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PART I 

I NTRODUCTI qN 
• 

. 
Ie' H LGHL I GHTS OF TEAM POL) CE H I STORY 

~ 

. The first' r~ported experiment using the group approach to policing 

called "team polici~gll was initiated in Aberdeen, Scolcland
l

, in '946. 

Samual G. Chapman ,reports an this ?pproach, in the recent edition of,' 
• 

Hun t c.i pa,1 ,Po 1 i,ce' Adm in i s t ra t i on. ,-,,-----------, 

: 
,. . ' 

" to: .: ... 

" 

Team ~~licrng call~d fo~ the dissol~tion of tra­
:'" di,tional individual beats, and the areas covered 

, by them \·,'ere organized into large distrT"c.ts. A" 
'. team of from three to nine co"\1stables"(tli'e n,umber. 

, of men depending on the tlme,.of day) was assigned 
. to patrol each district. The scirgean~ in charge 
of eac~ team was given great discretibn in choosing 
the meShod of patrol as well as deciding where the 
ava!labl'e ro:n ... /ere to be posted.', It was a highly ... 
fluid, 'flexlble patrol scheme whose·success seemed, 
linked to team spirit, the evaluation of· data ,from .: 
police reports of the recent past, and the sergeant's 

,Imagination and ability to assess current: needs for,-
. ,police service.. On' January 1, 194!!, ~he t'eQm policing 

. ' . ,:: . 

:. . . ' .. 

-.. ' . 

" . 

.. 

.. 
" 
...• . , 

" . 

~ ~ ... 
• ~ 0. 0 , .. ; • 
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first major impetus to the implcimentation of,the concept of team policing 
" . , 

In United States pcli.ce departments by recommending its own version or the 

Idea. The recom~endation involved placing three levels of police officers, 
, 

agent officer and community s~rvice officer, in an area of an urban police 

jurisdiction under the command of one supervisor and charging the super-

visor with the responsibility for providing p~lice service tn the area. 

The agen't-officer-community service officer I-ecommendation 
made in this chapter has not only·:the improvement of the 
quality of police personnel as its objective, but also a , 

, cbange in the way the police work in the field. The con~ 
cept, I,oJhich might be call.ed "team po·l icing," is that all 
police work, both patrol and criminal .investigation, in a 
given number of city blocks should be under unified com- . 

. ·ma.nd. A IIfield supervisor" wout'd have under his command. a 
team of..,agents, officers, and communit'y service officers •. 
The team would' meet at the beginning of a tour ·of duty and 
receive a' briefing on the current situation in the neighbor­
hood--what crimes were unsolved, \o/hat suspects were wante9 

. : ... 

.. , ... 

, , 
, , 

, t 

. ': system \'/aS extended to cover the ent'i, ~e "ci ty. 
,0 .. e. 

' .. ; .. 
..... :. .. .... ,,' 

. .... . ' .. : :.:.'. . . .. . :. .: . . .: .... 

for questionrng, what kinds ofstolerl goo'ds to look out for, '.' 
what situations were potentiarty troublesome and so forth. 
On this basis the members would be~ss.i.gned to specific' . 

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

. ','" . 
" 

- , 

·An.a:r.~ngement similar to that in Aberdeen was imple~nted in Salford~ . '.. . '. 

£ngla~d! i.n 1950" and a number of other exp~riinents involvT"ng modi fi cat ions 

, . of this approac.h have been' tr,ied: in England since these first eff.·orts~ 

.'~ ', .... 

. .. ..... ;'" ... 

.... ..... , In. 1965, Tucso~, Arizona,' was the first major city .~~~ the U~'i~e~:' . 
,"' .. 

: . .:~ .. . .; .. 
.' . 

. '. 
,'. 

, , 
. 
.~ 

.. 

.. . . . . .' .' '.'. .' ... ': . ~ ". '. 

S~~tes. to adopt;a form.of team policing.' Richmond~ Californr~, implem~nt'~d 

:a modified ve~sion' of"~he Tucson 'pia~ i~ 1'96.7." Both of the~e ·plans'wer~,. '.~ . 
.. drastically modified versiqns of tHe Aberd.een'~at·rol pl.an: " 
; .. '... . . '. '.,' .. 

...... ' . " 

. , ' 

. ' ~:: '!!!! Chal~enge' of Crime: l!l!.~:Societ'l;· the repor.t of , 
. . 

the Pres i dent" s . 
'Commiss ion on , '. 

L~\~ Enforcement and 'Admi~ist'rati~n of 'Justice,- provi.d~d the 
, . . ' .. ... 

. ~. . 
, " ~ 

, . '+:~ ~ " ',' 

" 

, ' t' • ' 

' .. 
~, • ,I " 

. " 

• 

. .' 
h 

", ':: '1-1 
" .... :::, . 

. ;,' , .. 

" . 

. , 
..... ; . .' . ,-, '.'. .' 

. . ,'. 

. ' .. 
~'.O ~ .': '. :" :., ..: ~ .... 

'. :, 
" " ,I 

, to'· '.' • , ", •••• 

,..' • r ,'. 

. . ~ 

, .': " . .' \ . ..:. ...' , 
.. ' .. ," -- . . . ': .: .:: ' . . ., .. 

" . ' .. , , ...... ~. ":.-:' ~, 
...... ,+ '" . .' " 

,,', . 
• " J:'. , . 

.. ", ... . .' .' ... . . 
' ....... ~~. . , .... 

'. ..' .::.,.' '\: '.' 't . 
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. " 

. . .... 

" . 

.. .. 

.' ~ ~ . 

" , ... 

. ~, ' 

" . ',' 

, .' 
. . 

. .' 
" '" 

." . 
'. "'. 

··areas or duties. J'f conditions war·ranted it, agents might 
be assigned to 'patrol and wear unifo'rms or plainclothes 
officers might be assigned to ilivestigati(;m., C.~mmunity' '. 
service officers might be delegpted to help either. ,I'n 

:spe;~ific investigations or incidents~ agents would be given _, 
aUfthority over the actions of CSOs a.nd officers. 'If,.the 
conditions in the area changed during the tour, if a'major 
crime was committed or a,major disorder erupted, the assign-. 
ments c.o~l~ be promptly 'changed by the field supervi~or., 

.. ' 
, . 

'.; ·.Th~ Syracuse, New York .Pql ice Department laun~hed'a team 'pol iCing"ex-.· 

~ri~~~t. in; Ju.1y ol 1~68. This project was prJ~ari1y an attempt to oper­

ationafize the findings of managem~~t,res'earch ~hat had never been p~:.­

VI~~s'lY uti I ized in the pol ice field. 'This 'e~eriment 'followed closely 
, . . 

" 

the recommendations of the President's Commission. Arter receiving favor­

able ~eports Od t~e success of th~ Syracu~e project, a number of other' 
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:pol ice gepartments b" ~., 
egan to ,explore the' 6 

P9ssi illty of adop~ing such 
a prog,ram.', 

During a seminar 'J entlt ed, 

~~tionll he I d, a t the Na tiona J 

II r ' 
nventing the, Future' P , , In 01 ice Organi':'. 

Institute 'on Police and Commu • 
Michigan State Un' , '". nlty Relations, 

• 
,~e~Slty i~ May of 195~, John Angel'l' " ' 

presented "AnAl ~e'r~ 
native t~ the Classical Pol' 
,. ~ Ice Organizatio 1 A' , 

at'te d ' ' " na rrangements" in wh ich he . 
mpte to predict how pol ice d ' . . 

epa~tm~~ts would be'structured 
This pap'er predicte'd 'that small !n 1980.* 

teams of off j' cers .' 1 d' . 
provide 'police service in ".. " : . w~u. be assigned to. 

, . . SR!Clflc areas as others had ' 
, ~hat the traditional '. , ' suggested, but 

team concept would b . e e:><parrded· in +..' -
IJ/O sign i fi cant~ " ways: .. . . 

.1 e There wou I d be changes • . t' h ' 0 ': ., .; o. 
'" pol' a In e contr'oJ h" '. ' /, 

hi Ice epartments with·the'abol't' mec anlsms In traditional' ,. 

~h:~~~c~~d b~~a~~:~~~~~e WOtUld
l 
b~ '~~~a~fi:~:d O~g:~~_::! i~~al .' 

.' , . ... ',' .- con ro purposes~' . 
'. 2._ . The ., - . 

• informal, situational Ie . o· ". •• . 
" ,nat I ve to t rad it i ona 1, forma ~,der, wouI-d, be. emp loyed as ·an a 1 ter­

," ~nent managerial and supervi~~;yestabI Ished, and r:-e1.atively per-
. ' ' ,arrangements" , 

These ideas were ~e~tated to t.he top " . ..,'. 

