, and seeing what has happened

to the national rates of Index crimes, robbery and burglary, respectively,
since the start of the Impact Program.

Finally, as can be seen from Exhibit 12.15, it is extremely
diffigﬁIt to calcufate any hard evidence of crime displacement withouf

a small area reporting system. Such a system creates a data base wherein

" the location of each incident is identified‘to within a few city blocks.

* This detailed location information aids not only in the territorial dis-

A\

piacements analysis, but also enhances a police department's ability td(
\ . .
perform effective patrol routelredesign and resource allocation.

‘The FBI UCR defines a crime as being cleared when the police i

have identified the offender, have sufficient evidence to
charge him, and actually take him into custody. Crime solu-
tions are also recorded in exceptional instances when some
element beyond police control precludes the placing of for-
mal charges against the offender, such as the victim's re- ‘
fusal to prosecute after the offender is identified or local
Prosecution is declined because the subject is being
prosecuted elseihere for a crime committed in another Jjuris-
diction. The arrest of one person can clear several crimes
or several persons may be arrested in the nrocess of
clearing one crime.

Thus not only can a crime be cleared by arrest, but also by exceptional

clearance.
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It is unfortunate that, in light of the fact that a stated goal of

the Impact Program is in terms of the clearance rate, the Worcester Police

Department has not been compiling reliable clearance statistics. The
reasons for this problem and jts corresponding solution have been docu-
mented by the Operations Analyst.* As pointed out in his report, the
WPD rarely records that an incident is "exceptionally cleared” as defined
by the FBI. Also clearances are difficult to define since the pertinent
records cannot be easily correlated, as they are under different
numbering systems.

The clearance by arrest data as submitted by the WPD to the FBI UCR |
is summarized in Exhibits 12.16 and 12.17 for the crimes of robbery and 5
burglary, respectively. Judging from these statistics, one could conclude

that the number of target crimes cleared by arrest is increasing.

However, in an attempt to analyze the problem of calculating

clearance information, as well as to partially evaluate the degree to

which the goal to increase clearance ratés of target crimes has been met,
the Worcester Regional Law Enforcement Committee performed a laborious

manual ana]ysis of the particular crime of armed robbery. This crime is
perhaps one of the easiest to track through the investigative function '
because of its relatively small numbers and what is normally a reasonably 3
high clearance rate due to the personal nature of the crime; that is, o
the presence of a victim who can identify the offander. The net result

of this analysis is inconclusive. It indicates an increase in clearance

¥ William Halacy, Memorandum to Chief Jdohn J. Hanlon on "Clearance ;
Rates," Worcester Police Department, November 14, 1974, ‘ g

e e e e A
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Exhibit 12.16

Robbery: Percent Cleared by Arrest
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I
//?/%////////

\

N

//7/////////

s

Exhibit 12.17

Burglary: Percent Clearéd by Arrest
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rate of this particular crime in the Impact area, but a drop in the City

outside of Impact, resulting in a during City-wide rate identical to the

before rate. Although the results of this analysis are inconclusive, they

do tend to verify the claim that the present method of calculating
clearance rates results in an underreporting of clearance rates, due
principally to a failure to include those incidents which 6an be
exceptionally cleared. To show this comparison, clearance rates for

the same 11-month periods used in the WRLEC study were calculated from
data routinely submitted to the FBI as part of Return A. This comparison
is given in Exhibit 12.18, which indicates that although the WPD has

been underreporting armed robbery clearances, there is some improvement
in the percentage reported--but there is no evidence of improvement

in the clearance rate itself. One additional fact should be pointed out
which is that even accepting the 22.1% clearance rate as calculated by
the WRLEC, this is still substantially below the rates for cities of
comparable size. The most recent data available for nationwide cities
with 100,000 - 250,000 population is a total robbery clearance rate of
27.9%. (A breakdown by armed and unarmed is not available, although
historically the rates for these two crimes has not differed wide}y.)
There is the additional question that if these other cities of comparable
size had the resources to manually track down the clearance for each
individual incident, whether that national rate, too, might take a

corresponding Jump.

A e R e < s g e

12-35

Exhibit 12.18

Armed Robbery Clearance Rates

WPD Data® WRLEC Data®
Period I€
(5/1/73 - 3/31/74) 15.3% 22.1%
Period II°
17.2% 22.1%

(4/1/74 - 2/28/75)

a
WPD data was th i .
Crime Report - Retupn A?t submitted to the FBI as part of the Uniform

b
WRLEC data was that manually calculated b
Worcester Regional Law Enforcement Committee. ¥ Mary Bheeler of the

c
Note that Periods I and II do not e t1 1
before and during periods defined is oval y-COTTESPOnd With the
based on 11-montt Seriods. ed by this evaluation; they are also

One additional method was used to attempt to analyze the quality of
the investigative function within the Worcester Police Department. This
was to totally eliminate the variable factors sych as exceptional clearances
and to Took at total number of arrests as a percentage of total number
of incidents. Of course, this data does not reflect any type of clearance
rate, but rather tends to Took at raw numbers. The findings, which are
included in Exhibit 12.19, are based on the before and during periods. They

tend to show a marked increase in arrest percentage for total robbery.




