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effort was stimulated by the interest of the National Institute of Justice

‘and made possible through grant #81-IJ-CX-0082 to the Police Foundation.

The paper -has two parts. 1In the first, the intellectual issues involved
in devising an appropriate test of effectiveness are discussed. In the
second, the state of knowledge of the subject is reviewed ana suggestions
made for a research agenda. Six projectsAare suggested that the authors
believe are called for if the major issues in the area are to be resolved.
The projects address different aspects cof a research agenda and cannot be
considered, excehp in two cases, substitutes for one another. At the samne
time, the authors believe that the sixth project gets at the essence of the
effectiveness issue in 2 particularly useful way, indeed in a manner that
will inform policy-making vitally. The research strategy for each project
is outlined, with the crucial deeign choices justified.

The grant from the Wational Institute of Justice allowed the authors
an opportunity to immerse themselves in the work of patrol officers and to
assess the problematic nature of that work. With the generous cooperation
of the Quincy, Mass., and Denver, Colerado, police departments} Professors
Bittner and Bayley, Pespectively, met with panels of police officers over
several months discussing with them the tactical problems of patrol
encounters. The authors then devised an instrument for recording
Observations of tactical encounters in the field. Through exiensiye field-
observations Professors Béyleyvand Bittner, assisted by;gfaﬁﬁate research
assistante, tested what their police informants hag saidiééeihét the

reality of street encounters.
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problematic situations and to set forth a research age

“}Eheugh_[;e grant from the Mational Instluute of Justice was awapqed
To PRVSE Ay oPPerTUMrYE TO
‘9*0*9$0ae the problems in studying pOllcexeffeCtlvgn?S§fln

qé:éhis paper
Hes: HJV“*) et

does, the experlence with the police in Quinéy and Dénwer*Was sufficiently-
1 R

rich and extensive so as to prompt the authors to do more than exploratory

analysis. First, they have completed a paper entitled "Learning the Skills

of Policing" that has been submitted to a journal for publication. Second,

they were able to field-test the instrument for obser&ing tactical

encounters. See Appendix A. -Third, -on sthe basis -of “observations made by a

team of graduate résearch assistants in Denvér, data haé been c¢cllected on
the tactics employed by police randomly observed in 93 domestic d) sputes
and 153 proactive traffic—stops. Two papers will be written based on tﬁét
work.- One will analyze the range and frequency of tactical responses of

patrol-officers. The paper will be presented to the "Symposium on
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Discretion in Law Enforcement™ to be held at Duke University in early
Papers from the symposium will be published as a book. The other paper
will examine the determinants of police tactical responses in domestic

disputes, comparing results with the analysis dene by Donald Black in THE

[
(D

MANNERS AND CUSTOMS OF THE POLICE (New York: Academic Press, 1980}, Chapter

5. Both papers will be completed by the spring of 1983.
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their work involves making difficult choices. Police work

Police officers and the public believe these choices are f

responsibility in policing consisfs in being able to chodséimééﬁslthat
effectively achieve worthwihile objeCtiVes. Officers must bhe aﬁie to
deterinine a connection between action and outcome. At the moment, officers
appear .to be guided more by lore, that is, by what the poiice'community

T

Phe ourpose

assumes works, than by any scientifically demonstrated know?edge{1
of this essay is to explore how know?edge can be'developeﬁ that might
enhance police effectiveness. Several knotty dissues involved in this
process will be discussed and specific rescarch projects will be proposed.
Our focus of concern 15 on the effectiveness of individual nolice

£
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ficers, not of whole departments or units within them., A arzat deal

-ty

e}
of informetive research has been carried out on the utility of police
. ) . L . . .2
in general as well as on the effectiveness of particular strategies.”
ihis has been called evaluation rescarch., Our intercest is the same.
naiiely, a determination of what works, but the unjt cof analysis is

£
t

different. ‘'le are concerned with the tactics of individual officers rather

than the strategies of organizations. Hhat should individual poiice

officers do in specific situations in order to he effective?
Sithough this kind of question can be asked with respeci to officers

in ail lines of work, we will examine only patrol nersonnel. Patrol work
invoives & substantial majority of all police personnel, it.accounts for
most police contacts with the pubiic, and it initiates the mobilization

of police resources.
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The Guestion of Appropriate Criteria

-

t¢ what?

necessary to establish a standard. Effective with respect
pec

Wnat goals shouid poiice officers trv to achfeve -- to enforce the law.

prevent crime, maintain brder) protect lives aﬁd propoviy, édminisier

Justice, serve the public, he fair and cauitahle? Objectives arn ecasy to
_ o

ecnunicrate but are eoften contradictory. Moreover, there are different

opinions about appropriate goais within the police as well as amona the

public. Police supervisors want visihie activity, like waking arrests,
and at the samc time avoidance of scandals: politicians want dramatic
reductions in Crimé but sympathetic understanding of particuiar circun-
stances tnat wmay mitigate the culpability of particular constituents:
individual citizens want instantaneous response and wrap-around protection
without curtailing freedom; and groups of citizens want everything from
ienient enforcement of traffic laws to closing of ali adult cinemaé,
to strict maintenance of noise control, tc ending street intervogations
of minorities, to.jailing ot all wife—beatérs. There are as many views
of appropriate goals as there are viewers. As liclver and Parks have
said, “. . .. the choice of effectiVeness operationalization is based on
persnective. Politics in the very general sense underlies choice of

2
indicators.