.~ol,ic'e' Oep~rtment in Octo~er J 6. commanders i~ the Dayton, Ohi~ 
. , 9 9, a.~d Dayton immed iate Iy thereaf.ter de'-

veloped a p'ropos~'} for 
LEAA' discretionary fun.ding f .'. '. 

o a. t.eam pol ic'ing' pr~- '. Ject. 
, 

. . A few month~ 'later' th .' ' " ' 

• ' J. '7 Adminis·~t:'~tive Assistant 
: 6f 'Police in D' . 

. ,,,.- . .aY.ton ,~ssumed ',a pos ition 'with 
to the D i r..ecto~ 

, ' 

'::', the. Gov~rnor':; C~mmitte' 'i: 
• . _ . .,. .... ten 

• 1;._ ,: _.~' 

( 
. 'itA rev i sed v~rs i on of' th. . '. " .J •• ..,; ~, • 

Beverly Hills CaJif~ '. IS paper ryas since been publ· "d·. ~ ' .. \ 
, ' " rnla. Sage Publications f ' A IS e In Criminology 

',": .' . nc.. u9ust-Nc:wember, 1971 • .) 
~ , . , .' .... : . , 

, ! .,' . . '. " . " . . ' 
, I .. .. . . , 

,:eo ", , .. ' . .. ·r . 
to 

" . ~ ........ 
f ~.' ':. :. J..' • 

. " 

. . " . '" 
, , , . ~. . . ~ .: . . 
.' '~,: 

" 

..' : 

. ..... ' 
',' 

.. 
" ... 1 • . ' . 

:' 

. . . 

..it ", 
! 

. ", 

.,-
'iI' 
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" 
Massachusetts, and based on the 'President's Commission Report and his 

! . 

, : . work in· Dayton he encouraged the development of tea~n pol icing experi­

ments by local pol ic'e departments. The city of Holyok~', through its' 

Hodel Cities Program and ... lith the cooperation 'of ~he pol ice department; 

~~veloped a team policing propo~al consJst~nt with the'Governo~'s Com-' 

mlttee guidelines. The proposal was approved by both the Fe~eral Model 

Cities Agency and the State 'Co~mittee and was funded partially by the 

Governor's Committee'bu~ primarily by Model Cities. 

II. IMPLEMENTATION OF TEAM POLICE IN HOLYOKE 

In the ,fall of 1970, the consultants were hire'd by the Model Cities 
. . . - > 

, ' 

Program of the city of Holyoke tp assist in the' implementation of the 

team policing project. 1"~ey were given the respons ibility for (ljpro~ 

v~d~ng administrative advice and support· to the staff of the project, . . 
·(2) coordinating ~nd 'prov.~ding traini,ng for th~ officers and .staff i.n-' 
.,.. .' 

'. , 

o 'iolv~d'i!1 the project, and (3) eva1ua~i'ng the impact of t.he' project. 

. ..... :". ~ , Th~ ··e~per·iment .involved a number of characteristics that h'ad not 

'been utilized in previous efforts oft~is type'.; First, organTzatiol1alIy 
. . " 

the.re was to be one team consisting of app."oximately 12 to 18 pc)1 ice " 

.' 

officers that \vould be a'ssigned to a' specific community and given the tota1 
. .' . 

popcing responsibiI it.y for that area~ SeconCf., the officers who were to be 

~s~igned to the ~ea~ were to be prQvided wit~ a number of additional re­

sources a~d Wi~h co~~iderable discretion in determr~ing the mann~r in .'- . . . 
, 

whIch the .resources were to be utili~ed.: An~ third, .t~e experiment wa~' 

·'.~o.be carefully evaluate.d. 
, : 
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A. D~scription of Expe~1mental ~rea ., 
o •• _0 

The city of Ho!yqke, although not a major population center, has 

many of the chara~teri$tics of larger urban areas. Once a thriving in~ 

dustrial town, Ho~yoke has beer losing both industry and population. In 
/ . 
J' , 

196o, 'the United ,Stptes Census 8'ureau indicated that, there ~ere 54,540 

residents of f!ol:.:dke. However, in 19.10, the Census Bureau reported a 

:'p~pulation of only 50,112. As with many 1ar:ge cities, the complexion 

of the populous is also changing from' middle and upper low income white 
. : 

,'to lC)~ler inc(.lme non-whitee Even s~, the, overall ratio of minorities is 
" , 

still relat'iyely low when compa~ed to mos(.urban areas. In 1970" two . 
,', "of the' most '5 igni.,ficant mi n'odt i es" Span i sh speaki ng and black ci t i zens; 

':". : 'accounted for only about eight percent 'of '·the popu lat i on ~ 
'., .. ' 

H.os't 'of the minori:ty ·citizens in HolYoke.'are located in Wards I and' 

'. '. ,"':':. II .oftr"e city •. (See ChartI~) 
". .. 

.. .-
~fuile these ~ards c.ontain approximately " .' , 

; , 

twerity'percent of the total ,population.of the City, they have approximately 
:" j 

"', 
, . sixty. p~rcent of the 'minority cit izen~ in th.e ent i re ci ty~' As wi th most . . 

", . 

areas tfia.t.' have a h j'gh concentrat ion of such" ~ersons, . these two ·wards had' . 
'. .' .... . ~ , . .' .. .' .. 

" 
the p;~ores t 1i v i ng cond i t ions, the 1 ow~s t· income fam i 1i es., and the we rs t 

, ., 

, ."' .... < .... : ":'Pol°ic:e a'~d community relations~ips i~ the city. 
o • ~. 

" 

Portiqn 'of Ward I had .~een designated the Model Crties Nei,ghborhood~ an~ 
.' . . ~ 

HUD had funded a 'n'umber of pr~jects for .~.mproving the area. 
..... '": ,0 

. . ... : 
" . '. : ' Both Ward f and Hard J I are 'located' i'~ t~e same part of. Holyclke C!n~ 

, \,., 

' ... I. . ' . 

.. . , 

. . '., 

'~re separated trom the r.estof th.~ city· .. by a s"eries of' can~ls,that w~re 
. -". 

once used 'to tr:ansport materials ,to and from'the local pap~r mills'" This 
, ~ 

, , .' 
" 

" .. ~, . . . ," 

-, '. " 

. '.'.':' I 

.: ,. ",.' .. "., . ~ ,I,: •• ! • ::'~. .~~ ... ; 
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separation prov~ded a natural boundary that made the areas ideal for experi­

mentin~ with the tedm policing model. The similarities between Ward 

and Ward I I also made the h/o areas ideal for a controlled experiment •. 

Ward I was chosen for the experimental area where the Team Policing 

Unit would be implemented, and \-lard II was designated the control area 

that would continue to get its pol ice services irJ the normal 'manner from' 
• < -

th'e Holyoke Pol ic;::e Department. The contro1..area would, of course, pro-
" 

vide comp.arison data for assessing the effect of ~he,Team Pol icing Unit. 

B. !hilosophy of Team Approach , 
.. 

Tht'! petice operation that was implemented' jn Ward I was to be rela:" 
io 

: t.ively independent of control. from the normal command hierarchy of, the 

Holyoke Pol ice Depar~mc::nt ... The' team of ,officers was to be assigned to·. , 
.' 

the area and given the resPo~sibi 1 ity of"prov'id~ng 'p~1i.ce service' in the 
, ' . ,. :. . \ .;.' . .' , 

·are~. Tne precise gqals they were to' pursue' a~d t~e'meth~ds ~ha~wOuld 

be utilized were left to the team. 1~ arriving at the d~finition of the .' . 
~ " 

; goals. and the'procedures that th~ police waurd be us.ing, the c:'~fi~.7rs . , 

were required to work closely 'wi'th membe~s' of the comnluni.ty and thei·r 

.' .' ,organization~. The team structure and oper~tIons were to be very. fl~xi,bleJ. ... ' .. . . . 

: ,tns~fa,r as possible .prqviding the' kind of police ser~.ice'that the. people 

of Ward I ·wanted. The team modei was to have'the following characteristics: 
'. '. . . 

.. . 

, 

. 1. 
\ . 

Pol ice operat ion's in Wa rd '1 
.police officers \·sorking out 
the central station. 

...... 
were to be decentralized with the' 
of aloca.1 storefr'on't rather than' 

.' . . " 

, '. 
" " ., . 

.' 

2" the te~m was to be given ~he .authority. t'o make decisions ·~on-· 
'eerning their go~tSt procedures, duiy assJgnments, .training 

' .... ·needs; etc.' Such autho.rity was not given' to regular patrol 
officers.·..... ) ... _.,.: ... __ .. _ ... .,::8 
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3. Traditional formal supervisory assig~ments were to be suspended 
in favor of situational, informal arrangements. 