12-36 v
. S 12-37
This, of course, is further indication that one must not view arrest

i drunkenness has a virtually 100% arrest percentage and has grossly
percentage as any type of indication of clearance rate, as it does not i

' | E affected the number of arrests made in all Massachusetts police
conflict with the judgments made earlier but is fundamentally a meaningless ; 5 .
f departments. (In fact, the City of Boston had so many arrests for
quantity. f L ] . '
§ y drunkenness that each day they assigned one number to cover all such
? }\ arrests, )
Exhibit 12.19 5 L . < sas
5 | In summary, it could be stated that there has been no definitive
Arrest Rates é ﬁ% ~ evidence of an improvement in clearance rates for the farget crimes of
g §§ robbery and burglary. Our attempt at analyzing other arrest-related j
Number of Arrests as a Percent of ; ! s ble significance. |
Total Incidents f )E quantities revealed results of questiona g
Before During (5
Tatal Robbery 17.1 28.8 |
Total Burglary 6.2 7.9 %
Total Part T 11.8 11.4
Total Part II - 61.8 42.1
Total Reported+(Parts I & II) 24.2 18.6

Part I, Part II, and total Parts I and IT crimes. It should be noted

that the arrest percentage for Part I crime has not changed significantly {

during the two comparison periods. The dramatic drop in arrest percentage

for Part II crime is because of the change in Massachusetts law in 1974 ?

which eliminated the crime of drunkenness. Obviously, the crime of : 3

|

|

!

|

i

Exhibit 12.19 shows percentage of arrests for burglary, robbery, j ' f
!
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13 IMPACT EVALUATION RESULTS

The purpose of this chapter is to consolidate and summarize the
major evaluation results, each of which has already been discussed
in one of the nine chapters in Parts II, III and IV. For the sake
of conciseness, the results are indicated in exhibit form. Section
13.1 summarizes the major evaluation findings, while Section 13.2
addresses the problem issues and makes specific recommendations. In
an attempt to focus on some viable alternatives for the Impact Program,

Section 13.3 identifies three possible Program alternatives.

13.1 SUMMARY OF FINDINGS

The stated goals of the Worcester Crime Impact Program are pre-
sented in Exhibit 2.1. The degree to which the geals have been met
is summarized in Exhibit 13.1. It should be noted that of the six
stated goals, one 1is an input goal; two.are process goals; and three
are output goals. Categorizing the goals by whether they are impacted
by the input, process or'output of a social experiment is critical
in any evaluation effort. For example, the achievement of an input
goal is much Tess significant than the achievement of either a process
or an output goal,

In addition to the determination of whether the stated goals of =
the Program have been met, there afe a host of other important findings
that need to be highlighted. We present these findings in terms of
the effects of civilianization (see Exhibit 13.2), decehtralization

(see Exhibit 13.3) and spe¢1a1ization (see Exhibit 13.4). (As discussed
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Exhibit 13.1

Evaluation Summary of Impact Program Goals

Impact Program Goals ?

IT.

To achieve substantial
short-term reductions

in the incidence of
robbery and burglary

on a city-wide basis,
but with higher
reductions in the Impact
target area (Sector 1).

To increase the
proportion of resources
allocated to concen-
trated activities
designed to prevent the
crimes of burglavy and
robbery. '

Evaluation Determination

Qutput Goal: Extremely Successful

- Sector 1 robbery level decreased
by 41%.

« City-wide robbery level decreased
by 15%.

« Sector 1 burglary level decreased
by 23%.

» City-wide burglary level decreased
by 16%.

» No statistically significant indi-
cation of geographic displacement
of target crimes to outskirts of
Worcester, based on partial infor-
mation provided by contiguous
towns.

Inﬁut Goal: Achieved

« Effective Sector 1 patrol and
investigative manpower level
increased by 30% (PSA's accounted
for four-fifths of this increase).

- Effective city-wide patrol and
investigative manpower level
increased by 25% (PSA's accounted
for two-~thirds of this increase).

 Robbery Strike Force (RSF) and
Burglary Task Force (BTF)
established.

» Positions of Operations Analyst
and Crime Analyst established.

« New equipment and facilities for
Impact patrol and investigative
personnel.

« Crime Prevention Unit established.

2 As stated in June 14, 1973, Grant Application.

= e At e e £ s e
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Exhibit 13.1 (page 2 of 4)

Impact Program Goals

IT1.

Iv.

To institutionalize
new capabilities to
respond constructively
and flexibly to the
target crimes.

To increase the

clearance rate for
target crimes and

to provide for
additional disposition
alternatives for '
offenders.

Evaluation Determination

Process Goal: Moderately Successful

Impact flexibility and organization
have allowed for relatively more
effective use of investigators

in RSF and BTF than in Detective
Bureau.

Except for rented vehicles, most
of the available equipment has not
been put to maximum use by Impact
investigators.

No significantly different or
innovative strategy has been
undertaken by Impact personnel

for any length of time. A
three-man, walk-and-ride-team
approach to burglary patrol lasted
only a few months and was deemed
ineffective relative to the
resources required.