The Tirst step in providing tested insights ahout unhancing»effcctiv@~

ness is to Tix upon a set of criteria that are manageabfy sﬁort; relevant,
mportant, and practical. Although research has just hegun, the criteria

already used are a diverse lot: number of arrests and convictions,

—
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and measuves of patréT'actiyity such as proportion offﬁfmﬁ
and numbérs of contacts; promotiohs, awards, reprimands, s
cowplaints, and firearns vemoval; ratings uf.work by»super§1sors“aﬁd reers
concarning job knowledge,'dependability, 1nitiative,'re1étions with others,
and quality of paperwork; behavior of officers ohserved in encounters and
reactions of civiiians; eva%uations by‘citizens of.whét pd?jce'did anc
hew they acted; and evidence of the equity, fairtess, and propriety of
police actiOns.4

The key issue in sorting.out appropriate criteriaIWOuld seem tc be
time-perspective. Should officers be Judged by what occurs during an
enc0unterA0r by what happens subsequently? Officers argue strongly that
they should only be judged by what happens during the encounter.  Unlike
doctors, social workers, and educators, patrol officers do not "work"
with individuals in an on-going wav. Generally, they deal with éndividuais

11
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once and never see them again. If they do meet them again, as in "ce
backs" to domestic disputes, the encounter 1s accidental, determinsd by
the disnatcher or chance conta~t on patrol. Mareover, centacts are

usually brief, rarely extending bevond a few minutes. Therefore, officers

argue, they shouldn't be heid accountable for achieving. objectives that
1ie beyend the contact. Too many cther factors atténuate the effect of
thoir action. In this view, appropriate goals involve such objectives as

establishing control, immediately protecting Tives and property, and

tending the injured, but not preventing future crimes or violence ..and







Surely it is.unfair to expect. the police to achieve objectives that liz
beyond their control. The greater the time that has elapsed between pclice

contact and stipulated goais, the less effective the police: wbe found to

be. In termns of moral respoﬁsibiTity, the appropriate stagdafds.for assessing
police effectiveness are situationally related, Police, therefdre, should

be considered more 1ike paramedics rathc? than dactors -~ their mandaﬁo béing
to contrel, stabilize, and rcfer.  They cannot be expected to diagnose and
treat in any profound Seﬁsé. ‘Thisvconq]usion can also bé argued in tevus af
public pb]icy. Police are not equipped to undertake 1ong—térm ameiiorztive
treatmoht. In terms of the criminal Justice system, doing <o would usurn

the functions of judaes who are charged with deterniining the proper exactions

of the law. More broadly. extending the time-perspective for judging poliice
effectiveness would implicitly authorize the police to individuate in terws of

nerceived social consequences. Since police act under wavrant of law, their
capacity ﬁo treat authoritatively would be cnovimous.

The point'is that there are important trade-offs in choosing the
appropriate time~perspectiye‘for evaluating police actions. 1If it 1s
coincidental with the duration of an encounter, responsibility of the
police is maximized but the profundity of their accomplishment s reduced.

T
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the time-perspective is extended beyond an encounter, accomplishments

become more significant but police responsibility dec%inesf

[}

Cespite the a priora element of unfairness in judging police effectivenes
in terms of long-run perspectives, the police themselves do so all the time.
heir actions are often explicitly shaped by forecasts of the future,

even though they often publicly deny tong-range responsibidity. -The logic
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deterrence encourages this. Police are keenly attentive to uhc»hov thes

actions prevent future crime and disorder. They lav theée

the probable costs of their actions to the citizens as we]]‘“.

Police officers recognize, none hetter, that mechanical apb1ication Of the law

resuits in over-kill in terms of deterrence. An elderly carefu1]y-

dressed middle-class woman who has been humiiicted to tears by being stopped
for running a stop siun on a secondary streoet may nol noed 2 ticlket fo kecn
ner frowm doing it again, Feople stopped for wminor Paff1c10.fo 25 may

not need tickets to undcrséore the point that they <houldn't bo driving
without a license when they readily admit they were spoeding to do an

errand for their wives and iceft their wallets in their suit Jackets. o

useful purpose may boe served by arresting two middle-aged men for causing
a disturbance when they avce both sheepishly repentant, admit they have

had too much to drink, nc damage has been done to others, and their wives

Jointly say the oid 5 have heen friends for years, Or, finally,

arvzsting an itinerant laborver for hitting his wife when she doesn't want

a separation may jeopardize the family's income without offering any

reat pretection to the wife.
The §o1ice are future-oriented to some extent. 3ut they want to he

so Gn their own terms. For example, they are freguently angered by women's

groups that demand mofe ciffective protection for wives who are repeated]y

battered. Police say they can't assume this obligation: all théy can.do is

file charges for specific viclent actions. hoping this will serve to deta






At the same time. police themselves judqge their effectiveness in domestic
fights by whether there zre any "calli-backs". The time-frame-usually
doesn't extend beyond their own shift, but it certainly goes beyond the

£
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immediate encounter. Police departments ang women's groups are not as ar

apart as it appears. Both hold responding officers accountable for
future events, The difference has tc do with the iength ef time over whfch
police contro! is presumed to exist. One of the very few attempts to
assess police tactical effectiveness concerns this very issue. Under a
grént from the Natioha1 Institute of Justice, the Police Foundation has been
studying the relative frequency of subsequent assaults on spouses deperiding
on whether the police arrested the assaulter, forced an eight-hour separation
under thréat of arrest, or advised and mediated. The project is being
carried out in Minneapolis, Minnescta; results will be available in 19832,
Poiice decisioné in encounters are also affected by anothér forecast,v
namiely, whether the seriousness of an offence and the culpability of the
offender Justifies what enforcemnnt of Taw is Tikely to exact.® Here the
concern415 with "natural justice" and it involves predicting the actions
of the criminal.justice system,  Police feel justified in doing so because,

a5 with deterrence, they accept justice as being one of the products o

g L]

the
criminal justice systei. But justice is not a proper criterion for judging
nolice effectiveness, though it zeems strange to say so. The pé}ice can't
be held responsible for sanctions of the criminal justice system, no matter
nNOW ONOYTaUsS or unfair‘they wiaht be. Police are not Given authority to
decide whether the arrest of an offender would produce "just" punishment,

tven though they repeatediy do sc, they are not supposed to choose courses

of tactical action according to their own assessment of the justice of






what the courts will do. This is d1fferent from d1scount1ng Lactica

c—

on the basis of .orrcasts of deterrent eff rectiveness, -1 th-.s- ﬁuations,

forecasting is involved -- and one might prefer the police -did: oi'ﬁo it --

but in the case of deterrence,evidence for effectivenessfgepeﬁﬂ§'bﬁ future
facts, whi]e‘in the cdsc of “justicg“,e fectiveness becomes a whb]];
subjective evaluation. |
Anonther set of F;110P1d for assessing cffectiveness, and invoiving

both short- and long-run considerations, play an mportant role in the
tactical decisions of police officer 5. These afe eséimations of”the
consequences of chcice upon the officers themselves . Three projections
are partiﬁu?ar?y important:  {1) do the actions meet departmental expectations
gbout performance? (2) do they awsid versenal injury? and (3} do they
minimize the chance that the public will threaten an foicer'; career by
filing a complaint or a legal challenge? The impact of po]ice‘decisions on
these goals can bhe determined, if not immediately. then within a very short
pericd of time after an encounter. Departmental expectations, in fact, are
known in advance of action, theough occasionally officers are surprised and
Teel they have been d0ub?e—§rosséd. It 1s unrealistic to think that officers
wWon't censider sych criteria in jnging the utility of their own actions.

