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Since 1963, when then-President John F. 
Kennedy signed the legislation establishing 
National Police Week and National Peace Offi­
cers' Memorial Day, the law enforcement com· 
munity has set aside time each May to reflect 
on the sacrifices of those who have given their 
lives in the line of duty. We extend our deepest 
appreciation and sympathies to the families, 
friends and co-workers left behind. Photo © 

George Godoy Photography. 
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Making a Difference in a 
Public Housing Project 
By Major Walter A. Baranyk, Patrol Bureau Commander, 
Fairfax County Police Department, Virginia 

The nationally accredited Fairfax 
County Police Department-Vir­
ginia's largest local law enforcement 
agency-employs nearly 1,<XXl sworn 

officers and over 1,400 total personnel to 
serve a population of approximately 
BOO,<XXl within a 4OO-square-mile geograph­
ic area. Department statistics indicate that 
selvice delivery-in terms of per capita 
cost, crime rates, closure rates and sworn 
personnel per 10,<XXl population-is among 
the most effective of any major suburban 
police agency in the nation. 

Organizationally, the agency uses a 
centraliz.ed command and control manage­
ment configuration in which a deputy chief 
for operations and deputy chief fur ad­
ministration report directly to the chief of 
police. The department is further broken 
down into 10 major bureau-level units des­
ignated Patrol (Divisions I and II), Criminal 
Investigations, Operations Support, Com­
munity Services, Technical Services, Ad­
ministrative Services, Public Safety Com­
munications, Public Safety Academy, and 
Planning und Research. 

Decentralized command arId control are 
accomplished by assignment of patrol and 
localized investigative functions to seven 
geographically based police substations. 
Numerous special enforcement units are 
available to supplement the patrol func­
tion, including selective enforcement 
teams, tactical teams, narcotics enforce­
ment teams and criminal investigations 
sections . 

A Community in Need 
It is in Reston-envisioned by its ar­

chitects and developers as a utopian com-

munity in which residents could live, 
work and play within a self-contained 
environment-that the Total Community 
Policing (TCP) philosophy examined in 
this article has been implemented. 

Un!ier the Reston master plan, dwelling 
units, intended for occupancy by resi­
dents of dissimilar socioeconomic back­
grounds, were located contiguously. Sev­
eral public housing projects were also 
included in this development plan. 

The Reston police district comprises a 
79-square-mile area that generally con­
sists of residential dwellings, commercial 
and high-tech industry, shopping centers 
and an extensive park, pathway and rec­
reation system. At its core, the district 
covers the Reston "new town" area, but 
it also extends to other locations, includ­
ing traditional suburban residential 
neighborhoods and some semi-n·;J lo­
calities near the Potomac River. The police 
facility is staffed by 77 sworn personnel, 
including 12 supervisors and two staff of­
ficers serving as commander and assistant 
commander. 

The Stonegate Village Housing Project­
among the first of such complexes to be 
constructed in the Reston area-consists 
of 14 separate buildings with a total of 240 
individual dwelling units, which vary from 
one to four bedrooms and have the 
capability to house single member or multi­
member families. The buildings, parking 
lots and common grounds occupy a land 
area of 10.5 acres. Intentionally located 
adjacent to both single-family and town­
house tmits, the development was orig­
inally constructed under private owner­
ship funds as part of the mixed residential 
schemes inherent in the Reston commu-

nity. Previously owned and managed by 
a private firm, the complex was purchased 
in 1990 by the Fairfax County Rede­
velopment and Housing Authority (RHA). 

Prior to initiation of aggressive enforce­
ment efforts in 1988, Stonegate Village suf­
fered from the effects of pervasive, open­
air drug markets and a high rate of violent 
crime. Police-community relations were 
strained, and there was inadequate resi­
dent support for-or confidence in-po­
lice intervention. The complex was experi­
encing a disproportionate amount of crime, 
and residents were demanding more and 
more police protection. Traditional meth­
ods of patrol and enforcement did little to 
gain the trust and cooperation of the resi­
dents or reduce the QCcurrence of crime. 

The department sought to create within 
this complex long-tenn, quality-of-life im­
provements through the use of TCP, a 
multi-staged program emphasizing aggres­
sive narcotics enforcement and permanent 
on-site officers. The premise was that in­
tensive enforcement efforts-supple­
mented by community involvement and 
coordinated support from on-site social 
service providers-would result in dra­
matic reductions in crime, as well as im­
proved community perceptions of police 
performance. 