Qutput Goal: Unable to Evaluate

Definitively

Available clearance information is
unreliable, and attempts at
developing clearance rates are
handicapped by the difficulty of
correlating pertinent records, each
of which is under a separate
numbering system for control
purposes.

A preliminary effort by the
Worcester Regicnal Law Enforcement
Committee indicates that armed
robbery clearance rate is
unchanged.

Providing for additional dis-
position alternatives for offenders
is the responsibility of the

courts and corrections planner and
is therefore vutside the scope of
this evaluation effort.



Exhibit 13.1 (page 3 of 4)

Impact Program Goals

To test and gain
experience in the
utilization of new
methods of crime-
specific planning
and program develop-
ment involiving
several components
of the local
criminal justice
system.

To develop and
encourage community
involvement in and
responsibility for
crime prevention
activities.

Evaluation Determination

Process Goal: Moderately Successful

Crime-specific planning provided by
the Operations Analyst and the Crime
Analyst has been helpful but

Timited in scope. ‘

Operations Analyst has provided
valuable technical support to the
Chief but has been handicapped

by the unavailability of adequate
data processing facilities and
support.

Crime Analyst has provided valuable
administrative support to the
Impact Captain but has been Timited
in terms of gaining full access to
and impacting upon the line
investigative personnel.

Program development involving
several components of the local
criminal justice system is the
responsibility of the courts and
corrections planner and is therefore
outside the scope of this evaluation
effort.

Qutput Goal: Unable to Evaluate

Definitively

A general survey of Worcester
residents to assess community
involvement and responsibility
for crime prevention activities
was not undertaken.

Crime Prevent Unit has undertaken
numerous activities to educate the
community (throygh presentations,
youth involvemept programs,
business and cggmunity group

vt A B

Impact Program Goals
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Exhibit‘]3.1 (page 4 of 4)

Evaluation Determination

VI. (continued)

Tistings); to provide target-
hardening services (through
premise surveys and operation
identification enrollments);
and to raise the level of
community awareness (through
auto theft warning tags, vacant
house checks, and elderly
assistance programs).

* Telephone survey of a Timited
sample of those who were clients
of the operation identification
and premise survey services indi-
ca@e general approval of WPD
crime prevention services.
Although 68% of premise survey
c]ients felt that the recommenda-
tions they had received were
useful, only 38% had fully
or partially carried out those
recommend:-.tions.

| * Judgment concerning the effective-

; ~ ness of the various crime preven-

g ; tion activities must be delayed
until a larger proportion of the
population has been affected and a
Tonger test period has elapsed.

Conclusion:

Worcester Crime Impact Program has successfully met its main
0u§put.goa1 of reduced target crimes of robbery and burglary,
primarily bgcause of the significant increase in manpower
(most of which was provided through civilianization) and,
secondarily, because of the flexibility and organization

provided by the Impact Program (thvough d ot
specialization). g ( g eceytra]1zat1on and

j
‘
i
1
4
|
1
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Exhibit 13.2

Exhibit 13.2 (page 2 of 4)

Effects of Civilianization

Civilianized Components Major Evaluation Findings
: e e | % 1. ({continued) * Review of PSA injuries suggest that
. indings 1ew of g
Civilianized Components Major Evaluation F 4 i no injuries could have been prevented

by having PSA's armed or protected.

1. Police Service Aides: » During the period of PSA deployment | b L * Only one PSA has received a
" Part of a Split Force (i.e., 10 a.m, to 2 a.m.), PS? S ; ‘ disciplinary action by the
Par 1 Team Responding have been able to handle 24.7% of ; ; Department--for returning Tate from
tztggrvice Calls and all radio calls gngza;;1sg ng?ézh’ % : a lunch hour.
Seti i i . making a total o .9% of rad : ; | o .
g Follce afficers calls that they are involved in. B g * PSA's have only been partiaily
ncludes | 1 unit ; | Integrated in the WPD: the integra-
ass1gnegA§0 patrol gutﬁ * In terms of ghi total Pgtgg rgg;o : ; Lion is much better in Impact (where
and 6 PSA's assigne time required to respon i f PSA and PO shifts are the same) than
ambulance duty.) - calls duringP§R$ pﬁr10dcg:t$§ﬁuted % in Motor Patrol (where PSA and PO
deployment, s have ¢

T total patrol unit time: i _ | shifts differ by two hours).
%g:%é gand?iﬁg 2a11s and 5.7% ? i ‘ * In general, P?'s approve of the PSA
assisting in calls. Eoncep?: %mpdctlpatro] and c
v 4w investigative PO's approve by 100%,
« In terms of workload or utilization

Motor Patrol PO's by 56% and
per PSA patrol car manned by one PSA, Detective Bureau PO's by 72%.
it is conservatively estimated that

- i Although P0's feel that PSA's free
a PSA unit spends 19% of an eight-hour | up PO time, they are worried about

tour responding to calls for SﬁrVice’ ? 35 PSA's being hired instead of PO's in
as compared to 28% for a patrol car o - the future, :

manned by one or more PO's. In , - s
PSA's are being some- * WPD officials are enthusiastic about
general, patrol PSA's and have stated that most of

Tized. ’
g:Zt U?:erzzil;§:d to the day shift the %¥nr§n§09foup of PSA's would make
utiT] . excellen 's.
are utilized more than those assigned ﬁ |
« PSA's are well received by Worcester

to the first half shift. . : /

. .. residents. 87% of PSA clients felt-
Average service time per radg% call either very satisfied or satisfied
is 24.6 minutes for a PSA uni ,PSS e with the services provided and most
compared to 23.5 minutes for a ool | : were indifferent about whether a PSA

.

