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A - PART |
. RN . INTRODUCTION

I. - HLGHLIGHTS OF TEAM POLICE HlSlDRY

The first reported exper:ment using the group approach to pol:cung
called “team pol|c1ng" was init tiated in Aberdeen, Scotland in 1946

Samual G. Chapman . reports on this approach in the recent edxrlon of

Hunlcupal Police Administration.

, - .
Team Pol:c:ng called for the dlSSOluthn of tra-

... ditional individual beats, and the areas covered
- by them were organized into large districts., A .
team of from three to nine copstables™ (the number.
of men depending on the time of day) was assigned

' to patrol each district. The sérgeant in charge T

of each team was given great discretion in choosing
... the method of patrol as well as deciding where the
: +  avallable men were to be posted.: It was a highly .
- - fluid, -flexible patrol scheme whose success seemed |

T-,

o linked to team spirit, the evaluation of. data- from ' Q‘;f§?'“h;ffj'ﬁ"x

§EE #e. palice reports of the recent past, and the sergeant's e
: e . imagination and ability to assess current: needs for.. -~ = .

“police service. On January 1, 1949, the tezm policing :-i*fi:f:fi;"

"f"f ”system was extended to cover the entlre cxty. L

- : An arrangement sum:lar to that |n Aberdeen was xmplemented in Salford
v Ehgland |n 1950, and a number of other experxments anvolv1ng modxflcatnonsv‘
"Y”i.. of thlS approach have been trned in England s:nce these flrst efforts.

ln 1965, Tucson, Arxzona, was the f:rst maJor cnty in the Unxted

.?}':. | States to adopt a form of team pollclng.' Rlchmond Californla, nmplemented N
iif : a modlfled versson of the Tucson plan ;n ]957_ Both of these plans were .vuo.
A | drastlcally mod:fled versions of the Aberdeen patrol Plan: ; wcf%_r${i :

" l
-
a

;5 The Challenge of Crime ina Free Socxety, the report of the Pres:dent 5

Commussuon on Law Enforcement and Admnnlstratlon of Justlce, provuded the |

+ .
v N .

l L : ) 0! '- .o P . . . . s !
. . . . N - . . ‘- . . X LR

o o .
. .

'first major impetus to the implementation of .the concept of team policing

in United States pclice departments by recommending its own'uerslon of the
idea. The recomnendatlon |nvolved placing three levels of pollce offlcers,
agent officer and community service officer, in an area of an urban polnce
jurlsdlctlon under the command of one supervisor and charg|ng the super-
vnsor wnth the responsibility for provndnng police service in the area.

‘The agent-officer-community service officer recommendation
made in this chapter has not only.the improvement of the
quality of police personnel as its objective, but also a

. change in the way the police work in the field. The con=
cept, which might be called '‘team policing,' is that all
police work, both patrol and c¢riminal investigation, in a
given number of city blocks shoyld be under unified com-.

“-mand. A 'field supervisor" would have under his command a

. team of,agents, officers, and community service officers.

The team would meet at the beginning of a tour of duty and
receive a'brleflng on the current situation in the neighbor=-
hood--what crimes were unsolved, what suspects were wanted
for questiontng, what kinds of stoleri goods to look out for, -
what situations were potentially troublesome and so forth.

On this basis the members would be gssigned to specific . L i”.,gf

<. - " -areas or duties. If conditions warranted it, agents might
! . be assigned to patrol and wear uniforms or plainclothes
' officers might be assigned to iavestigation. Community

: specific investigations or incidents, agents would be given ..
authority over the actions of CS0s and officers. lf ‘the
conditions in the area changed during the tour, if a maJor
crime was committed or a major disorder erupted, the assign-.

The Syracuse, New York Police Department launched a team pollcung ex-f.

pernment in. July of l968 This prOJECt was prrmarlly an attempt to oper- ,

athnalxze the flndnngs of management research that had never been pre-

ivlously utlllzed in the polnce fleld. Thls expernment followed closely

the recommendatlons of the Presndent s Commsssnon. After recenvung favor-

able reports on the success of the Syracuse prOJcct, a number of othcr‘ -

L 2
f e
LS . .

service officers might be delegated to help either. . In qu:_ZdJV :,:”:,»,

PR TN

ments could be promptly changed by the field supervusor. . : 7';.,j

s e me



‘ A‘f~?olﬁce Department in Ociober, 1969
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. ‘ ]q at the ﬂat:onal Institute on Police and

ﬁi;higan State University in '
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” ) - . , . . . "
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nai»Arrangements" in which he

D -

police departments with-the abolition F hanisms Fh'trad{tiéha]"‘

-OP commanders in the Daytdn, Oﬁig

’agd Daytoﬂlimmediatefy‘therea%ter.dé-

scretiéngfyufuqding of a ﬁéah polic}néﬁpés-'

(Beverly‘Hil[s, California: s

%

age P i i )
_“ ublncatxon;,)lnc., Apgust-November, 1971.)"

" o e IS T

f
f

I
b
!
;

e ST

- T T
o e

.Ha;sachusetts, and based on the'Presidén;'s Commission Report and his,

. f:work in-Dayton he éncduraged the development of team polici&g experf-

| ments bf localvpoiide departments. The c%ty of Hoiyoké, through its
Model Cities‘érogram and with the cooperation of the police departmen£;
developed a team policing proposal consjstént with ;he'Governo}'s Com= -
ﬁitfée gufde]ines. fhe proposal was.app}ovea by both the Federal Model‘-
Cities Agenc?Aaﬁd.tge Statelﬁommitfee and was fﬁndea_partially by the

”

Governor's Committee but primarily by Model Cities.

. I1. IMPLEMENTATION OF TEAM POLICE IN !.-lOLYO'KE

T ; fl; the fall of 1970, the conSuItant;iwere'pfred by thénModéI Cities
:;?fogram of thé df;y of‘Holyoke-tb assist in th;'{mﬁlementatioﬁ éf the
‘ teaﬁ pciicing project. fbey‘were gi;en ihe réSponé}bilit9 for (1)‘bro:q?
.IQiding édminfstrativé advice ;nd suﬁpdrt‘to tﬁe‘stéff qf the.projéct,“.

Ei ;kz)_coorainat}ﬁg qndjﬁrovjd?ﬂg traiﬁipgrfor ;Eg éféicérs,and staff in-
;ledivin'the projéc&, and (3) eﬁalua;fbg thé impé;tiaf fﬁé‘project.

o j*j'fﬁé1e3per7ment kﬁ&o!véd a number of cha}actefistfﬁs that had not;  
..beeﬁlutilized in ﬁre9£ou$ efforts of ‘this typé%  Firéf; 6r§anfzaffoﬁai]?‘
,{tbefebwgs to;be one team cénsisting of apﬁroximatei* 12 £6k18 police “
i;offféers tha&hwou]d.bé éséignéd to a-spgciffﬁ comﬁunftf and’givén the tof;f

po}iifng fesponsibiiit* for that afea;'.Séqond; the gfficéré.wﬁa were %6 be
bgs§igﬁed to‘thg,teaT were to be bfqvfded'w}th‘a number‘of ad@itioﬁélﬂfe-iv
: sources énd with cog;idérable discretion'Ih déferhiﬁinéléhg maép%f in r
lwﬁich.the.re$oqrces weré to be ufi!fzed;: And tﬁird,.the exéér}mentlwéé

:~a§o_be carefully evafuateﬂ.

. "".

, speees Lo
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"HUD had funded a number of prOJects for |mprov1ng the area.'

A. Descriptfon of Experimental Area

The city of Hoiyoke, although not a major popu]ation center, has

many of the characteristics of larger urban areas, Once a thriving in-

"~ dustrial town, Holyoke has been los:ng both |ndustry and popu]atxon. In

1960 the United States Census Bureau indicated that there were 54, 540

res:dents of Holy;ke. However, in 1370, the Census Bureau reported a

:p0pulatlon of on]y 50,112. As with many large cities, the complexion
of the populous is also changing from middle and upper low income white

‘ to lower income non-white. Even so, the overall ratio of minorities is

still relatlvely low when compared to most urban areas. In 1970, two

- "of the most sngn|f|cant mlnorutles, Spanish speaklng and black cxt:zens, |

. faccounted for on1y about exght percent of the populatlon.

Host of the mlnorxty cntxzens in Holyoke are’ located in Wards ! and

}f;;ll of the city. . (See Chart I ) While these Wards contaln approxxmate]y |
twenty percent of the total populatlon of the cnty, they have approxumately |
':slxty percent of the mlnoruty cltlzens in the entzre c:ty. As thh most "
"areas that have a hlgh concentratson of such persons, these two wards had

the poorest ‘lvxng condltxons, the lowest income Famnl:es, and ‘the worst

Vpoluce and communnty relatlonshnps in the c:ty. As a resu]t, the maJor

L port|on ‘of ward | had been des:gnated the Model Cltles Ne:ghborhood and

.-

A

Both Ward I and Uard 11 are Iocated |n the same part of Ho!yoke and

7are separated from the rest of the c:ty by a series of eanals that were

- once used to transport materials to and from the Iocal paper mllls. Thls

»
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_separation prov[ded a natural boundary that made the areas ideal for experi;
menting thh the team policing model. The‘similarities between Ward | .

and Ward Il also made the two areas |dea1 for a controlled experlment.

Ward | was chosen for the expernnental area where the Team Pollcnng.

bnlt would be |mplerented, and Ward 1l was desxgnated the coutrol area

that wou!d contlnue to get its police services in the normal ‘manner from’

" the Holyoke Police Department. The control .area would of course, pro-

vide comparison data for assessxng the effect of the Team Policing Unit.

Bt 'Phi]osophy of Team Approach

The po]uce operatnon that was |mplemented in Ward 1 was to be re]a-
:tively lndependent of control from the normaI command hxerarchy of the -
_Holyoke Police Department. The team of offlcers was to be assxgned to -
.the area and given the responsnbllxty of prov:dxng po]rce service In the
1-area. The precxse goals *hey were to pursue and the methods that would . - a j?

be utnllzed were left to the team. In arrIVIng at the defanltlon of the o

'. ;goals and the’ procedures that the pollce wou]d be us:ng, the offlcers |

- wWere requnred to work close]y wnth members of the communxty and thelr

: ,lorganazatlons.. The team structure and operatlons were to be very flexlble,

'”-iJnso‘ar as possuble provndlng the klnd of pollce serVIce *hat the people

" of Nard | wanted. The team mode] was to have the followung characteristics.
}.f 1. Police operatlons in Ward | were to be decentrallzed with the -

© . police officers working out of a iocal storefront rather than
the centra1 station. : .

2. The team was to be given the authority: to make'decisions'con-f
‘cerning their goals, procedures, duty assdgnments, trannlng
"needs; etc. Such authorlty was not glven to regu]ar patrol

officers. . .. - . - : :

7 R )
. . . oe ',,'V‘- . . '~'v‘_ ‘!, ‘,',-'
‘ © : - " LI : P T o Toue S i
-

3 satnsfactnon should increase the:r e

' C.' The Tra|n|ng Program

3. Traditional formal supervisory assignments were to be suspended
in favor of situational, informal arrangements.

4, The team was to be evaluated by total results rather than |n-
d|Vldual procedures or activities.

5. The concept of autocratic supervision was to be dropped, and

- democratic methods of dec:snon-makxng thhln the team area were

lmp]emented

6. The community was teo be involved in pollcy making through periodic -
meetings wnth the team.

7 Centrally located staff services ard ln"estngatlve support uni ts,
could be called upon by the team and its members. :

ln implementing thus type of program it is assumed that if the pollce

are donng what the people want, then there w:ll be less cr:tsc:sm of the

police. Slnce the structure was desrgned to lncrease the- profess:onalnsm

of the police, it was antscxpated that the pollce offzcers would reach a

greater Tevel of persona] satlsfactlon zn thexr Jobs, thereby decreasxng

* the amount of bnckerlng, crstlclsm, and strlfe thhln the operatlon. Slnce

the team wou!d consist of a max:mum of 15-20 members, commun:catnons among
- the team members would be effxcuent, thereby |mprovnng their effecttveness.

!ncreased publlc sat:sfact:on w:th the pollce shou!d result xn an |mprove-

ment in the effectlveness of- the pollce offlcers, and the hsgher employee

ffectlveness as poluce offlcers.

.’\

The tralnlng program for the team polacxng pro;ect was desxgned‘to‘

'achieve two goals:
\ .
approach to communi ty poluclng in the team memburs,

(1) to |nstlll acceptance of the flexlble, part:cxpatory'

and (2) to provnde

team members with, operatnonal sk:lls. The consultants assusted the team

2 ." .,'_.... [T
- e e s P N . .
v’
-

PO Y ed et e
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members in preparing the specifics of a highly flexible tralnlng program
Recognstson was glven to the fact that the indivi dual members of the team
had dlfferent nental and skill strengths "and deflclencxes. A bas:c as-
sumptuon underlying the training program was that ‘much of the knouledge
for correcting the'deF1c1enc|es of sndnvudual nembers was'already present

in the group. The program gave team members a. great number of opportunltxes

to participate in educatxng themselves. The program also took into account

the fact that soma of ‘the areas and information that the team members would

need to operate was beyond any of the memberS' therefore, additional edu-

catlonal and training expernences taught by people from outsnde the group

' ’were bunlt into the program. ',“ L. ,.f‘f

- (2) snte vnsutatlons. . Lo s o o :'."i

The program ran. contlnuously over the nine month per:od of the pro-

_‘fject. 1t consisted of twé maJor approaches- (1) formal sess:ons and

The formal traxnxng sessions consxsted of well over one hundred hours

of classroom trainung and educatxon. lt tnvolved courses related to oper- t‘
atlonal technlques at Holyoke Comnun:ty Eollege and a varlety of semlnars
and work sessnons conducted by the consultants and the members of the team.

Between October 1970 and June 197l, the consultants conducted short semxnars.'

felated to Model Cltxes Pollctng and Team Pollcxng Organlzatlon Theory and

' Management.. In conJuncrnon w:th these dxscussuons, the offlcers |n study

é. ”
.~ -

»'teams were requnred to learn about budgetlng, management, and superv151on

by worklng through actual problems. Thelr methods and recommendatsons were :

revlewed by other team members, The team offlcers actually went through

\

. oy

‘_grams that faced problems which were in. some way related to- problems bEIHQ

management problems, such as purchasing, orgapizing records, developing

* @ communications system, preparing a procedural manual, and a variety of

other experiences.

- Other experts were brought in to teach and assist the team members .

'Among these were Dr. Henry Burns, Institute for the'Study of Crime and

Dellnquency, Southern llllﬂOlS UnlverSlty, who led the team in exploring:

- situational leadershlp technnques, and James Hahn and Carl Hewltt, Oakland,

.

Callfornla Palice Departnent. Hahn and Hewutt helped the team in an analysxs.

of interpersonal sntuatxons which held the potentlal for violence. They dlS'

. cussed-the common behav:oral patterns found in vxolent confrontatlons. They
_revaewed the action alternat:ves avallable to- pollce offlcers |n coplng

‘-'wlth domestxc dlsputes and other street problems.-

The slte v:sutatIOns were arranged by the consultants to provide the

team members with opportunities to vnsxt other cntles with lnnovatave pro-'

'i

experlenced by the Holyoke team. Each offxcer on the team was glven the

’ opportun|ty to observe police actnv«t:es in at least one of the followxng
citles: Convxna, Callfornla, Dayton, Ohxo- Los Angeles, Callfornla,
3 Louisville, Kentucky, Mxnneapolls, Mlnnesota, New York New York; Oakland

- California; Rachmond, Californiag Syracuse, New York, and Miami, Florida. |

lnformatlon garnered in these'vlsits.was conveyed to all members of the .
T

PPN ' R . :
- . .y

team through staff meetlngs and |nformal dlSCUSSlOﬂS. .

.\ Uverall the primary empnasxs ‘of the program was on the part:cupatory

process rather than the SPECIfICS. The off:cers had to learn to assume

B
*ea

" - "
v . B4 . . .
F— - . . - e g Leb v e
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,‘:authorlty and partlclpate in decision-making .ebout thejr own jobs and

the manageu-nt of their own affairs.

il SELF ORGANIZATION OF THE hDLYOKE TEAM

The initial indoctrination sesslons for the team policing officers were

conducted on an overtime basis on Saturdays and Sundays. These sessions

~were designed ‘to pTUVlde the offxcers with enough tnme ‘to prepare for lm;

13

plementing their operatxon in Ward 1. The off:cers were told that they

would be responsible for the success or failure of ‘the prOJeCt They were

encouraged to learn and use the lnfornal ~system.’ They then proceeded to

fdentify problems, establ:sh prnorxtles among the problems and a ' -
’ . ppoint .
three and four-member commxttees to study the problems and make recom- - |

- mendatlons back to the entlre team. One commxttee worked on commun:catlons
3

another on equnpment, a thxrd on relatlonshlps with the rest of the pollce ‘

department and a. fourth on communlty relatnons., Several team members were

on more.than one commlttee so that lsanson was maxntalned between closely

related commlttees such as the communlcatlons committee and the equ:pment

committee. R - ST
e The team agreed to reduce the rank conscxousness among members tovas

low @ level as possuble. Whnle nt was the consensus of the team that the

prOJect dsrector, who was a captain, would ovérrule a decnsnon at’ any tlme,

b Y

"everyone was to be |nvolved in decxs:on~mak:ng related to the management of

the program and a consensus was to ruje unless the captaln felt that ‘the

lmplementatlon of a group decl:xon would severely damage the" team, depart-

~.ment, or a citizen. After a few |n|tlal dlscusssons, the team declded to

e - : , b - .
4 . . . .« e ) ' R ! e
. . . P : T
) 3 . , . S

' rthe"i"r own PurP°585~

. c0me acute.

~ supportive of the team.

=12 -

2

follow formalvprocedures ln:conducting meetings. This fac:lltated orderly

dlscu5510ns and establnshed a method of keepung track of decisions. A
chalrman could be challenged every Slx months and a new offlcer could be

elected. In addition, a secretary vas apposnted to record the decisions

that were made by the group. All of these dec:sxons were in reSponse of

the team to problens that they e:ther encountered directly or tdentified

as potentxal difficulties.

After approxlmately two months of preparation.and planning on the

«*

part of the team, the project was |mplemented on Sunday, December 13,

1970, in a storefront that the team members obtalned and remodeled for "

By thlS tsme, the offlcers had conpleted a manual
of procedures that they agreed to follow and had establlshed a communi-
catlons link wath the community through a seventeen nember Cr:me and ’; . ,j';

Dellnquency Task Force composed of ne|ghborhood people and a nine. member

a

Communlty Relatlons Councnl made up of pol|ce offlcers and communlty

resxdents. They agreed that by worknng together the re51dents and the

pollcemen could antlcxpate potentlal law enforcement problems and elther

develop solutnons or. be prepared to cope w:th the problems should ‘they be-

R

In addltlon to the pol:ce off:cers who were team members,‘

four communxty servace officers who ware pald by Model CltleS were hired

.

to work for and with the team. Monles from Model Cities also pald for L

N

.'pa;a-professidnal and professnonal psychologlcal andlpsychgatrlo serv:ces’

However, as it turned out, the team members did
L . : i * " ‘. . ' N . L N : -
not make extensive use of these latter servlces.

. . , , . -
. . + - : . ! s
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IV. THE TEAM OPERATIEN

On Sunday, December 13, 1970, the Holyoke Team Polucnng Unit began
operatnons from ‘their storefront headquarters whlch had previously been
a'drugstore at 57 Lyman Street.: As prevlously mentioned, not only had
the officers of the Team Policing Unit laid plans for the lmplementatlon

_of their operations; they had selected their communxty headquarters snte.
and perform d a maJor portion of the remodellng thenselves. 0f the |
lnltJal~twenty volunteers, flfteen selected’themselves to be the'members
of the Team Policing Unit that assumed pollc:ng responsxbxlltles in Ward l

The cltlzens llVlng in Ward I were made aware of the change by

';publlcvty arranged by the Model CItlES Agency.' ‘A receptxon was held at;

_an open house in the Unxt Commun:ty Headquarters on the flrst day of .
operatlons. ThlS reception offered refreshments to all vnsntors. 1The\_

-turnout was estnmated at 300 people who came durlng the afternoon and

evenlng. The credit for the heavy response was attrlbuted to announce-.

ments and notlces xn two large Cathollc churches, a Baptxst church local o

newspapers and the Model CltleS Newsletter. Nearly all the team members"
were present and attempted to meet and talk to as many of the v:s:tors as
f‘posslble. . o J d |

There seemed to be no preponderance of local oplnson regardnng the
There was apparently no feel1ng

.

hew approach to the polucnng of Ward l

vamong the citizens that the |nnovat|on was an attempt at oppressuon. The -

. people who came to the reception seemed to come out of cur|05|ty rather

than to welcome the - ‘team or to reJect it. The attltude of the cltIZens

was .one of.wait and see. : ;E

e . .
“

-

e

S

One week later on Sunday, Decembcr 20 1970, shortly'after 6:00 P. M.!'
a resndent reported to ‘the offlcer on duty in the Unit Community Head-
quarters that a fire had started on the third: floor of the buxld:ng.' The
officer determined that hone of the occupants of the apartment was in

lmmed:ate danger, and then he used his portable polnce radio to notafy the

fire department. He learned that in the absen'e of their mother several

-chi'ldren had been playlng with matches and in attemptlng to light the

' ’lmmlgrants and spoke only Spanish.