Regular meetings were conducted wjth 
"core" resident families-thought to have 
some degree of social influence-to de­
termine residents' perceptions of the most 
pressing issues facing tenants. The im­
portance of cooperating with the police in 
identifying and prosecuting offenders was 
also emphasized to both residents and 
project management staff. An informal ten­
ants' association was formed, and core faro-
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ilies were encouraged to solicit the support 
of all residents in addressing the commun­
ity's problems. 

With this foundation \aid, station com-
mand could begin to ~plement a com­
prehensive community-oriented policing • 
effort. The key to the success of such an 
effort is the adoption of an initial, aggressive 
enforcement policy with continued main­
tenance enforcement, broad-based com­
munity involvement and the ability to refer 
residents to alternative social support 
services. 

Stage 1: Enforcemellt 
Based upon both resident complaints 

and police intelligence data, the first pri­
ority in Stonegate Village was to crack 
down on the open-air drug market. A 
special team of officers was assigned to 
work full-time in the community to iden­
tify and remove the drug dealers who had 
been using the community as a safe ha­
ven. Undercover operations were begun, 
along with high-profile drug arrests by 
members of the department's narcotics 
enforcement team. 

Frustrated with drug dealers who op­
erated brazenly in their courtyards and 
playgrounds, local Neighborhood Watch 
groups assisted in these efforts by pro­
viding information on suspected dealers. 

As the number of arrests increased, it 
became evident that many of those being • 
arrested were not local residents. With 
support from the community and com-
plex management, the property was for-
mally posted, and trespassers entering the 
area to buy drugs were arrested imme-
diately. As potential customers were elim-
inated, the drug market activity was 
greatly diminished-from 60 recorded 
cases in 1988 to four in 1992. 

Stage 2: Community Involvement 
To shore up confidence in the police, 

particularly among the children in the de­
velopment, crime prevention officers 
working closely with station command 
formulated a community police exposi­
tion called "Cops Caring About Kids." 
While such an approach was unproven 
in Fairfax County, and staff were unsure 
of its potential for success, it nevertheles3 
garnered considerable support. Officers 
brought in an array of displays ranging 
from police cars and crime-fighting robots 
to a medevac helicopter, school teachers 
conveyed the message in their classrooms 
and local businesses donated large quan­
tities of food and prizes. Several hundred 
tenants and nearby community residents 
took advantage of the opportunity to sit • 
in a police car, see a helicopter close-up 
and share food with participating officers. 

Having lowered many of the barriers 
to effective communication and created 
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a foundation for a joint approach to com­
munity problem solving. this first expo 
was pronounced a tremendous success 
by local and county government officials, 
as well as the news media. 

Subsequently, several other projects 
aimed at the community's youth were 
established, including a weekly children's 
movie and a "Cops 'n Kids Run Against 
Drugs," in which about 200 youngsters 
participated to take a stand against the 
drug trade in their community. 

These efforts led directly to enhanced 
community responsiveness. Formal res­
ident leaders emerged and freely offered 
their input concerning police operations 
within the community. Two of these lead­
ers were invited to join the district's Citi­
zens' Advisory Committee, which meets 
monthly to exchange information with 
the station commander and provide input 
on issues of mutual concern. 

Stage 3: Supplemental Services 
Supplemental community support 

services are critical to the lasting success 
of any problem-solving approach because 
the responsibility for both initiation and 
follow-up lies with the service recipients. 
Where traditionally an officer responding 
to a family dispute might attempt either 
surface reconciliation or arrest, the com­
munity-oriented policing approach often 
relies on referral to appropriate counsel­
ing/support agencies. Indeed, the officer 
himself may actually initiate the referral 
call and arrange for the involved parties 
to accept formal counseling. 

The opportunity to greatly expand 
community policing capabilities in Stone­
gate Village occurred in September 1990, 
when the Fairfax County Department of 
Housing and Human Development, in co­
operation with the RHA, purchased the 
complex from its private owners, initiated 
rehabilitation efforts and established on­
site management. Significantly, referrall 
counseling services were also located 
within the complex. (Previously, limited 
access to transportation kept many 
residents from taking full advantage of 
drug and alcohol abuse programs and 
family counseling services located else­
where in the county.) 

The ability to conduct immediate 
follow-up with essential service compo­
nents and assess the results of their re­
ferral and problem-solving efforts pro­
vided officers assigned to the complex the 
feedback necessary to evaluate options, 
provide recommendations and determine 
the results of non-arrest alternatives. 

On-site services provided to commu­
nity residents since the inception of TCP 
have included adult education, l:ealth 
services, nursing visitation, alcohol abuse 
counseling. drug abuse counseling. child 
care, employment counseling and place-
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ment, food and nutrition counseling, 
housing assistance and interdenomina­
tional religious services. These services 
created in Stonegate Village the oppor­
tunity to implement and maintain a 
strong community policing program. The 
dedicated efforts of numerous counselors, 
instructors and volunteers toward the 
achievement of higher community and 
human standards have, to a large extent, 
made possible the success of a problem­
solving policing approach. 