It •. 'The team wa's' to be evaluat:d',by tot~l ,results. rather than in­
dividual procedures or actiVities. . ' 

: 

5. The concept of autocratic,s~pervis!on·w~s ~o 
democratic methods of d.ecISlon-makl!l9 Within 

be dropped, and 
the team area were 

implemented. 
, . 

b· 1 d in pol icy making through peri'odic 6. the commun i ty \'Ias tl) e I nva ve 
.meetings \<'ith the team. 

d ff serv ·lces an'd 'Investigative supp.ort units. Centrally locate. ~ta 
could be called upon by the team and its members. 

. • h' type of program it is assumed that if the police In implementing t IS 
" 

h· h '11 be' less criticism of the are doing what the people want, t en ~ ere· WI 

police.. S Jnce 

~ of the po 1i ce, 

t~e structure was designed to'ind~ease the.professionalis~ 
. . 

it was ant,icipated that the police officers 'would rea~h ~ 
. , 

greater level of personal 's'atisfa~tion"in their jobs, thereby decreasing 
, .' 

'. the amount of bic,:<erlng, cri1;.icism, and strtf~ w.~thin the operation_ Since 
, . . 

:. the~team would 'cons ist of a maxImum Of·15~2o. memb.ers·, communications among 

" . b' l'd be effici~nt ~her~by improving th"leil· effectiveness. . the team mem 7rs wou '.' . . _ 

. Increased p\..l~lic satjsfaction with the' poli~~'.~h~uld result i~.an impr.ove-. 
t. ..' • 

ment~'in the eff~ctive~ess of· th'e po1i~e offic~rs, 'and thehtgher emplo:.ee 

satisfact ion shoul d. increase their effectiveness as pOliCE~ 6ffi cers_ 

. .; '.' ' . 
~. The·Training Program' . '. ~ . ' " . .' . ..... :.,' . . 

; , ....... 

The training program for ~he ~e~m policing project w~s designed'''to . 

'a~hiev~ two goals! (1) to insti t~ a~cePt~~~e.:of ~h~ .. fl'exibl'e,' partic~pat~ry . 

, pol-Icing in the team {l1emb(~r.s, a~d (2)' to provide approach ~o commun i ty '.' 

. '" t~am members with. operational skills_ The consultar:tts ass'is;,ed ~~e ~~am 
. "., .. ". ... . . ...... '.' 
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members in 'preparing the specifics ,of a high1)!, flexible training program. 

Reco~r'iitio~ vias given ~~ the fac:t' that, th~ 'indIvidual members of the team 

had diff~rent mental and skill 5treng~hi'and deficiencies. A ~asic as­

sumption underlying t.he traininlg program was th.'~t 'much of t~e knowledge 
., 

for correcting the deficiencies of .. individual meJ!lbers ~Jas alre'ady present 

in the group. The program gave team me.mbers'a·g,reat number of • , opportunl~ies . . 
to ~articipate i,n. educating themse'lve' s. Th 1 e program.a so took into account 

the fact that' some, of the areas ,and i nfo'rmat! on tfiat the' team members woul d . . .. . .... 
need to.operate was beyond any of the ~mbers; theref~re, additional edu-

catio~al and training experi~nces ~~ught by p'eople from?utside the gr?up 

, . wer~. bu i ~ t into tj1e pr~g~am. ' .' .' ", , , 
, . 

', .. 

. The program ran, continuously over the nine month period of the pro-.. 
·Ject .. It consisted of two ~ajor approaches: (1) formal sessions and 

... '. 

(2) s i t-e vi's i tati ons. '. . 

, . 
, , ,. 

co 

The formal traini.ng sessions cOQsi.s.;~d.of w~1l9ver 9n~ h~ndred hours 

. o~ cl~~~'r:oom training and education. It,i'nvolved co~rses.related to'oper-. . 
, atlonal 'techniques at HolY,oke C~mmunity College and a variety of.~eminars 

an~ work 'sess ions conducted b; the consu'l tants and the ~e~bers of' the t~am . .. . ' .. 
Between '9ctober ',1970 and Ju~e 1971,' the cons~l t'ants conducted shor~' se~i oars' 

!"e l~~ed to Mod~ 1 Ci ties Po 1'i ci'ng ~~d "Team Pol.i ci ng Organ i zation Theory, ,~nd 
Management. In conjunction, \'/ith the~~' disc::uss,ion~, the offi~er.s ... in stud~" 
• ..".' , • J/ 

'te~ms were rettuire~,to learn ab~ut budg~ting, ma'nag~ment, and'~upervi·;.i(;,~ 

b~ work i ng throug.h actual prob lems:~ Thei r met,hods and recommendat iOris were . 
reytewed by other team members. The team;officers actually wen~ through 
: ... 
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management problems', s.uch as purchasing, orga~izing records, developing 

'. a eommunic.ations system, preparing cl procedural man~al, and a variety of 

" other experiences. 

, Other ex~erts were brought in to teach and assist the team members. 

'tWong these were Dr. Henry Burns, Insti,tute for the'Study of Crime and 

Delinquency, Souther~ Illinois University, ~h~ l~d the team'Jn exploring· 

·.srtuational leadership technique's, and James Hahn and Carl He~'Jitt, Oakland, 

California Police Department. Hahn and Hewitt helpe~ the team in an analysis 
. " 

of interpersonal situations vlhich hold the potential for violence. They dis-

cuss~d:the common behavioral patterns found in viol~nt confrontations. They 

reviewed the actton alternatives available tq· p~~.ice officers in coping 

,'wlth domestic disputes and other street problems. 
" . 

: '. " 
'The site visitations' w,ere arranged 'by the consut'tant~ to provide the 

: team membe~s with opportuni,ti.es to visit othe.r 'c,ities with inQ'ovative pr-o-
: . 

."grams t~at faced pro'blems"whlch were i~, some way related tQ.probtems being 
f'i •• . . 

experienced by the Holyoke team. Each offi cei- on the team was. gi ven the. 
. . 

opportunity to o.bserve police activiti~s in at. least one of the following' 

cItIes: Convina, Cal iforn'ia; Dayt'On, Ohio; los A.~geles, Cal ifornia; 
" 

Lou'isville" kentucky; Mi~neapolis, Minnesota; New York, Ne~ York; Oakland, 

California; Richmon'd, California; Syracuse, Ne~ York; and Miami, Florida. 

Inform'at ion, garnered in these vis its .. was conveye~ to all members of the ....... 

"team through ~'~'a'ff ~eeti.ngs and informal, discussions. 
...... ...... 

, cJveratt the primary emphasis'of the pr.ogr~m vias on the participa~9,ry 
..: 

process rather ~h~n the specifics~ The officers had to learn to assume 
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" . :,authority an~ pa'rticipate in decision-making ,about their own jobs and 
, 

the man~ge!iient of the i r O.'1n affa i rs" 
. ' .. 

" 

:,111.. SELF ORGArII2;ATWU OF THE HOLYOKE TEAM 

,.J' The initi,al indoctrinat'ion session,: for the team policin·g. officer's were 

conducted on an overtime b' S aSIS on aturdays 'an? Sundays. These session~ 

"'W~redes i'gned "to ~ i de the off jeers • h .' 
-,; WI-t enoLIgn t i:meto prepare for i m-

plementing their oper.,atiqn in. Ward I. Th f e 0 ficers wer~ told that they 

would be responsible f~r the Success or failure ~f '~he project. They were 

e,nco~r~ged to learn and use the informal system.' Th - . ey then proceeded to 

Identify prob~em~, est~blish priorities ,among the p~oblems, 'and appoint 

three and four-mem, ber ~ommi tte'es to d h·,"·· stu Y t e problems and make recom-

.mendations back to the enti.re team.' 0 ", . 
, ne committee·worke~ on communicatrRns, ". 

" anoth.er ~n ,equipment; a thi;d on relationships ' ',' . . . 
~ with th~ rest.6f the police . 

department, a~d a :.fourth on community' relations s' . 1 •• 
. '. '. • . •. . e~era team members were 

on more, than one comm it tee so tha t 1 i a i'~~n was ma ~I n'ta "I ne'd ." 
'. . between closely 

related committees 

~mnittee. 

such as the communications comm"lt' tee and 'h . t e ~~~ipment ". . . 
. " .• The t.ea~. agreed to reduce the rank consc"lousness among members to as 
low a' level as PossJble. Wh"l • '. . I e It was the cQnsensus of the team that· the . . 
project di rector, l.oJho was • . '. . 

a captain,' ~ould overrule a decision' at' any time, 
, '. '-- " ~v~l"Y.0ne was to be lnvolved on dO" kO 

'i: I eCISlon-ma Ing related t?the manageme!"t of 

th,e pr~gram, and a consensus was to rU'ie unless the"capt'a'oln • fe 1 tthat ;the 

Implementation of a group dectsion would " severely' damage the'team, depa~t-

.. me~t, or a citIzen'" After ill few initial discussl"o·ns. h'· ' , 
t e. team decided to , -. 
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'. fo110ltl forr.1atprocedures in;conducting mrtings. This facilitated orderly 
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discussions and established ~ method of keeping !rack of decisions: A 

chairman could be challenged every six mOn~hs and a new officer could be 

elected. In addition, a secretary ... ,as appointed to record the deCisions 

that were made by tne group. 
, . . 