rely, however, the effect iveness of police officers must invalve considera-
tions beyond the sa ifequarding of their own professional 1ives? Is a tactic
T it does no more than fulfill departmental norms, avoid injury, and
reduce the risk of complaint? From the point of view of po1’ca off cers,
"t owould be; from the point of view of the public, surely noL Po]1<a

officers have been hired to accomplish public purposes nut mer91y to protect

themselves. Let's examine more closely each of these three po?ice desiderata

to see if they should be used in assessing tactical evfectiveness.
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Departmental norms should definitely not be used to evaiuate tactical

effectiveness, even though officers themselves will do so.%he®point of

A

research .into effectiveness is to determine whether the objéctives

departments are achieving through the aggreqate actions of’of?icéré are
valuable. To use departmental norms as criteria begs the qucstion by
substituting police values for public ones. factic§1 decisions are not
effective because police departments scy they are. They are effective
because they achieve objectives peopie outside the police -- public as well
as researchers -- consider valueble. The only reason one might want 0
collect information on whether the tactics of patro1 officers meet depart~
mental expectations is in order to detormine iF a department 35 being
managed effectively. If departmental norms and criteria indicating sécia?
accompl ishment are discrepant, then a police department is reinforcing the
yrrong lessons. In such a situation, meeting departmental normé is not
desirable from the point of view of social effectiveness. And officers ave
faced with the cruel dilemma of having to choose hetween the public interest
and their own. Allowing departmental norms to be criteria for judging

tactical effectiveness obscures this crucial point.

CETT AT
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effectiveness must insist on distinguishing what officers are achieving
what departments want them to achieve.

Avoidance of personal injury, however, 1s not a matter of strictly
personal or departmental interest. Death and injury cost the public money
in terins of medical ireatment, pensions, loss of skills, and replacement

expenses. More importantly, injury to officers is closely related to the
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v1o]ence and maintain order» Personal JnJuryito officqﬁ§
as an emp)rwcal }nd1cator,of the absence of contro1:, Qhéh Figers base
tactical decisions of the ohjectﬁve of avoiding injury to themse]véa, they
are, usua]]y, act1nq in aid of the puh]wc interest. SOmet1mow; of course,
officers are expected to risk themselves deliberately; this is an obligation

n

of the profession. But thesc heroic occasions excepted, injury fo-officers
is a relevant indicator of whether the choices officers male accomp]wsb the
larger obiective of maintain;ng order. It is proximate, not entirely

coincidental, to‘an appropriate criteria. To exclude it Qoqu be more than

naive, it would complicate the recognition of order maintained.

Public complaints or legal actions acainst officers -are, 1ike personal
G

injury, consequences of tactical decision. R S T BT i 6 PE B e
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DR fani e veery.  The problem with

e A T E T
using public threéts to carcers as a criterion of effectiveness is that it

is idiosyncératic. Effectivéﬁess Qould become whatever individual members

of the public want, and there is no guarantee that theyrwant the same thing.
Just as the test of effectiveness cannot be determined by_poiiée.departments,
so it cannot be measured by disagqregate responses of the-pub1ic.

Satisfying the public in encounters may make poiicing easier and protect the

organization from political attack, but it is not an apprb§>?ate crlter"n

for judging tactical effect1v eness. Police can be effectiv N though

citizens become furious. Just as they may be ineffective éven though the
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W Public 15_Shtisfiéd. Subjective feaction to the po1icé'by Citii‘nr

indicated by complaints and suits aqainst should not be used as- a cr1ter1(n

for testing tactical effectiveness. Comp1a1n+s and su1ts {5 e pprOprlate
criteria only if, first, they are valid, that is, aCCuraté,~: '_eCting what
occurred, and, second, they are a reaction to the fai]ufé 6f t5;~p01ice to
achieve a public objective. In short, they would have to be hoth true and
objectively related to a wotthwh11e objective. Using indications of
disaggregate public reaction to measure tactical effectiveness begs the

questior, as it.did in connection with departmental norms , namely. what

should the police be trying to achieve in prohlematic situations of

different sorts? This decision cannot be Teft to th fhww" of individua

citizens 
In summary, we propose that the following principles should auide the

chofce of criteria by thch to judge the effectiveness of tactical choices
made by patrol officers. First: the primary criteria should be those
that are encapsutated in encounters or ot least Tollow very closely
thereafter. Police should generally not be held responsihle for conse-
quences they cannot 1mmeo1ate]v control. The key tests of effectiveness,

o

therefore, are establi h1nq control protecting life and property, and

avoiding injury to themselves.
Second: efffectiveness criteria lying beyond the encounter should be
g
censidered inonly two circumstances -- when the police themselves use

them or when public policy direétsbthem to do so. 17 the police act out of
consideration for future effects, it is not only appropriate but,ne;essary
to prov'ie Lhen w1th 1nformaiquﬂ that helps them to make théseu;hojces
intelligently. ‘Since they are trying to be effective in téfﬁévof fﬁture

evenis, it is proper to judge whether they are,. If the police do not make

decisions according to considerations transcends ng the immediate encounter,
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the police to try to achieve long-run objectives, because police contrel

weakens through time, but if the public does, it is appropriaﬁe’to test for
success. However, fairness to the police obliges the public to stipulate

these long-run goals explicitly; police effectiveness should not be evaluated

.according to a hidden agenda.

Third: evaluations made by departménts‘of the performance of patro
officers should not be used for judging tactical effectiveness, even tBOUQh
officers will inevitably be affected by them. The criteria departmenis use
for promoting, rewarding, and punishing have no more weight morally than
those of any other group of citizens. Effectiveness rescarch must test
vhether what officers do impact public objectives. Departmental norms and
régu1ations are not ends in themselves; they are forithe achievement of
nublic purposes.