»

R e i

unit. | / r a PO assists them the next time
. PSA's understand the stated PSA i ?under similar circumstances).
. guidetines and have not abused them. i h | * PSA's are quite satisfied with their

- jobs (especially those assigned to
ambulance duty), but are concerned
about a lack of advancement and
Job security in the WPD.

PSA duties have included transportation

of WPD personnel and papers, as.we11.as |
Nercestgr residents--some of which may

. be unnecessary. . S

.
/

N i)‘ “ q
)
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Exhibit 13.2 (page 3 of 4)

Civilianized Components

(continued)

Police Service Aides:
Performing Non-Patrol
Duties. (Includes three
PSA's assigned to
communications and

1 PSA assigned to

the Precinct I desk.)

Community Service
O0fficers: Performing
Crime Prevention and
Community Relations
Duties. (Includes

11 CSO's.)

Major Evaluation Findings

- 88% of all PSA's aspire to become
PO's in the WPD and a 1ittle 1gss
than half expect to leave within '
two years if unable to do so. (PSA's
feel they should receive credit
towards becoming PO's.)

« The non-patrol-related results §tated
above are also applicable to this
group of PSA's.

» Thus far, PSA utilization in the
WPD has been limited to the patrol,
communications, and clerical areas.

« CS0's perform the bulk of the crime
prevengion activities, thg effective~
ness of which, as sta@ed in
Exhibit 13.1, is difficult to

measure.

« Most.WPD personnel do not have a good
knowledge of the CSO program: 49% .
of PSA's, 80% of patrol PO's, and 68%
of investigative PO's do not have a
good knowledge of the program. CSO's
are, in fact, isolated from the rest
of the Department.

» CS0's are well received by Worcester
residents: 84% of interviewgd )
clients felt either very satisfied or
satisfied with the services provided.

« Worcester residents have difficulty
differentiating CS0's from other WPD

personnel.

e e P e e o
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Exhibit 13.2 (page 4 of 4)

Civilianized Components

4. Females: Performing
Traditional Male
Duties. (Includes
16 female PSA's and
5 female CSO's.)

9; Analysts: Performing
~ Crime-Specific Planning.
(Includes the Operations

Analyst and the Crime
Analyst.)

Major Evaluation Findings

* Dispatchers sometimes tend to
discriminate against female PSA's
by assigning only maie PSA's to
certain calls such as assisting
police officers, vandalism, bad
accidents, etc.

* The majority of PQ's feel that male
and female PSA's are about the
same in job performance. Howevar,
PO's seem more protective of femaic
than of male PSA's,

* Most PSA clients were indifferent
as to whether they were assisted
by male or female PSA's; they were
satisfied with both.

* Male CSO's feel that they are being
discriminated against because
female €50's are usually given a
car, while female CSO's compliain
that they are given more than their
share of secretarial assignments in
the CPU office.

*+ CSO premise survey clients were in
general indifferent as to whether
they were assisted by male or female
CSO's; they were satisfied with both.

* See evaluation determination of

Impact Program Goal V in Exhibit 13.1.

|

- CSO's are quite satisfied with their : i
jobs, but unhappy abqut their pay ,
(especially in relation to the PSA

i
H

. ’-,’;

! ! i

pay). | /

I

B

i

Conclusion: Civilianization has been effective and has been implemented
smoothly. There have been no major problems except for the
key issue regarding the career and growth potential of
civilians in the Worcester Police Department. Full integra-
tion and isolated instances of sex discrimination are some
minor problems that need to be resolved,

o e s e
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Effects of Decentralization

I
|
l Exhibit 13.3
!

Decentralized Components

Major Evaluation Findings

| 1. Central Impact Staff:
‘ Performing Impact
Sector Patrol Duties.

. Impact Captain has become an invaluable

and possibly indispensible part of the
decentralized Impact Unit. His
flexibility in dealing with the men,
his support of the men, and his

acumen in press relations have
contributed to the Impact identity

Decentralized Components

13-11

Exhibit 13.3 (continued)

2. (continued)

Major Evaluation Findings

v
- There is a tack of coords i
ordination
petweeq Impact and Detective Bureau
investigators, who are also
resentful of Impact's status.

- In general, investigati i
I gative activiti
in Impact are no different thar\;1t1es
those undertaken outside of Impact.

| and morale. ﬂ !

| . Compared to Motor Patrol PO's, Impact ; ;
| PO's are more satisfied with their & é 1
jobs, have better relationships with : ‘
their officials, and are §up§orted by 3 ‘ Concluss i
better equipment and faciiities. i g nctusion:  Decentralization has benefited those within I |
« There is a lack of coordination ; | caused resentment from and lack of coordi n .mpact, but has |
between Impact and Motor Patrol PO's, % : outside of Impact. ination with those
who are also resentful of Impact's
status.