~T'5poke‘only French,

. from the flre vere reported

traditional Christmas candles, they had started the -fire. Two morge members

of the team arrived on the scene and began efforts to evacuate the residents

of the area. : o ) o ~ o et a.'. . ﬁ .-

The offlcers’encountered soma dnfflculty in communlcatlng the urgency

.'of the situation to some residents since many of them were Puerto R:can

ln addltlon, a few of the resxdents
The four commun:ty service offtcers, who had various

language proflclenCIes, arrxved cn the scene and assnsted Although the

‘iflre consumed the entxre bunldlng at 57 Lyman Street and part of the ad-

Jacent apartment buxldxng for a total of nearly half a block no injuries °

However, the resxdences of an estlmated thlrty

to flfty famllnes were destroyed. Slnce no life was lost.rn what might

- have been a dusastrous‘flre; many drew the conclusion that the . team, most

of whom were act:vely engaged on the scene, must have functxoned\well. The

‘news med:a were qulck to gnve credlt to the Unxt for the safe evacuatlon of

the reS|dents. lt was also publicxzed that thes\\___tgrned zts attentlon

to evacuatlng and resculng |ts own flles and equipment only after all
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g Claus, they dnstrlbutea the contrnbuted toys to chxldren who had been dls-

. 'located by the fire.

'f the first tcme in years that the resudents of Ward | had fallen in behlnd

. the pollce and assasted them in thexr JOb Even the rebe]s of the area had

N of the team took good advantage of the SItuatlon and dressed as Santa_r

victlms of the fire too. In add:f:on, -in the mxnds of the cxtxzens, the

s . ; ) i .
et - :

N /’ , %
o .o ' ' ‘ z
residents of the burning bunld:ng had been safely evacuated !
ThlS fire gave the team their f(rst opportunutv to seek assistance
from a Ward 1 youth group that.were prev:ously conszdered “rebels." At '
the request ot the police, several menbers of the Outcast Renegade Motor-
cycie Club helped in'the evacuation and posted thenselves on the roofs of.
nearby buxldlngs to tnsure that the fire did not spread. - ln addltnon” al-
though the Team Polxcnng Unit dxd not take an active part in sol:c:trng
money, c!othes, or other serv1ces and goods for the vuctlms of the fire,

much unsol:cated assxstance was brougnt to thelr headqua.ters, and many

resndents assocnated the pollce unit with th:s actxvxty. Several members

Thls unfortunate fire probably had a very pos:txve effect on the

attltudes of the people in Ward l as: well as upon ‘the pol:ce off:cers. The

reS|dents lmmed:ately emphathized wuth the team because they had become

police had assnsted other victims after the flre by col]ectung and d:s- |

-

- -~

worked thh the polsce off:cers for a change, and the offxcers lnterpreted S ’;‘i

th?s as support of their efforts.

Following the fire, the team relocated'in'a new,headqdarters a few

* - .
8 b2
. A .

]

- tributing c]othtng and toys. On the other hand, potlce off:cers felt for o o lbf' i:

?efficers'on the team encouraged this- type of behavior.

blocks from their original site..

The officers set about immediately to

‘reestablish themselves, even though there had been no interruption ln

their operations. The']ocal headquarters placed them closer to thelr

ciientele. Non-residents as well as residents who needed assistance
stopped at the community headquarters. The yodng people of .the ward

used -the community'headquarters as a stopping-in place. Several of the

They made &

practice of vnsntxng the local school and talkxng to the classes. A

number of projects xnvo]v1ng area chtldren were xnltlated by the team.

These inc]uded a contest tovde51gn the emblem that was to be afixed to- N

the" team S new- unlform (blazers); organlzlng baseball teams and pur-

chasung equnpment w1th funds from a coke machlne that was located in

. on
" the team headquarters (sncldentally, many local chlldren ran a charge

l St.
cokes); runnxng a nenghborhood dance; and desngnlng a float for the St

Patrlck's Day Parade.

The communlty headquarters was equxpped weth f:les, typewr:ters,

r r re. red
desks po table adlos, and extension teiephones. Calls were answe e
?

team
by a team secretary, who spoke Spanxsh or a team member. When all o
ar-
members were out on beats in the area, the team had communxcations

k .
ranged so that cal]s were automatlcally transferred to the maxn Holyo e.v

or re-
Pollce Department communlcatxons desk All requests for service

N

ded
ports of incidents that were recexved by ‘the team members were recor Ny
d
~ and aSSIQHEd a control number sO that they could be easily fl]ed an

: nit
retrieved The' team took pride in the fact that'they served.the communi ty
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involved in a controversy Wlth thc Hayo

ln every way. They encourat s O :
. aged their neighbors to drop i . .o :
: pin for.a'cup of r % O0ffice, the Aldermanic .Board,

coffee or a coke. ’ . ’ :
Team members di d th foll ' o . R the Police Department, and the Model Cltles Program.
~ { e follow-up on 311 ' e . ,
414 rot ,nvo]ve S ] ‘nveStlgations. However, this o ‘ The earliest disputes occurred when "members of the top command of
’ m in a large number of cases. Th ! |
o . AR A es. e offi - e
seduent newspaper report £ ) . . cera and'sub - b the police departrent began to charge that the team was not being tlghtly
' rts reflect that the team ' : ' a ' '
concerned with asstst' ol ‘ : am'members were basically - b ontrolled in a “military" fashion, and the team reacted defenszve.y to
: sting people in the area. - - o ) -
" The interna) ) ¢ ‘ __— ’ B L R thus suggestlon. A definite po]arxzatlon did occur between members of the
- Ahe operation of the team was" e . g - :
fBShion“ Commi tt ‘f — ( T handled‘ln ? fairly democratic . ," - team and the rematnder of the department with some bitterness bexng ex~
ion. . ee of the Whole (the entir ’ . Ny ) RO
monthly 'and the team att | e ' € teéé)-meEt'ngs were held. twice -~ . " }. - - " pressed by both sides. Certain changes were made retnforCLng the chaxn of
’ m attempted to confine polic . L. . I IR
. y making d . ,
these meetings b ]-~ g decisions to T command both within the team and in regard to its ltnkage with the depart-
. Personnel work schedul ' ' d N
also handled in & = and dlsclp]xnary prob]ems were. : oL ment, but in truth, this sxtuat:on was never reéolved te” anyone’ 's satis-
) ese sessxons° New rules and procedures were dlSCUssed -_,’. o fach . .
in these meetin . - 4.+ faction.
gs. Communxty members were . e ' : oo .
iven - . ~ .
and those citize h . s a.V0|ce in the meetxngs, R T . Further, the circumstances condl cioning pol?ce employment in the
ns who attended were ' e )
the ltems that e ngan the Opportunxty to reflect on x S . city of Holyoke worked agalnst the acceptance. of the team concept by
re proposed and offer suggéstio ’ N N
the 99 t' ns and adv'Sé A}thoogh Lt the department's general membershxp. The team' s dec:s;on to dxscard the
PfOJect dnrector could overrule any decxsnon that wa de by : R i BT
group ‘the concept £ n .S_ma e by the - B : R usual unaform, the fact that senlorlty was on]y parttally governnng in-
. l 0 one man, one Vote" Pl’eva; ]ed - . . ) : - . o v
Coa T S d, and the overall dxstrnbutlon
*Mi : R B » sofar as team asssgnments were concerne
dwaY through the exper:ment, the expressxons of enthusxasm and B T f ]1 hoadit rel "
U .- O overttme all were trrxtants to goo relationships. - e

Finally, the top command of the polrce department felt strong]y _

but that’ ut was

support fr .
ppor om team members were practically unanimous. One offlcer was

not only dnd not solve any problems,

quoted as saying, '"Now 1'm 5,000 poundsifighter--mentally.“ .
S ) : oo E . B . that the prOJect

They belleved that the department was

' y‘ APHPN!STRAT!VE AND. POLITICAL ENVtﬁONHENT .7:.' a constant source of new ones.
This atmgsphere of cooperation and good will seemed to'pre.v\a.ﬁ atong - IR supposed to rec.elve addlt:onal resources as a result of the project, b“’c -
but” ' I o was actua]ly deprlved of exxstang resources. ~h.‘:d;€,'

' .St tean ‘ - )
™ am members throughout the project, but the unit was often at the - i ‘
. o ...': . \
‘ L " s case agannst the team,

While there is some merit to the department'

center of an admlnxst
ratnve or polltxcal maelstrom durxng -the f:rst year
re not entlrely blameless in thEir

of its ex :
tstence, At one time or anather in this period, the team was and 1t is true that some team'members we

+ . . »
. cor % .
L4 ’ e . . . . v . .
. v . R N . - N PN . 0 P .
: " .o BN e e . . . " i R [y
. - B R . o I .
- - . . . . Pl
. .



actions vis-a-vis the rest of the department;  the consultants generally

feel that the'department overreacted in its opposition to the team and
was not sufficiehtly tolerant. of what was after ail an experimental.”
project. o ;' ‘ )

"The HodeT Cities Program's:relationship with the teamialso resulted
in friction. The_problem seemed to revolve around the question, "Whods
;Tn charge here?'* The team viewed the reporting requirements established
by hodel'Cities as onerous. - Further, the team indicated that they felt
thatiMode] Cities did not produce what'it had promised. Finally, per-
sonal’relationships hetween some fndfviduals in each organization de-
_!teriorated as time passed. This tended to exacerbate‘the situation.

' :From the consul tants' point of vfew; Mode].cfties demands‘were not un-
"reasonable, and aIthough they werse not on hand durzng every neetlng be-f
_tween Model Cltles and team personnel, there-d:d not seem to be any un-

fulfllled promlses of lmportance. The personal frlctxons can be attrl—‘

. buted to personallty d:fferences, varlatxons ln phn]osophlcal and admln-

-lstrathe approaches, and the conpetitlon for eredlt between the organ- B

“ lzattons.

. . . PR * . . . . -
. v L~

There was also some straxn between the Mode1 Cltses Program and the'

'police department. The team was at the heart of the dxsagreement..'

Nhether or not Model Cntles |nterfered in the operatlon of the™ Poltce -

department by developlng the team polxc:ng proposa] or whether or not ,

Mddel Cities fanled to live up to its "promnse“ to supply addntuonal re-=

soyrces to the pollce department are moot questlons, and- the answers L‘

-
N o eRe
e
L]

_depend upon one's point of view. HModel Cities rightfully feels that it

 was attempting to :nprove police service for its constltuents, ‘and |t

seems to have succeeded ln that effont. The department sees additional

resources bexng ngen to one element of its organlzatlon and finds it-

's

| has very little to say about thelr dnstrlbutlon and use. It flnds thls

dlfflcult to accept.

“*. One of the most explosive of "the sxtuatlons related to the team
was its position in the,Ho]yoxe pol:tacal»mnlneu, " The mayor was a major

if not the principal sponsor of the team po]icing projeet. There was

'and |s room for honest opp051t|on to <uch a program. Further, assocnated

' issues such as the future expansuon of the team, the deve]opment of the

police department and fxscal matters requlre public dxscussuon and de-

. bate, specxflca]ly in the A]dermanxc Board. The subJect xs, then, an

approprlate if somewhat vo}atxle polltxcal item. Add to thls “the fact

‘that the team s flrst year was an e]ectxon year, and |t is’ easy to sur=

mise the team s sensitive position durlng thlS period..

Last, but far from !9ast, the consultants became more and more con-

troversnal as time passed There were suggestlons that they were anti-

pollce, were seeklng partlcular positions for themselves, etc. Thls

obviously caused some sernous problems and stralned the worklng relation=

-
. .

ship. R _. N .

PO . . . . o .
. . * -ty

Desplte these dlffncultles, the team contlnued to operate ma:ntaxnlng.
communlty support ‘and a relatlvely high level of morale. The team‘

abillty to survive in such circumstances certalnly suggests that the

L
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- serious consideration as an alternative to present..approaches.

';team policing concept is a'hardy, viablé‘qrganizational form and deserves

o % - " o N hd N .' . Dl —g
e e ’ . ":/ .
SR | PART 11 %7
fko ’ OVERV[EW OF EVALUAT40N METHODS
Evaluatjon of the-Holyoke Team Policing Project began at the out-

set of team implementation in September 1970, when objectives
. ment were established and an experimental design was created.

.coptihued throughout the funding period, with measurements on

for assess-
Progress .

several

E
Cate
.

et

X
.
Voot
~
N

N .~ ‘ment stage late Tn- 1971 _ I,

. HETHOD OF ASSESSMENT

wariables being taken -at significant junctures, until the final assess-

. ’-‘ Four. lnstrunental subgoals were establlshed to deternlne the effects

l’:“of team poluaxng.:n the Holyoke prOJect. These were:

To determine the effects of team poltcung on communlty
attltudes toward the polxce.' >.-;--.‘v_ K R

To assess the effect of team pollelng on claente]e'
satlsfactlon w:th police servxde. .

L o L SR R . - L ‘)"r'x'.' }S',' . ’iAf$f‘? E;' S 3. “To assess the effect of team pollcxng on performance

LT T and attltudes of pollce offlcers. : - :
T | }~i' . . REE L ) S :.5'35§11 ? 5.' To compare “team polucxng and tradltxonal pollcxng on
' S S ' e -the basis of effectiveness of polxce service. '

“ L M
. .-

L ':3“' . .fﬁ',‘ In order to enable relevant compar:sons to be made, two cuty wards

T . . . Lo B
. . -0 ._.a e
-

were se]ected on the basxs of S|mx1ar|ty of area, populatlon, degree of

- %; f . . f!f”i_ Lo industrlalnzatxon, ethnxcuty, and soc;o-economnc characterlstlcs. In one

of these wards (Ward l) the experlmental Team Po'1c1ng Unlt (TPU) was im-

Rt o c—

plemented while the other (Ward Il) served as a control dnstract and

Eves

d
t-e

L f:dy:' o was pollced accordlng to tradltlonal Holyoke methods. ';*J . 7}?;fbn2:

LR

PEN
[




-2 . =

The team poluce project was evaluated wi'th respect to several cri-

" teria.’ To-lnsure that changes observed durlng the project are not typlcal

-

of changes in the entlre communlty, both the experimental and the control

areas vere subjected to identical testing and evaluation throughout the

»

. project.

The preliminary, base-1ine data were colfected early in the project

. " for each of the crxterla utilized. 1n the evaluatlon and fron both the

experlmental and the control districis. Pretest and post test data were

utlllzed to measure change in each dlstrlct and to compare the two dis-

tricts. . S : e ]

Although thas design governed the overal] executnon of the evaluatlon,

" methods of sampling and data collectlon varled with specxftc analyses.

' For this reason, each sub-toplc wnthln the evaluat:on wnll be discussed

here as an indiuiduaivresearch question. e T "'if*
F1. COMMUNITY ATTITUDES
'To assess the attitudes of the peopfe iiVihg within the communfty,
a random sample of households was drawn from each dxstrlct for each phase

of . the eva]uat|on. Two phases were used to determine communnty attntudes,

" the flrst upon the |n|txat|on of the team pol:cxng prOJect and the second"

at the end of the qrant perlod.

4

Data were eo!lected from the. samp]es drawn through lnterv1ews. These

!ntervuews were structured and consxsted of IO -20 questlons requur:ng rel-

\
atively specxfac answers. Comments not relared dlrectly to the questlons

. . but consndered important by the un ‘erviewer were noted after the questnons_

.

o ottt

v o — .
. B .
. . e
-l . s
" . o
. . .

weré completed.

. " . q‘ e
y ‘ 3

tndications of possible changes in bllc satisfaction with police
service were deduced b; evaluating change in the attitudes of those who
requested or received police service. Police clientele satisfaction was

measured by selecting certain service and/or:comp]aint categories, which

were selected on the basis.of their representativeness of actjvities gen-

- erally performed by the police.

Samples for the pre-prOJcct 1ntervuew were drawn from persons who

had recelved or requested poluce servnce in the two wards thhxn the three

months precedlng the start qf the proJect. For the post-pro;ect study,

3 samp!es were drawn from those, who recenved or requested police service

PN

durlng the three months precedlng completlon of the grant per:od
Each person in the samples who could b= located and would comply was

lnterv:ewed The |nterV|ews were of a structured brlef nature. Due to

- the’ dxversnty in this area, after coverlng speclflc questlons common to

all of the lntervxews, the questlons becam° more open ended allownng

each interviewvee to xndlcate possub]e unxque characterlstucs of the ser=

vice he recelved

The informatlon lecexved in these |ntervxews was coded accordlng ‘to

a prearranged scale. Informatton whlch dld not "flt" this scale was Ieft .

“In raw form to provnde ‘insight. unto nonstandard or uncontemplated s:tu-

. X . . h L e
4 . o O . ) i
. Y P . -y

8 ataons. Y T oo 2 i . -

"\ Satisfactlon with police serv:ce was compared between the experlmental

and control dlstrlcts ‘in both the pre- and post-prOJect phases. Changes

o
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" 1In "satisfactlonﬁ were measured in each distrlct and were used to compare
'.‘the two districts. ‘

A third measure of community attltudes toward the quality of policing
was obtalned through the use of.in-depth interviews conducted ofvgroups of
persons able to accurately reflect comaunity sentnmant from each area.

The individual members of each of these groups viere sele-ted on the basis

-

. of their apparent ‘ability to reflect communlty attitudes and to furnish
additional anformation as'desxred.‘ Each of these groups was untervnewed
at length by anvlntervlewer;“

" These interviews were designed toudl5cover'qualltatlve lnformation
which mtght not otherwxse be obtazned (for example, lntegrxty of pollce

! offlcers, thelr work habxts, etc ) The attatudes expressed and the in-

formatlon revealed by each of the groups were recoroed by the |nterVIewer,

and the results of the groups viere compared%

o

‘s LI . L M

L Pil. POLICE Amruoas
Pollce off:cers worklng in each ward were tested and nntervxewed
to obtann their attltude and personallty changes, if- any, dursng the pro-'
ject. All offtcers worknng in the experlmental ward were utlllzed for
~ this evaluatxon, and random samplts of offlcers from the rema:nder of the
department were used to represent the control ward Testlng and 1nter-

vlewlng were carrxed on contxnuously throughout the ent:re pro;ect.
The data obtalned from officers of each ward were- compared on the'

\

basis of each of the pre- and poSt-evaluatxon levels. .change regrstered

. on each level was measured and used to compare the two wards.

.
1 .
.

K3 ' -

v ea

" an examfnation of these sta

" Comparisons were
. ah lnformatxon-avaxlable basus.

) pollcnng s effucacy accordxng to th

" 5”
.
"o .

. 1v. ADMINISTRATIVE DATA

©

. The team policlné project wias evaluated by post facto review of : ]

several types of administrative data, including number of requests for

service, off;cer workload, and amount of sick leave taken (a measure df

mdrale). Original plans called for more detalled informatlon, such as
crime rates, respohsé tlme; and complaints agginst officers, as vell as

tlstics prior to the initiation of the project.

Due to ‘a number of deficiencies in the polxce record system, however,

nelther the pre-project lnformat;on nar the detalled statistics were

avanlable for analysis.

Analysis was made, nevertheless, of the data which codld'be obtarned. :

. \.

made between the team and tradltlonal mode policing on
Measure was taken, therefore, of team

e 1nterna1, organzzatzonal orxterla

whlch had been collected by ‘the department.

L

V. PROFESS[ONAL EVALUATIDN

Flnally, while th:s evaluatlon of the Holyoke Model Cltxes Police Tean 2

emphasnzes procedures whzch disclose publnc attxtudes toward and opxnxons

of pollce serV|ce, it lncludes an analysns of the profess;onal quallty of

-that servxce. An. expert panel of fxve polsce execut|ves was formad and‘

“fileld observatJons, and_f

eniy

convened in Holyoke for two days of conferences,

reen
lnterV|ews. Of partlcular |mportance was “the. revnew of relatxons betme

the team and the remalnder of the department and - the analysxs of the team s

d sknlls assocsated With the xnvestlgathe

utlluzatlon of the spectallze

M
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ment and

to offer s ecnf
p ic statements concern:ng the project's su
ccess or fajlure
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PART 111
‘COMMUN I TY ATTITUDES
S E INTRODUC‘TKON'
The basnc ‘tenet of a democracy is that the power of government ties
-with its)citizens.i The phnlosophlcal begnnn:ngs of this concept can be
found in the writings of Ar:stotte, St. Thonas Aqunnas, and John. Locke.

'Locke $ thtnklng, as interpreted by Thomas Jefferson, provided the basic

justlflcat|on for the Dec!arat:on of lndependence and the American Revo-

O
°

.