Fourth: the criteria for judging the effectiveness of individual
officers in problematic encounters must exclude normative appraisals of their
tactical choices. A]though”it iéldesirab1e certainly for police t0 be fair,
unprejudiced, nonabusive, sympathetic, and legal, these qualities are not‘
consequences that flow from what they do. Evaluations intrinsic to actions
are different from evaluations of consequences of actions. In whatever poiice
officers choose to accomplish, they should strive to be above moral reproach.
But they are not more effective when they act legally or fé}rly, they are
simply legal and fair. Indeed, sometimes being illeqal and unf5ir can
aCComplish worthwhile pub]ic objectives. Moral judgments ébout the intrinsic
quality of a tactic are part of the descriptioh of the tactic itself and are

not appraisals of the consequences of the tactic. Unless this point is
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firmly grasped, the study of tactical effectiveness will bfcome;gopfused
because a judgment about what a tactic fs becomes partibf.ai ngmgﬁgiabout'
whaf a taétic does. Being sympathetic, Straightforward; evéﬁ;ééndéd, honest,
and polite are part of the description of tactics. And the public should
never stop asking abouf whether police are perforwing to these sfenda“d§
- Tactics exhibiting these qualities are worthwhile in thenﬁe]véé But what

[T

they accomplish is another matter. In short, criteria for judging

‘e*titude'of tactics should not be considered as effectiveness goals.

f These principies should help in choosing_the goals that should be used

in judging the tactical effectiveness of patrol officers. They dc not,

of cogrsé, preclude diverse and possibly contradictory criteria being applied.

- S

Disagreement may arise between the police and the public, especially if the

police operate in short-run time-frames and the public in long-run. Thay may
arise as well within both communities. Senior officers may think the
paramunt goals of officers should be to avoid cubarrassing the departsent
patro]mén may think they are to take control, even at the risk of unfavorabic

aublicity. White female activists may wart the immediate arrest of ali

wife-beaters even at the expen e of marriages, while Hispanic women may want
mediation even at the rick of personal injury. As Michael Banton -has argued,

nolice are nore likely to be out of moral synchronization with the public if
&

Yl

they serve large, heterogeneaué, structurally differeﬁtiated populations.
In such milieu, the potentiality for disputes about effectivencss goals is
very great. |

The degree of dispersion among goals can he tested through research,
and there are important benefits in doing so. If there is é substantial

disagreement within a community, accurate information about opinions
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uou]d 110w thc po] ce, 11 they chose, to adapt tactics to local . standards

of worthwhile accomplishment. On. the other hand,

work with others to shift pockets of public opinion in thé d tion of

conformity to more consensual novms. If subs (ant:a] dlsaqr._
found, officers could perform with renewed confidence, no longer feeiing
odd-men-out or part of an “army of occupation.” If rifts in opinion about

t

appiropriate goals show up only within the p011ce, police managers can take

steps to legitimate supervisory standards throuonout the force or make

supervisory standards more adap stable to cperaticnail imperatives.

w
™M
D
]
Y]
—
o
o+
=
0]
3
w
=5
—_—

This leads us to suggest a research project.
outlined as well in the course of this paper, In cach case, the purpose
o7 the project will be discussed, & research design briefiy sketched with
special attention to key methodological problems, and relevant nrevious
research explored.

RESEARCH PROJECT ORME: A Study of Community Consensus oN Police
Objectﬁyes in Probiematic Situations.

1. Design: seccenarios of characteristic situations police are calied
upon to handle will be presented to respondents from the nolice and the

public to determine what goals they consider appropriate.

(a) Unit of analysis: officers within police departments and the

populations served. Since the information collected would be informative
only Tor local managerial decisions, no attenpt need bBe wmade to contrive a

national sample

—
o

v)  Sample: 2 random sam)Te of police personnel and popul ace wou 1d

be cptimai. Altern t'vely, a stratified random sampie mighﬁfbe*USed in
order to assure coverage of critical sub-communities and rank levels

within the police at less cost than the nonstratif ied sample
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(c) Survey instrument: the most difficult pant;ofﬁthe’pyqjett

encountered by patrol cfficers which, at the same time, contain sdituationa:
variables that respondents might consider relevant. to choosing appropriate
goals, e.g., race and class of participants, nature of offence, and presence

of weapons. Choice of scenarios would be made on the basis of analyses

already available of the nature of police mobifizationé Groe
and discussions with officers and selected members of the public about
features of situations that heip to order goails.

2. Precedents in research: John P. (lark presented six hypotheticail

1

situations to police and pubiic in three I111n0is cities in order to

determine views about tactical responses and ohjectives.”  Similarly,

four criminal situations were presented to members of the public in Rome,

Hew York City, Tel Aviv and Cologne. Respondents were asked their preferences
. . ' ‘ . 8 .

ataut the police response, not about goals to be achieved, Both studies

can be used in the construction of a survey instrument, but neither was

systematic nor exhaustive.

The Evaluation of Tactical Effectiveness

In order to determine what works in the sense of achieving appropriate.
goals, police tactics in barticu1ar kinds of situétionsi5eed to be describad
and observed. Then they must be tested for association with the achievement
nf stipulated goals, Infortunately, very 1ittle is knnwﬁ éhont the range

. . . : L. ~ 9
‘ical responses used by “he police, elementary though. this may seem.

4

of tac

Until this has been done for situations most frequently encountered by







natrol officers the prob]om t1ca1ness of pox*ce vork remains an-open guestion.

That police choose is clear, especia11y with fespect to}dgc‘d;

all, but it is not clear that many situations present an extensive array of

tactical alternatives. Being problematic, it shouid be no¥ed>™is not the
same as being difficult. Disarming .+ person with a knife is difficult, but
the necessity for forceful action is usually not an issue. Scie situations

are relatively cut-and-dried, such as robberies in progress, fleeing felons,

b

people with epileptic seizures, and stone-drunk “vinos". Others are fraught

i2rs,

with decision, such as domestic fights and disturhances by qanos of fosna
g J - Jouely

L"

I our work with groups of experienced patrol officers in seminar setlings
i two communities, we found that the situations deemed most problematic
were domestic disputes, proacfive traffic stops, and loitering teenagers.
These impressions are confirned by surveys previously carried out in

10

penver, Colorado, and Battie Creek, Michigan. The now extensive 1iterature

on patrol operations tends, too, to select domestic disputes to demonstrate
the complexivy of pulice work. Maybe, however, the problematicainess of
patrol work has been exaggeratsd. Police officers, after all, have a vested
interest in portraying their work as demanding. But academic researchers
maéy have been so bemused by the issue of discretion and the discovery that
pelice are not robots, that they have overlocked the many times patrod
officers confront situations that do not involve meaningful choice.