. In general, patrol activities in
Impact are no different than those
undertaken outside of Impact.

« A problem with continuity of coverage : .
and exchange of information is caused ;
by the fact that the Impact Sector is L
|
F
1
%

not under Impact jurisdiction during
the perjod 2 a.m. to 10 a.m.

Compared to Detective Bureau
investigators, Impact investigators
are more satisfied with their jobs,
enjoy more backing from their
officials, have better coordination
with the corresponding patrol PO’s,
are supported by better equipment
and facilities, and have greater
flexibility.

2. Robbery Strike Force and
Burglary Task Force:
Performing Impact Sector
Detective Duties.

e s s o e e e RO R i
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Exhibit 13.4

Effects of Specialization

Specialized Components

1. Split Force Patrol
Team: Responding to
Service and Non-Service
Calls.

2. Robbery Strike Force:
Performing Robbery
Investigative Duties in
Sectors 1 (Impact
Sector) and 2.

3. Burglary Task Force:
Performing Burglary
Investigative Duties in
Impact Sector.

4. Crime Prevention Unit:

Performing Crime Prevention

and Community Relations
Duties.

Major Evaluation Findings

See major evaluation findings 1in
Exhibit 13.2.

* See evaluation determination of
Impact Program Goal III in
Exhibit 13.17.

* There is a Tack of coordination
between RSF and Detective Bureau
investigators, who are also resent-
ful of RSF's status.

+ Several instances of friction and
confusion have occurred between the
RSF and the Detective Bureau over
RSF's jurisdiction in Sector 2.

» High-ranking WPD officials have
recently established a-specialized
robbery squad within the Detective
Bureau.

- See evaluation determination of
Impact Program Goal III in
Exhibit 13.1.

« Actually, as noted in Exhibit 13.3,
the BTF and the RSF have in essence
formed a decentralized detective unit
within Impact.

« Although CPU is physically and
functionally separated from other
units in the WPD, morale in the CPU
S good--a credit to the Commanding
Lieutenant.

T S it v

e N

e
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Exhibit 13.4 (continued)

Specialized Components

4. (continued)

Major Evaluation Findings

+ See evaluation determination of
Impact Program Goal VI in
Exhibit 13.7.

A liFtle ]gss than a third of patrol
and investigative PO's do not think
the CPU is at alj valuable.

* There is hardly any coordination
between CPU and other WPD units.

* Working a 10 a.m. to 6 p.m. schedule
has ]jmited CPU effectiveness,
especially in conducting residentia]
Premise surveys,

* CPU P0's tend to make a significant

number.of minor.arrests resulting from
answering complaints which could {and
probably should) have been handled by patrol Po's,

* CPU PO's are enthusiastic and

di];gent about their crime prevention
work.

Conclusion: Split force patrol
smoothly implemente
n investigative units
but has caus
those outsid

specig]ization has been effective and

Like deceptra]ization, specialization
has benefited those within Impact,

ed resentment from and lack of coordination wi

e of Impagt. Specialization in crime prevgngigg
Y new pgllcg function) has resulted in an almost
f coordination with and appreciation by other
Worcester Police Department.
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in Section 1.2, the Impact Program can be viewed as a police experij-
ment in civilianization, decentralization and specialization.) Other

major evaluation findings are listed in Exhibit 13.5.

13.2 PROBLEM ISSUES AND RECOMMENDATIONS

The major problem issues identified in Exhibits 13.1 through 13.4
are again stated in Exhibit 13.6, along with a corresponding set of
recommendations. A word of caution is required-at this‘time. Inas-

much as the purpose of this effort is not to plan but to evaluate,

the recommendations listed in Exhibit 13.6 should be considered tentative,

since they have not been reviewed in 1ight of other fiscal, political,

technical and social constraints. The recommendations have been made pri-

marily to provide a basis for discussion.
The problem issues identified in Exhibit 13.5 are addressed in

the technical recommendations exhibit in Section 14.1.

13.3 PROGRAM ALTERNATIVES

Based upon our recommendations in Exhibit 13.6, we detail in . . . .

Exhibit 13.7 three viable alternatives for the Impact Program. ‘At

the minimum, we feel that the innovative Police Service Aide component

of the Program should be continued and a goal to develop standérds and
guideTines on PSA utilization should be added. Additionally, should
the combined Robbery Strike Force and Burglary Task Force remain intact
in the Impact Sector, we feel that it would be an ideal opportunity

to develop standards and guidelines for a model investigative unit. The

"expanded" alternative is merely an expansion of the Impact Sector to

13-15

Exhibit 13.5

Other Major Evaluation Findings

Major Evaluation Findinés"

1. WPD Data 30urces

TN T T T T T T

WPD Delay and
Response Times.

Completed reports are not systemati-
cally checked and verified.

Coding and keypunching of reports are
not verified, not even by visual
verification (through interpreting
the keypunched data elements).