Yution: - S S

Astute police phllosophers have recognszed the nmportance ofifounding

thesf powers, acth1t1es, and procedures on thus concept of citizen control

1» The Peelian Reform of the Brxt:sh polxce in ' the earTy 1800 s was based on-’

several principles that referred specxfxca1ly to. the fact that pO]lC°
'authornty and power is’ dependent on. publrc approVai of the police, their
goals, and the:r actxons, as well as on.the abxlsty of the polxce to

w?

’secure and masntaln pubtic support and cooperatnon.  One of the most sig-
nificant of "the prlnetples of Brxtssh pollcxng referred to the fact that.'
po?ice offlcers are only members of the publnc, cntxzens who are pald to

_eiveltheir Full-time attention to ¢ communxty securtty and servzce dutles 3

However, the fact that polncemen are paid to be

_ profeSStonals in the area of community securrty does not, rel:eve any

in the publﬁc interest.

"

-~

citizen from hlS re=ponsrb;1:ty in thisAaree, o "1? "

.j‘ ~ For the past twenty years, Professor Lou:s Radelet of the Schooi of
\ N .

Criminal Justice, Mtchrgan State Un:versnty, has constantly charged that

Ve

-
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police w;ll only lmprove their effectuveness by becomung “...a part of,

. rather than apart From the conmun:ty." Professor Al Reiss recently made -

the issue clearer and more readily understood by ponntlng out that ".t.the

capacity of the po]nce to so!ve crime is severely limited by c:txzens,

-«

"Partly owing to the fact that there is no feasxble way to solve most

.crimes except by Seturing the cooberation of citizens to link a person
to a crfme.“ )
Soclal changes caused by populat:on :ncreases, citizen enltghtenment

and lmproved technology have served to push Amerlcan pollce departments

away from the basic condition for ;nsurzng pol'ce effectuveness~-cntlzen

fnvolvement. The Holyoke Team Pol:cxng PrOJect was des:gned to reverse

this change by restruotursng the police in Ward | in a way that cntlzens
! .: would have more access to and |nf1uence over their polnce. It was felt
that sueh an arrangement would have a sngnnf:cant effect on the behav:or

SR 'of the poitce and the opnnnOn of the . cutnzens in Ward ! toward their

. s-a

“police offxcers. Therefore, one of the methods For determxnlng the
¥ { _."-'success of this effort nnvolved assessnng the communlty s opln|on towarda
1'thejr poltce. In this part of the evaluation report there w:]]_be a re-
view ofhthe_research and the findings related toithe oyerali attitudes.of

the members of the communities in Ward | and Ward 11 toward their'rej .

'R d

spective police. . . "‘, RS ..
. . N . ‘ : . N B ~._~' . ‘ i 7. " :'\“ .
R I¥. THE ATTITUDE STUDY "~ ~ . . .

The goal of assessing the impact of the Team Policing Unit on‘the‘.

attlt@des of citizens was approached by developfng.a'pre-~and bost-test .

-

'
¥

S
S

.

. - .

»

research design that comoared an experinental-area (Ward.l) with.a.con-
trol area (Ward 11).. Theée twid Waros are similar-with regard to area,
populatlon, ethnIClty, and socio-economic characternst:cs. (See-Tab!e I.)’
An attitude~survey was administered to a random-sample of 92 peopie in the
'experlmental aresa (Ward l) and another random sample of 89 people in the

'control area (Vard 11) during Decerber 1970 at .the outset of the exper1~

_ment. This survey provided base line data reflect;ng the attttudes of

| citlzens in both wards.: Since both areas theoretically had not receiyedf

any tnterventlon, it was antlcxpated that the attntudes in both wards

would be approximately the’ same.* . .'.-. Lo o

: The Team Policing Unit was: xmp]emented Ln the experxmenta! area (Ward 1)
Ad

| v’in Decerber 1970, and the contro] area (Ward ll) contlnued to rece:ve the

same pollce serv:ce it had always received from the regular Holyoke Police .
: Department. Th:s arrangement was contnnued and after approxxmately eight .
'moﬁths “of operatlon, the orngxna] attstude survey was readmlnnstered to .

'another random sample of 101 citizens in the expersmenta] team pol;cnng

: area (Ward I) and’ another random sample of IOO citizens. in .the contro]

" area (Ward (). o ‘.' ,';'} " .

The hypothes:s was that whxle the communxty attttudes xn~the pre-test _

’in Ward l and Ward | and the post-test sn Ward ll wou]d remacn stmnlar

‘—-\._ +

o *lt is lmportant to acknowledge, however, that ‘the expernmentaT team

was implemented in Ward I approximate ely a week before the attitude survey
. was conducted. The fire which burned the original. team headquarters and o
‘édJoining apartments occurred before the attitude survey in Ward | co:;i o -
'be completed. Since the newspaper publicity surrounding the, implementati o
. of ‘the team project and the team's handling of the fire victims was ve;y ‘ o
; favorable, it is reasonable to assume that interviewees. in Ward 1 wo? R
reflect favorable attitudes toward the pollce in the pre-test as wel. as L
in the post—test |nterV|ews.~ o ) J'zﬁgf.t,’ Ly

N . L ' - ' :
el . : e L . -
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COMPARISON' OF WARD 1,

T

TABLE 1,

WARD 11,

-"

AND CITY OF HOLYOKE

(Source:

Ward 1

-Holyoke Model Cities Agency)

" Ward 11

holyoke
Population Total 4,720 . 4,375 50,112
-7 g Number Percent | Number Percent Number Percent
-Black 420 9 225 |, 5 1,127| 2
Spanish 1,100 | 23 % 800 | 18 3,000] 6
wnite < | 3,200 | 68 3,350 | 77° 145,985 92
' Male 1 so o ] owa
Female . 60 . .60 “NA
.\ ° -
[ -

o
. .
R
. . ] .
{115 . S g
v .o .o - .
. .
.

o?

" and constant, the post-test attitudes in Ward | would change in a positive

direction: A change of attitudes in a positive direction was to be in-

terpreted as an_indication of the suécess of the experlment. A negative

change of attltudes was to be |nterpreted as an indication that the pro-

ject did not achleve its obJectxve of .mprov:ng police and. communlty re-

latlons.

¢ T

The |nstrument used in the data collect|on phase of the prOJect was
desagned by the consultants. The -Model Cities program contracted wuth

Dr. Bruce Carroll, Director of Fleld Studies of Hampshnre College to

L(l) select a random sample of approxnmate]y 100 people -in Ward I and 100

people in Ward ¥l for the pre-test and another 'set of 1ntervnewees for.

the post-test and (2) process the 1nformat|on from the questlonnalres and

' provide the consultants wuth summarues that satzsfy the|r needs.

The lnterV|ewers were celected by Mode!-Cutxes, glven an orlentat:on

, to the questlonnaure and problems reiated to |t by the consultants, and

superv1sed by Mode1 Cltles..

The sample of |nterv1ewees in each case was selected by usnng a

,'tab!e of random numbers to select the street, apartment number, and ad-

L

"odress. The sntervnewee was the furst person " above the ‘age of 16 who

-answered the door at the se]ected Iocatlon.:

.

The questlon of ‘whether the lntervrewees ‘were representatlve of the |

. T~

- people llvung in Wards i and 11 was revnewed after the lntervxews had

been conducted and the data tabulated. The comparlsons made xndlcate that

B Intervnewees were not as representatlve of the people in the two areas

- ¥



‘ course of the experlment.
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:.being'compared as one would expect from a random sample; However; it is |

felt that the information obtained ishsufficiently accurate to provide a
basis for tentative conclusions concerning the impact of the team polfcing
Rroject. | |

- The interviews conducted in Wards | and 11 were designed to oBtain'

informatxon related -to three general areas:

. !rj Citizen perceptions of the attitudes and behavaor of theur police

2. Citlzen perceptions of the willin
. gness of the
' wards to assist thsir po]nce. peoplerin the'r

3. Citizen perceptlons of the qualfty of thelr pollce.

-

The remaxnder of: thlS sectxon w;]l revnew and eva]uate the data obtalned

from the interviews aﬂd the changes in attitudes that occurred over the

A . Cit:zen Percept:ons oF Polxce Attltudes and Behavaor ”; o

Lo

!n thls area interviewees were’ asked thenr perceptnons of (]) pollce

§ attltudes toward the people in thelr ward (2) police manners, (3) police

willlngness to assnst people, (4) polnce re]aance on. the use of forre, and

(5) pollce w.’];ngness to do extra JOb re]atcd work.v The lnterv-ews were
structured to so!acnt lnformatlon that would zndxcate |f the cntxzens in‘

" Ward | where the Team Poinc;ng Un|t was operatrng felt that the team pollce'

offucers had dnfferent attltudes and behaVIor toward thenr citizZens and

jobs than the oancers who were provndnng the pollce servaces in Ward ll

Tablesbz through.7 contaln summarres of the data that were recelved from

interviewees.

+

=7 e

, , o .
: 3

Attstudes of Police Toward the People. in'an attempt to determine

‘if the team policing project had an effect on the cntizensi perceptions
of the police officers' attitudes toward the people whom they served;
interviewers asked the selected intervieweeS‘in'each ward to state thef
e;tent to which they agresd or d:sagreed with the statement,‘“The police
in thls Ward llke people. (See Table 2.) In both the pre-test and the
post"test lntervnews, the response of the interviewees was relatively
conS|stent. there was.no sxgnlflcant change in. the proportlon of 1nter-.
“viewees who agreed or those who disagreed with thns statement. " 1In both

wards-the majority of the intervuewees agreed that their police ltke

people. However, in both the pre- and postvtests there was a higher pto-'

portnon of the c:txzens in the team policing. ‘area (Ward l) who belleved

" the polace in thelr area lxke people than there was in Ward (1. This may '
be attr:butab?e to the prevuous]y mentxoned fact that the pre-test”fnter-
views were conducted after the team had been |mplemented and after the |

fire that destroyed thelr nnutxal headquarters. As explatned in a prevxous'

part of this report, durlng and after. the flre the mass medna portrayed

: the team offscers as performing in an exempiary fashnon which may have

4

- effected communlty attitudes toward them. It is Felt that this dlfference

between the two wards. may have occurred prnor to the pre-test.

The lack of change |n attntudes concerning the po]nce feeling for
their CltlZBnS over the e:ght month perxod nndncates that the cltlzens

have not detected any sxgnlfucant changes in the team pollce offlcers‘

. affection for .the people of the area. However, the data also do not .

oy e D e - s " 3 . PR | T
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TABLE 2 °

.

. THE POLICE IN OUR WARD LIKE PEOPLE®

‘ The numbers of the responses in each category are accurate. o

: Ward | Ward 11
Pre-Test Post-Test Pre-Test Post-Test -
Number Percent Number Percent! Number Percent Mumber Perc nt

‘ Agree . 6l 70 | 72 7V 56 63 | 64 64

Neutral 22 . 2k | 28 28 | 270 30 | 31 . 31

Disagree 6 3 2 2 | 5 . L 3 3

No Answer 0. 70 0 -0 2 . 2 | 2 2
Yotal .. .92 loo 1oz 1ol - 8 93 100 100

. :

*Percentages on thns and all follow:ng tables are rounded oFf there-.
fore. in some instances the totals equal more or less than 100 percent.

« .0
e,

. - e
- - - S :
' ‘ . s
. .. . .
. - » *

; Indicate that the lack of traditional supervfsdry arrangement resulted in
police Of;ICEFS acting out any dlsl|ke they might Have for people |n their
area. The response to thls statement does not prov:de data that would.

-eause one to be concerned about the’ team police off.cers becomxng more
hostlle towards thexr citizens than offlcers who are subJected to tradl-
tional supervision.-

Perceptions of Citizens Concerning Police Manners. It is felt that

vwhen police officers are polite and respectful to the:r cxt:zens, the .

cltizens will return thls pollteness and respect. In order to obtain

:data concernlng how people feel about the manners of their pollce, inter-
;hviewers asked cTtizens the extent to wh:ch they agreed or disagreed with

the statenert "The pollce in my ward are polxte."/ (See Table 3. )'

The compn.ed data’ lnducate that although there was a sugn:fxcantiy
'hlgher proportlon oF the |nterv1ewees in the Ward i post test sample who
' agreed with the statement than there was ln Ward ll, the dlfferenee was .

‘due.to a drop in the proportion of persons in Ward 11 who agreed with
thls statement between the pre- and pcst test ra*her than an xncrease 1n

'proportion of people in Ward | who agreed. The percentage of interviewees .

’,

‘In Mard I who agreed with the statement was 79 percent in the pre-test

" and 81 percent in'the post-test. However, in Ward il while Al percent

of the pre test interviewees agreed with the statement only 52 percent

° - . . . ~

A - of the posr test |nterv1ewees agreed

.

N One possnble explanatlon for thns change is that the favorable mass

‘media, partncularly neWSpaper, publlcnty that the Team Pol:cung Unit

. ae e
‘. .
D T LIPS NP U NN ——
. s e hen s e

SR e e N e
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'TABLE 3 .- - received during, the nntercednng esght nonths may have caused the citizens

of Ward 11 to begin to-have doubts about_whether the .policemen in their

POLfCE IN QUR QAR £ : ' ' . . : : — :
; D ARE P?LlTE _ - o : ward vere really as good as they had-originally thought them to be. The

Ward .| o ‘Ward ) S | large increase in the 'neutral' response category seems to support this
A C, ard 11 - _ : . o : :

. . . | : o * speculation. :

Pre=-Test Post-Test = | Pre-Test Post-Test . i

- * Number Percent Number Percent Nunber Percent Number Percent : . ; Agaln as in the case of the PFEVlOUS questlon, although there is only

Agree R 73 . 79 82 81 | &3 7l s '52 3 _"ﬁ“. R a sllght increase in the proportion of interviewees who felt the pollce in
1 . o Ward | to be polite, the team pollclng approach had not begn accompanxed

Neutral B 17 . 17 o 16 38 '33
' Dlsagree - 5 e = . . - by any-negative change in attitudes of:the citizens in regard to police

. _ . . 5 K 3——3' 7. .8 -2 ‘ 2 : : ._.3 R
iNO Answer ° i - [,' 0 b 1 5 o 6 ‘:"8 E g S ’ manners. 1t is not possible to say anYtthg’abcut the jactual behavior of

the police based on the citizens! respdnse to this questiOn. We can only

: . . . .. 1ol : g e
2 . s o o '89', : '9?; 109 . IQO, : s ;,say that xf the poluce becane less pol:te or more pollte, the change has

”not been detected by the majority of the c:tlzens in-Ward l.

o ff,\" . : ": -.°;;1 . : e o o :; .5'- . . L Attltudes Toward Citizen Eaual«ty., lf the pollce offlcers are to

have the cooperatlon and support of the members of the:r communlty, they
_'Cannot glve members of the community the tmpressxon that they fee] them~
1.selves to be superior to most citizens. lt is easy and rndeed temptlng
'?.ii_ :-‘f . - :";" jfor a polsce offlcer who has been trained to maintain an aToft ob;ectnve
4 and mmpersonal posntnon when deallng with peop]e to convey such an lm-'"-
R 'U'a R S ":aﬁ' AR ' R T '.;pressaon. This is partlculariy true when: the offlcer is workxng in an

. “ s . - 4 . * .- . . "
A . . . . * . . . o . .m
} . R . - . - N B - . "

e PO D S g.‘area such as Ward | or Ward 11 where a large number of the c:tbzens speak

o . -

e R f':,;' JSpanlsh as thelr basic Ianguage.. The"team poluc:ng structure was desxgned

.

b'_"' . f‘v’ R l“-f"'; "3 : R - - to’ help allevuate the type of pollce—communaty insulation that causes such

:':u(' o - v,n P attitudes to develop. In order to evaluate .the success of the prOJect in



" this area,,interviewees viere asked to agree dr'disagree with the etatement,
“The police in my ward’ tend to "look down' on most people."” (See Table 4.)
' The responses to this atatementfindTEate that citizen attitudes in
Ward.li remained constant (pre- and post-test:' 17 percent'agreed 4g and

6 percent disagreed) ln the expernmental team po]ncnng area (Ward l),

the data Frevealed sugnnflcant posntlve changes in the perceptions of

.

Intervxewees about the attitudes of ‘team pollce offucers toward people.
;

Nine percent fewer 1nterv1ewees in Ward l agreed wvth this. statement in

the post*test than in the pre-test lnterv:ews, and 7 percent more inter-

vtewees disagreed with it iA the post-test thad in the -pre- test lnter- ‘

iir: s -‘erwso T S '2 :f:“tiffjh'“’* ”". .:: .’,.._ R "p;;; L ;4»
~vof the communnty in Ward l have recognnzed a change in elther the behaV|or
or the attitudes of team pollce offlcers toward the c:tlzens in thexr | - ~;_"':
- area. There are a number of speclflcs related to the way that the Team et
f%;{j o Polfce Untt operates that may have eaused thns change in citizens! attltudes,
. but it is most likely the result of the team polnce offucers nnvolvung the
?people inWard | in thexr operations. Communhty meetlngs that were heId

5¢fk~ twice week]y undlcated to the people |n the area that the police needed

th ir Tnput and lntelllgence. More face*to-face contact between the .

t

o ®
.

o

- show that they do not feeI themselves superlor. The addutxon of Cs0ls

'f‘who could brxdge the communncatuons gap between the afflcers and the L

»

'.,peopie further helped the s:tuatuon. The loeal commqnnty headquarters o s

A .' ThlS change is sngnlflcant because it reflects the fact that members ) Z;}

offacers and the people in Ward l gave the off;cers an opportunuty to EE ' iilf .

: =13 . / .
] TABLE 4
. POLICE IN MY VARD TEND TO "LOOK DOWN'* ON MOST PEOPLE
Vard 1 ‘Ward 11
=~ Pre-Test Post-Test Pre-Test Post-Test
. Number Percent Number Percent Number Percent Number Percent
Agree 14 15 6 b : 15 17 | 17 . 17
Neutral 25 27 .32 . 31 32 36 v 36 36
Disagree 52 56 | 63 63 |. 4 | b5 b5
No Answer . 1 1] 1 1 1] 2 2 ~
Total 92 : g3 1oz _ 1o 8 . 100 100 100
._, ~°
e‘d. R

- | | |

’ - . E L : > .
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-
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. where peop{e‘gathered and discussed probﬁemsfwith the polfce suggested

an equality that could. not be established when officers are all working

out of the centraiized police headquarters. And the team police officers

| involvement with the children in Ward | suggested to the people in Ward 1|

« *

that the police did not believe themselves to be superior to the oeopie

of the area.

The data related to this question suggest that it fs'reasonab!e'to

assume - that a more cohesxve ‘and supportlve re]atlonshnp has been developed

. -

between the team pollce officers and thexr c1t|zens as a result of this

change in c:t:zens |mpressrons oF the offlcers' demeanor.

Attitudes About Police Concern with He]plng Peooie. There lS no

questlon but that the pollce department is a service agency. Cltlzens
Indtcate by thenr constant requests that they expect their police to

assust them in handling. problems. Poluce admlnnstrators throughout the

‘country are concerned about ensurlng that cnt:zens understand that thetr

officers want to help people as much or mare than they want to see them

: punlshed for mlSCOHdUCt. The team police prOJect was structured to

{(l) improve the ability of po]nce offlcers to serve thelr cxtlzens and

(2) communlcate to c:tlzens the offlcers' concern for helptng peop]e. “!n‘

'ﬂ.order to obtann data that would indicate the ef ect of the team pollcxng

project on establushxng among cltlzens the fee]ung that pollce offncerr

e Y

are lnterested 1n helplng them, lnterv1ewers asked lntervaewees the extent_'

"they agreed or dxsagreed with the: statement, "The pollce in my ward are

anxious to help peop]e.", (See Table 5.)

e w4 oot

- T TS
. . =15 . “"ffT». '
TABLE, § .
. " POLICE IN‘HY WARD ARE ANXI0US TO HELP PEQPLE
Ward | ) " Ward 11
= -Pre-Test Post-Test " | - Pre-Test bost-fest )
- | .+ Number Percent Mumber Percent| Number Percant Number Percent
[T Agree' . - 57 62 68 67 |. 55 61 4o 40
| Neutral 24 26 |28 .. 28 | 20 23 | 43 43
| .. Disagree _ n 2.1 5 s | .5 16| 15 15
i " No Answer ¢ g 0| 1 '.l " 0 o 2 | 2
Total 92 - 100 102.. 101 .8 100 100 . 100
e
. ‘ ¥
- - - - . ". "... . a.. "'""","' e o eerems g ..::'.,.-..
- .\ ‘: .
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' rangement was' utlllzed.
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The responses to this statement suggest that the prOJect was success-v

ful in thns regard . While the proportnon of interviewees who disagreed
with this statement remained constant in the Ward 1 control area (pre-
test - 16 percent disagree; post-test - 15 percent dlsagree), the pro-

portion of interviewees in-the Ward | experlmental area who dlsagreed

'-dropped -by approxnmately one~half from 12 percent in the pre test to S'

percent in the post-test interviews. In the eight month period between

the pre--and post-test interviews, approxxnate]y 7 percent fewer people
in Ward l felt the police in their ward" were not anxious to help peop]e

and approx:mately 5 percent more people became convxnced that the team

. police officers n Ward 1 were anxious to: help people.'¢'

" Again as in other areas of the interview, it is xnterestlng that the

people in Ward Il became more unsure of thei; pollce durlng the pernod

’ between the pre- and post- tests. The pre-test lnterv:ews lndlcated that :'

approxxmately 61 percent of the lntervaewees agreed that the polxce in

their ward were anxious to help people, but. only Lo percent of - the post-

test lnterVIewees agreed w:th that conclusxon. The most. plau5|b1e ex-

planatlon for this phenomenon has already been offered--the pUb]lCltY
"~ given the team polncnng prOJect may have effected the attltudes of the

- eltizens in the other parts of town where the tradltlona] pollclng ar- . "

Al SN

At any rate, regardless of. the specnflc comblnatlon of causal factors,

the people in the team policing ward réflected a posntlve attitude change

‘concerning their belief that the police were' w:lllng to help peoplea

L7 e segr

& i e,

|l‘?l'7 : ..' e .. . ,°"‘ . o l. )

“1f the police are to

Attitudes Towardhthe Police Use of force.'

cultivate the confidence and support of their pub]ic, cﬁtfzens must be’
secure in their knowledge that police officers do‘not use more force than

is necesSary to carry out their responsibilities. Cutlzens who feel that

pollce officers carry out their responsnbn]nt:es lega]!y and fairly are

;“': . '.-more llkely to suppert and assist the police in maintaining the securlty

.of thelr community than those who do not trust the pol:ce. In an attempt

to assess the 1mpact of the team polxc:ng project pn'thls-aspect-of

«

"citizen'attitudes, interviewees in both wards were asked to agree or dus-

e o ‘agree.with the statement, "Police.in my ward~do'not use force any more

: :T W than the% have to." (See Table 6. ) 'Tlf;.fj . :’Vj}.;_j‘; ',3g,'¢f

@QQ{‘ - Uard i agreed with that statement in both the pre-test and post test

interv1ews, the data is not 5uff|cxent for conclusnons.‘ The proportxon oF‘

% interV|ewees who dxsagreed with the statement is constant in Wards ! and

Nl durlng both the pre- and post- tests.s It appears that the initial

ifgf" 7-~.publ|cxty before the pre-test may., have caused a large proportlon of the
people in Ward | to take the posstlon that the police in Ward l do not

' use excessive force whereas many peop]e nn Ward 11 chose to remaln |n

‘. 1.:\
AT,

i‘,i the “neuther agree nor dasagree" category.