Assessing Program Effectiveness 
Community perceptions of a police de­

partment's effectiveness often are de­
pendent upon factors not easily identified 
or accurately measured. Observations made 
during a brief encounter, such as an of­
ficer's appearance, manner of spoi!ech, 
stance, bearing and related actions, can 
independently or collectively create a last­
ing favorable or unfavorable impression. 
While police managers are acutely aware 
of such intangibles, they are frequently 
forced to depend on other "hard" indi­
cators. The assessment of formal crime 
data necessarily served as the basic foun­
dation for the measurement of agency 
effectiveness within the community. 

Ten incident/offense types occurring 
within the 240-unit Stonegate complex 
over a six-year period were selected for 
analysis, as were five arrest categories. 
Events were chosen based upon sufficient 
frequency of occurrence to allow legiti­
mate year-to-year comparison, as well as 
officers' perceptions of their severity or 
community impact. These events-chart­
ed from 1987 through the first six months 
of 1993-include simple assault, disor­
derly conduct, domestic/family violence, 
public drunkenness, narcotics/vice viola­
tions, noise ordinance violations, auto 
tampering, trespassing, weapons viola­
tions and miscellaneous police assistance 
(non-criminal events such as premise 
checks, civil disputes, traffic controL ve­
hicle lockouts, etc.). 

Arrest data for this period include the 
following charges: simple assault, drugs/ 
narcotics violations, disorderly conduct, 
drinking/public drunkenness and weap­
ons violations. 

For each of the specific incidents ex­
amined (except public drunkenness and 
auto tampering), there were fewer occur­
rences in 1987, prior to initiation of aggres­
sive enforcement action in 1988. Since 
reported and police-initiated incidents 
increased substantially in the two years 
immediately after enforcement action be­
gan, it can be assumed that 1987 figures 
represent under-reporting by residents. 
This may have been due in part to a lack 
of confidence in the police department, as 
weTI as COInillih~ty apathy toward crime. 
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This assumption is further supported by 
the fact that, by the end of 1988, calls for 
service had increased 81 percent-from 379 
in 1987 to 685 in 1988. Reported weapons 
violations increased 300 percent, from -5 in 
1987 to 24 in 1988, and narcotics-related 
events increased 1900 percent, from 3 to 
60 during the same time period. Significant 
increases in reported activity also were 
noted for simple assault, disorderly con­
duct, noise ordinance violations and 
trespassing. , 

Consistent with these increases, arrest 
figures reveal similar succe~s in "weeding" 
efforts during the first years of enforcement 
activity. Arrests for trespassing, public 
drunkenness, disorderly conduct and sim­
ple assault all increased substantially, with 
narcotics arrests showing a dramatic 1037 
percent increase from eight in 1987 to 91 
in 1988. By the end of 1989-the second 
year ofTCP within Stonegate Village-calls 
for service in all categories had peaked or 
begun to show declines. In addition, the 
number of arrests occurring within the 
complex showed marked decreases, par­
ticulady in the categorie~ of disorderly 
conduct, public drunkenness and weap­
ons arrests, which declined by more than 
65 percent from 1989 through 1990. 

From 1990 through 1992, intense com­
munity relations efforts, continued ag­
gressive enforcement and implementation 
of a problem-solving approach-combined 
with utilization of on-site referral services­
became firmly entrenched in the social fab­
ric of Stonegate Village, where it produced 
identifiable positive outcomes. 

While calls for service of the 10 examined 
events increased 12.6 percent county­
wide-from 132.940 in 1988 to 149,676 in 
1992-calls for service for the same events 
in Stonegate Village declined 67 percent­
from 685 in 1988 to 224 in 1992 

Particularly notable is the extent of de­
cline for those events and arrests most rep­
resentative of an improvement in residents' 
quality of life: an 87 percent reduction in 
simple assault, an 89 percent reduction in 
disorderly conduct, a 93 percent reduction 
in narcotics-related crimes, an 89 percent 
reduction in trespassing and an 84 percent 
reduction in weapons violations. 

An analysis of crime data for 1987 
through 1992 clearly indicates tremendous 
success in reducing the occurrence of crime 
within Stonegate Villagej in turn, the posi­
tive perceptions of police performance fac­
tored significantJ,y in the success of TCP. 
Measuring the residents' attitudes added 
yet another dimension. 