Different records pertaining to the
same incident are very difficult to
correlate,since there are at least
four separate (and usually uncoor-

dinated) numbering systems for control
purposes. .

Clearance rate information is currently
unreliable, and generally difficult to
develop under current report control
procedures. Exceptional clearances

are not reported.

Court disposition information is not
collated or analyzed.

Radio call classifications cannot be
used to distinguish between service
and non-service calls.

Average delay time for all radio calls
is seven minutes, while for emergency
calls (i.e., medical cases, crimes in
progress, and alarms) it is four
minutes., :

Low morale and poor physical facilities
seem to Timit dispatch effectiveness.
Assignment to the communications

center has often been perceived as a
punishment assignment.
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Exhibit 13.5 {continued)

Areas : Major Evaluation Findings

i - 86% ervice call clients
' 2. (continued) %ghagfwgll ?nterviewed) indicatgd ?hat
‘ | they were very satisfied or satisfied
; with response time, even though the
l median "perceived” response time was
k a little less than 15 minutes.
:
|
L
|
P
|

i . ili ion of PO patrol cars for
3+ WD Hanpover AlTocation responding to radio calls vary
significantly, with the PO units in
the day shift being utilized almost
twice as much as those assigned to
the second half shift.

ices . f all service call clients {that
4 WPD Services 32§eointerviewed) indicated that WPD

services are very good or good.

» 76% of all service call clients (tha§
were interviewed) indicated that their
neighborhood is very safe or
reasonably safe.

-

b et i e

13-17

Exhibit 13.6

Problem Issues and Recommendations

Problem Issues

1. Civilianized Components

a.

PSA duties have in-
cluded some unnecessary
transportation of WPD
personnel and papers,
as well as Worcester
residents.

PSA's have only been
partially integrated
and utilized in the
WPD.

PSA's are concerned
about their growth

and job security in
the WPD.

CS0's have problems
of recognition,
isolation, and low
pay {(as compared to
PSA's). ,

Recommendations

» Establish guidelines for controlling
and Timiting requests for PSA
transportation.

Undertake full integration and ex-
panded utilization of PSA's in the

WPD by having PSA's attend the same
roll calls as PO's; extending PSA
period of deployment to cover the en-
tire 24-hour day; giving PSA's over-
time pay when earned (instead of
compensatory time off); broadening

PSA activities to include, for
example, writing larceny and past
burglary reports; and expanding PSA
duties to include, for example, traf-
fic duties. In order to highlight and
develop their service role, PSA's
should neither be given punitive powers
(e.g., ticketing powers) nor armed
with either mace or night clubs.

Undertake immediate steps to address
this critical long-term problem. Con-
sideration should be given to creating
a PSA rank of corporal; giving PSA's
credit towards becoming a police
officer; and creating the PSA position

in the civil service structure,

Have CSO's become PSA's--then have
PSA's be assigned to or rotated
through the Crime Prevention Unit.
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‘Exhibit 13.6 (page 2 of 3)

;f Exhibit 13.6 (page 3 of 3)

Recommendations ; L
1 ¥ Problem Issues

Problem Tssues
Recommendations

1. (continued) | ,
. A . . - P 2. (continued)
e. Female PSA's and + Establish guidelines to eliminate | L

CS0's have experi-
enced some isolated
instances of dis-
crimination (both
for and against) in
the WPD.

Operations Analyst has » See technical recommendations in

.

all forms of sex discrimination. 3 5 c. A problem with con-

tinuity of coverage
and exchange of in-
formation is caused
by the fact that the
Impact sector is not
under Impact juris-
diction during the

» Extend Impact jurisdiction of

Impact sector to 24 hours.

f.

been handicapped by Exhibit 14.1. i period 2 a.m. to

the unavailability of 5 10 a.m.

adegugtg data processing |

facilities and support. | ?eyeia_ﬂ 1'nsgances of Limit RSF's jurisdiction to

‘ L. . ‘ riction and con- withi .
g. Crime Analyst has been » Originally conceived goal for the § Fusion have occurred hin the Impact sector
? between the RSF and

Crime Analyst to be fully integrated
with investigative personnel is
unrealistic. Therefore, establish a
goal that better reflects reality and
enhances the Crime Analyst's

limited in terms of
gaining full access to
and impacting upon the
line investigative
personnel of Impact.

come an invaluable and
possibly indispensable
part of the decentralized

the Detective Bureau
over RSF's jurisdic-
tion in Sector 2.

There is hardly any

Timited CPU effective-
ness.

Establish procedures for coordina~

effectiveness. |
| coordination between tion and cooperation between ‘CPU
) . | CPU and other WPD and other WPD units. (For example,
2. Decentralized and Specialized ! units. patrol units could directly refer
Components | j burglary victims for CPU services.)
a. Impact Captain has be- * Must recognize and mitigate this | . Working a 10 a.m. to Extend C i
St 5 _ -m. xtend CPU working hours to at
critical long-term problem. | - 6 p.m. schedule has least 9 p.m.
|
g
|

Impact Unit.

There is a lack of coor- - Must recognize and mitigate this
dination between Impact critical long-term probiem.
personnel and those out-

side of Impact, who are

also resentful of

Impact's status.