Rowever, the data from thls |nterv1ew ltem do not lndncate\Jn any way

ey
.

that the offlcers in the team polncnng operatlon became any more abusnve

Whlle the data do not

‘

suggest a gradual, systematlc change of cltnzen att:tudes about the

as a result of the removal of formal supervns:on.

Although approxnmate!y one—thlrd more lnteerewees in Ward 1 than in -
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Number Percent Number Percent

Number Perce

TABLE .6 )
" POLICE IN MY WARD DO MOT USE MORE FORCE THAN THEY HAVE TO
. Ward 1 " Ward 11
* Pre-Test .Post~Test Pre-Test Post-Test

nt Nunber Percent

Agree 57 62 | 62 61 43 48 | s - 4
Neutral 21 23 |29 . 28 | 31 35 | 43 43
‘Disagree 14 15 | 1 Bl 15 . "17 1212

" No Answer 1) ' 6' O 0 ' 0 - 0 1 —.': 1
Total 92. 10 102 - 100 89 : 100 100 . 100
\ ‘ e .

——

'their>wards were w:llxng to do. Hovaer, the post-test |nt=rV|ews in-

5 .: . . S ) “'-]9 . ) . o _— _’,.;'-‘. ‘.

i d ‘ : N '

tendency of police offxcers to use more force, they also do not support

the contentlon that supervnsory personnel are necessary to ensure that

- police offlcers will not resort to excessuvely forceful tactxcs to

athieve their goals. This could be construed to support the contentlon

of the framers of the Holyoke TeamrPo]icing‘ProJect that the military

hlerarchy for super ision is'not'necessary.

Attltudes Towerd Police U|111noness to Vork. Citizens are more,'

llkely t5 provide assistance for the police if they view police: offlcers

as be:ng industrious fellows. Therefore, one of- the statements to whlch

intervnewees were asked to |nd:cate the extent of thexr agreement or -

disagreerent was, "The poltce in my ward often do more work than |s re~

.

quired of them. (See Table 7. )
The pre test results lndxcated that the :ntervnewees in both Wards 1

and I felt about; the same way toward the amount of work the po]xce in

dicated that the proportnon of lnterv1ewees in Ward | who felt that the

- team police officers aften dld more work than they had to do |ncreased

' by 8‘percent' and the proportlon of |nterVIewees in Ward ll who felt that

the police in thetr ward often d:d more. work than they had to do decreased :
‘by 12 percent, This represents a sxgnxflcant change |n the attltudes of
people in both wards. Twenty-one percent more antervnewees zn‘the team
pol!cing ward agreed in the post-test |nterv:ews that thelr pollce often

\

do extra work than there were |ntervxewees |n Ward ll who wou]d agree to

““the same statement about thelr polxce. Conversely, 19~percent of the '
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‘TABLE 7

-

POLICE IN MY WARD OFTEV Do FORE WORK THAN THEY HAVE TO DO

Ward 1

Pre~Test

Post-Test

Number Percent Number Percent

LAt
n. 4!;
- Ward 11
Post-Test

Pre~Test

Number Percent Number Percent

Agree - i 24 : 26 34 34 22 25 13 13
Neutral’ k20 46 | s ks | we u | s s
- :Disagree 25. 27 ) _zo' | 19 is' 28 29 29
”S_No'AnSWer 1 A 1 A 2 é 0 . 6" 3 E 3
.Total‘ 92 100 | loz'_{_ 100 89 100 © 100 100 -
“ ." N . O. ’
.\ N ?; ' . g

“ ! ) . -
- . - - .
- N -
. .
£
... e .
- 111=21 A .
we
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B
4 . < o .

d‘.

. "interviewees in Ward | disagreed with the statement that their police

often do more work than they have to do, compared with 29 percent of the
persons interviewed in Ward 11 who disagreed with. it
**  ¢learly, the data suggest that people in Ward 1 have more_respect.

for the amount of effort that is made by the police in Ward | than do the

peopTe in Ward II -Although~data exh%ored-elsewhere in this study in-

’
dlcate that there is, reason to belxeve that the team pollce officers

actqal]y d;d put forth slnght]y more effort than the officers in the

_rest of the department, based on the data_the amount of additional

5l'effort vas orobably not as great as the interyieWees beTieved One

R

. among Holyoke citizens.

" B. Do Citizens Assist the Police? = =qj-{?,‘a ;.~,i3f‘}’;1fff¥

llv;ng in our ward "

poss:ble explanatlon for the favorable change in Ward l is that the de-.

centrallzed team p01|CJng operatnon made the po]xce more vns:b]e to

their publlc, thereby enab]xng the people |n Ward I to make an assess-
ment that the c:tnzens in ward 11 could not make of the:r po]qce.

The response to thls statement 1ends support to the conclusron that

the team pol|C|ng prOgect has caused a favorable change un att:tudes

© . . . . : ’ 4
LIS * . . N -

The questlonnalre had only one statement desngned to get cntlzen"
impre5510ns about the amount of. assnstance they feel the pollce recelve
sn each ward were

from the publnc lsv1ng in thelr ward The |ntervuewe=s

a§ked to |ndacate the éxtent to whlch they agreed or dlsagreed°w1th the
statement, "The pollce in our ward get a Iot of help from the’ people :

(See Table 8 )
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' TABLE 8 .
THE POLICE (M OUR WARD GET A LOT OF hEL.P FROM CITIZENS
Ward 1 Ward 11
zPre-Test Post-Test Pre-Test Post-Test
; Numher Percent Number Percent| Number Percent Number Percent
Agree - 38 & | & 39 [.30 33 | 3. ‘3
Neutral 28 . 30| 33 . 38 36 4o 49 49
- Disagree ‘ 25 28 20 20 23 26 17 17
No Answer ° 1 R 3 3 1 6o .0 3 | 1 3
Total - 52 oo 102 _ loo 8 93 . 100 100
- . ..
¢
C .

: . . . e . . . * .
As with some of the previous data, as the experiment progressed the

intervieweas in Ward 11 appeared to become less certain about the quality

of policing in their area, and the post-test interviews indicate they .

tended to withdraw and take a neutral posxtson. The proportion of inter-

"viewees in Ward | who agreed that cnttzens in the;r ward help the polnce

re@alned constant In the pre- and post-test interviews, but those who dis-

< 4 agreed dropped dy approximately g percent;' While there does not appear to

S be suff:c:ent evrdence to conclude that there was -an lmprovement in Ward 1,

there is a]so |nsuffxCIent evzdence ta. lndlcate a negateve change in the

S‘tuatwn-m LT »-i'?.-tf SRR S

’15'f'¥»; ‘; “Although the data do not prov:de any strong evxdence to lndacate that

:jthe team pollccng proJect has lmproved the communlty ] wzll:ngness to

T . .
%QJ"' u’: ass;st the police, a8 Iarger proportlon of peop]e in Ward ! than in Ward ll
" ';:v‘feel that the people of the ward provude a ‘vt of heip for the police. . B
‘T-J;There is nothlng in the data whlch lndncates that the team poliClng pro—‘
{‘ject had either a po<tt1ve or negatlve'lmpact on the cooperatlon of the
".chmqnlty.WIth the police. ’ ,;ii}éétf fﬂ7;;f[i€"s‘»j;;7?lv‘
:V 'd Cﬁ’ Attttudes About the Oualtty of Pollce o ‘ é-
;” " TWo questxonnaxre «tems dxrected at 1nterv1ewees in Wards l and ll

\

In their respeotlve wards. The first statement was desngned to deter-

pine publlc opxnuon about the honesty of offucers in thexr area, and the .

second statement was desxgned to g:ve an andncatxon of how the polcce in .

the-two respect:ve wards compared wlth the polnce ln other wards of the -

e,

were used as ‘a gauge. of thelr opinjions about the qual|ty of the pollce ' |
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Honesty of Policet ‘Table 9 contains a compilation of the data ob-

tained when lnterV1ewees viere asked the extent to whlch they agreed or
dlsagreed wi th the statewent, “The pollce in our ward are honest.” Al-
though the attitudes in the team pollcung ward were more favorable over=
all than the attitudes in Vard ll both ward. refleeted a negatlve at-
tltude change between the pre test and the post test 1nterv1ews. Whlle

the consu]tants have no explanatlon for th:s negat:ve change, the change

is algntflcant enough to cause us to suspect that sometlme-between the

'pre-‘*nd post-test interviews something occurred'in Holyoke that shook

he confldence of the’ people of the c1ty |n the |ntegr|ty of the members )

of the police department.

. Comparison of QuaJ?ty of Pol?ce The baSIc purpose of the team

policnng project was to lmprOVe the overa!l qua]lty of pollexng in the
experlmental area of Ward 1.. While pub]uc attltudes may or may not be
related'to reality, it is mportant to determlne the publlc s lmpre551on
of the quallty of the police who are serw1ng them before attemptlng to
continue or expand an experlmental program such as team policxng. There-
fore, the interviewees in both wards were asked ‘to agree or dlsagree wnth

the statement MThe pol:ce in .our ward. are better than pollce in other

: 'wards." (See Table 10.)

in the team polncnng ward 18 percent agreed 62 percent were neutral,

and 20 percent dasagreed and in the control ward 13’pereent'agreed,f

. 66 percent were negtra] and 19 percent d:sagreed ‘However, the attitudes

PR . . . D LI .
: .t . CRN . . . e .

" The pre-test xntervnewee responses, |n both wards were fa:FTy si |Iar. :

N
e et

-

Agree
Neutral

Dlsagree

‘No Answer

Total

111-25

Py

TABLE §

THE POLICE IN OUR WARD ARE HOMEST

Ward 1

102

100 " 100 100

‘Ward 11

_~Pre-Test Past-Test ' Pre-Test- ~ Post-Test

+ Number Percedt Niimber Percent | Number Percent Number'Percent
’.70 77 70 69 58 | 65 | 53 53
18 20 29 28 25 28 Lo Lo
T I T U DT A 2 B
"o o | o o] o o | .2 2
Je2. 101 100 100
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. S TABLE 10°
THE POLICE IM OUR WARD.ARE BETTER THAN POLJCE IN OTHER WARDS
. Ward 1 . Ward 11
X Pre-Test Post-Test. Pre~Test Post-Test
.. - , Number Percent Mumber Percent| Number Percent Number Percent
Agree’. ' : 17 . 18 32 . 32 12 13 '5 5. i
| - Neutral 57 62 |- 61 61 | 59 66‘ | 74d‘ 7hh-
: ~:Disagree ' 18 - 20 1 9 - 8. 17 | 19 ‘59 iS
* " No Answer . ¢ o0 0 o ; ’ .
'] wer } o .0 R T R 2
S Total - g2 100 102 101 . 89 . 99 100 100
. e N . Sl };Q 5
N . » X ° ’ : . '. ;

Loty .
N . ) T
N * .
. . B .

v,

;. wards of the CIty. '.:x,ti . ljﬁﬁ?;:L ST S TR

- - — - o
. =27 LT
changed sngnlflcantly in both wards between‘the pre- and post-test inter-
views. Thirty-two percent of the nnterviewees who responded in the post= . .

test interview in Ward | agreed that the police in their ward are better

than police in other wards, and,only 8 percent of the peop]e in Ward l -

stated that they Felt that their police are not ‘better than-the police

in other.wards. If the samp]es are representatlve of the total popuTa-

tlon in Ward 1, thls means that a total of 26 percent of the people in

Ward l changed thelr attitudes toward the pollce in thexr ward during the B
perlod between the two 1nterv1ews. , ; Y L c T

ln ward Il the attltudes toward how thenr poluce compared wnth the

police in other wards changed in a negatnve dxrectxon. Agaun the 7 percent

Y due to the_ favorable press that

negatlve change in attltude is probabl

ghout the proJect.
. . ’ ‘ - . ' -

rmpravements in the quallty

the team polnczng proJect received throu

Whether or not these attxtudes ref!ect

.-

of the pollce inVWard I, they certalnly do not reflect any apprehens:on -
-~qn the part of the publlc to contlnue the prOJect. The publuc belseves' R
‘that the‘Team Pollce Untt ;s donng a better Job than the police ln cher‘k”‘ B

RSN

"D ConclusnonS‘

A The data abtalned from 1ntervuews ln the team pol|c1ng area (Ward I)
T

and the control area (Ward ll) nndlcate that the |nterv1ewees |n the team ;

: e

polictng area have attltudes and opunxons about thelr pollce that are } i
\ ot ’ S S o v\:n‘

significantly more pcsutlve than the attltudes and oplnlons of lntervsewees
. i
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’ R . S ‘ ‘ ' - R S a A o S tained from inter=: B
' : . . . ' - . S B he pre-test and post-test data ob
. . in Ward 1l toward the police in their area. ' The post-test interviews A S A compartson of the P f citizens in Ward 1 toward .
o , | | . o - oL of citi A B :
S S s o e . S N t the attitudes _
e conducted in the xall of 1371 showed more positive attitudes on the part . : viewees 'in Ward | ndxcate tha ; posgtive'diVGCtion
i ; . . a v -
. . . ; . .- t or change 'n : . N
' - o oo . : i remalned constan .
of Ward | cztnzens in the followung areas: o o 3 K _ their police either che other hand, a ComparlSOQ‘Of
: iment. On . e S . : ‘
. More Ward 1 interviewces (71 percent) Felt that team police SR over the period of ghe experim . _ v 4 11 indicates that
. - . officers like people than there were Ward !l interviewees . : L. . he postrtest interview data In War . : . . ,
(64 percent) who felt that regular police officers Inke o the pre-test wttH the p : 4-their police tended to .
people. . - ‘ : Uard {1 toward thel . : - -
: : - ) s ' citizens in
: re W i i ' ) ‘ k ; e fhe‘att‘t“dcs of the iton. Although the researeh
2. More Ward~l interviewees (81 percent) felt that team police . ina negatlve direction. .
) i . officers are polite than there were Ward 11 interviewses (52 : N remain the same ‘or change e e]y.what-aSPQCts Co
"7 percent) who felt that the regular poltce in thezr area are S , o ‘ insufficient to identify preciseir-mi. - T
. - " polite. - . 1 »' which was conducted was’in ttitude changed in Ward -
' . . g s itive a . ..
. . e .- Caused tne pos !
- 3. More interviewees in Ward II (17 percent) agreed that their . L § . of the team policing ProJeat . tect.has-had the pre- 3
B .police "look down' on most people than there were interviewees R S conclude that_thﬁ project o o
) - iIn Ward | (6 percent) who agreed that team pollce off;cers . 1, the data are suffucxent to .h' s predicted'aﬁ&the B R
' . Mook down'' on most people . . . vy TR . titudes that was Fo=0 Cel ' o
- . : @n SRR ; RN AR . cttxzen atti o A . -
L b More vard 1 (67 ) /d hat the team R SR dlcted poswwe impact on -
Tl o b ore War interviewees percent agree that the team . SRR DT . _ SR : S
e T ~police officers in their area are anxious to help people than R T outset of the PrOJ?Ct' R CA he removal of formal
TEY ©o . . .there were Ward 1l interviewees (40 percent) who agreed that . | el T : e no déta‘to suggest that: t
WY o 'the police in thetr ward are anxtcus to help pecple. L ST Lx)‘ o 1n addition, there ar v .ncrease in polnce
- L . . R R ' euv:ng a
Lo - T R L he ubltc perc
.o T, More Ward 1. intervieweas (61 percent) agreed that team police. Ui 4 0 gupervision has resulted in the P o .increase in po!xce
o - officers do not.use excessive force than there were Ward 11 A ) ff f off:cers, o
el .. - A A . . T i H orts ©
T interviewees (44 percent) who agreed that the polnce in thezr ) ' T mikconduct, decrease in the & f the evaluataon do not
B ward do not use excessive Fbrce, Low e . R T T d for thxs area ©
o . .. -, " 'S A -. ) . T . . N ;- . o . e data co'l 1ecte
T -7 6. - More Ward | interviewees (34 percent) agreed that the team pol:ce R SRR d‘sccurtesy. Th bout how a deemphasxs on the tradntlﬁﬂa)
A - P T saw
' ‘ do more work than they have to do than there were Ward Il inter- . O prov(de suppoft for the fear . damage pollce
) " vtewees (13 percent) who agreed that thezr police in Ward ll do ? ? SR 4 trxct contrOT by supethsorS wi R :
mtre work than they have to do. i, C ! R chaln of command and S ' St R
o ff 7.‘ More Ward ! 1nterv1ewees {39 percent) agreed that team polxce ';'..‘,,;l:.f é}f»;” ”;¥> effectlve”ess' ; . ,' Lo ‘E t'thé data,evalueted
n o get a lot of help frem citizens than there were interviewees. TS : researCh is neededa u : S e
- v /~ . :“ ". - ) Faaty ) - [ o ‘ " . more PrEClse ‘ [ .
.. . . in Ward |1 (31 pércent) who agreed that’ citizens in Ward 1R I S : . Obv;oule» prOJGCt has had'the tm-
. . Lo gtve their pellce a lot of help. U R R A S ST h team po]lClng . .
o . f:,~.:= : . : : S tthatte . TR
ey Ward | Int (€ ' y i that theis - . s Yin this sectin, sugges y cteﬁ ST R
. 8. . More War interviewees percent agree t at their team, e :hat was pre i T T
S police are honest than there were Ward 1l interviewees {53 . Y ':'pact of communtty att‘t”des . o N B oo
NP percent) who agreed that the polxce inMard 1 are honest. - -~ . w0 T I B DES :
N T LR e A AT . cLlENTELE ATT‘TU I L , .
ol -2 More Ward 1 !nterv:ewees {32 percent) agreed that the team - S s T e e e o o dl na - .
0. .. police are better than the police in other wards than there were - Coe T e Lo b ut the\r paluce are base 9, o
s - To- 0 Mard 11 interviewees (5 percent) who agreed that the police L S i“i eh opinions and'attatudes ano N .» R -
) )> s U Mard M are better than the polxce in other wards. e R Ak St e A “rele S
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AL Design‘l of the Clientele Attitude .Studv :

-varlety of sources. People listen to the accounts of friends, relatlves,
and nexghbors who have actually dealt wath ‘the police; they hear rumors |
that float through the community, they read reports carried by newspapers
and other written sources; and they receive radio’ and.televlSIon accounts
o> . X .

about police activity and the department. Seldom do they have an opporf

tunity to receive first hand information about.the police for themselves.