All of these dechions were in response of 
: 

the team to proble~s that they either encountered directly or identified .. 
" 

as ~otential difficulties" 

After approximately two. months of preparation., and planning on the 
.,' 

part of th~ team, the project was .implemented o~ S~~ddY, December .13, , 
.' 

1970, in a storefront that the team members ob.tained and .remodeled for" . ~. .... 
". 

By this time, the officers had completed a manual 
~. .... " . 

of pi-oc~dures that tliey agreed 'to follow and had estab't'ished a ~~mmuni-
I,. . . 

'cations link with the community through a seventeen rna mb er Crime and 

Del. inqu~ncy Task 'Force c9mposed of ne'i ghbo~h9od :.'peop Ie and a n'ine . member . . 
! • 

-. . . . . 
•. Community Relations Council made up of pollce officers and community 

," • • II' :. " • 

: . . . 
, I 

r~s iden·ts; They ,agreed that by worki.ng together ~he res id~nts and the" 

". 'po1ice~n could a'nticipat~ potential law ~nforcement pr~blems and either .. '.. '. 

'develop solutions or. be prepa~e~ :to cope with. the problem~ should'.they be-

;. 

.. 

. . . 
. "~,, 

! ' 

to " 

'. " 
•• • .f 

come acute: In addition to the. police officers who were team members, . 

four community'service'offic,ers who were paid' by Model Cities were hired 
. , . 

to work for and \'1ith the team •. Mon~es, from Model'.Cities·als9 paid for 
....... " 

" pa.ra-professi~nal and profe;sional psychologic~l and psychiatric servTces' . . . . . . . , 

supportive of the team. However, 'as it turned out, the team members 'did 
I 

not make extensive use of these 'latter services. 
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IV. THE TEAM OPERATION 

.. , .. 
.... /" 
, ' 

~- .:.. : .... ", 

On,Sunday, D~cember 13, 1970, the Holyoke Team Policing Unit began 

operations from:their storefront'headquarters'\.,hich had previously bee~ 

a'drugstore at 57 Lyman Stree't.: As previously mentioned, n9t ,only had 

the 'c:'fficers of the Team Policing Unit laid plans for the implementation 

,of their ope'ratfo,nsJ they had selected their community hea~quarters'site 
.,; . 

and per,formed a major portion of the rerr.odeli,ng themselves. Of the 
" ' 

Init.ial· tl,o/enty volunteers, fifteen selected themselves to be the'n1'embers 

of t~e Team Pol icing Unit that assumed ~o~ icing 'res pons ibil ities in \'Jard 'i~ 

The citizens, 1 iving in Ward I were made' aw~re 'of the change by 

.' publicity arranged by the'Nodel Citi~s Agency"~ 'A .'reception w~s held at 

an open house in the U~it, Community He~~quarters o~ the first day o'f 

operations~ This reception' ~ffered refreshmeht~ to:all visitors. The 
• ., , 

'turnout was !=stim~ted at '300 people who came durrng the a.fternoon and 
, ' . ' , 

evening., The credit for the heavy response was a'ttributed 'to announce-. 
'. . .. 

ments and notices in two large Cathol ie, churches, a Baptist church, local 

newspap'ers and the Model Cities Newsletter. Nearly all the team members' 

were present an~ attempted to meet and talk to a,s many of the visitors 'as 

possible. 

, There seecne'd to be no preponderance of local opinion r,ega'~di,ng the 

.newap'proach to 'the, pol icing of Ward' i. . .. . 
........ . 

r~ere was apparently no feeling . . . . 

'~ng ,the citizens that. the, innov.a~ion ~as an"att,emPt at ·o~p'~ess·io'n.' ~he 

people who cam~ to' the reception ~eemed to c~me out of curiosity rath~r. . 
than to we,lcome th'e ·team or to reject it. 

, . . .' ~.' . 
" , " 

,,' ,." " ..-. 

" ' 
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One week later on Sunday, December 20, 1970, shortly after 6:0~ P.M., 

a resident'reported to ,the officer on duty in the Unit 'Community Head­

quarters that a fire had stClrted on t,he third ,floor oithe building.' 'The 

officer determined that ~one of the occupants of the apartment w~s iri 
-, . . 

trrvnediate danger, and then he used his portable' pol ice radio to notify the 
" , 

fire department. H~ learned that in the abse~ce of their mother several 
" 

'chi'ldren had been playing \vith mat'ches.~nd ~n attempting to light the: 

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. 
. . '" , 

The officer~ encountered some difficul.ty. in communi~ating the u.rgency 

. ,'of the situation to some residents since many of them were Puerto Rican 

. , Imnigrants pnd spoke orily Spani she I n 'a~i:fit ion, a '~ew' of the res Idents . 
.,', .. . .. 

, spoke only French. The fOUi communfty s~rvice officers, who ·had various 
"" .. . ." .', .... . o· 

Janguage'proficiencie~, arrived on the 'sc;~ne' a~d 'assisted.' Although the 
" 

fire cons~med the entire building at 57.Lyman Street and part of the a'd-

'Jacent apartment building fo~ a total ~f ~early half a, block, .no 'Jnjuries . 

from the fire vlere reported.' However, the residen'ces of ' an estimated thirty .. . '. .' .. 
" 

to fi~ty fami lies wl?re dest:oy~d. 'Since no 1 ife was lost, i,n what might 
.. 

~ave been a di sastrous ·fi re, many dre'w the, conc.1 us ion tha,t the . .team, mOst 
, 

of whom were act!vely engaged on the scene, must have fUrlctioned"-well . .:, The . 
'news 'media we~e quick to give credit to the Unft for the safe evacuation of' 

" . . 
the residents. It was also publ icized that ~h~ned its atte!lt"iQn 

.. . '. . 
to:~vacuating and res~uing its own fi1es and equipment only after. all 
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residents of the burning building had been sa'fely, evacuated. 

Th~s,fire gave,th7 tea~ their fir.st ~pportunity to seek assistance 

from a \.fard I YO,uth gr~up that were previously conside~ed "rebels." At 
" , 

t,~e request of the pol ice, several members of th'e Outcast Renegade Motor­

cycle Club helped in the evacuation and posted'themselves on the roofs of, 

nearby b~ildings to insure that the fire did not, spread.' In addition
ll 

al-

'though 'the Team Policing Unit did'not t k .' '.' , . ~ e ~n active p~rt In soliciting 

, " money, clothes, or, other. services and goods for t,he' ,vi,ctirbs of the 'fire, 
.. - .' '.. 

' e. 

• ~ "". - .... t-. !;;~ " . , . 

. , 

. ' . , 

" , 

. ~ . 
much unsolicited assistance was brough~, to their, headquarters, and many 

~esid:Jits associated the pol'ice uni,t with 'this 'acti,vity. Severa 1 members 

of the team took ;good advantag~ of the's i tuat'i~O~ and" 'dressed as Santa 

,Cl~usJ they distributed t~e co~tributed toys to children ~ho had been dis-

located by the fireo' 

, Thi~,unfortunate fire, probably had 'a vcirv 'posittv~ efff;ct on the 

~'ttj'tude~ ,ot' t'he ~eop'l e in Wa rd I as .~e'l ~ as ~~?n~ the po 1 ice offi'cers.' The 
" .. ' 

resident~ immediately 
.. .." '. emphathizeawith the t~~m because t~ey had becom~ 
vict,ims of the fi re ~oo., In addi1.: iol1, :in the' mind~ o~ the ci.tiz'ens, the 

pol,ice had ,ass isted othe~', victims af'~~r the fire' by collecti'ng and 'd~s~ 
tributing clothi,ng and' t~'y~. 