CPU PO's tend to make
a significant number
of minor arrests
resulting from answer-
ing complaints which
could (and probably
should) have been

handled by patrol PO's.

Establish guidelines for PO's who
are assigned to the CPU, defining
their primary activities and re-

sponsibilities, including when to
refer complaints to patrol units.
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GOALS:

-u-——-c—c—---

cIs:

PSA:

RSF/BTF:

CPU:® Integrate CSO's with PSA's, and continue
Cooperation with patrol and investigative units

0A:® Provide OA with better data
~Monitoring and Document

r all three alternatives.

& Same fo

MINIMUM

» Develop Standards and
Guidelines on PSA
Utilization

« Eliminate

« Establish PSA Unit under
a full-time Tieutenant,
and fully integrate and
utilize PSA's

« Eliminate as separate

unit, but integrate RSF
1gto.correspondin8 spe~
cialized unit jn etec-
tive Bureau; and attempt

also to integrate”BTF

~ Note: Impact components include CIS

Force), BTF (Burgl

T G e e U0 e e esoe

ary Task Force), CPU (Crime Prevention un

Exhibit 13.7
Impact Program Alternatives

MODIFIED

- Develop Standards and
Guidelines on PSA
UtiTization

 Current Impact Goals

« Develop Standards. and
Guidelines for Mode]

Investigatiﬂ@ Unit

* Same as qurrent set-up,
but extend CIS juris-
diction to 24 hours

« Same as current set-up,

but fully integrate and
*utiTize‘PSA's

* Same as current set-up,

but Timit RSF jurisdic-
tion to within Sector }

Processing facilities, and make
aiton, as well as Technical Assistanc

-
{

CPU activities but

it),

EXPANDED

- Develop Standards and
Guidelines on PSA
Uti]ization

* Current Impact Goals

 Develop Standards and
Guidelines for Mode]

~_Investigative Unit
S San ey Qe omews e

—-.‘-c“.u-n_y

+ Same as current set-up, byt
expand CIS patrol area to
include some contiguous patrol
routes and extend CIS Juris-
diction to 24 hours

+ Same as current set-up,

but fully integrate and
“utilize PSA's

Same_as-‘current set-up,
but Timit RSF Jurisdiction
to within expanded Impact
sector

with bettep coordination and

him responsible for Program

o

[
v/

(Central Impact Staff), PSA (Police Service -Aide), RSF (Robbery Strtkg
and OA (Operations Analyst). ‘

&

0e-€1

Y
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include contiguous patrol routes that are characterized by a
similar socio-demographic make-up.

Again, our identification of the three Program alternatives is
not definitive; there are, of course, numerous other alternatives or
combinations of aiternatives, all of which must be assessed in light

of the prevai]ing fiscal, political, technical and social- constraints.

e
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14 TECHNICAL AND POLICY RECOMMENDATIONS

The contents of this chapter are a by-product of the evaluation
effort. Section 14.1 contains specific technical recommendations
based upon our knowledge of the Worcester Police Department and our
technicé1 expertise in the area. The policy issues discussed in Section
14.2 were identified during the course of our association with the

Impact Program.'

14.1 TECHNICAL RECOMMENDATIONS

Five sets of technical recommendations ére contained in Exhibit
14.1; they are provided for consideration by %he Worcester Police
Department. A comment should be made regarding the first set of recom-
mendations, which is to enhance the split force patrol concept by
upgrading‘communications procedures. It is important to realize that
the heart of any ﬁndern-day police patrol system is at the communications
center (i.e., the command and control center). This is especially true
in the case of a split patrol force system, where there is a greater

need to exercise command and control.

14.2 POLICY RECOMMENDATIONS

Five policy issues and their corresponding sets of recommendations
are contained in Exhibit 14.2; they are provided for consideration by

the Massachusetts Committee on Criminal Justice. The first three issues

deal with those aspects of the Impact Program that we feel deserve further

attention, not only in Worcester but on a state-wide basis. They include

S
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Exhibit 14.1

Technical Recommendations for WPD Consideration

1. Upgrade Communications Procedures to Enhance PSA/PO Split Force
Patrol Concept and Decrease Dispatch Delays.

* Establish a professional communications unit under full-time
direction of a Ljeutenant. Assignment to communications unit
should no Tonger be perceived as a punishment duty.

* Modify radio call card to allow for complaint clerk to indicate
whether the call for service is a service call or not. This

added bit of information should then be used to qualify the
radio call classification.

* Change dispatcher orientation from an incident-based radio cal]
card to a patrol unit-based card; a card should be made out for
each patral unit (and assigned the same AR#-~Assignment Record #)
in instances where more than ons unit respond to a call. Besides
providing more reliable data of patrol unit utilization, this
would allow a dispatcher to keep better track of busy units.
Additionally, any reason (including meals, breaks, etc.) that

takes a patrol unit out of service should be recorded on a radio
call card. :

* Establish standards and procedures for complaint clerks and radio
dispatchers. . : ~

Improve and upgrade physical layout of communications center.