;Therefore, the intormation that most citizens receive has been filtered,

condensed, and distorted durlng the communlcatlon process, and it may

notﬂaccurately reflect reality. ThIS often causes communi ty opxnlons to

‘be inaccurate..
It would seém that those in the best posution to evaluate the pollce “;‘

“are’ the‘people who have requested poltce servnce. Therefore, in collectxng

data for the evaluation of -the HolyokefTeam Policlng Project, & samwlerof

people an Wards | and 1l who.had requested pollce a55|stance were |dent|f|ed

L

and.lnteerewed. lt was antlclpated that by ngnng pollce cllents an op- |

e

portunlty to express their attxtudes about the way the polace responded to
the:r servnce requests useful data would be developed gil::]‘J . ;f;i}u-

R L , i - , o . o~ o
. '

The goal of the clientele attltude study was to compare the attltudes

of police cllents in Ward ! w:th the attltudes of pol:ce cltents in Ward

‘ol! tbrough the use of pre- and post- team pollce prOJect |nterVLews.. How-

Wi

ever, due to dlfflcultles encountered |n selectlng an adequate cllentele

'

h sample for the pre-test sntervnews, these comparlsons had to be dropped

'-;between the initial request for poluce and the first offxcer arrlved on

e

-clientele Sttitudes was accepted as an alternative,-
The lnd!VldLalS selected had called the pollce for assistance in one

of the follouing areas: (1) auto accidents, (2) burglaries, (3) breach

&

'of_peace and disturbances, and (4) domestic disputes. ‘Forty-six clients
- in Ward l and f:fty-one clients in Ward 11 were selected and’ lntervaewed

The lntervxews were conducted by locally selected interV|ewers, and

they performed under the supervision of the Holyoke Model CltleS Program.
Dr. Bruce Carroll, Hanpshlre College, was responsxble for the proce55|ng

of the data and provndxng approprlate surmaries. ..

L ]

B. Survey Findings o __;h ﬂ.{f&ﬂ;

. The interviews were designed to determine: (l) how the pollce re- l

i, sponded to: the cllents' appeals' (2) how the clxents percelved the

off:cers who handled their requests; and (3) the effect of the contact

PR
s '., . Lee

on the dllents‘ attitudes.

. ; L. . ’ .

Pollce Resoonse. The public expects that when a c:tlzen requests

police serv:ce, a sufficnent number of officers wxll r=5pond qunckly

pe et T
o e

‘; enough to handle the problem. Therefore, the lnteerewees were questxoned

about their impressxons of the number of offucers who responded to thelr

equests for police service, as well as the anount of time that lapsed

‘,_ e

. the scene. Coe LT _ e
T R L R
' .Table 11 summarizes the responses to the'query concerning how many

.and a simple comparison of the VWard | clientele attitudes with the Ward 11
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o ‘v. J}J’" . . : E { e .o ; _: . -officers initially responded to the requegt fdnApolice attention. In both ~
. ’ | . TABLE‘II ' : 1'_ ; SR, ‘ J\l . -7 | ,f." "'. Wards I-and lt, an average (meanf of 2.2 otficers responded to each request.
k o , L ) L o | 'V . : A There does not appear to be any Significant difference in the ahountuof man-
. 4 -NUMBER or OﬁF‘CERS fHO R?SPONDE? ' “:, AT j; . S t | power that responded to calls- xn Ward I than in. Ward Ii. .
' Number - " Ward |; o ward "o . : A {;”.: ,-The interviewees' Oplnlons concerning the txme 1apse between theur request
A L . ~::s:§§;?igs Number pe};éh‘*v Number Percent# B : .r ‘.? : ﬁor a po]nce offucer and the officer’'s actual anrival‘at the scene indicated
SRR o 5 9 3 6 .5 _i R 'that more of the Ward | than the Ward 11 clientele felt they received prompt
R ’; . 'é 36 .55';:'b T . :78_.'A : : {ijtr L 71 . response'from the police in their area. (See Table 12.) Qixtx percent of the
' ; - 3 ' 8 18 . i 2 o | Ward 1| cllents who were lntervsewed 1nd1cated that they felt the team police
. I h t{.s_A ) :7'. N 6 ) officers arrlved on the scene in less than six mlnutes' _on the other hand only
:;i if?i t L 'g_b?'more" hjd"? p;?hh- ‘ :2 Z .h f:wtkh - :_:“; :-f:t»i; 26 percent of thé interviewees in Ward ll sald.that the offlcers who answered
;E';'hh:'ﬁ‘vt ; : Noﬁ; or no answer " ) 2’f., 2 L ' . - 5'_m'.‘3t: thelr request contacted them in less than six mlnutes;vf v,%_‘ﬂ_l. "
2“‘1" . R ' o ' ’ . ‘ f”{ i‘= " ~ An attempt was made to compare‘the |mpre551ons about the response.tnme
Y .; o .);hl RS . :-’;”“A Lo "'h;i. :5'A~.']_;t . R Vii‘_ ;#fj; ﬁf“ .wlth the time reported on pollce records. waever, the daspatch records )
: ..'_% : N ) JO L | q.. : { R E L ‘ whlch are desugned to contaln such |hformatton were lnconS|stent ahd |nade-‘
: : Lo {~; S g - | 5 'fﬂi;'h.j "f't ,’m*]'i';'.}p' quate for such a comparlson. Therefore, regard]ess of the actual response:
ol Dol | ) S {f;l;ff;f Lftlb;ﬂffa S '3::,! ;?.f;‘;?;; tlme, 3& percent more clients in Ward | than in Ward Il felt that their |
e Lo ' BT }:;.."" - f’igij;j‘ police responded in less than six mlnutes.'h. ' .'A 'j?}Z;;' f'f]ffi". ;
.-.:9 ;j“ i;f?? ffi.:ﬂ -i Clientele Perceptnons of Police. The clnents who were nnteerewed were.:
ifAQ: ‘.i;if f?::‘u‘ :;‘ asked to respond to two questnons that were deS|gned to obtaln lnformatxon

;_;':” - about how they percetved the offucers who responded to thenr requests. “The .

"‘“‘first'questlon*dealt—wwth—the—off+cer s—att+tude-and—the-second_wtth how

e ot ihe offlcer treated the client. QL i _§ Q '”
e F;Q‘Ejg.'zz,' Table lB.summarlzes the claents' ampressuons of the off:cers attltudes.

:1311 ‘.::‘f”“““1n Nard"l a hrgher—proportion of the clrents had pos;ttve lmpreSS|ons of the

W, .

- . » - T me N . a?
e Tl 'j att!tudes of off:cers who had assnsted them. Thxrty-flve percent of the

‘



¢ : © 5= . b "i - - . . ra : . - . .
TABLE 12 . g R ‘ v . - . )
. R - ' ) . * '? " : e . . . LN . N ) . .
: " ESTIMATED RESPONSE TIME | e I - . TABLE 13 e
s o AT ' i B . VAT VAS OFFICER ATTITUDE? . :
: Ward | Ward 11 ' o B L - : L. : oo SRS P
Time 1ap_5'€‘: - Number Percent Numbel"' Percent ' ' o - . . . Ward l" o Ward 11 ' “
| - Less than 6 minutes 25- 60 13 26 ' B o k T "OFFficer Attitude Number Pefcent Number Percent '
7-11 minutes _— 7 17 | 12 .' ol . - g ! o -‘ o . Anxi’on to do a good | o 1 . 5
-_. ‘ OVer ]2 minutes o Fz. " 29 | . '7 ‘ ) 31‘ . .. PR " '." ." o jOb ) ) . ‘6 ?5 :- ' . ? o ]8 . _ . :
. U Mo nswer - T g . 8 o ‘Concerned | : 22 _ 1!8 . 31 61 | " o
. e e e - - S . R ;-'. S »' Indifferent; bored & 9 1 9 L
.‘:}' S O P S I S . . Sarcastic; hostile ‘ o . =0 | 2 . b os
R R - o T No Answer -~ © . . - h:° 9 |0 -0
. R 24 s . e . ' " }“'. : . '. c e ' e..;) . . . i v b_ e - -. " Loy .'_l . : . s N ’ . . . . . ' . . : Vet i f
" PR S TR T e T T i Tetal . 4. .-101 ¢ 51 - 101
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clfents in Ward | indicated that the officerscwith whom the§ dealt were - - o o _ . ) R ‘ L. - .

"

anxlous to-do a goed job; whereas only 18 percent of the clients in Ward "
had the same :mpress:on. On the other hand, 22 percent of the clients in’ - - T | 'i" . TABLE'IQ A SR

Hard i expressed negative |mpressuons about the attitudes of the officers N : ' ‘

TREATHENT THEY RECEIVED FROM POL!(%E_

-

who assisted them compared with only 9 percent of the Ward l lntervnewees ) ) >
. . - .'A‘ , . ) . : . . . '.. ! ‘ .
who had s;mnlar unpressxons. ‘ . ~ e - ) R o . © Vard 1 Ward

-~ o -

) . . i - - _ . . .- : o - . , Percent ‘
. However, even though the clients in Ward | expressed more positive at- L : MNumber Percent Nurmber e
’ . . .

A ‘Treatment , . 6

. . - ) : ‘ b S : : -
A . st . SN _ ) .oy 3
I titudes than those in Ward !! when the total posattve attttudes are lumped. I Exceptionally courteous 1 B |

togeiher in Vard | and compared thh those an Ward 11, 83 percent of the c!ients_f..'é' RN -7 S 32 10 a1

80

: i . . Courteous - .
In Ward | and 79 percent of the clxents in Ward ll expressed posntxve attttudes .-i: ‘1 r :ir’..; " Not courteous; not ..é- ; ) i n. 5 '}0
about the pollce in therr respecttve ward Th:s snmliarlty should cause one to . _ . Zi.f oo foeqs've - =§é.‘ 1 2 -
- i . ’ . - A 5 d - ~_' ~' ': . : . o I . " -
'Interpret the data cautxously. _ rn,,. : 'a"“ff' ~:;;¢;¢_‘j.,' ,;~'.;?’ [ TP S - piscourteously S , . Ty
N . ' R B SR ' L S -1 2z -
M), I Perhaps the fact that 22 percent of the cllente!e anterv;ewed in Ward ll e No Answer Tl ' . '
compared to 9 percent of those in Ward | fe]: that of £1 cers behaved in a " total . . K. . 2100 S
- 'negattve way was the most’ s:gnsfacant revelatlon of the data. . T : - -
Table 14 contains the complled responses that clxents made to a questxon ’ k']fif.? S ;fjt o ﬂ;-'ﬁ R -
;jg“ffA;L. -concernnng how they felt the police treated them._ '. I A57;.¢}24 hf’;%féif ftTf_};*;pff‘ij::df:;:w';f;f.'fl; B _ﬁc'f e VU ,,f.f ul, :lC“f‘?
4, Twenty-four percent of the Ward { cllents fnterv1ewed felt the poitce ' "}:if-;gfﬁ;';E~;;1ﬁfr;<ift;t'? ,;{;fo,“t_ lt:f~f. o ,_At: ~_5;ff5tp

ll;f €'~ who contacted them were "exceptxonally courteous" compared to 6 percent of .7 R 2v"1§‘d?;'*'!‘xf’."¥ ":pjﬁ.n:;- T e LT

"the Ward ll clients who felt the same way° Nlnety-Four percent of the c!uents

e “in Ward i undxcated that the offacers they dealt with were exther "courteous" e U e e et T LT
- . , e L . .‘ ) o B .\‘ v | - . . ‘._ ' .';‘-.':-%3':{,\;:;. . - - o .-,~;»~,.-'§.‘,~~..‘. .6‘.‘-\'-:-. ) '-'° ‘, ‘ [ N o ) . . : o .
or "extreme]y courteous." . o ’wz ' . ‘ T . ' . -
: . A . -

" 1n Ward ll the sumnarnzed data suggest 3 slughtly more negatuve xmpreSS|on o f%?i» ﬁf.{ﬁ PR ";"5% B f;'f‘ [P
e e of the othcers :manners. - However, the dlfference between the two wards dsome N T D e e ;gf.;{sfiaxgpht'

[N

: ‘;*—~—--of degree rather than sagntfscance. Although certa:nly |t |s apparent that the

team operat:on has not resulted in. poorer attltudes or more dnscourtesy on the

-
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Effect of Contact on Client Attitud@s. Clients interviewed were ‘ ﬂ )

asked about their attitudes toward the officer wno handled their case,

the department before and after the case; and the quality of the service

that was rendered by the officers who handled their individual cases. .

Table 15 contains the compiled data about attitudes'toward the depart-
ment; Taplz 16 summar i zes pre- and post- attitudee toward the officers;
anaéTable 17 reflects the clients" impressions of the overall quality of = p: -

s service rendered by the police in the specific case in which they wereA

involved.

‘ o

indicate that the c]uents |n Ward I who were |nterv1ewed

The data

concernung their-attitudes toward the department had a posntlve attxtude

':“A‘ '\. - . '.: K3 KB
ARSI mained Falrly constant between the |n|t|a1 request for po!nce service and - A

the termxnatnon of police actlv:ty on the case.= !n Ward l,

3 .
oo Y A rs

‘fewer clnents reported unfavorab]e attttudes after the team pollce officers

had dlSposed of thelr problem. Dn the other hand in Ward Tl the percentage

FRIe 'of clients reporting favorable att:tudes toward - the department remalned

'of clients who reported unfavorable attltudes toward the department in-

s L. . . e : ‘ . v :
creased 5 percent. R T T }z S Y R .
. . .' N v . " ¢ ".‘._. - . . . My e . . " : '.. *

Tl . Lo . s

As one WOuld suspect the experaence a chent had with the offlcer

. . .
L. " P

who handled hxs request or problem lnfluenced the cl:ent s |mpressuon of

- emm

.‘the department.

Table 16 lnducates that the contact w1th a pollce offlcer

P

34

' . TABLE 15

CLIENTELE ATTITUDES TOWARD DEPARTMENT

dhange, wh|1e the Ward i1 clxente!e reported that the:r attltudes re- . ? i; Lol

o L BEFORE AMD AFTER-POLICE HANDLING OF INCIDENT.
- Ward 1 Ward 11
Clientele * .: ar o
attitudes Before After . Before After
toward police .0
department Number Percent Number . Percent Number Percent Number Percent
Favorahle " 23 50 | 29 63 26 st | 25 50
Indifferent 12- 26 | 29 .22 13 25 | 13 0 25
".Unfavorable -9 20| s m.l 1w 20| 13 25
. NoAnswer 2 - & |.2 x| 2 &[] .0 0

13 pPrcent .l tetal .. 46 foo 46 100 51 leo 51 100

more of the cllents interviewed reported favorable attliudes and 9 percent ! N

| approxlmately the same before and after the s:tuat:on, and the proportnon }.‘ ",; )5.7:"{'.

. . :. . .
-
ol y— s
v
-
-. e .
. L& I -~
s o
3
- .
.. .
-
© .
. ~
1 .
.' -
% e :
. .
- ~ 3
o e . . . P
. ° :
. - - ‘. .
. . AN .
AN . _
. 3 . oy L .
e . . Ty
e @k - A
e "
i - . . .
‘ c . ». - 0 *
v,
. . R - - "\ .
” M - -
% " R v
- - i
o . + - . -
. . L K - "
- - o a LI = “
Y - 3 .
‘. e ¢ -_; .
.. . L. b P
. N R K -~ B . -
' . . - . v s . PR
. : " b ey "e. K v
RN - : . ; "
Ly e ! i
- [ - T h " o : :
o s . . L .
. s v i3
B . IS . v .
. NN K B v -
n ' . - ¥ .
. e . W .
: . e T e
B PR, e, :
o : : vy o Lot e v
- s v vy ‘
oo P * PEng 9 -
' Poee At
e bt L < il




i!”—"‘\

" attitudes ;

‘Indjff;rent

TABLE-16

- CLIENT'S ATTITUDES TOWARD THE POLICE OFFICER
' BEFORE AMD AFTER- INCIDENT

Clientele . Ward | . ) "Ward~l" |
Before After

,Before After

towards the

police officer Number Percent Number Percent| Number Percent Number Percent

Favorable - 23 s0 | 36 . .79 17 33 |. 29 57
i9. 42 | 7 15 | .30 s | 13 26

Unfavorable 2 4| ii?t 2} b | 8 -9 _ 1]7-

No Answer 2 -4 .| 2 ' & 6o o | o - o

Total .- 4 100 4 100° 51 100 . 51 100
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_ ‘ TABLE' 17 . ,
, CLIENT'S ATTITUDE TOWARD OVERALL QUALITY OF SERVICE
| RENDERED BY POLICE IN.THIS INSTANCE '
o . Ward T Ward 11
. -Overall Quality ' L
. of service Number Percent-| Number Percent
= Excellent - 13 28 8 16
* Good 15 33| w27
o Not good-Not bad .. 13 28 16 31
e © Bad 3. e | 8 16
S -l Very bad _ o Lo | s o
N IR “No Answer . | 2. .k o 0
. " Total - 46 . 99 51°, 100
;. : 0 . :' . ’.. '..:' ‘ '




| .. Twenty-elght percent of the Ward | cllents compared to 16 percent of

:caused people to form more specific opinions about the offlcers.

.among Ward | cllents rannot be ldent:fled
of the police in Ward ! were lnterpreted by the cl:ents as belng better

than those made by the Ward ll pOlICE.

L1 R

. ot ' " &
However,

the Ward 11 cllents~changed from a neutral position to both more positive

(24 percent) and more negatlve (9 percent) attltudes,’whereas the Ward !

clients reportad a cons:stently positive (29 percent) change in their

“attitudes toward the officérs who -handled thetr requests.

Table l7 reflects a summary of the cluents responses- to their lm—

press:ons about “the overall quallty of the service they recenved from the
police in the spec:f:c case belng cunsidered. A szgnlfxcantly hxgher

proportuon of the cllents in Ward | (61 percent) than in Mard {1 (43

i -

. percent) reported that the service they rece;ved was gdod or excellent.- '

¢

those in Ward ' told lntervnewers that they felt they received excellent

servace. Conversely, 26 percent of the Ward- lI clients compared to 6

-

percent of the Ward l clxents saxd they rece:ved "bad" or "very bad“

servlce from ‘the offlcers who handled thenr problem. ‘ ' ‘;u;agya3;”ff§f§3

Although the preClse lngredlents ‘that caused the posxtlve att:tudes

it is apparent that the efforts .

- Co Conclusuon ‘gi'f'jr . ;ff'j,v“4r24é~;_v -;7a_.”

- h‘il, Nhnle it is d:fflcult to attrlbute the dnfferences 1n cllentele-attxtudes

in Ward 1 and Ward 11 preclsely to the team pollce offlcers, there is no ~d

doubt that the cllentele who recelved assustance from the team pollce i:

- wards.

AL Methodoldgy

' wlth resndents of Ward | and ward ll

Te

i
v |
B
1Y

L]

L}

- .
. .

W .

, f officers formed more positive opinions than the Ward Il clients who were

» Y

served by the regular police officers. The Ward 1 clients reported:

1. The manpoder sent was approxlmately equal to that of Ward {.

-» . 2. Police response tlme was sllghtly faster in Ward | than in
' ‘Ward 11.

3. Police in Ward | were slightly more anxrous to do g-good job
than the police in Mard Il.

b Pollce in Ward | were more courteous to clxents than the pollce
777 in Ward 11, : :
~:A5.: Clientele attitudes toward the department‘and the police afficer’
who handled their case changed in a more posxtxve direction in
S ward l than they did in Ward ll : » :

f}{Gs. Cllentele in Ward | were more sattsfird with the quallty of ser-
= vice they received than the cllentele in Ward ll were with their
'servlce. » : : . .

The team pol:ce appear to have had e more pos:tnve lmpact on the

clfizens who they served than the regular poﬁlce had on.their’ cllentele.

0

L
e '
13

PRI o)
7 T

In an attempt to secure addltlonal qualltatlve'data releyant to'the

evaluatlon, the consultants conducted a br:ef serles of group lnterVIews

Flve |nterv1ews were held two in

Ward 1, two in Ward 1, and one w:th the aldermen elected to’ represent ’

'each ward : '; AT ~:,f7h"v*-; T IUER ..,‘e,‘»

The |nterv1ewees were not selected sclentxflcally, but they were
N

“chosen because they had somethlng to say about pollcxng in thelr respectlve

The Ward l groups were actlve in the Model Cltles program. Each

'GROUP m’n—:awr.ws R LR P



'
s

1Y

g-dorsement of the program.

: Individual was either a member of the Community Relations Council,

‘ debate.

.5pose of the meeting, and ask a few speclflc questlons.

- participants. : R

s T .

and Delinquency Task Force, or the evaluation panel One of the Ward I
groups seemed to be heavily welghted with older cxtlzens.

- The sessions were held at-times and in !ocatlons comvenjent to ward

. . L
.
-

'The'consuitanﬁs structured the group meetings as open forums.
when the participants strayed from the subject or the pace of discussion
slackened did the consultant lnterJect hlmself into- the forefront-of the

Norma]]y, he would sumply lntroduce hlmself lndxcate the pur=

-

®

case, the partxcxpants were self dlrectlng for the remalnder of the -

session. . ‘..'ﬂ.i; R ST :.~.ﬂ¢lt‘{ ." L

- -t i v °

B, Two Leve!s of Dlscu5510n '.fh nj: af:?:yft'

The group |nterv1ews in Ward l and Ward ll were as danerent as nlght

-:and day lnsofar as their approach to evaluatlng the po!nce was concerned

-

,U!thout exceptxon, Ward l partlclpants were enthusnastlc about the team

land-!ts performance.