. ' .. On the, other h~'nd, poi ice' off.icers fe:1 t' for 

the fi'rst time in years that the res idents of, Ward I ,had ,fallen, in behi,nd 

the police '~~~. a~s'isted the,m in the,i r job: E,-:~n -th'~ rebe'1S of 'the' area 'had 

wo'rked'with ,the p6i{ce offi~ers"for a cha,nge, and the o'fficers' interi;~~ed 
-, 

this as support oJ their efforts. 
to : 

" 

" 

Following the f,ire, the team'relocated in a new hea~q~C)rters a few 
, ' . 
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blocks from thei~ o~iginal site. The officer~, set about iirmediatcly to . 
reestablish themsel'!cs, even tho,l,Igh there had been no inter'rup~ion in 

their operation~" The local headquarters placed them closer to thei'r 

clientele. Non-residents as ~ell as residents who needed assistance 

h '"t h d ters The y~u,pg people of',the \'1ard stopped at t e communi y ea quare v 

used ,the community'~eadquarters as'a stoppi~g~in place. Se~eral of the 
" 

':officers' on the t'~am encouraged t~is' type, of. behavior. They made a . ,; " 

, , 

practice of'visiti,ng the toca.1 school 'and tatki~g,t? the c,lasses. A 
• • • IQ 

number of projects' involvi,ng area child~en were'Inftiated by the team. 

• These i~cluded a contest, to ,des,ign the emblem t~at was to be afixed to' 
t' '. 

, the'team's new,uniform (blazers); ~.rganizi,ng ba~'eball teams and ptir-. ~ . . 

',' "chasi,ng equipment with funds from a coke ma~hine that 'was located in 

,: the team headquarters (inciden~al1y, many, .1oc~l 'chl"l,dren ran a cha,rge on 
, ' i "0 • 

" 
" 

. " 

cokes'); running a neighb?rhoo'd dance; and de~'gn'i',ng a float for the St. 

, .. Pat~ick's Day Parade. 
o ..... • 

The, community headquarters, was equipp,ed,~i,tn fi1es~ typewriters, 

" " , d • t': 1 ho'nes Ca I, 1 s were a'nswered 'desks,' portab 1e radios, al! extens Ion e ~p • 

"by a team secretar;, who spoke Spanish, or a team m~mber. When a'11 teC!m 
, . 

members were out on beats in the area, the team had communications ar- ' 

, , , h 11 ' automatOlcally transferred to the main, Holyoke , " ranged so t at ea s ~ere 

'~ol ice' Depa~trrent comm'un i cat ions desk • 
" . 

All req~es ts for servi c,Et.~r re-

" , '-
",po~ts of incident, tha~ wer~ recei~ed 

'" and as's,igned a control number so that 

by" the team member.s were recorded' 

they could be easily'filed and 

retrieved • The' t~am took pride in the fact that they s~rved the community 
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,In every way. 'they encour.aged their neighbors' to drop in for a cup of 

coffee or a coke. 

Team members did the follo'.',-up on all investigations. Hov,ever, this 

did not involve them in a Ta,rge ,number of cases,.' The officers and sub­

sequent ne\'/spaper reports r,efl ect ~hat 'the team members were bas i ca 11y 
. 

concerne~ vii th as 5 i ~ t i n9 peo.p 1 e in the area. ' . " 

, 

Persornel work schedules ~nd discipl inary problems were 

also handled in these sessions~ New rul~s' and procedures were discuss'ed' 

In these meetings. Community membe~s were given a voice'in the ~etings, 

and those c,i tizens vlho attended \oJer~ given the' opport~nity to reflect on 

the Items 'that we~e ~roposed and offer' su,gge'S~i~ns ~n~ 'advise: Altho,ugh 

the'project director could overrule any decision'that was ~ade by the 

. group. the concep t of lIone man ,one votell p r~va il ed. 
. , .. ~~' . 

. Midway thro,ugh the' experiment; the express ions of. enthus'ia~~ ~nd 
, ' . 

$U~port from team members were pract i ca lly unah imous. One 'offi ce,r was: 
.... : . 

quoted as saying, II~OW 11m 5,000 pounds. 1 ighter--men'taliy.'~ 
.' . ., 

" ....... 
e 

V. 'AOMI'NISTRATtVE AND, POLIT-I CAL ENVIRm~r1ENT 
, . 4 • " ' .......... 

This atlTlQsphere of cooperation and good will ~ee'med to prevail arrtong 

~st team members throughout the p.rojec~,,' but '"the u'n it was often at the 

center of an admit. i stra~ ive or pO,l it i ca 1 ma~ 1 st~om during '~he fi rst year 

. of Its existence. At one time or another in ,this p~riod~ the team was 
" 
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:involved in ~ controversy V/i'th: the t'\ayor''5. Office, the Alderrp·anic ,Board, 

the police "Department, ~nd the Model Ctties P'r~gram: 
d h ' b s of the top command of 

The earliest disputes occurre w en mem er 

the pol ice departrr:en~ began to charge th~t the, team vias not bei,ng tJghtly 

controlled in a "miJ~taryli fa'shion,: and the tea~' reacted defe~sive.1Y'to 

this SU99;cstion. 
A definite polarization did occiJr between members of the 

, :' . d of the department with some bitterness being ex-
team and the remain er 

pressed b,Y both s i d,es • 

command both Vii th in the 

Certain changes were ma~~ :r~rnforctng the chain'of 

team and i~ reg~rd to its' linkage with the depa~t-.. 
ment" ~ut in truth, this sit'~ation .,:i:1S never resolved tG' anyone's satiS-

" : 

faction. . , 

further, the circumst?nces cond~tioning police employment in the 

city of ~olyoke "'lorked aga in'st the acc:eptan.~e. of the: team conc~pt by 

1 "me'mbershTp. The" te~mls" decision,. t~ d",I.scard the 
the' depar:tment" s g~nera • 

h. usual u,nl-fo;>rm, the f~ct that seniority was only partially, g;verning in-

• t concerned, and th~ overall distribution 
sofar as team asslgn~en s were 

:' " 
, ,.,' , • e' ·t' t to ,i'goodi, relationships • 

of o~ertime all were lrrt an s " .... ,. 
, " 

h d of the po li,ce departm'ent fe .. ··l t 's'trongly 
"finally, t e top cormnan , ';~ 

t d O:d not 'solve any p,r~blems,:but; that' it wa,s 
that,the project'no~ on, Y I 

a' constant sour.ce of new ones: Th~y bel ieved 'that the del?:3rtm~'nt was 

~uppos ed to re ce! ve ~dd i tiona 1. res ~u'r~~s . a; a ~!"s ~ I t of the p .ro j ec t, b:: ~ .. 
• " 

was actually deprived of existi,ng resources. 
" 

\ While there ls some merit to the department's case ~gainst the team, 

and It Is true that some team members were 'not end rely bl ameless in t'hei r 
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actions vis~a-vis the rest of the department~; the consutt~nts gene~ally 
, . 

feel that the depar~ment overreacted in ~ts opposition to the team and 

was not suffieie,ntly tolerant of,",hat was after all an experimental 

project. 
, . 

'The Model Cities Program's relationship with the team'.also re,sulted 

In friction,' The problem seemed to revolve al}~und the question, "\'lho's 

; in charge here?'L The team vi ewed the repor,~ i ng reql.l i rements estab 1 i shed 

by M~del 'Cities as onerous. 'Further, the team indicated that they felt 

that'Model Cities did not produce \·,hat 'it had promised. Finally, per-
, ~ 

sonal relationships between some indivi~u~ls in each ~rganization de-
" 

teriorated as time ,passed., This tended to exac~rbate the situation. 

. from the consultants· point of vfew, ~odel Cities demands were not un-
' .. ' . 

'r~asonableJ and although they were not"ci~ han,~ durf.p9 every m~eting be-': ,. , , 

tween Mode 1 C'i ties' and t~,am personne l, there -4 i d., not s,ee~ to be any un-

fulfilled promises of i~portance.T~e persona~ frfctions can be attri~ 
, , 

buted to'perspnali~y differepces, variations' in philosophical and admin-
..... 

, ,lst'ratiVe, approaches,! and the competition for ,c;:redi t '~,etween the'organ-
, ' 
" 

Izations .. 
.. . .. ,... . ..... , 

There ' .... as a I so some, s tra i n between the Model Cit i es Program 'and the 
" 

'police department. 
" . 

The team was at the heart,of the disagree~flt. .'. .. 
Whether or not Model Cities interfered in the"operation of the ...... poli~7'· 

departmen~ by developing the team pol iei,ng': proposal or ~he~her or:' not" ' 
" . " . 