2. Upgrade and Streamline Reporting System to Provide Reliable and
Effective Management Information.

* Eliminate the pink s]ip--incident‘disposition (including whether
a report follows) should be communicated to the radio dispatcher
and recorded on the radio call card. ,

+ Establish procedure to systematically check and verify all
reports.

* Establish a single number report control systema (based,
probably, on the AR#) to allow for correlating different records.

2 See, for example, J.M. Tien et-al., "A SPRINT Based Single Number
Reporting System for the New York City Police Department," WN-8003-NYC,
New York City Rand Institute, January, 1973. C

JE—
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Exhibit 14.1 (continued)

2. (continued)
- Establish procedure to collect reliable clearance information. . .

* Establish a court information feedback system to -allow for
collection of disposition information.

* Work with WPD officials to identify reports or analyses that
wauid meet their needs.b

3. Upgrade Data Processing Facilities to Enhance Planning Capabilities

« Consolidate Police Planner, Operations Analyst,:and current
Planning Unit into a single Planning and Data Processing Division
with access :o time-sharing and batch facilities, as well as
programming assistance.

+ Establish procedure and provide necessary facilities to verify
the coding and keypunching of reports. '

4. Improve Patrol Manpower Allocation to Meet Radio Call Demand

* Reallocate patrol manpower over time and space to equalize workload
per patrol unit. Using small reporting areas, redefine, if
hecessary, patrol route boundaries. ¢

5. Establigh Evaluation Design to Monitor and Document Ongoing Impact
Program

* Develop and implement an evaluation design tailored to the scope
of the Program, using the contents of this report as a guide.

* Define, coilect, and analyze evaluation measures. Crime reports may
have to be modified to capture additional data. (For example,

crime prevention information should be indicated on all burglary
reports. )

+ Make Operations Analyst responsible for Program monitoring and
documentation.

b See, for example, the recommendations made by J.C. Williamson in his
April, 1974 report to the Massachusetts Committee on Criminal Justice.

¢ see, for example, R.C. Larson, "A Hypercube Queuing Model for Facility
Location and Redistricting in Urban Emergency Services," Computers and
Operations Reseanch, Volume 1, Number 1, March, 1974.
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Policy Issues for MCCJ Consideration

Exhibit 14.2 {Continued)

Policy Issues Recommendations

1. Police Service Aides:
Innovative and Potentially
Cost-Effective Police Service

(The Worcester

experience augurs well for

this type of resource.)

Resource.

Establish and evaluate other
PSA programs in the Commonwealth
of Massachusetts.

Establish standards and guidelines
on PSA training and utilization,
using Worcester as a model.

Consider creating a PSA position
in the civil service structure.

Policy Issues

5. Funding: A Cause of Internal

Inequities and Conflicts. (The
obvious need to identify a
target group, area or crime

" prior to the funding of a

police manpower program al-
most requires the decentraliza-
tion and specialization of a
part of the department, which

Recommendations

* Consider and minimize divisiveness

within police department caused
by program funding.

Establish a contingent (i.e., pro-
viding the program meets its

stated goals) funding phase-out
plan with each newly-funded program.
(A contingent funding phase-out

in turn causes resentment and
; lack of cooperation. Also,

: ; the curtailment of funding

! | causes hardships, especially
; 5 in manpower programs like the
é Impact Program.

plan established at the beginning
of a program, especially a man-
power program, would make every-
body sensitive to the issues and
consequences that are involved.)

B N P

2. Specialization: An Area of » Further explore specialization
Growing Interest. (The in police investigative area.
Impact Program undertook
specialization not only in + Further explore split force
their investigative area specialization in police patrol ,
but also in the patrol area.) area. f §

3. Crime Prevention: A Poten- » Establish mechanism to disseminate
tially Effective Police crime prevention information and
Activity. (The Worcester assist local police departments.
experience .shows that crime :
prevention is still alien * Emphasize integration of crime
to most police officers, and prevention activities with patrol
that a crime prevention and investigative activities.
unit may become totally sep-

arated from the rest of the -+ Develop and integrate evaluation
police department.) measures with each crime prevention
: ‘ program. ‘ "
4. Evaluation: A Necessary * Develop evaluation desian prior i

Process Control and Program
Documentation Tool. (The
Tack of an evaluation design
in the initial Worcester
Crime Impact Program has
resylted in no systemic moni- * Develop and disseminate a manual
toring and controlling of on design of evaluation, tailored |
the Program.) ‘ to police programs.

to program implementation. (An
evaluation design should either be
required of or provided to each
program applicant.)
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the deployment of Police Service Aides, the adoption of crime pre-
vention activity, and the testing of specialization in both police
patrol and investigative areas.

The fourth issue, evaluation, concerns the need to éstab]ish an
evaluation design at the beginning of each program, since evaluation
measures are not only invaluable (to the evaluator) in documenting and
assessing the program but also (to the decision-maker) in monitoring

and controlling the progress of the program. The final issue pertains

'to a need for both the funding and funded agencies to be fully aware

of the implications of the funding and the subsequent phase-out of

i

funding so as to minimize the inequities, conflicts and hardships that

may be caused‘by the process.
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