Assessing Community Perceptions 
A survey methodology was employed 

to solicit Stonegate residents' perceptions 
of police effectiveness, particularly with 

regard to police response prior to and sub­
sequent to the implementation of TCP. 
The survey instrument was comprised of 
two parts: Part I was structured in a factual 
format intended to establish length of 
residency and exposure to crime occur- • 
rence, while Part IT employed a closed-
end question-and-statement technique 
and offered response options in the Likert 
scale format: strongly agree (SA), agree 
(A), neutral (N), disagree (D) and strongly 
disagree (SD). In addition, several ques-
tions offered response choices of excellent, 
good, fair or poor. 

The survey instrument was adminis­
tered in August 1993 to 60 families re­
siding in Stonegate Village, representing 
more than 25 percent of the complex's 
total population. Because questions re­
garding crime or illegal activity tend to 
arouse anxiety, surveys were adminis­
tered with the assurance of absolute anon­
ymity and presented personally to ensure 
an understanding of the survey's intent. 
Whenever possib!e, the questions and 
statements were completed by the primary 
adult resident or his spouse or partner. 

Most respondents indicated greatly 
improved perceptions of both police ef­
fectiveness and crime I'eductions. For ex­
ample, although 85 percent believed 
Stonegate had had a serious drug problem 
prior to 1989, 82 percent agreed or strongly 
agreed with the following statement: '111 
your opinion, Stonegate Village has a less • 
serious drug problem now." 

Asked, ''How would you rate commu­
nication between Stonegate Village resi­
dents and the police prior to 1988?" nearly 
57 percent indicated that communication 
was poor. However, 93 percent of Burvey 
participants rated communication be­
tween residents and police since 1988 as 
either "excellent" or "good." Particularly 
among respondents who had resided in 
Stonegate Village for six or more years, 
survey results support a finding that com­
munity perceptions of the police were 
greatly enhanced as a result of TCP. 

Conclusion 
The Fairfax County Police Department's 

six-year effort in the Stonegate Village pub-
lic housing project represents the agency's 
first, formaL dedicated effort to target and 
police a service area in a non-traditional 
manner-going beyond reactive, incident-
driven approaches. While most law 
enforcement practitioners will agree that 
community policing should be focused on 
long-term, problem-solving approaches, 
the methods of configuration and imple­
mentation are diverse and frequently • 
contradictory due to budgetary con- . 
straints, insufficient personnel or equip-
ment, ill-defined target areas or a lack of 
commitment by governing authorities. 
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While precise, detailed models for TCP 
may be as varied as the number of po­
tential target areas, certain concepts con­
sistent with the overall philosophy can 

. serve as building blocks for the total pro­
gram. Most critical to the success of TCP 
in a public housing project are the assess­
ment of the target area and the involve­
ment of service recipients in defining goals. 
There must be a mutual understanding 
between residents and police that they 
sha;;;e responsibility for achieving genuine 
linprovements in the quality of life. 

Implementation of Stage I must include 
active, consistent enforcement and in­
creased police visibility \-vithin the com­
munity to reduce the occurrence of crime. 

Stage IT activiti.es commence following 
initial community policing training and 
personnel selection, and are concurrent 
with the establishment of community 
support and enforcement efforts. During 
Stage IT, community policing officers are 
tasked with continued on-site enforcement 
and participation in cooperative problem­
solving efforts. Officers are responsible for 
encouraging the formation of citizens' 
advisory groups and coordinating their 
efforts with human resource support 
groups. Due to the complexities inherent 
in developing community confidence, 
Stage IT can be expected to be time­
intensive. Additionally, because commu­
nity participation is difficult to predict, 
specific projections of a time line for task 
and goal accomplishment necessitate 
constant monitoring and reassessment. 

The ultimate goals of the TCP philos­
ophy are realized h. Stage Ill, in which 
social services and other essential human 
resource organizations are established on­
site in the targeted communities, where 
they become an essential element in the 
social substructure. Ideally, the character 
of law enforcement participation in Stage 
ill undergoes some changes. Officers who 
conducted intensive enforcement in Stage 
I and facilitated preliminary social service 
networking in Stage IT become monitors 
and facilitators in Stage ill. While they 
remain on-site, their presence may be 
reduced. 

Stage ill also includes an evaluation di­
mension, measuring achievement against 
the standards of reduced crime rates and 
improved community perceptions of the 
police-resident relationship. 

Of course, linplementation of a Total 
Community Policing program makes con­
siderable demands in terms of leadership, 
personnel and training resources, and the 
program may be further confined by budg­
etary restrictions. These limitations not­
withstanding. however, TCP's potential for 
positive, achievable outcomes will un­
doubtedly influence contemporary police 
managers in the 21st century. * 
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