Constraints may stem from department rules, situational exigencies, and

requirements for legal action.

)
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mirical evidence to resolve this point is fragmentarx and inconclusive.

[

Most of the studies of police mobilizations only describe the nature of

encounters, ignoring the complexity of choices presented. Categorizing






encounters in terms of law enforcenment, order-maintenance, and service,

for example, tells nothing about what responding officers nirght “redasonahly do

Law-enfofcement situations aré not inherentiy nmore probiéﬁatftfthaﬁ service
situations or order-maintenance ones more so than law—enforééﬁéht.' Tactical
complexity cannot he inferred from a description of situation type; it needs
to be determined by observation of.what police both night and actually do in
situations of various types. lhen very disaggregate schemes for estimating
the nature of police work arc done, domestic disputes, by all odds the most

orobiematic situation in the opinion of police officers, appear te occur

fairly rarely. 1In a study of 26,000 calls for seérvice in three metrapolitan

: : o : : . ' , e
areas, Eric Scott found that domestic conflict accounted for only 2.7%,

Until the proportion of patrol work that is truly problematic has been
established, we do not know whether effectiveness requires highly skiiled
. . . N 17

operatives or could be accomplished equally well by meter-maids |9

RESEARCH PROJECT TWO:  The Problematicalness of Patrol Mohilizations.

. Design: trained researchers will observe natrol officers in the
A H
Tield, cataloguing the actions undertaken in different types of situations.
(a) Unit of znalysss: patrol officers in targe urban police
depertments where the variety of mobilizations would be great. Since
+ ) y =

!
departments might have pelicies that 1imit choice in particular situations,
h

cities should be chosen that are relatively relaxed in tactical direction.

(b}  Types of situations: observers should cataloque responses

in ail kinds of situations, though the instrument used for recbfdiné infor-
ration shouid be framed so as to be particularly sensitive to those that
occur most often.  Since observers must be present thrcughoﬁt_a shift, no
saving in cost wou1d'be produced by limiting attention to particular soris

‘ot mobilizations.







(c) Schedule for recording observations: attention will be given

to the development of an encounter over time. The tactica Ltefnétjves

open to an ofiicer vary during an encounter. On the basi ficld-observation

in Denver, Colorado, during 1982, we think quite distinct sets of action
.. L, , 5 .14 . . e
e are taken at contact, processing, and exit. Contact refers to what officers

initially do; exit deals with what they do as they disengage; and processing

15 a residual stage when officers settle into an encounter and try to figure

out what their exiting action wi}1 be. Ve have developed a draft instrument
i' for recording tactical responses in disturbances and proactive traffic stoﬁs.
[t has been ficld-tested. A copy is attached as Appendix I

2. Precedents in research: the most elaborate observation svér aene

of police actions, sensitive to the evelutionary nature of encounters, was

T

done under the direction of Richard E. Sykes in Minneapolis, Minnesota,:
during the 1970's. 5 Re-analysis of that data might go a iohg Way'to
réso]ving the issue of the problematicalness of patrel work, provided it is
amenable to tactica! categorization. Don Black recently re-analyzed data

on patrel mobiiization, focusing exciusively on domestic diéputes, cd?]ected
by the Presideht's Commission on-Law Enforcement and the Administration of
16

Justice in 1966. His four categories of action were penal, therapesutic,

compensatory, and conciliatory. These are descriptions df éxit actions, 1o
dhe o terminology.  They are not adequate for describing all the factimﬁ
attempted by offscefs. Qur fmpiression is that Black's data cannot be used

to show the full complexity of mobilizations. Other studiés'quthe nature

of police mobilization suffer from the same defect. They ﬂée'véry simpl ified
categories for description, in particu!ar the ubiquitous 1§w'ehfbrcement,

order-maintenance., and servicoo.
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It research does establish that situations presenting genuine choices

in tactics confront patrol officers reasonably often, att en 1on can’thpn he

qivén to -determining which tactfcs are more effective. QbViqu§1y,isuch
studies shouid try to discover patterns of association betﬁééh‘harficu1ny
tactics and specif?s:goais in situations of the same kind, .Research can be
dore on any kind of problematic situation. Because we think dbmestic disputes
and proactive traffic stops as the most problematic, we will present outiines
of research work on these situations. See below under RESEARCH PROJECT FOUR
and RESEARCH PROJECT FIVE. However, we want to uirge that pricrity in research

be given to a probiem tha

-

cross-cuts many natirol mehilizations, namely,

arder-maintenance.

s

The central problem for the police in alwmost any situation is the
maintenance of order. The need to defuse actual or potential violence 1s
what makes domestic disputes so prob]eﬁatic. But this imperative is by no
neans lTimited to them. It applies to a larger category of encounters
namely, disturbances. These are situations where a quarrel becomes public,
that is, cannot be contained through private ministration. By definition,
auarrels become disturbances Hhenp rer the pclice arrive.]7 The numbers of
pecnle involved may vary considerab?y as does the degree of intimacy ameng
disputants. But the common cbligation for the police is to reestablish order.
Being able teo do so s tne street skill most valued by patrol officers;

not to be able to do se arcuses their greatest anxiety. Here the lore of

noiicing is especially vich, officers having a vast fund of stories about
garbits that cen be used to reassert control. The legendary patrolmen are
the ones who can defuse violent situations simply by talking.  Policemen

would be wore grateful for tested conclusions about how to be eoffective

in these situations than in any other.







restore erder is felt PeLnlf by a11 peo;]e 1n/olvmd wi.th.w he’ éﬁiion of
those rare occasions when violence is de1iberate3y-c0mm{fféd”fbé-c}%minal or
potitical ends. Even here, the nonpafticibating pubiic wi11 probably accept
the need to restore order. |

Problems of order-maintenance confront police departments as a whole as

£
|

well as individual officers. "Order-maintenznce" has become a phrase to
conjure with in pelice studies. Strategic order-maintenance sihould e
distinguished from tactical. Strategic chaices involve where and how to use
demartmental, or community, resources to preserve peace and safety in public
places. James Q. ¥ilson and George Kelling have recently hade some

S ole L o Mat i s ]
provocative suggestions about this.'® In the summer of 1982, the National

Institute of Justice inaugurated an ambitious Lrogran for helping po,lce

. . . 19 . .
departments choose effective strategies of order-mainienance. There s &
symmetry, then, between the research recommended here into tactics patroi
officers should use in restoring order and the growing interest in
gepartmental strategies of order-maintenance.