-

. mttero l ‘ '~ L ,.“x“" . T ;;‘;'i: e . \‘: .

Every |nd|v1dual present gave an unqualtfxed en=
Even when they expressed some dlsappolntment‘

over the fact that there seemed to be an :nsufflcnent amount of foot

-

,patrol in the ward they were apologetlc for haVIng brought the questxon'

up and were certaln that steps would be taken by the team to correct the

.

ward ll partxclpants, however, were wnth only one exceptlon hlghly

v'»critical of the polnce and the Ievel of servnce whlch they were recexVIng. “;'.

Crime

'Only

ln'almost every

0l

,;Some blamad the poor police performance on'inefficiency on the part of

the police.

form Model Cities Team Policing Unit.

the discussants expressed any interest in having a Ward |1 team.-

Others suspected that the ward had beén denuded of men to

Only & very small proportion of

What

they wanted was more:and better police servxce of the reguTar type.

71f team ‘policing vas the only way they~cou1d get such servnce, they were

willing to accept it in that form. It should be noted that their know-

iedge of the team approach was extremely Ilnlted

. The meeting with the aldermen conslsted of an endorsement of the o

team concept by the aIderman from Ward l and a, statement urglng that

"Nard 1 become the "next" team PO]!CIng area from Ward Il's alderman.

Further questlonlng along these llnes revealed that while the Ward II

alderman expressed a strong desare for the next poilce team, basnca]ly

he seemed to be after the same thing that h;s consti tuents ‘were asking

2t

“C. Conclusions

- for-fmore and better police protection°and“servfce:in any form.

‘:The'most striking single point that came outfbf this process.was

d .

that those c:tlzens who have had some experlence Wlth the Ho]yoke Team

Pollcang Unit are generally sold on the approach.

The absence of negatnveA

e f"comments, even after a degree of nlt-plcknng by the consultant, suggests

-~

__that the Team Pollcxng Unlt enJoys a relattvely hngh Ievel of pub]tc

sypport in Ward l, certalnly much hugher than Ward ll c1t|zens are‘

wtlling to give to the pollce who serve them._{
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e . PART IV T B S R SRR L S LTRE
N . | . - , | POL'CEvATTITQQES | | ;- R - : | ; 'lf : R ' Both to measure the |mpact of the team pollce experrment and to
‘ < . . . = . ' L R understand the background condntnonlng its success or failure, a battery

The Holyoke Police Department's implementation of team policing |
- ' : . : . .o . . , ’ of psychological lnstruments was admlnlstered to the team and control
involves two basic concepts, that of .community orientation and that of . . -

) - . . . N : ) - , » groups, both in the initial, pre-test period and at the expiration of
-democratic organizational structure. Of particular relevance ta these - o . . e

:concepts is the issue of pollce offlcer‘attltudes and “workinélperson- : ”' - the grant perlod.: Tbé results of:these re admlnlstratlons are given
ajjty.ﬂ' Community “involvement entails lnterest"ln the people who llve helow.:
- ' in the area pol;ced‘and concern for their problems. lt.lmplles a close - PV ,4., ri' : S A I.,.TEST‘CROUPS d
. ’ VEIatlonSh'P between offxcer and cxvxlnan* and in’am area‘lnhabltéd bY | ”f‘.,f f’i g o Tnodgroups of‘men herekteSted in theAlnitlal“examlnatlon‘StaQe of
| people of d|5t'“Ct ethnic and 5°°'a] grOUP'”QS 't means dealing Wft?' o S leh'~' . the attltudlnal evaluation,, Twenty-four men.nho volunteered or said .
people as PeoP]e without stereotyplng and preJudlce. Democratlc.organ- '4';'v e ~?@iifih they‘mlght volunteer for team membershlp were tested durlng the teamﬂs
. lzatnon, at the same txme; 1mplxes the nece551ty of refralnlng both from , 3:j:, ':;}';'~A flrst three meetings in early October, ]970 From thxs group seven men
g - .glving and from expecting orders. 1t |mpl|es on the one hand the abxllty . | f': : ::'.N' dropped out or were de-selected and one was added leavxng flfteen men
| | | to partICIpate s one co-equal member of a group and abxde by the decnsxon .*; 7{“1 - (one captaxn, two sergeants, and twelve patrolmen) in the team plus i
';‘ ;;il’ of the maJorlty, and on the other hand the abllltY to assume and accept: ', R .-J;: jii.f,: thrre reserves. Since one man added was not tested wsth the others, fj
feSPONS'bllltY for individual dec1510ns WlthOUt calling upon higher .. - L ‘ij';l_rl there remalned a.group of seventeen otflcers whxchhwas cons;dered the i
'-authornty. | ’ ; ...... '. S » | expernmental sample for purposes of this evaluatlon. TWenty patrolmen '
The success of 8 pr°Je°t SUCh as thns, therefore, is strongly re= .;‘.w g,‘;_%i:;h were selected by random number- sequence from a roster of the re malnder
lated to the offacers' professional and personal attltudes. A degree of .' ;'_iggf ’;};f:if{. of the Operatlonal units of the department to constltute the control
- | receptlvnty to community relatlonshnps, dlverse lufe styles, and ambxguous - :h o '.' sample, and they were tested “the flrst week of December, before the
.vﬁfl o s:tuatlons is necessary for a patrolman to adequately perform the functlons f?F::; ;;} ;' “Model CItIeS Team ‘begin street Operatlons. Both experxmental.and con-:;“
,t_of a Holyoke *eam pol:ceman.v Yet at the_very same. tnme, experlence m 'H:;plg ;Af?: qui;-l.;: teoi samples were tested » groups and weré gtven the Sane baté;rylop
. . acceptnng respons:blllty and worklng closely thh people in a splrlt of "vpa”,:.l”gf-JE?‘,lfi'”'q;estlonnalres. An attempt was made to keep the testxng envuronmentsd.
cooperat:on should af?ect attltudes toward the pollce role, the people .il; .'Jl::f F; i"; | ‘dent'ca]., he ¢°ntr°15 however’ verba]lZEd . greater re]uctance »
| | W | ";f{i 13 if:ﬂf 1 take the tests than the team, and they refused to |dentufy thelr responses f

Indlvndually.




B s T S ' . /: .
e : 3 ; iv-4 tom . -
s While analysus of the control group’ results showed the responses . ' .’ - . -_- L e ',i , .
to be patterncd and .internally consxstent (nn some’ sca?cs more so than .' ; ) ’ ) | i | 1. 'bOLICE ROLE Oh;ENTAT(ON ., ’,' . | . :
the experlmental group), nevertheless, |t was. necessary to guard aga|nst ‘ i .L ’ Many factors canlaffect the.way'patrolmen carry out their~duties. : i )
th: possibility that the control group* 'S 0bv1eus lack of enthusnasm for : e Departnental po!xc;es, specific orders, communxty conditions, and the .
taking the tests may . have influenced their scores in an undetermlned . fg,' _ ‘-details of each SpelelC sutuatxon are altl more or Iess ref]ected |n the
. "~fash|on. Under. SUCh eircumstances it 3ppeared that the wisest course ' o .; ' decnsaons an offtcer makes. OQOne of the most |mportant personal factors,.
o would be to 1nterpret the control group s scores in the most conservatuve ' h . Y one Wthh dxstlngulshes the operatlng styles -of policemen who work to—
e manner possnble, and in the present S|tuatlon thls meant to take them at “ bg‘: T gether, is the individual patrolman's conceptlon of the proper pollce
face. value whenever a dlffej?nce between control and experimental QFOUPS :éi’~ " . role. Th:s role defini tson, his understandlng of what police worknlmplies B
. was !ndlcated ; T ' T . B C e e o
) S A T L and entails, is his basic occupational ‘erientation and his deepest .
" i . P B T . o
G From the seventeen men comprxszng the pre—test team sample, two _»g:_ o "ratiopai fgrce. ‘1t is'hishneason'fer aeting as he-&ees whea he plays.
‘a;} T hh dropped because they had rellnq“‘ShEd ‘team membersth, and the three | giij'~. “:h 6ut'the role of ;oifceman. Since role orientation is.so'central to the{
. team alternates were droPPEd because theY had not Paft151pat3d fUl}Y 1" :' "V; - :zeé'.fi:!l_Issue'effo;erational differencee'between eefice affieers, this factar N
e the program.. The one team mémber who ?O'ned after the pre-test had been - .i%: _ ‘inwas in%luded in the attitudfnal evaluation'af the Team Policfng.Project.'
completed was added ngung a tota] of thnrteen officers ;n the TPU group | | . . ;s,.ne',ffi j;; o R o ~f" ;ka;s'ﬁfi_ 'TOh ' ﬂi.’m;Q_‘<nl'i; _;._T
.jf.. used nn calcudattons for the post-test. TwentY men were again. Sefected by o stlén;:“vi;vai'-pfé-test Results . f : lai; }{;gtikff.:f:- .;-:' -.H gi S ;.‘ ‘ B
. random number seguence from a roster of the remalnder of the department to .ﬂV?_ - 111: Tf ' The TPU "and control samples were admlnlstered a questzonnaxre de- B
r compdSe 3 contro] samp!e. One of these men did not appear, however (przor sﬁ;i_“:v..:{ﬁi:;i? .:~slgned to reveal polxce ro]e def:nitlcns by measurlng the offlcers' levels %;
. perm|35‘°n haVlﬂQ been obtalned from the Chlef of Po!xce), so the control ;?;f“,':.: ﬂf‘?i jf‘ of "actxvnty" (extent to which the men prefer to 1ntervene, to take actlon’f‘t
lt:_ _‘. i group numbered ntneteen. Both samp!es were adm:ntstered batterxes af in-f' f“‘f‘t .,f::Li? .‘ln dlscretlonary sntuatxons) and "forma]nsmu (degree to whxch they see the . . .‘ }
?ﬁil ;i‘ Struments |nc1udln9 the police role questionnaire and the authorltarLanlsm N i : ;ft:’ o fbrmal !ega! sanct:ons of arrest, c:tatnon, referral to Juvenule court,. | |
$falef used in the pre-test. The testang envnrenment vas ldentlcal for h;, i':l- f:~7;;s}:;j'etc. as theip SOIe tool for COP'ng w'th Off’CIa] problems) The Leam™ '::;ﬂ.'_ 'li;
?\,‘_f " the two groups except for the fact that‘the controls were not asked to .?,' f};;f%’ ::‘iflsu,i; ??°7ed sugnnflcant}y hngher than the contro]s -on the actavxty scale, as vt A’- ;t;i

ldentlfy their respcnses lndlvxdua]ly.. {'~;§3 fﬁmf shown in Table . For the sake of 111ustratton, the team and control
L - e : samples were also compared to norms establtshed by offlcers from many ‘ o

. L

ififﬁf“jﬁ departments throughout the country, and Tab]e P demonstrates that agaan

woig ‘;,i'.

,‘,."




TABLE 1

POLICE ROLE ORIENTATION

Sample Summaries Formalism Scale

~Activity Scale

. Team.Policing Sample‘ B _ L
Mean : a 115.6 . .. oo 8lel
Standard Deviation 7.1 11.0

Control SampleZ. : ‘ - o ,
Mean _ : 109.1 - 85.5

Standard Dev:atlon : 0.2 . 7.8 | G '.' R
"National' Sample3 d_ . e -
“Mean , .o nno 88.3
Standard Deviation A e - X 9.4 :
'Comparisons i L B =
Team vs. Control e »._."-;tg7
) t ' o 2066 : .
of. ) - | S
P - £,02 T 'i}<3
Team vs. Natnona] S~ S :: B B T
) - ~ ! 3001’ o R . _"' - -’ _.
df %7 RN A
P <.005 7.
ContrOI VS’ Natlona! o "ﬁjtff?ﬁ' o D : '
AT ee T T80
P . e T not significant not significant
l. Total of seventeen offlcers selected as Team Pollcxng Unlt members -4
or'alternates. Testad October 9-11, 1970. CoESL
2. Random sample of twenty patrolmen drawn from operatxoqa] units of . R SR

Holyoke Police Department, December 2, 1970. . Co~
" 3. Amalgamated =ample of 342 officers drawn from Oakland (Canlfornla)

Police Department and various pol:ce departments in New York metropolltan
‘..area 1970~ 1971 , W me o T e |

.

tn a wider range of activities than thé controls.

preferring less formal methddS‘of reso]ving Issues.

f.ations, to be used only when other means have fax]ed

'~fabrlc wears thxn.,

v . . . 223

~ the Model Cities officers scored significantly higher in‘activitv and

lower in formalism. The control sample and the national sample conformed

quite closely to each other.
* The Model Cities Team members, thus, preferred to involve themselves
‘They sav their role as

concerned with matters such as juvenile misbehavior, domestic disputes -

ro

. and traffic tontrol problems to a greater degree than the randon sampie

representing’ the remainder .of the department. On- the other hand, the
team members liked to use the arrest much less freely than the controls,

They felt, more than

- .,

.the controls, that the arrest is a drastnc weapon for dascretxonary sutu~'

The Team Po!nc:ng Unxt members, therefore, appeared to conform more

to a "SOC|aI Agent” model of poluc:ng, as men who hold the department 3

'serv1ce Functlons in as much esteem as ltS law enforcement actxv:tles.
:They tended (more SO than the contro]s) to see themselves as somethlng

h'of troub]eshooters, patchlng the holes whlch appear where the soc:al

The control group, on the other hand appeared to be

'comparatlve "Crxme Flghfers," whose prlmary concern is to seek out per~

petrators of the “bxg” crlmes -~ murders, rapes, etc.

Y

thhan the team) to minimize the importance of non-crxmlnal and quasu-

crimlnal polrce functxons, and they wou!d have preferred not to’ have to

perform them.

They tended (more
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" B. Post-test Results : SR .
Différences iu group mean scores for the second administration were

N

calculated to compare the control and experimental groups' performances on

the activity.and formalism scales.

>

and control groups remained stable on the formalism scale,:and the experi-

As Table Il indicates, both experimental

mental group activity mean showed no change.

sdgni icance xndxeated by these tests,,therefore, was an upward shlft in

the control sample's mean activity score. Thlslmeans, gg,gzgg, thatztheh ‘
team‘s conception of the proper police ro!e remained'fairlf'stable through
-the duratlon of the prOJect, whlle the contro! group, representxng the re-
mainder of the departm°nt, adoPted a more act:vnst role orxentatlon. fh

‘ comparxson to- natxonal results, the contro]s moved from a posxtxon of

~ typal neutra]nty to one enbracnng a rather htgh xnterventxon level, wuth

.».no deftnlte stand taken on the emphasxs formal court processxng should

’.'take as-a me chanism of socxal control. The team, on the othe, hand de-
scrlbed themselves consxstent!y as comparatlve "Soc:al Agents," adherlng

- :, to a belaef in the same hlgh lntﬂrventlon level, yet maklng a def;nlte

ET JJ'_7preference for tnformal, non-legai:stxc means of solvxng problems. f7

uf : The detectlon of change in the control sample wh:le'no movement was

‘53 : observed in the experlmental group poses a dszlcult prob]em in the lnter-

i¢?4A v-pretatlon of these results., Under conventlona] theory, the upward shlft
o u .in the control group means would be assumed to represent the effect of

&ll (uncontroxled) events occurrtng dur:ng the course of the proJect ex-'

G pt membershup :n the Team Polncxng Unlt. The true effect of team par=
EQQ?'-~f~~-tictpat|on, therefore, would be to lnhlbxt such an lncrease, or’ In other;‘”
B ! 5. e LR ;;;Q s SRE
y \ SR niw S

Lol e TN - S T

_ The only change of statisticalg

— — — - g '”I o v i e £
-8 T
..j . o .- ’ ey, ° 2
TABLE Ik
: POLICE ROLE ORIENTATION ‘
_Activity Scale : Formalism Scale
Rid ‘Time 1 Time 2- Time 1 Time 2
Sample Summaries - .
TPU Sample N 17 . 13 17- 13
 Mear - - 115.6 118.5 81.1 81,4
" Standard Degiation 7.1 7.8 - 110 8.2
Control Sample N 20 152 20 19
Mean - 103.1 1160 - - 89.5 9.4
Standard Deviation 10.2 7.6 . 1.8 8.2 :
Comparlson ‘ - Y . _>
TPU vs. Controd el . f-,.. D .
t 2 lﬁ .86 ST 2.66 3 30
df 35 132 .35 © 32
S - <’ OS _ns _ §.Q2 < 005
’ Tlme i vs. Tnme 2 ) _
C Team : : - - . Y
ST te ..1-; R 1.02 . - «09 -
L cdf . C 28 . - 28
R ns .ns
o Contro] S e )
' ] - 2.31 . EREY A
df ' o 37 g "37 ..
pt <.05 ns i
; . = ;
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,natnonal average.

4‘TPU

- wawaré of the attentnon, status and rewards ngen to team members and ﬁl;

te

words, to produce a relative decrease in the activity component of police

:-

role orientation.

There are a number of reasons why this interpretation of the results

may not be accurate, however. First, the non-team officers do not truly

P

Though they may not have partIC|pated as team members, all officers of . :l
]

the department were exposed to the eXIstence of the TPU to the publicity

given this unit, and to the _importance oF the project to the department

L

and'city administrations. ln particular, department members were aware

of the |ncreased status whlch accured to- team offlcers by v1rtue of thetrv ' EESRE:

speclal traxnina and operational autonomy, and |t was ccmmonly belzeved o ﬂ,g'rf

ln the department that team members had recelved more materlal beneflts

Cin the form of educatlonal and overtime pay than non-members.v‘

ln addition to .the lack of unsularlty in experimental desugn, the gjf' -

dlrectionallty of the change in control group act:vnty srores suggests a

less rlgorous nnterpretatlon of results may be in. order.'

actnvnty means, both in the pre= and post tests, were hlgher than the ffi -'~‘ff'ij;

¢°ntF°1 grOUPS), on the other hand, scored init‘allY at about the level o ‘_bi,if.

of the natlonal m°ans, then increased |ts SCores to near the level of the
Thls fact suggests the pOSSlblllty that the shlft may have been

dlrectly due to the experxment, and that the general departmcnt members,

perhaps slightly envuous, may have altered thelr attltudes toward pollce ‘ e

ws .o

The remainder of the department (as represented by ". . ,I;'t~

'constitute an interaction-free:controlJgroup, as required by theory. . i;i‘~

The TPU group ";‘ :i} Ef:‘:

' ~ln|t|al stages.

‘,fdeSIgns for introducing or expandingfthe team pollce model.
v;used for analyznng the team data.’’

'f marlzed in Table lll

B of Table lll.

What may well have resulted then,'us an experlnent in reverse. By .

'QIV|ng publlcxty, attentlon, status, and rewaro to the TPU, the project

may have created a situation where the controls became experimental sub-

jects under the independent variable of "lack of posxttve reinforcement.

> .

Consequcntly, the utlllty of the control groups |n evaluating attltudlnal

changes is grossly attenuated. R .:'
The program lnputs of publicxty, attentlon, status, etc. were care-

fully desugned to insure the pro;ect s ablllty to survxve the difflcult

They may well. have been essential to the n't'ation of

Nevertheless, they do affect

Lt

a program where none had prevuously existad.
.;the quallty of evaluatlon which can be made and thus present a negatlve

'lnmact. Carefutl consxderatlon should be glven to thlS lmpact in future

lf. on the other hand, no comparlsons a?e to be made between the o

team and control samples, dlfferent and more. sensntxve procedures can be

Thus, student s t-test for matched

' ”;groups was used to measure the sngnificance -of each TPU officer s actuvxty

A -

: and formallsm attntude change durxng the course of the prOJect, as sum-

When each offlcer s post test score is compared

:f'with h:s pre-test score (as opposed to compar:ng group mean scores, as

There is\a dlstxnct,

,_t\:

ln Table ll), definlte ‘trends emerge on both scales.

-ifthough weak upward Shlft in actlv1ty scores, ‘as shown in the flrst column

The second column, llkeW|se, |nd|cates a much stronger

o

lndiv1dual chanqes are depncted

lncrease in offacers' formalnsm scores.
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' TABLE I1F
: 'POLICE ROLE ORIENTATION.
INDIVIDUAL ATTITUDE CHANGE
' N=12 TPU OFFICERS .
Activity - ‘Formalism .
Total Change . " . - 450 453
e ) o . . '
‘Mean Change + 4.1667 + 4. 4167
Variance of Change 49 9722 . e 2&.7436
.Standard_Deviation B 7 0691 4;9742
ot e T Tgskee 2,944
. p . ‘. ' ) .‘-. . ... N <’]o '<.02 )
Y .. ’ N ! - - . o‘v
:;_‘;t . : . | . : ' . ‘ )t\~ ',
v |

.- graphically-in Figure I,

& *s N e — A
v-12 Lo T
. _,9 = ’ .’ )

where each vector represents the. distance hetween

an officer's original and final police role scores.

Thus it appears that, while remaining in the same general range,

.team policemen tended to lncrease thelr comﬂxtment to the concept of

police anterventlon in a wide variety of case types, and they tended to

'decrease their .faith in nod-formal processing.