MOdel 'Cities failed to live up to, it~ "promisell to s,uppty additional re-

sources to' the ,Police 'departlrent are mo~t qu~stions,and,the answers 
, ' " ' 
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Uodel eitie,s r,ightfut1y f,eels that it ,depend upon one~s point of ~iew. rl 

,', . ',mprqve pol'lce'service for its c,o,nstituents, and it was attemp~lng to 

" 

" 

: h ff 't' The departme~t sees additional seems to hav~ succeeded in t at e or. • 

resources being given to one element of its~org~nization and finds it 
" 

has very little to say aboyt their disfribution' and use, It finds this 

" " 
difficult to accept~ 

explos 'lve of 'the situations related to the team :', One of the ~ost 

was its' pos i t ion in the ,Ho 1 yoke po 1 it i c~ 1 mil i eu ~ : .~he ~a'iC?r was C! 'maJ.or 

If not~he principal sponsor of the team policing pr~ject. There was 

, and ~,s: room for honest, oppos'itlon t~ ~uch a pr09~a'!1. F~rther, associ<:!ted 

" 

" . 
Iss~es such as tne future expansion of the. team, the development of the 

and f ·lscal matters require"public, discussion and de­police department, 

bate"speci,fically in the'A:ld~rmanic, Board~ The·su~je'ct-.is, then, an 

", 1'· t' 't ' Add to this. the fact ap.proPti~te if so~ewhat volat,i1e po Itlca I' em. , 

that the, team's firs:t year was an electi~>n,year~"an~ it is",easy t<) sur-

mise the team's sensitive position during this~ period., 

Last, but far from least, the co'n'sul tants became more an~ ~,re con~ 

:troversial as time passed. There \..,rere suggesti~ns' that ,t~ey were'anti~ 
," e , .' for th~mselves, etc. This 'police, ,,,ere' se:kin,~ particular POSItIons 

so'me seriou's problems and' s,;rained the worki,n,9 rE!lation­~bviously caused 

,ship. " ..... , 

: ' , "", 

l • the tea,m cont'inued to ope,rate mainta.i'ni,ng , " ~ Despite these diffi cu tIes I 

commu~ity support' and a r~),~tively' 'h,igh level of' moral,e. ' T,he team·~ 
ability to survive in slJch circumstances ce'rtainf¥ S,uggest~ that the 
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team pol icing concept is a hardy, viable", ~rga'nizational for:-m and d~serves 

',sc;:r ious consideration as an alternative to present"approaches. 
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PART II' ~:~. ~ 

OVERVIEW OF EVALUAT .. ION METHODS 
; 

Evaluation of the-Holyoke Team Policing Project began at the out-

se,~~ of team implementation in September 1970~ when objectives for a;5sess-
.. 

ment were establ ished and an experimental design ... ,as created. PrQgress 
, , , 

, -
,continued througho~t t~e f~nding period, with measurements on several 

,.yar'iables being ',taken ·at sign·ificant junctures,' until the .final assess-

ment s~age late in' 19710 

',-.', 

. ~;: 
." '. -0 

. '. 

" . 
, 

I,,,' METHOD OF A,~SESSMENT 

Four, instrumental subgb'al·s \ .... ere estat;lish~d to determine the effects 
~. ~ 

' ... 
~ . 

, 'ofteam pol idng~>in the Holyoke project. 
.:, 

These were: "'.': ". 
.-" t,.o,' 

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

" , 1: To determine the effects of team policing on community 
,. .. 

", .; ;:~ I e. ~., .0.:' • " 

'. ":-: '. : 
-.. ' 

." " ". l 
.: - .. " - . ' 

· . - ... ,. e, . , 
. e. 

, " 

.. .. 

2. 

;attitudes toward the pol~ce. 

To assess' the effect of te~m, p~iicing: on clientele 
.: sa'dsfaction whh pol ice servi~.·'·· 

3 • .'To assess the effect. of team pol ic!ng on perforolance 
· .f', ........ '_~', • 0' . ," and attitudes of police officers. " .. ' 
· " .. : . ,. '.' '. . .' . . . '. ,.. 

': Ii., ,'To comp9re team pol icing and tr'aditional pol icing on .... ' 
the basIs of effectivene~s of p61ice service. .": 

., " 0... • 
" ,", 

" 

In order to enable relevant comparisons to be made," ~wo city wards 
.: " 

were selected on the basis of simi..1arity of area, populati'c=!n, degree of 

...• . 
. Indus~rialization~ eth~icitYt and so~io-e~onomtc cha~acte~istt~s. In one 
. . .." . . ~.: . 
.·of th~se ~ards (Ward I") the experimental Team P~licing' U~it (TPU) was im-

o '; -. • • ,,'. :.. • ~ .' .... -....., I 

.. p1:emented, while the othe'r (\Jard II) s~rv~d as' a contro.l district and . . . . .. 
, . . .. ",. 

. ", 
\' .:. '.' 

" ' was p~l iced according' t~ traditi~nal H.olyoke methods,. ' . .. .. .,..; ," ,':. 
: ..... 
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The team pol ice project \'laS evaluat~d' \"i,th res;pect to several cri-
. 

teria.' TG insure that changes observed ~uririg th~ project are not typical 

of changes in the entire community, both the experimerital and the control 

areas were subjected to identical testing and ev~luation througho~t the 
-
project. 

The preli~!naryJ base-line data were colie~ted e~rly iri the project 

for each of the ~riteria utilized, in the evaluation'and from both the' 

experi~ental and the control distr~c~s. Pretest,and post-te~t data w~re ' 

utilized to measure cha,nge in each distt:'ict and to compare the b/o dis-

tricts: , . 
Although thi"s design govern'ed the overall execution of the evaluation, 

methods of sampli,ng and data collection'var!ed with ~~ecifi~ anaiyses~ 
. . .' . 

, 

For this reason, each sub-topic within 'the ev~liJati~n will be,discussed 

here as an inaividual research question. , . ' , ' ... 
.. ': 

',' . ' . 
II.. COMMUN ITY ATT I TUDES , " .... : .: ....... , 

of,th"e evaluation. Two pha,ses were'use,d to determine community attitud,es,J 

the ffrst upon the initiation of th~ team policing project, ~nd the second 

at, the end of the grant period. 

Data were cot'lected fr.om the samples ~rawf1 thr:-ough intervi:~s ... :rhese 
• '. 

I~terv.iews were structured and con,sisted of, 10'-20 questions requirlng ,rel-

a~Jvely specific ~nswers. Commen~s, not related d,irectly t'? the questions 

bu't considered important by the in~'~r\liew~r,were no~ed,after:, the',que~ti'ons 

, , . , 
'. , 

" 
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. were compl~tedo . 
" '" 

..... -
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. ' 

Indication's or pbssibl~ cha.nges in p,ublic satisfaction with police 

service were deduced b~ evaluating ~h~ng~ in ihe attitudes of those ~ho 

requested or rf!ceived pol ice ~ervice'. Pol ice c1 ientele satisfaction 'was 

measured by selecting certain service and/or:c~mplaint catesories~ which 

were'selected on the basis:of their representativeness of acti~iti~s gen­

era lly p'erformed by the po li ce. 
'. ' .. 

Samples fo( the pre-project intervie\" "'/ere drawn from persons who 
" . 

had received or requested police service in the ,twb ~ards'witnin the three 

months p,recedi ng the start qf the proj'ect.. For the pos t-proj ect study, , 
" ~ ~ 

samp~es were dra~n from those. \"ho received or requested pol ice servi ce 
" 

during the three months preceding completion of the grant period. 

Each person in the samples who' could be located and would comply was 

Intervlewed. The interviews ~ere of a structu~e9, brief nature. Due to 

... the:diversity iri this area, after coveri'ng speci'fic questi'ons' common to 

all of., the intervie\'/s, the questions·'became' more open':'ende.d , al,lo\..,ring 
.... 

" ',' each 'intervi e\vee to i rd i cate poss ib Ie unique characteri st i cs of the" ser-
, " 

, , t •. ' 

'Nice he received. .:' : 

,The information ,"eceived in these lnterviews was coded acc:ordtng 'to . 

.. a prearranged scale • .Information "'/hich did "not "fit" this scale was left 

In raw form to provid,e 'insight into nonstandard or uncon~emplated situ:': 
, ': 

....... 
' . '~ , 

ations~' '. '. ", . 
',' 

, , " " ~atisfaction with police service w?s'compared between the'experimental 
, " 

and control dist~icts 'in both the pre- an~post-proj~ct phas~s. Changes , , 

'. .... ,'. . .. 

. : " 
'. ' . 

" 

" . 
, .. '. :-- " 

.~ .. r ... ....... . 

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

" 

: 

. " 

, " 
II, 



" 

'. ' .' 

, . 
.' , 

"~ , . 

" 

'. 

, . 