- RESEARCH PROJECT THREE: Tactical Effectiveness in Order-Maintenance

10

3
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T patterns of association can be discovered between specifﬁg tactics
and success in restoring order in similar kinds of sitvations. police

decision-making will be made considerably nore rational, At;?he séme time,
there are interesting implications for policing if such asséédaiions are not

found. There would he two possibilities. First, tactical choices are not

as consequential as orpected bwgaurn the poclice are so authority-laden and

o e e Tt M LT T IR SR B L m s o 5
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overawing in weaponry. Apart from extremes of over- or under-reaction, it

doesn't really matter what they do.  Second, the circumsial

success ‘are so numercus that tactical choicoes cannot be made arationally.

As the police say, every situation is unique. Paradoxically. then, tactical

: inefficacy could arise from both the powerfulness and the woain"’ cf
o situational circumstances in relation to the poiice.

1. Design: officers will be chserved handiing a large number of

situations in which vielence occurs or is likely to occur, sp-that anaivsis

B can search for association tetween tactics utilized and achievement of

effective control.

(a) Wit of analysis: patrol officers in any large police deporiment

where order-maintenance problems are relatively froguent and officers are not

obliged to handle thew in particular ways.

I

(b) Description of tactics: we have dowvelaped a 1ist of tactical
choices confronting officers at contact, processing, and exit for any king
of disturbance. The schedule is attached as Appendix Bl Melves and Parke

oy

have propeosed a 1ist of 45§ tegcries. 20 These two sets substantially

o
~+

overiap, and both have been field-tested. So problems adequate description
of tactical alternatives have largely beer solved aiready. At the same time,
some furthe% efaboration of categeries is needed. No attempts have been

made to describe the types of verbal pleoys officers use

ot disputants. Police officers believe the “gift of wab" can be critically

~teant In defusing violence. It remains to be seen whether such gambits

are amenable to classification.

[»]

(c) Appropriate goals: the choice of app oar1ate goa]s by which t
Judge effectiveress is quite straightforward. ~They are the re-establishment

of ovder, the prevention of violence, and the avoidance of injury to police
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officers. The only tricky cperationalization involves the concepts of
R I . TN, h .

order/disorder and viclence /nonv1olonc9 While it s eas

indicators of violence/nonviclence. it is very difficult to-détermine

potential Ior violence. Order-maintenance invelves botﬁ>égntfﬁyiing, stopping,
and containing violence but also defusing, pa11iating,-ahd'déflécting potential
violence. Mclver and Parks solved the problem by having observers score
whather participanis becrwne more calm o more angry during tho cncountor,

This does not qet directiy at the issue of contrel. ‘e propose that ohservers
mare their own judgments about the potential for vﬁolence,'aﬁ evaluation which
is no move subjective than Mclver-Parks' asse sament of ezotwoﬂa1xt/

Observers could also recurd what the officers said about the potential for
violence after the encounter. There would thus be two sets of impressions

about how dicey any cor:rOnLdtion was .

2. Precedents in research: only one study has rigorously attempted to

éssess the impact of various.police tactics on sﬁtuaf"“nal outcomes. That

is the work of John P. Mciver and Roger B. Parks sponsored by the Nationai

.2 . . , >
£ Justice.?] l!lsing data obtained through ¢bserving nine hundred

(Sl
i
~
o
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m
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tours of duty in polico forces iﬁ aveator wotropolitan St Louis, Rochester,
and Tempa-St. Petersburg, they searched for patterns of association between

torty-Tive tactical responses, on the one hand. and ihree measures of police
etfectiveness, on the other, in four types of situations. The criteria for

. <hanges 1n

Judzing effectivenes. werve changes in emotionality of ¢itizens
their demeanor toward the police, and their satisfaction with officers’

actiors. The four situations were property crimes, domestic -fights,
T h S 3 . Pt "=

disturbances, and non-domestic interpersonal conflici. Driefly, they
discovered that forty-five indicators of police action accounted for 40-65%

v






of ihe variance in the.three indicators of effectivendss when only one

LCETS

cfficer was involved and for-Z0-35% of the variance when twozof

4.2

wers involve

The Mclver-Parks rescarch is a model for the study of ftactical

Although very close to what we propose, it has three important
; shortcomings. First, the cauegovizat1on of police action was not

sensitive to differences in tactics at different stanes of encounters --

contact, processing, and exit. Second, the catecorics did not inciude verba:
plcys and”hon—physica1 gaiibits. Third, the effectiveness measures do not
directly veflect wheiher control was establichec {or viclence dofused.
Frotionality could rise, particinants could become more disrespectful of th&
noiice énd citizens could be extremely dissatisfied with the poiice, but
nonetheless police actions could have effectively centained or prevented
‘alence. The Mclver-Parks rescarch, while the very hesi that exisis, does
noi address the issue of order-maintenance in clear Levis of control
Possibly their data. as well as that firrom othor extersive observation studies,

couid be reanalyzed with this in mind,
he design sucqested here is quasi-experimental, as most ave in this
field. It is possibie, however, fectiveness, whatover the situation --

er-maintenance, domestic dispute, traffic siops, experimentaliy. This

Q
vt
'.’_“l.

would require similar situations randomly seiected to be handled “in alternative

ways. This appreach has been followed in the Folice Foundation's “Spouse
Assault Project’ in Minneauniis, which began in 1981, Though experimental

designs ave te be preferred in principle to qu*:1—3rperimeniai’mﬂe§; they

ex ethical issues and are difficuilt fo implement’™ %e “have not,

therefore, outlined experimental designs, although they do constitute &

research option.