Re1at1ve!y speaking, they

tended to move away- from the Social Agent type toward the Law Enforcer

type of police roleyideal.

It must be emphasized, however, that in_com‘

pariéon to policemen tested in other departments throughout the'CCuntry,

:' " the team members generally scored vell wnthtn the Socxal Agent quadrant,‘

both before and ‘after they had been exposed to team polxclng. s

‘tll. AUTHORITARIAM!SM - "ftgf'ffi' e

Tradstxonal forms of polxcxng p]ace much emphasss upon-the use of

authorlty

authorlty over cxvulxans in the course of thesr work

Offxcers are requxred to submnt to the authorlty of thelr

-supernors in the organlzatlonal hlerarchy, and they in turn exercnse

Because of the .

'~CfUCla] role of such powers to thxs occupatlon, |t has been suggested

pollcemen may be partxcularly prone to over-rely on authorlty, to the

N

extent of a]lowung |t to become an organtzlng force in the:r !lfe sty]es.

Thus, they may become

~

in fact, authorxtarlans. o "

WIthout passnng Judgment on the merxts of thls c!alm, a standard

.

battery of "authorxtar:annsm tests“ Was admlnxstered to the offlcers in

\

order to compare the volunteers psychologxcal make-up w:th that of the '

controls, as wel1 as to statxstlcally control for the men s author:tarxan

oo,
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2_ 1éﬂ . A, Pre-test Results ' o

- Both experimental and control groups were given five scales measuring
general authorltarxanxsn, polltlco-economlc conservatlsn, ethnocentrxsm,

.tolerance of ambiguity, . and rxgldlty. In all scales, the TPU volunteers.

scored consistently and 51gn|flcantly lower than the control group, in-

dncat:nq a generally lower degree of authorztarlanlsm, (See Table lv.*)

On the basns of these scales, then, |t appears that the Model Cities

_Team was in't ally less apt, to submlt to or use authorlty than the confrol

'group, less concerned with power and "toughness." Team members were, for

T o »ithe most part, more llberal than those selected to represent the rest of
Further, they were less preJudxced toward outgroups,.-

'Athey were less llkely to reJect persons for racnal polltlcal or religious

?jin""'- purposes. Since- the TPU group scored ssgnlflcantly hlgher on the tol-‘

erance for ambxgu:ty scale, they appeared to be more able to tolerate

-vagueness, less demandlng of clear-cut gundellnes, and more able to make'

e decns:ons under condxtlons of uncertalnty wnthout d:stortlng facts.

R Funally, the scores of the two groups on the rlgldlty-flexxbllnty scale

lndlcate that the team was, certalnly no more rtgxd and most lukely less

so than the controls.‘ That .would mean, hus, that the volunteers were

fﬁi* R probably more. able to adapt themselves to new cnrcumstances and changxng‘
qondttxons, and that the controls were more apt to be set. n thelr ways.

NFEy
, EIE R ;-
. w, ,‘:..k

et

B e :“" - *The publlshed general populatson norms for these tests are twenty

1 . oG N L

“years old and appear out of date. - No comparisons could be made, therefore,
between the two test g”oups and average cvvnllans. S e -

‘e




. Mean ' 78,2 . - W7
Standard Devlatlon 8.5 ‘ 2.7
' Contro! Samp!e7 o "
 Mean ~ ’ - 87.3 - 16.3
Standard Devlatlon - 1.5 2.8
'i ComEarlson : ' '

© .. Sample Summarles

.
S i
. [
¥ LR

R ".‘4.J)'”Qéi:=' o TABLE o

&

g
O X

« General

T AUTHORITARIANISM O

Authorltarlanlsm’ Conservatlsm

" Tolerance
of

-

Team Sample®..

Team vs. Control - o &
t . 2,64 AR
df . . ‘ o 35' . ' ..'. ., ’ . 35

<002 .‘ ;‘%_. <.|0 "

2 Ethnocentrism3 Amblqultxﬁ RIgIdIty§

 3' 1.2 < 53.3 6l.1
;- ;., . .‘, 3.8 ' * 1000‘

.

Y b7, 70.3 -
0 - 3. 7.3

S 5 21 2.14
35 . 35 . 35
e &L oooos <.05

e 1. Callfornia F Scale form 45. ,
<. . 2. California PEC Scale form 45. .

- **3, California E Scale suggested final form,
C o Budner Tolerance of Ambiguity Scale,
: v'jz_v."5.~ Gough~Sanford Rigidity Scale,

Teqted October 9- ll 1970.

6. Total of seventeen officers selected as Team Pollclng Un%t members or alternateso

7. Random sample of twenty patrolmen drawn from opefatlonal units of Holyoke Po!!ae

bepartment. December 2, 1970,
o / o
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- B, Post-test Results

The scores from the authorltarnanlsm scales were analyzed in the

(-
$ame manner as those from the police role questlonnalre. As Table V.

indicates, the TPU scored generally less authbritarian and more tolerant

| 3

than the controls in the post-pro;ect admlnlstratnon as in the'in;tlal

'testxngzphase. leferences between the two groups were less marked in

the second administration, however, and on the tolerance of ambrgulty

scale thls dlfference became so small as to be_statlstlcally non— .

‘S(gntfrcant. Examxnation of group mean shifts shows no s:gnlflcant
s )
changes in either sample, except for a fannt ifcrease in the controls

'-general authorltarlanlsm mean and a dlStlnCt upward movement |n the con-

.trol sample s tolerance of ambxgunty scores, toward the level of the TPU

I

‘scores. ]

R e

o For the sane reasons as. lndxcated for ‘the’ pollce role scores, the

;;meantngfulness of the control samples was questloned and attentlon was

shlfted to individual changes among nembers of the Team Poltc:ng Unit.

R These are summar:zed in Table Vl. As’ thlS dlSplay |nd|cates, team members'

' scores shlfted downvard on both the ethnocentrlsm and tolerance of amblgu1ty .

Cav . T

cales, the latter qute sxgnlftcantly.

’*. The team s decrease tn ethnocentr|sm scores, wh|le strong enough

[ “~ .

only to lndlcate a trend suggests that TPU offxcers were sltghtly less lj

e R

preJudlced 1n attltude toward mlnorxty ethnlc groups after partncnpatxon
H

ln the project than before. As such |t suggests a degree of success jn

~ the accompllshm°nt of one of the proJect s aims, that of communxtv ln~‘

3\,"°1V¢m?“§3 By work;ng closer wuth Ward I resxdents, TPU offucers seem
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‘fy e . lnte11lgent than-average cltnzens and that the men in the Model Ctties

R Tbam, as a group, are more |ntell|gent than the remaxnder of the de-:

p ﬁféa’_',pantment.

. AR ..
[ | .
i ., o i
Sy .
» oo .
i .
(' .
e - ..

.+ N4, Authoris sample of over 136 000 testees selected from general
pOpu!atton for standard:zat:on of nstrument.:, : e

v-19 - ,‘:-'f’ / ; ? 1v<20 : ,A.r“‘/ .
; . to have learned to be a bit more understanding of ethnic differences. . : | TABLE VIE - - . .
On the other hand3 the decrease in team members' tolerance of INTELLIGENCE
ambiguity scores suggests a less successful conclusion. A decrease in . ) . .
’ 1
- tolerance of ambeU|ty implies Iess ability to deal with vague]y def:ned * S . t.0.
e . - .+ - Sample Summaries .
sntuatxons, Iess oF a preference for conditions requiring self-relnant | o 2 . i
| Team. Sample o -
smprovnz tion, and a greater need for external definition. It would seem, | o .. Mean o S 116.9 _
T ' " ;- . T+ Standard Deviation - 15,47 .
A then, that the attempt to build self-reliance skills through the decen- P ° ' 3 - !
B N | - ' = . Control Samp1e :
s tralizedfteam organizational structure and the concept of generalist- o S .. Mean . . : o ,~107~2 ~
’ : - Standard DeVIatxon T 7,02 | N
Spectaltst was not actualized, and that, tndeed the opposnte effect oo, - N T RN & e
. - A - General Populat;on . i A SRV -
occurred The data on offncers’ attstudes cannot, of course, yxeld any : L . Mean - : "
. R R e RS Standard Dewatxon ) )
lnformatlon as to the reasons for thts fatlure, whuch is. dxscussed in S TRt o ‘ v S .
: : L ‘ o Earlson '
o;her sections of this report. A AR ' T WA e .
f ' ,' N . I T ST e e T e ; .} . ’. . Team VS. Control “ - -
Iv. INTELLIGENCE T L df B A B B
f"“; To control for factors lnvolv1ng verbal sk:lls whxch mught account' 5 e e T U o TR L LT LT
Lo : . v S a7 Team vs. General el R o -
T for the performance of the team, a general 1ntelligence test was adm(n- . I T A AUC IR < : R 4,351 ‘
'~ GO e e T 6,000
; istered to the experlmental and contro] samples in the pre-test phase S e L TR T .,)fg;kz“ﬁ';f<.000§ -
| -'only. As lndxcated in Table V!l, both groups scored s:gnifxcantly ‘ j:}_ L -~ 7. Control vs. Generai' 3”; };;_vi':f;lésgfio L
R higher ‘than the general p0pulatnon. Further, the average antelllgence UL P IR | _;J;.n;{.ﬁffﬁ_r.;-l;1l%gsggo+_ L S
; " B . N . - ,i.t_;_" = “:. p.. S . A. ‘ : . k‘{';‘ S - .R ~* . - » : . vl; N ".’
quotlrnt of the Model Cltxes Team was s:gn:fxcantly hlgher than that of R RN L ' e " R
. the controls. The mean !.Q. of the team was 117, wsth a range of 93 to-‘ L o ST ' ST T e Lo
R l. Lorge-Thorndyke lnte]!agence Scale. : fos L
147, whn]e the controls ranged from 78 to 136 w:th an average of 10%. . SR IR ' 2. Total of seventeen officers. selected as Team Polnc:ng Un:t members
- "‘-" g s or alternates. Tested October 9-11, 1370. ' .f
A Ue may conclude, therefore, that Ho]yoke polxcemen are general]y more R . 3. Random sample of twenty. patrolmen drawn from operatlonal unlts of -
. : 'n._;j .~w"Ho]yoke Police Department, December. 2, 1870.. s -

Y
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. . V. GENERAL MéRALE

Individual, informal interviews were conducted wnth officers of the

Team Poiicing Unit throughout the course of the project in order to gain

some |nS|gHt into generai morale and the officers preference (or lack

: h°reof) for the team poi:clng mode. The concius:ons vhich foiiow are

necessanr]y.generale vague,-and inexact. They are beiueved to represent

nevertheiess, a “fairly accurate generalized picture of_TPU morale.

invoivement aspects of the TPU. They found close cooperation with com=

'munlty reSIdents to be not on]y 1ntr|nS|caily reuardlng but. usefui inh

xr‘-\—‘ R -

o facailtating the police task As one. offxcer put xt, "Back in the old

: "and go inside until I had passed. It wouid be impossibie to'éet anyf

Now they'li stay Out and talk whnn 1 come up

to them, and every now and then someone wuil volunteer a 'Hl.'"

.information out of themJ'

. - .

stated '"i used to be cons:dered nothlng but a plg by these people.
-:i ;Slnce we ve had the TPU, when l go down the street it's ilke i'm the
Theavywelght champion of the world "' i, '

e ;3 S Other team members expressed thetr feeilngs |n different ways, but

ARPERPO I .-thenr reactlonS'were aimost unlversaiiy posntive.

-

\ : .
thus:astic he was about hus contacts wrth res:dents.

Reactlon to the team s organlzational structure was sumliariy

-

BRIy positlve,,although not qu:te so unequlvocal.

Most team members verbalized positive feeiinés?toward.thexcommunity?'~

days when 1'd walk down the street peopie would get of f their stoops"_:
Another ;

"pollceman, exaggeratung the facts perhaps, but verbaixzxng his attltude,"

In generai ‘the more -

LTRSS

*an offlcer appeared to be invoived ln communxty prOJects. the more en-. ©

Most ‘men |nd|cated a i:[f;

T e
S , L e

Ty

_preference for working at their own pace}, without constant supervision by

" a sergeant, and almost all stated their approvai of'the freedom to follow

worked. e ;:',.J»';>f7‘§j~
v7poS|t|ve.

| 'than under tradltxona] pollcing methods.

- their cases beyond the preliminary investigation stage.

On the other hand, the men did decide (in a team meeting)lthat one

hﬁn on each shift wouid be, given authority to resoiVe‘disputes and to

redlrect team energxes uhen needed. Some of fhe TPU members interpreted )

-

thls as a faliure of the situational ieadershxp concept and hence a fiaw ,

5

in the-democratic organxzatlonai structure. 0th°rs, however, felt that
the'ineidentvmereiy reflected a need.for some method of handiing the
‘proBiem and that any of a number of alternative arrangements might have

Expressed attitudes toward the project in generai were mostiy
TPU offxcers were enthusuastic about partnc:patlrg in an ex-'
perimentai prOJect, and - they felt their work.was more pieasant and easxer v

They enJoyed the recognltlon

they received from the communlty and the press. They organized speciai‘“
projects to promote :nteractlon w:th Nard l resxdents (dances, sports
programs and contests for nelghberhood chiidren and teenagers, etc ) and

took prlde in the response level "and newspaper coverage these prOJects

As noted eisewhere in this report, ‘the team! S recorded suck

recesved

leave" usage ‘was much iower than that of the'remainder of the department.

Aithough moraie was generaiiy hxgh there was ‘a negat:ve aspect to "

team operatlon. Most men felt that the extra work requxrements of the

team (i e., tralnlng time, voiunteered tnme) lnterfered w:th the amount4

)




-
«

:“ their incomes were adversely affected.-

team membership gave financial hardshlp as their reasohs.* The remalnder

of the team expressed a definite reluctance to continue into the second
.?ear of the project without addltlohal;compensation.*é

Aside from the-two lssues of money and.dISpute—settllng authorlty,

-

however, morale in the TPU appeared to be excellent, and the men appeared

to prefer team Operatson to the tradlttonal mode of polncxng.

V. roncwsmns

T -
- e

fv The results oF tre prellmlnary examlnatlon are not ﬂncon51stent wrth

what one mlght have predlcted about men who would vnlunteer for thls EX?A

,

producnng and at txmes xnconsxstent.

perimental polxce proJect,_ Any annovatlve program w;ll be anx1ety-

Adjustment to such conditions

requlres speclal personalaty characternsttcs, and :t should be,no sur-"
prlse that those who volunteered wer's more flexzble and more able to ‘SN
COpe w:th amb:gunty than most Holyoke polxcemen. leew15e, the programn

stres ed group decrs:on~makxng and decreased emphaszs on tradxtlonal

.channels of authorxty, it would seem only natural that the offlcers who' :

jo:ned the team would be less geared to the machlnery of power'over

people. ln a sumllar manner, no secret was made of the fact that the

team would operate in a d:ffxcult area of the clty, deallng extensnvely

L. h. . g .
WAl . 5
.

.
. e R o C .

*Whether this was in fact the complete reason is open to question.
. Another officer who was reputedly in similar. financial difficulties did
not quit. Further, there were indications ‘that clashes of personalxty

and style ‘may have been umportant contrlbutxng faetors. SE

**The team was ln fact contnnunng wnthout addltlonal compensat:on“‘,a_

however. R TR

of off-duty time they could devote to part txme employment, and thus that

-The two officers who relunquxshed

ST e - poss

-'lvf~ el B ffucers

”~,' e i : f'l' r “kit should be noted

o with minority groups, and t d
. : . . ered were
- enforcement would te expected. 'Consequently, those who volunte
[} : .

hat somethnng other than purely mechanical law

less concerned with'law enforc

’

. less PFEJUdlCEd and

R ' than the average Holyoke officer.

<L *

sent
o7 The results of the second admxnxstratlons however, do not pre

First, the control sample appears to have been

such 3 clear-cut plcture° |
rse of the prOJect, thus elnmnnatlng the

the recorded changes in TPU

' All

- Lo contam(nated durxng the cou

|b|l ty of valid comparlsons. .Second,
in-
scores do not all poxnt to an unequxvocal conclusxon.

: evels on
dlces “of chanoe are very weak barely reachtng ssgnlflcance i

»J’1T R E . Wlthnn thxs framework of weak

only four Of the seven mstruments used.
| ft Cf. t n tive Shl ft
:' lndlcators there is a pOSltiVG ‘Shl lﬂ a lVl y & d a nega i

’ ’

LT ety oo ‘to ;ndxcate a degree of

‘QV':' e In ethnocentrxsn. These two trends would seem
nent of the Team Pollcxng

-~
T
oo
.
Xrs

ﬂsuccess_for the community lnvolvement compo

R y recorded (somewhat stronger,

PUARET Progect s goals. On the other hand; the |
o lxsm levels would tend to temper

- ;d:el 1 :t ,but stcll weak) lncrease in TPU forma

Lo aken in con-
ST e the pOSSlbllnty of complete, though mxld success. When t ' .
L ’ .
: A 'junctson with a decrease in the men 's tolerance of amblg i

o suggest a degree of fa|lure

Y scores,

I

in realnzation of

thls change would seem t
ro;ect.a

- "Tb g the democratlc organizatxon subgoals of the p

ar
Any judgment of the Holyoke Team Policxng PrOJECt s success‘ N“.
text
fallure in changxng offlcers att«tudes must be taken in the con

.
.-

A ' * ’ © e B -
" . -~ P o = ' . ,

in th:s context that changes in the rema:ntng

(i. - general authoritarianism,

;‘_would confirm the conclu51on of faulure xnu
lzataon. :

';' 5: tee authorltarlanxsm scales

ement aspects of policing

conservatism, and

were nevertheness unani= -
des) which

the area of democratnc organ‘ {};



" ¢an be ga:ned about off:cers attltude changes, therefore, the prOJect '

‘of overall goals. From the standpoint of feasibility testfng, the project .

" appears to be an unequivocal sugcess, as the TPU was established and oper-=

ated for ten months'without any great deterioration in the men's outlook
on their JObS or orlentatnon toward thelr cllentele. Given the departnent s

generai condition and level of sophistication |n the fall of 1970, thls may

be a very sugn:flcant accomplxshment As such lt must not be taken llghtly.

From the standpoxnt of testing- the demorratlc team model in greater
detaxl, howeyer, the project was less successful., An unforseeable break- - :
down inﬁexperimental design eontaminated the control eampfe and precluded-‘
the sort of comparlsons vhlch would have made the evaluation tru]y meaning-
ful.. The resu1t4ng experlmental group scores show a non-representatrve
sample of offncers responding posxt:vely (t.e., in conformance w:th pro-

ject goals) in the area of communuty |nvolvement and negatlvely in the

" . area of democratlc organlzatlon. ln &t much as, any detalled lnformatlon

appears to be only a tentatxve, partlal success.

)
-
t B
]
]

"PART V

. PROFESSIONAL EVALUATIOM

i. INTRODUCTION

- . One of the criticisms commonly accruing to community-oriented policing;

-

,programs re!ates to the partlcxpant offtcers suppocedly becomlng so en-

‘amored of the "publcc relations' aspects of the JOb that trey neglect thelr

other duties. While it is often admitted that such offlcers do develop
rapport with their clientele, they do it, we are.told, at ‘the e;penSe.of-'

the crfme control function. This project does, in fact, call for a dis~-

:tnnctly dlfferent style oF polxcung. lt urges the”importance of order

-

. maintenance, but it in no way negates the requurement for preventlng crime -
.or detecting and apprehending offenders, ~lndeed thlS program should en-
vhance such efforts sxnce the Model Cltaes area cntlzenry will hopefully

- Increase their support of the pollce as a result of thxs effort.

Slnce extstxng statlstlcs were ﬂnadequate for the obJectlve measure-

ment of the crnme control effort |n the experlmenta] area (Ward 1) and

} the control area (Ward Il), another technxque for Judgtng the team s pro- '

' fese;onal-competence was dev:sed. 1 LT e e

- 11, METHODOLOGY _

lf an evaluatxon of the team's, collectlve professxona] behavior was

" not poss:bie, the consultants de.:ded that a revuew of thenr |nd|vsdual

activntues by personal observatlon mlght be the next best avanlable al-'

ternat|Ve. To gtVe additional credence to the evaluatlon, the. consu]tants

brought together a group of pollce offncnals for the purpose of formung

¢ Co. o : .. P e } L ] N v e
PO N PN . N - e o ry, he . L@ B 3 PN ..