". 

~~~-~~~~~-~,~. ~--~~~~~--~~.-,_,~.~--~.,~/~."~;~,J~~_~.~sAIIII"""""""~""~-,-----. --.~~~J~:J~":--~~--
11-4' " '~":': 11-5", .', ..... ', 

.' 
.!-.!. .""" <,' ," 

In "satisfactio~11 were measured' in each district and were used to compare 

. the two d~stricts. 

A thir~ measure of community attitudes toward the' quality of policing 

was obtained th~ough the use of in-depth interviews conducted of groups, of 

'persons able to accurately reflect community sentiment from each area. 

The individual members of each of these groups were selected on the basis 
, , 

of their' appare'nt 'ability to reflect community attitudes and to furnish 
.. 

additional information as desired. Each of these g:oups was interviewed 

at length by an interviewer. 

. 'fhese interv-iel,'Js \oJere des.igned to 'di,~cover'~u?ll'itative information 
.. . . . . 

whIch might' not c?then\lise be 'obtained (for example, integrity of pol ice' 
, ' . , 

officers, their work habits, etc.). The attitudes expressed and the in-
, , ' 

format ion revealed by :each ,of the grt?ups were recorded by, the intervi ewe:r, . , .. 

clhd the results of the group? VJere compared. 
, ... CI 

',' 
.. ,: " .... 

" Iii. POLICE ATTITUDES' . . 
. ' . ," .' 

Police C?fficer? ,worki,ng in each ward were tested and interviewed 
, , . 

" i 
! 

i 
'\ 

1 
i 

.\ 
i . .. ~I 
i 
I 

f. 
\ .. , 

I 
. \ . '.. . ,,' 

. ' 

" 
!:- _.. . .... 

IV., ADIHtUSTRAT~VF. ~ATA 

, The team policing project \'ras evaluated by post fClctO' review of 
. 

several 'types of. administrative data,. iDcluding numbe~ of requests for 

service, ofricer \"~rkload" and amount of sickle~ve taken (a measure of 

') • 1 1 11 d for mor.e detailed informati.on, such as 
mbrale. Origlna pans ca e 

crime rates, respohse time', and ~cimplaints agi?inst officers, ~s \-/ell a~ 
, . 

, f h- t t·St"lCS pr'lor to, the ina. iation of the project. 
an examination 0 ,t ese 5 a I . ' . 
Due to 'a number ~r deficiencies in the pol ice rec?rd system, however, . 

" " " . 'Informat"lon nor the detail'ed statistics were 
neither ,the pre-proJect 

avaitab'le 'for analysis. , . . 

d never,thel ess, of the da'ta wh i ch cou'l d be obta i ned. 
'. ~nalysis wa~ rna e, 

II ,. ." ... " 

. we're' mad'e b~tween the team and tradition,al m.ode poli~ing on 
Comparisons , '" 

cui lnformation-avai1~bl~ ·b~sis'.· Meas~re, was ,taken"" ther~fore, of team 

policing's ef,fiCa~y according to ,the' i'nter~~~, ,Otg~~,zatio~a}. crlteri,a 
, , 

. .. which had been co'l1ected by'the depar~~ent • 
,.:' . 

'. .'. v. PROFESSlONAL EVALUATION .. ' .' 

. to obtain. their attitude and pers,onal ity' chan'ges, if':any, duringt~e pro- h
.l h- evaluation ~f ,the Hoiyoke' Model Cities ,poli,ce Team 

Finally, w " e t IS . . . ' .. 
emphasizes procedure~ which disclose ~ub1ic attitudes to\~ard and opini,ons: 

, . Jecte ~n ~fficers ''1orking' in the exper'imental' ward were utilized for, 

th'fs, evaluation: a~d r~ndom sampl~s of officers fr~m the 'r.ema'i~derof' ~he 
, " 

department ~/er.e used ,to represent the cont'roJ'ward. Testing and 'inter": 

.• v~ewing \-Jere carri~d on co~tinuouS!ly throughout the entire project. 
." . . . .~' .. 

The data obtained from officers of e'a~h'~ard ~erc;;'comp~red on the" 
\ ,,' , 

basis of each of the pre- and post-evaTuation levelS. ,~hange regi,ster~d 
. ~ ~ , . . . .-; . 

~"l each ,1 eve 1 was meas ured and used to comp~:re t~'e two ~a rds. ' '." '. 
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of police se'r~i~~~ .itinclu,des an ana'lysis of t,he'pr~fessiona1. ,quality of 

.. that ~ervice.' An- exp~'rt panel of five pol ice ~xecutives, was ~6rmed an~ , . '. . . . . 
. convened in H~lyoke f~r tw~ d,ays or': conf'e~ences,' field ~~serv~t1ons •. ..:.and 

. . - . . 
hitervie\,ls. ·Of pa~'ticul'ar 'importance"wa~ 'the', revi'ew of relations bet~'een 
" . . • d f the dep'a~'tment andthe,'analysis of the ,team's 
the team and the.~emaln er 0 

. "- ... " .'.. ' .. 
ut,l1i'iation or the specialized ~kills associated w·ith the invest.'gatlv~., 
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and traffic functions. 

The panel is ts were requi red, to 
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exer-c j se the i r expert, • d JI.l gment and 
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to offer specific statements concerning,the project's $I.lccess or fail~re" 
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PART 111 

'COMMUfUTY ATTiTUDE'S 
. . 

Ie INTRODUCTION 

, ' 

4 

" :. ....... 

~ The basic tenet of a democracy is that the ,power of government lies 

.tilth its citizens.: The philos'ophical beginnln,gs of this concept can be 

found in the wri t:ings of ilristotie, St. Thomas Aquinas, and John Locke. 
. 

'locket~ thinking, as interpreted by Thomas Jefferson, provided the ~asic 
just i fJ cat Ion for the Dec 1 arat I on of I ndependenc~ and the Amerl can Revo-

. ... 

~: . 

. ' 

; 

. . 
1 ut ion. 

Astute police philosop;hers have fe~~gnized the importance of fouDding . , 

thei'r powers, a~t ivl t'i es, and procedures on th i 5 concept of cit izen ~ontro1. 
The Peelian Reform of the' B~itish police'in the 'early faDo's was'based on' 

several principles th.at referred speci,fically to.th~ ,fact that police, ~ v' . 

,. . 

, ' 

authodty and power i .. dependent on publ ie approva I of the police, their 
" ' . ,', 

': . , 
" 

9<>;11s, and their actions, as well as on .. the ability of .the P'1.1ic
e 

to 

, secure and ma,intain publ iC support "and ··co~peration. 
One or the most sig-

, .. ,: 

'nlfl~ant of .the prin.clples of British policing referred to the fact that 
. ., . . .' 

pollce officers are only members. of the publlc, citi:zens"who ar~ paid to 
, ",.. , 

give their full-time attention to community security and service duties 
.", '" : ' " .. " ,... " 

In the publiC interest. However, the .fact that pol icemen are paid to be ., • 

• profess i ona ls I n the" a rea of community securl·ty does not .• re 1 reve any 
. ..... 

cit 1 zen from his respo,:!s, i1~ i1 i ty i'n th is area • 

For the past twenty .years, Professor Louis Radelet of the Sc~ool of • , " , ' , 

Criminal Justice, Michigan State University, has constantly charged that 

/ . 
IU .. 1 

" 
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• _ ,4 
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police \'/il.' onl·y improve their effectiv~ness, by bec.oming f: ••• a par~ of, 
. 

rather than' apart from the cor..m\.lnity." Professor AT Reiss recently made' 
. . 

the issue cl"earer and more readily understood by poin.ting out that "~ •• the 

capacity of the police to solve crime is sev~rely limited by citiz~ns; 

. '~artly owing to the fact ~hat there i~ no feas.ible way to solve'most 

·crimes except by securing the cooperation of ,ci.tizens to link a person 

.. 
Social changes caused by population increas~s, citizen enligntenmen~, 

. . 
and improved technology have served ~o push American police departments . . '. ... 

away from the basic conditipn for insuring pol1~e effe:tiveness--cit~zen 
'. . 

Involvement. The Holyoke Team Pol icing P.roject t"as designed to reve'rse r . 
'. . 

this change by restructuring the pol ice in \1ard I in a way that c;itizens 
,.' . . . . 

would have more access to and influence over their police. It was felt 

that·such·an.·arran9~ment would have a sig~i.fic~nt ~ffect on ~he behavior 
• • •• 'a 0 '. •• 

~f th~ ~o1ice ana the opinion of the.~ii:i~ens inWard I·towar.a their. 
.,. .. ·0 .. \ ',.~ .. 

P01ic~.'officers •. Therefore, one of\h~ meth~ds for deter~ining. the , 

"succ'es s' of th i s' effort involved assessing the communityls opinipn toward· 

the i r po 1 ice. I n th i s 
. '" . :'. 

part ~f the evaluat'ion rep9rt·th.e.re wi1(be a re-
, '. 

vJe~ of the research and the findings. related to the overall attitudes of 