- Z2a -

RESEARCH PROJECT FOUR: Police Effectiveness in Domestic Disputes,

1. Design: the project would observe thé taciics.gn‘
officeré,in domestic dééputeg and'expiore their effect uQénf
of bath short- and long-term objectives. ‘

S{al Unit oof analysis: patrol encountors nany police departnent,

L] N

(b) Topical focus: domestic disputes are defined as quacrels hatwsen

people Tliving together, regardless of where they ocour, that require nolice

intervention.
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.

(c) Tactics for stud: we have developed an jnstrument for recording

tactics used in domestic disputes at the three stages of cor proces>1ng,

and exit. Initial analysis of fieid-observations made ih;Dénﬁér during 1952
indicates that the categories are exhaustive and reiiah1e :
needs to be expanded to include categories of verbai ploys and gambits woed
by officers to defuge violence.

(d) Goals for judging effectiveness: ostablishment of contrel,

injury to the police. "call-backs", and . criminail acts, especiailyv vicience,
Y i 3

between the disputants during the ensuing vear.

2. Precedents in rescarch:  the only test of the effectivensss of pairo

“vs . In addition

officers in domestic disputes has been done hy Molver and Pa:
to needing to elahorate tactics to include verbal cambits, their resezrch
does not measure effectiveness according to criteria that we believe are
central to police and public thinking, namely, control of violence. Their
méasurES alse exclude events that cccuv after the encounter has been
terminated, such as call-backs and future injury. Don Black's analysis of
domestic disputes. using the 19566-67 data from the President's Commission

Justice, does not focus on procedural
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tactics at all. 1t explains exit actions, described as penal, therapeutic,
conciliatory, and compensatory, according to ihe characteristics of the
ctvilian participants. Mark u.‘Haist and Roberyt Daniel studied one hundred
and seven domestic disturbances in Kansas City in thﬁ'ear?y
Like Black, they were intorosted in cxplaining the tactics that comprise
exit decisions as well as citizen satisfactions. They did-nOt.try to

R B N,
detersine tha effoctivenese of various tactics. Finally, Raymond Parnas
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documented the discretionary nature of policing in domestic disputes

T I

on field-work in Chicage during the mid-1960's, A fine and ¢ mprehenséve

. . . ) - - . . X A “:‘" K3 ’ 7 r
tour of the issue. his werk is not an empirical test of tactic 1 efch+*”°ncss 25

e cite Parnas' article

pat)
[

'éminipr that the problem offbéiﬁib‘effeciiveness
in domestic disputes has been adirired for a long time., It is past Timz io
put up or shut up.

We have already referred fo the project of the Police Foundation,'spon»
sorec by the Naticral Institute of Jusfwc , to determine whether arrest,
separation, or advice and mediation have differential effects on post-cncounter
spouse assauits. This is exactly the kind of work we are calling for, only
it is more Timited than what we are proposina. It investigates the impact
of three exit actions on spouse safety. 1t doos not address the issue of
tactical contvol.

RESEARCH PROOECT fIVE: Tactical Effectiveness in Traffic Stops.

Ouir work with experienced patrol officers indizcates that they consider

the traffic stops very problematic,  Field-observation in Denver confiris
this tactical compliexity. HMorcover, traffic stops may be dangerous, though

not nearly so much asofficersbelieve. FGI statistics do show that

B

raffic stops and pursuit rank third among situations in which Janger 3s

to the total number of trafiic stops is unknown.

One suspects,. in fact. that it is probably very low, HNonetheless, because

of their Trequency, complexity, and possible dangercusness, traffic stops

appear to be an important subject for effectiveness research.
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1. Design: determine whether an association exists between police tacti

observed in the field, and both short- and long-range ind

effectiveness.
{a) Unit of analysis: patrol officers in any police Jurisdiction
where they are not discouraged by departmental policy from making trafiic

stops. Since departmental policies with resnect to traffic stons vary

cs,






- 25

substantiéleﬂfp1e‘1m1narv ropnnﬂawssancc should determine “their proportion

amonq all patro"ﬁ ntacts befcr resources are
particular depa“tment

(5)' Tanical focﬁgn
interdict theimgvement of a vehicle utilizing a
tratfic codé';s 1Q511f cation.

(c) Tactics for study:
the tactics used by patrel officers at contact.
on diécussions with exno?1cnced patro1_officers

different acti ions at contact, scven during proc

schedule of these is included as Appendix C., I

vraffic stops arc when police 2

vie have developec

invested i

alieged infractions of the

an instrument for recording
processing, and exit. .Based
, wie have identified fen

essing, and ten at exit. A

nitial analysis of fieid-

observations from Denver indicate that the categories are exhaustive and

reliable., We recommuend again, however, that c
verbal tactics be developed.

(1) Goals for judging of foctivencss o

nroblenatic is that they ave often made Tor rea

as 2 tool for order-maintenance in tho stralogi
expecially, bring this wider set of objectives

Tic stops uncover evidence of criminal act:

oo 4

tactical degisions are involved in the successy

Officers need only be reascnably

nowever

this reason at all. Is the strateay of making

ategories for describing

ne reacson tbrafiic stops are

sons having nething to do with

ic viclations, such as to investicate s ,JpeCVbd criminal activity or

o osense,  Patrai nersonnel,
to traffic stons, Whether

vity is not a matter that fails

Ptivin the purvicw of eoffectivences vescarch about factics. Mo criticatl

=

ul uwacovery of criminal

calert, Depazum ntc should,

. undertake research to determine whether stops Gnould‘he madc for

traffic s éﬁ
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effective in crime-fighting? Order-maintenance, on the other hand, is both

a tactical and strategic matter. What officers choose t0:$bﬁdffing traffic

stops can, in principle, affect whether the people interdic edlgngage n

PO %%

disorder later on,

tectical

Therefore, the following indicators should be used in judging tect

. effectiveness: maintenance of centrol during fthe encounter, avoidance of
; injury to officers,~conv1ction for traffic offences during the ensuing year,

and conviction for public-order offences during the ensuing year by drivers
S opassengers.
2. Precedents in research: we have not yet searched ths literature on

the deterrent effect of +raffic enforcement. VWe have been told that some

o+
prs
o
8!
o+
e
o
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recearch has been done in California relating the exi
N ] o u3 R . L R BRI - ?
citation versus "lecture and release” to subsequent moving-viclations .