N

.. . team members

.',- ', ‘ L y : . ) "v..z ..‘

r

-the Professional Evaluation Panel. The panel consisted of:

. - James H. Crawford Lo v
.. Chief of Police ) L s
B North St. Paul, Minnesota EE
Charles R. Gain <. i
Chief of Police T o D
Oakland, California =~ ; L

. 'Robert M. lg}eburger:
- Director of Police
T - Dayton, Ohio

.f Vincent G. Swinney . N -~'r; oL
» o .7 Undersheriff ) _ . S
.w - 7 Mashoe County, "‘Nevada ' ey

> ‘ : ’ - cc. Ee weSt ., . . .’: . ;i_ . . } .;'_" . L
o ‘e 7 Chief of Police : B
R :Hiamlsburg, Ohio-

concern:ng the problem. They were |nstructed to utlllze the:r profes-

s sfonal expertlse |n evaiuatxng the observed offlcers' skllls in patrol

activ:t:es, trafflc acc:dent lnvestlgatron, and prellmxnary case in-

Vestlgatxon. Slnce the maJor lntent of the study was to evaIuate the

performances versus tnose of the off:cers worklng trad1t|ona1

assignments in the Holyoke Po]nce Department the evaluators were asked to

team members

focus thenr comments on any dlfferences noted between the two groups.:

After the brlef:ng, the panel members went |nto the fleld to observe |

officer performance.

panynng individual . offlcers in the performance of thelr dutles.
\ RN
“most actlvsty involved e:ther rndxng or walknng wrth patrol offlcers or

Each evaluator spent From one . to two hours accom-

Whlle f'

other tasks were observed

’ v

, Each panel member had subJects

i
‘
[
*
"‘ y3 I(Ii;"

o

The group arrfved in Ho]yoke !ate ln Aprll of 1971, and was brlefed o

.y

as

from the team and the regular department, so they could make

?comments: T ffi~1 .,J_j;_"

ST officers’

V-AB o .. . | . .

. -

o’
.

individual

.
PR
. .

comparisons.

'The panel members were then asked to submit their findings to

wt!ting. v - ‘A- L.

Finally, the panel met for a debrieflng and their genera] 1mpressxons

_were offered to the consultants.,

¢

-

bl PANEL CONCLUSIONS -

‘Twenty separate evaluation seSsions'were held and while there was

some overlap due to the fact’ that only a l|mxted number of team officers

' are on duty at any one tlme, the panel members dnd offer the foilowlng

S .
-

1. Team members were far more xnterested in their patrol respon=
' - sibilities than were the other officers. While neither group
_seemed particulariy-busy, team members; at -least, seemed to }
- attempt to deal wnth problem c1rcumstances. :
R Whlle neither group, with one team member as an exception,
- showed the 'skill to engage actively in the .traffic area, .
"the -team members seemed better prepared to cope thh the problem
of accldent |nvestxgat|on. . R C e .

3. There was lnsuffnc1ent actxvity to make any statement as to

skill in the investigative area. Officers from the
S team seemed to have more knowIedge of steps in the |nvest|gat|ve
- process. ' i '

There was no- question that the team officers had more to offer
" .and were willing to do mors as police officers. " Against an

. absolute standard,some officers in each group left a great deal
: 7. - to be desired, but the team offlcers generally performed in a e
- gLl much more sat:sfactory manner. B = S

SR . : A R

It should of course, be. reuterated that not every offlcer was ob= '

-

' served; and even where‘observat|onsoccurred, they were brlef, 1) there Is




1)

.

a chance of bias insofar as the sample of those idterviewed and observed S

-

F ‘ . . . )
B . {

)

-{s concerned. T T

.contributed to the xwprovement of pollce service

Jnothlng to suggest a detervorat:on of the:r performanee

<factors doubt]ess fayorably conditicned

- o

Further, the team oFF:cers certatnly had more to ga;n from the evalu-

atlon and had the advantage of recent formal tratnnng, and both of these

the team members' performance.

o
!

‘Nevertheless, over and-above thesefadvantages and.

limitations, the panel strongly Fe?t that the team c0ncept obvaously o -

~in-Holyoke, and even..

though the team's ‘pubiic relat:ons" were important to them, there was

in the area of

+

in spite of sample T LS

. -

'erime control because of thxs stance.. Indeed the contrary seemed.more
.ﬁiikely. . 5 e “‘%_;'L_ ,” . : cet T T e R
. . . . . . . B L -
: : ; ' ‘ . W
- . N M e - )
. . . . Lo fe
. Lot S Lo SN )
H > * ", > T - S )
v ) B N o s ‘ B ¢
- . Cod b
|
. i

-y

.- and the results are presented herein. 75¥' l

P . PART V1 .

ADM!\RSTRATIVE DATA ST

A further meaeyre'of the team policing project's impact was made

through the use-of administrative data.collected by the Holyoke Palice
" The

'

Department in the regular course of monitoring its own activities.
number and type of conclusions which can be drawn from this source are |

fextremely limited by the gross defioiencies in the police department's

record-keepzng activities, which are descrlbed in a separate consultant s ;.

-

report.. Nevertheless, those records which were ava:lable were examnned

WORKLOAD STAT!SFICS

- .
"‘..

. EE ¢
Because of the deftcrenc;es ment:oned above, Very ltttle can be

sa!d to evaluate the TPU's perfornance by xnterna] admrnastrat:ve eri=

-

The department has noth:ng but the bqrest order-of-magnutude

teria.
"No before—after comparlsons can be made

indaces of its own Operat:ons.

In evaluatxon of the Ward { (TPU) work]oad because no pre-prOJect data

were collected and the data col!ected in the f!rst months of the proJec

LA

‘are vnrelzab?e. approx:mate exper;mental versus control

Only minimal,

»

.
-

area comparzsons, and no response time, offense-type, nor any other

+

statvst:cs beyond gross record numbers can be calculated because the o

data were either not collected or nncorrectly stored ance no_ record

~
[ -

—~—Ne5~kept of the~total~department workload only the. vaguest sort of

fﬂest:mate can be attempted to measure the TPU's proportlon of the work

t

’




!

k. performed by the Holyoke Poxlce Department.

R

Because dispaicher complaint records were not stored in a manner .-.
fac:lutatlng statustlcal retrieval of the information conta|ned there:n,
it was nmposs:ble to make a full-scale workload comparison between the

expernmental and control wards. Instead, three days were selected at

random from earh Ponth of the prOJect period, and all TPU and~Ward 1

(patrol lelSlon) case reports for these days were drawn from the files
5

to form a ten percent sample. The pexlod preced:ng January 24 l97l was

-

omltted from consideration as anaccurate (no reports~from Ward I'l and

only two submxtted by the total patrol lelSlon were found for the four

"_days sampled in December and early January), and the remalnder were

'analyzed as summarized ln.Table I, As shown, the TPU reported act:vuty

re - . . T e e -

TABLE P

~‘w./.

'ijf_ ‘47 OFFICERS' REPORTS FOUVD FOR SELECTED DAYS

T

A Sample’Summarles

. . "le .TPU ; ' ) -
% oo . Mean - ll.9 re orts per da
- * . Standard Devlatlon _ 4.3 P P Y
N 2. Control Ward : .. RN T R .
Mean L i{6fre orts"er d T
‘Standard Devnatlon . '-~98'&? Fem ay‘_. SR
s ‘“ B. Comparlson ; . - ’f.ﬁ,:;ﬁf};faﬁ;"“i D .fl
::v Teoa zp “ -. <.0OOI " ) o "-,‘:‘ ...

-

o akans L T SR o o CL
;. on about h.6 times as many cases-as did those patrol division officers .

‘assigned to the control district.

! v:sion;

Record audit estimates indicate a

vgeneral department-wide consistency between report. turn-in and dispatcher

card issuance during this same time period.

Durlng the perlod December 7s 1970 through. July 31, 1971, the dis-

RY

patchers recorded 8, lO6 requests for service. Of these, 2, 750 were

assigned to the Team Pol:cxng Unlt, leav:ng ),356 for the patrol di-
Dur:ng thns same perlod, the detect:ve bureau recorded L, 063
cases, - 1ncludxng consnderable overlap wnth the patrol lelSlOﬂ. The
trafflc and crime prevention bureaus dld not record thelr'workloads.
Slnce ‘even with an overlap, however, the detectnves recorded only k, 063
cases, s:nce the function of the trafflc bureau is to xnvestngate only '

hit-and-run and other serlous accxdents, and sxnce the crime preventlon

bureau |s supposed to conduct in- depth xnvestxgatlons on the most serlous

~cases, lt would be reasonable to assune that-the total number of other-

wlse unrecorded complatnts lnvestugated by the detectnve, traffic, and

crlme preventxon bureaus dld not exceed the number of patrol division

.
-

' requests for serv:ces recorded at the dlspatcher s statson.

'Thus durlng the elght"month PFOJECt operatlonal perxod the TPU
handled 2,750 cases for an average of 343. 8 per month and . ll 46 per day,

whlle the- total renatnder of the department handled not more than 10 7l2

cases, or 1; 339 3 per month and 4& 64 per day. In other words,,the TPU'

R

actavntles accounted for not less than.approxnmately OHE-flfth of the -

departmental workload.

#Number from TPU records, whlch appear lnternally consnstent and in
accord with |ndtcatxons from general departmental reports. . CL

Co e
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e The Team Policing Unit is assigned 13 men. including its commander, i . e .
’ . . The |mpltcatsons of these rates are, not as clear-cut’ as might appear
o a captain, ' Its average monthly caseload per man, therefore, is 26. hh . :
: ] ' at first glance. ince data for a prevuous similar pernod were not readily
The Ho}yoke Police Departnent personne] roster llsts 101 non-TPU offucers ,
available, one cannot deflnltlvely infer a cause-effect relatlonship be-~
N of rank captaxn and below who are assugned to patrol, traffic, detectxve, o . o .
' . . . tween team participation and reduced sick leave usage. In particular,
-and crime prevention bureaus. These units' average monthly caseload, , ' . - - ‘ ‘
- o L . "since the officers who volunteered for team membership demonstrated them-
therefore, ‘is no greater than 13.26 cases per. man, approxxmately one-ha]f _ . . . ‘ o
' LT : : selves in other respects to be exceptional policemen, it Is entirel
~that of the TPU. ) . EE prienal P - !
‘ _ ¥ . o possible that they may have been atypical with respect to sick leave
S ' : . R Ii. SICK LEAVE USAGE .- :fv.' : LT R usage. -
Records of each Holyoke police officer‘s exercise of sick leave - T ‘ S T '
e ; “17;‘}? c - HIL. CONCLUS!ON
o were obtaxned from the chief's offuce, and a compar:son was made between , : S e
- S : - Data collected by the Holyoke Polace Department for norna? adnlnls-
<  the TPU and the rema:nder of the department both as a measure of group . . ¢ . ,
e g : : ‘ "tratlve review are very sketchy and permlt on]y the vaguest and most ap- -
- morale and as a suggest:ve, partlal index of JOb performance. The re- ’
I ' - - .~proxrmate conc]u510ns to be drawn about the efflcacy of the Team Polxclng
celd T sults, as shown in Table ll demonstrate that whlle there was much vari- :;\,} : i
SR ‘ SR Unit. From the data which are avaa]able, Jdt appears that the _TPU: (1) has -
T atlon from man_to man in both groups, the rate of usage by feam members R : . 3
‘ - - e - a much more act:ve assngnment than the patrol le:Slon has in the control
- Is sxgn4flcantly and unequnvocably lower than that of the remaxnder of - - T R LI .
L T N ‘ ward, (2} accounts for a large proportxon of the total pollce department
the departnent. _ ‘ - R PP . ,
T ' . TABLE 1 g Tl el ' » ,workload, and (3)° has used much less of its sick leave allotment sug-
. o SICK LEAVE USAGE ot :ﬂ . ';gestlng better morale than in the remalnder of the departmentt i: h
v T January l to July 31, 1971 e | ' L | ‘
. ? o Team Offlcers | Non=Team Officers ' L : o -
B Total Days Used N }’_i~f;?hxl7ti¥;f; Sl By o S Y " ! ) e
4T . Mean Days Used (per man) ”.3077-' . “ 1 h.2680 e PR
. * \ . e U § 4" i . .. " - : X '_ . : t: n X
. {Yariance :’.K, ".f7 4#37 L : 20.4436 . R . ~ -
}g-qi ) .,kj>;~ Standard Deviation ‘ : .7283 - :‘, 4.5214 Do 3 e n o
M e T e R T RS i . ,. : . o < -
L A df i S S S I - s}»/)‘ ; - .;; *.' . ; ;
S R | ; R i S A .
| . " - i v R ;
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SUMHARY AND RECOMMENDATIONS o SO .. e f;" k . since the beginnlng of this evaluation with the team starting to collect
. . _ o S . g i o = useful lnformatxon, but although there have been several attempts to get
- As is so often the case in the evaluation of soclal phenomenon, S . .

a data collection program for the entire department of f the ground, there

-

team polnc:ng cannot be. adJudged either a success or a failure thh the Do
” R "~ {s no reason for expressing satisfaction in this area. Until such nfor-
degree of precision desired. The bulk of the evrdence certaznly supports T o , . . ’ : '
. ) ' mation is available; the team‘s efforts will'always be suspect. The argu-

the concept as 3 viable approach to urban policing. Measures of communtty o
T : ' ' - ment wnll be ‘that the reason for the |mproved service is the fact that

oplnaon xndlcate-that the public served by the team are generally pleased R : .
' - addltlonal resources were ‘given to the area. "Give me that many men and

with sts‘performance. The offlcers assxgned to the unit seem to be o W el "
T - e R, - ‘ that. much eqU|pment and l can do an even better ‘job"™ lS the cry. tn the

“better motivated toward their jobs, and whnle it is still uncertaxn v . e
. AT ‘consultants opinion, the team is more effxc;ent and more importantly,

whether the internal mechanisms governlng the operatlon of the team are , . . -
' o more effective than the remaunder of the department because of its unxque

funct:onlng in the destred manner, the team seems to haVe survuved the : IR oo
j - PRI o ,organ:zat:onal form, but this cannot for the moment be- proved even to our
uncertannties and 1s nalntaxntng an accepted level of admlnlstratlve e R . L : s - - ST
A A A T ‘1sattsfact\on. o BT -
'efflc1ency. A panel of police professnonals found promlse in the gener- ‘ B : Cot T e ' '
: AT A ) The second ma;or dlfflculty whlch defxnxtely cond:tlons the team s

allst approach to line operatlons eSpoused by thlS organlzat:onal form. : H::*aifa i .
B e e obv:ous successes is that of unter-organuzatuonal confllct. |f the TPU

»
e

Therp can be very lxttle doubt that-poltce servzce has markedly 'mProved . e

L

R S for the mOment, can be viewed as an |ndependent entxty, xts relatnons
fn Ward l SInce the 1nceptton of team poltcxng.. S ,;ﬁ'gp,,‘f -"M“'f o - U
= ' . e e e ",wlth the Model Cities program, and partxcularly with the rest of the

- On the other hﬁnd there are one or two nagglng problems that dxs- o e oo _
‘ ‘ : o toe pollce department, have at ttmes been severely stralned.. ThlS by no

: suade the consultants from offerxng a completely favorable report. Prl- e
Lo ,means |s solely due to the unnt s actions. Each group contrlbuted to

' mary among these is our inability to compare the actnv;ty of the team’ o ol R : : .
O O R the problem, and there is some conflsct |nherent ln socxal change. - How-

.versus the pollce actavuty carrued out in the area prlor to the lntro-" S . S -
e I ' ever, the |nter-organxzat:onal chaos related to th:s PFOJGCt was so

ductnon of the team and further, our lnabnllty to compare the workload R, : -
: S monumental that it needs further study.; The consultants do not-feel

statlstlcs of team members and other pol:ce offtcers. As has been noted

that the problem stems from the concept, but ence agaln, provnng |t is‘.

earller in this report, this shortcomlng is ent:rely due to a [ack of B Wl L . .
S another matter. . Lo

ful departmental actxvntz data. The sltuatlon has |mproved somewhat - o RN PR R R R REE S " B
oy e S L Hlthout these two questnons the consultants would offer the ‘team :

-----
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. "policing project as an important .success, but due to many problems

associated with them such an endorserment. is not possible. lInstead, the

evidence suagests only a cualified success.

.+ There is certainlv sufficient favorable data to urge a contxnuat:on

and even an excansion of the conceot, but stil11 on an experlmental‘basis.

. New teams can and should be established with an eye toward further
examination of police and community relations and the internal operations
of a team, but before moving into a new phase of the program, Steps must

be'taken to drastically improve departmental mct?vity reportfng. Wfthout»

"this form of data the - evaluatlon wlll be 1ncomp!ete a year from now or

ten years from now.

~°. . Second, the various.organizations having an interest in the project

must ‘be brought together on a regular basns to dxscuss prob1ems, and in-

’

-

ternal mechannsms must be establ:shed ln the polxcn department to guarantee

smooth accurate, and rapid communtdatxon between nt and the team or teams.

Flnally, the recomnendatlon calls for the further experlmentatxon

with the concept. lt is therefore necessary that a careful evaluatnon be'

buILt into the contnﬂmatton of -the pro;ect. lt should be remembered that

this pro;ect prov1des the cxty of Holyoke not only with the very |mportant-

opportunlty to improve its police serv:ce. But |t a!so prov:des the op-

v

portunity to !ead the natson in poltce organlzatlonal |nnovatxon. Both

[ . -’

tasks are only partxally complete unt:l the exper:nent is completed

-
R | . . 8 . . - " . . . R . -
A i . “ » DU v SR N . . v i
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By TOM SIEBERT

LAKEWOOD, Colo. (AP) —

When Pierce Brooks took over
the police department in this
_brand new city of 100,000 a
little over a year ago it was
already’ known .for a unique
combination of experimental
programs that had come to
be called the *“Lakewood ap-
proach.”

There was just ome thing

wrong, says Breoks, Most of
the radical ideas weren't
working.

Agents of the Takewood
Department of Public Safety
were “‘generalists,” function-
ing simuitaneousiv as patrol-
men and dGetectives. In a
single shift they would cover
everything from traffic acci-
dents to {elony investigations.

The 70 men also worked
under a system of par-
ticipatory management, with
just two field advisors and
Brooks over them.

And the agents had  per-
manent assignments 10 one of
four geographic areas in the
36-square-mile city. under a
team policing concept.

All that has gone out the
windown,

. “I'm not quarreling with'
 the jdeas,” -says Brooks, a

policeman for 24 years and
a former assisiant to ihe Los
Angeles ‘police chiel, *But
there are too many probiems

e R Lo L LT NV U PN

- ————— b

SECTION THRZE

SUNDAY METALD TRAVELER and SUMDAY ADVERTISEIR. AUGUST 28, 3972

- -

1 |

in organizing a department
for a
unrealistic methods.”

There'safull~{ledged
detective bureau now,  the
department’s  organizational
table reflects a traditional
military-styte chain of com-
mand, and assignments are
frequently rotated.

As a ‘“generalist”” each
agent was expected to handle
all .except major cases from
start to finish. But the result,
Brooke s2id, was 15 diiferent
agents working on 15
burglaries, not a very ef-
fective method since most

burglars are the same sort of

people.

“It just does not work. One
man can't patrol, talk to peo-
e, answer calls lor
wreistance  or crimes,  and
- »n do all the followup too.”

Participatory management
and team policing also proved
unworkahle, because the
combination of set beats and
a lack of middle management
sometimes. resulted in-ho one
being available to - answer
calls for assistance.

“Peopie would call in for
their agent and he would be
out on a case. They'd ask for
someone in charge and the
field advisors would be out
too. Sometimes ‘the director
was the only guy here.

“We respond to aimost any
call. if a guy compiains he
didn’t get the 40.000 miles
guarant-.. ! oo his fives, we'll
go out a«l ik to hm. I

city this big to ov.

a lady brings an 11-by-12 rug -

home and finds it's a half-foot
shorter, we respond. We want
it that way.”

Even with all the changes
Brooks has made, hawever,
the Lakewood department is
still far more innovative than
many of the nation’s police
{orces.

The agents, and their field
advisors, senior {ield advisors
and agents-in-charge, continue
to -shun brass-buttoned blue
serge uniforms. The dark blue
blazers they wear have given
them 'a unique community
image from the start, acting
as a bridge, where the
uniform might seem to be.only
a badge of autbority, says

- Brooks.

Every man hired has to
have at least two years of
college, and must work to
complete his bachelor’s
degree in a reasonable time.
Once -3 year a recruit class
composed of just college grad-
uates is launched.

'5
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~ New police mainods didn't really work
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Pierce Brooks, left. director of the Lakewcod. Cdla.,
Department of Pubtic Sefety is shown witn two of his

blazer clad agents.

In addition, written promo- .

tion tests thave
discarded in favor of in-
tensive screening by superiors

and business management

professors irom a nearby
graduate school.

*Poor seiection and pro-
motion procedures have given
police departments - a black
eve.” says Brooks.

He  destrmibes  Lakewood's
seiection  procedures, which
have just whittled a group of

more than 30 college grad-

- —— ———

been

uae appiicants down 0, a
class of 18, as among the
toughest in the country.

But the director, who has
completed work on a masters
degree in public admiris-
tration since coming ta Col-
prado, says he is.convinced
the standards shouldn't be
compromised, despite the fact
he is “sometimes hiring in
compeut:on with the ¥B] and
daspite the jow starung salary
lor degree seiders wphout

(AP Pho'e)

poiice. experience, S0 a

. month.

Brooks saty: he. has no
regrets about - having throwm
ou: other racizal ideas the
depariment siarted with

“1 like to sav Lakownod is

the way police deparments
should always have been.
The woré trad:iticn 5 deceis-
ing = I suil want my azen:s
10 out burgiars and holdup
men o jau. That's wnat
counts.” :
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