We are reasonably certain no research has been done on tactical effectivencss

in terms of maintaining control during the encounter, on injury to officers

and loeng-range arder-maintenance,

fn Alternative Approach

If a substantial proportion of the encounters patrol officers have is

GJ

in fact tactically problematic, then determining efficacy is an urgent

matter for police research. The projects proposed here adopt the approach

af pinpointing frequently occurring situations and searching for a

hr
relaticnship between tactical choices and the achievement of stipulatecd goals.
There may be ai otnrr way altogether to skin this cat, one that achieves the

same intellectual purposes but yields important additional dividends. The

idea is to beqin by trying to identify patrol officers who are considered
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consensus awong their collieagues, both peers and supervisdﬁ
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particularly skilled in the tactics they use. If there is a reasonabie

héséérgh would
then examine whether these appraisals are confirued by'Objéé%i;§ éVidGﬂCe;-
méanfng in terms of the goals previousiy discussed for meésdrjﬁg:effectjveness
in different kinds of situations. Finally, if "good cops® are found to be

truly effective, research would determine whether they were using similar or

different tactics in the same situations.

The advantages of this approach are the following: first, by beginning

o
i
i

th collegial perceptions of people who are especially skiiled, effectiveness

as accomplishment of public purposes can now be seen in relation to
effectiveness as career-develepment and career-protection. Specificaily,

che opinicns of colleagues have a crucial effect on the tactical choices

officers make. Rather than overlocking career-related criteria of effectiveness,

Second, the project will discover whether thers is agreement or
disagreement across rank strata about effective police work, It measures
the degree of dissonance patro® officers may perceive about what constitutes

“acod" pelice work,

3

Third, determnining whether "good cops" are also effective cops is

JaRs]
P

critical to responsible police management . toes the police sub-culture

+

reinforce useful lessons about effective behavior through the aﬁpraisa
makes? This tests the subversive hypothesis that being regarded as skilled
mvolves nothing more than appearances, especially the display bea
particular sort of presence. Just as a good bed-side nﬂnner;iﬁ‘imbortani

for doctors, so appearances may he important for ihe judgments police form

about one another regardless of actual accompl ishments .

e rppsar o = aweney = wamte st e < e







Fou%tﬁ, the Drdject'wou1d identify: as thé ofhé}é-db;théf tattiés are
useful in different situations. i
Fifth, the research will show whether being éfféctﬁ;g” §¢1i§éﬁéralizabio
skill in the sense that an officer good in one situation COUiduaTSO be
: expected to be gocd in others. |
:a In summary, the ma)or advantage of this approach to-effettiveness
5 research is fhat it attaches the results to a relevant hénégement content,
e » _ - '
M that is, to processcs of institutional Tearnine that profoundly influcnce

whether findings about tectical efficacy can be implemented

RESEARCH PRGJECT ST¥:  The Effectivenszcs of “&7«0 Cops".

Voo Design: the project wild ask police ab vavious rank levels 20 name

coileaqgues that they consider espatiai iy skilled in patrol work. The project
wéi]itheﬂ determine whether the identified officers are actually more
effective in terws of appropriate objectives. Finally, an assessment will
be mace of the degree of dispersion in tactics chosen by “good cops", Lo“h
subjectively and objectively, in similar situations.

(a) Unit of analysis: officers in any large police department
that allows considerable tact1|a1 initiative to its patrol officers

(b} ~Identifying "good cops": this information will come from
written testimony of officers at all vrank 1evéls. While officers have been

asked to enumerate q,a1:t1e of a "good cop", they have never. to our

knowiedge, been asked Lo name names.  Confidentiaiily would be. essential.
Making 1t credible might prove difficult. The feasibility of Lh1s aspe
of the research should he sybiected to pro-tosting. Even if‘COﬂfidentia1ity

could be wede credible, officers wicht perceive that their-ewn carcer

interests would not be served by <electing others as being particularly skilied.
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This could be teosted as well.  If'these methodoiogical problems prove

insurmountablie, another approach is possible. ‘Because officers discuss

colleagues continually, even in the presence of observersis rvers couid

~

pe used to discover if therc is consensus on "good cops" w n-particular

~ - ‘ . -

shiftsand units.®/ Qur preliminary field-work in fenver sugqests that this
{ - s LA n 'y 5., cco - ~na it 1 . H I T Fa

{c) Testing for effectiveness: once "good cops® in the sense of

ofiicers perceived to be skilled have been pinpointed, the methods emploved

-9

“ in the other projects will be used to determine, first, objective etfective-
=
i ness and, second, the tactice "good cops®™ omplov.

(d) Semple: the tactics of hoth "good cops® and ordinary cops will

be studied to orotect against the possibility that what “good cops’ do is not

or

o

distinctively different. A vasdom sample of all patrol personnel wilil

usad. A problem may. however, arise. In order o test the effectiv

]

nes

W

the "good cop™ sub-cample, principles of statistica? significance requive

B - ~

égserving the same number of encounters of each type as for the ”ordiﬁary cans
semple.  Since the sub-sample is smaller, it may be.negegsary to observe the
‘aood cbps“ 1qnger in order 1o generate sufficient encounters so that
analysis of tactical effectiveness can be undertaken. While the nuiher

-of observeticns of “good coﬁs“ and Yordinary cops" would be the same,

individuals in the sub-sample of "good cops" wouid be obserwved more often.

Such attention might be noticed by others, thereby leading to inferences

[y

within the department about who the "good cops" are. This threatens th

nromise of confidentiality., Furthermore, the “good cops" -themselves wiil

R
i

aimest certainly notice the special attention. Might this affect their

bohavior?  The point can be argued hoth ways: it might make them more

D

rned ahout’ the -outcomes or it might innoculate them against self-

conc
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conscioushess. The point can be tested, but that is not the business

: ) _ ) BN . R A
of this effort. e will proceed on the assumption; shared with ethor

observation studies, that the presence of observers will

reé]ity.

(e} Goals for judging ef fectivoness: for the mod
be maintaining control, defusing viclence, deterring future crimina
and avoiding‘police injury,

2. Precedents in rescarch:  there are none.

bR
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