the members of" the communi.ties in Ward and Ward 11 toward thei.r re-

spective police. 

• • " 

'. 
. . .... 

II'. THE ATT ITUDE STUDY' ,. ' , 
The goal of assessing the impact of the Team Policing Unit ~n. t~e . - . 

attitudes of citizens was approached by developing a pre-'a~d post-test .. 
. '. . . 

fI' . 
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research ge~lgn that compared an experiment~l'area (Ward 1) with a con­

trol 'area (Ward II) •. These bib 't/ard.s a~e simi lar'\'lith regard to area, 

population; ethnicity, and socio-e~onomic characteristics. (See.Tab.~~ I.) 

An attitude' survey was administered to a random- sample of 92 people in the 

':~xperimC!ntal area (\-/ard'!) and another r~nd~m sample of 89 people in the 

.control area (\-!ard; II) during Decen:ber 1970 ~~ .the outset 9 f the exper~'­

.'ment.. Th i s survey prov i de'd base l'j ne ~ata ~ef'l ect,fng the att i tudes of 

d· S'lnce both areas theoretically had not receiyed citizens in both war ~ • 

• • ant"1 ci pa ted that the c'tt i'tudes in both wa rds any i~terventlon, It was 

would be approximately the' same.* 

. The Team 1"01 icing Uni t wa.s implerrented.· t~ "~he ex~erimental area (Wa~d I) 
~ . . '...... . . .' 

In Decerriber 1970, and the con~rol area (War'd I j')' c~.ntinued to r~ceive' t~e 

. anottie'r rando~ samp 1 e ?f 101 cit i z~ns' i n th~.e~peri ~enta 1 team po li c i ng 
. . 

') h random samp.le of lOO citizens, in·the control area (Ward 1 and'anot er 
'. 

area (Ward t I) • '. . 

h h '1 the communi.ty attitudes in the pre-test The'hypothesis was t at ~ I e 

:', in· Ward and War~ I i and' the pas t-test in '~ard II woul d rema in similar 

" . 
. . . ' . .' . h ..' .0, taT' team 

*It is· important to acknm-Jledge 7 however, ~hat t e ex~er.~men . 
was im lemented in Ward I approximately a week oe.fore the attltud~ survey 

.. ,I'd ted The fire which b'urned the original. team headquarters and 
. was con uc • . d ." 1,1 rd I cou 1 d 
\adjoi n i n9 apartiilents occurred before the: ~tt.1 tu e sl.lr~ey I n ~ lementat ion 
'be completed. Since the neltJspaper publ1clty sur.roun~lng ~he:lmp ver 

,of,the team project and the teamls handling·,.of th: flre~~ctlms wasouldY 
favorable· it is reasonable to assume that interviewees. In War.d 1 w

ll 
as ... "/ ,: 

- 'reflect f~vorabre attitudes toward the pol~ce in the pn~:-::test .as. we ..... '. '. " 

In die ppst-test interviews .. '._' ....... ' .' .. ' .. (...... . '~"~ .. ,'~;' ,;. -;'., :,., 

,.' ,.,. ...... ,: .... ;.... :'. ,--,.',,'. . " .. , 
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TABLE I. , . . 
• 

COMPARISON' OF HARD I ~ WARD II, AND CITY OF HOLYOKE 

(Source: ,Holyoke Model Cities, Agency) 

Ward I ,Ward II 

", 

Holyoke 

Population Total 4,720 4,375 50,112 
, 

- ,- .- Number Percent Number Percent Number Percent 

·B1 ack 420 9 225 . 5 . 1,127 2 

Spanish 
" , 

1,100 23 800 18 3',000 6 
, . 

White 3,200 68 3,350 77 . , 45,985' 92 
;, 

" 

Male 40 40 NA 
" 

Female 60 60 
' , 

" NA . 
" .. .. ' . . . .. 

, ' 
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.. 
and constant, the pos,t-test attitudes in\iarcl I would change in a positive 

direction: 'A change of attitudes in a P9sitive d~rection was to be in­

terpreted as an, indication of the success of the experi~ent. A nega~ive 

change of attitudes was to be interpreted' as ~n i~dicati6n that the pro-
" , 

jec~ did not achie,ve its objective of 'improving police and community re-

iations. 
, , < 

Th~ instrupant used in the data collection phase of the project was 
, . 

designe? by the ~onsultants. The 'Model Cities p'ro~ram contracted with 

Dr. Bruce C~rroll, Director of Field S~udies of Hampshire College to 

,: (1) s~lect a random s~mple of approximately laO' people ·in Ward I and 100 

people in Ward '1"1 for the pre-test and :3nother set of, interviewees for 

,t.he post,-tes t and (2) process the informat ion from the questionn'a i res and 
, ' 

" pro~tde the consultants wi-th sununaries '~hat satisfy' thei.r needs~ 

.' 
" , 

, , 

., ' 

" , 

", ,'1 

, ... 

The interviewers \'Jere: selected by Model. Cfties, given an orie~tation 
, , 

to the .questionnaire and problems r;lated,to it bY',the consultants, and 

superv'i ~ed by Model, Cit i es. ' " 
, .' 

, , Thesampl.e of interviewees in ea'ch case ~as selected by us'iog a 

table of '.random numbers to'select the street" apartment' number, and' ad- , 
. .. 

,dress. The interviewee was the first person above the age of 16 who ' 
. ' 

answered the 'door at the selected location", 

The que~tion of whether the interviewees'were representative of the '-" 

, people 1 ivi n9 inWards I and II was revi ewed after the intervi ews hii'd 
. , 

" 

been conducted and the data tabulated., The comparisons made indicate that 

,Interviewees ~ere not as ,representative of ~he' people in ,the two areas 
'. , 

" ' 
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: ,being compared as one \'Iould expec,t from ~ random sample. Howeverj it is 

felt that the information obtained is'.s,ufficiently 'accurate to provide a 

basis for tentative conclusions concerning the impact of thetea~ policing 

Rroject. 
" 

,The interviev~s- <;onduct'ed in vlards and II were designed to obtain 

·Informati?'n r-e.}.a·ted -to three ,.gener:a 1 ~ar.eas: 

1.' Citizen per~eptions of the attitudes and behavior of their police • 

2. ,Citizen percept'ionsof the'willingness ,of- the peep'lu'in their, 
wards to assist their polic~. 

" 

,'3~ Citizen perception~'of the quaiity of.their police. 
" . 

The: remainder of~this section will review,an~ evaluate the data obtained 
, ' 

from the interviews and the changes 'in' attitude~ that 'occurred ov~.r the 

~ . course of. the exper i men t" ", : . 
, " 

, . 
, . 

A: Citizen Percepti~ns ~f Police Attlt~des'~nd 8ehavlot . 
~ , 

, In.tpis area interviewees were' asRed tbeir pe,i-ceptions' of (1) police' 

"lattJt~de,s to\~ard the' people in their ward~ (2) polic~ ~nne'rs" (3) police 

wt11ingn~ss to assist people" (If) police. reliance on the use of 'force, antI 

(5), police ~i~lingness to do extra job~rel~tGd work. The interviews were 
, " 

. , ' 

str:uctured'to solicit informatlon that wo~ld" indicate if the citiz~ns in 

-.: 

. ' 

" 

'.. . .:.' 
',. 

'. 

".Ward I where ~he Team POlic'jng Unit was o~erating felt that, the team pO'lice' 
'. ' 

officers had different atti.ttides and' behavior to\'/ard their citizens and ... .':.' .. ... ...... : . .. . . 
Jobs, than the officers who ~/ere providrng the police services in Ward It. . . 
, . . " 

Tables 2 through ,7 contain summaries of the data that were received' from 

Interviewees. . ' . 

. , . 
" • " . " . ..' . 

" ' .. 
. '., " , 
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Attitudes of Police Toward the People~ In an attempt to determine 

'if the 'team policing project had an effect on the citizens
i 

perceptions 

of the ~otic~ of.fic~rs· attitudes toward the people whom they served, 

interviewers ~sked the selected interviewees tn'each ward to state the' 

~~tent to which they agreed or disagreed with the statement,~ liThe police ,. 

in this ward 1 i~e people." (See Table 2.) 'Iry both the pre-test and t~~ 

"'post~te~t inter\f.i,e~/s, the response of theirtet:'viewees was relatively 

consistent: there was rio significant change in,th~ proportion of inter­

viewees' who agreed or those \o/ho disagreed with this, statement. In both 
, . 

wards. 'the majority of the interviewees agreed that, their police like 

people.. However~ in bo~h the P\e~ and pos't-,te'sts theE:',e was' a higher pro­

.: portion of the citizens in· the team policing. area (\O/ard 1,)' who bel ieved 

the police in th~i~area'like people th~n ~h~re '1la's: in W~'rd (I. This may 

be atfr~bu'table,to the previously mentio~ed'fac1; that th~ pr.e-,test.'inter-
. ' , 

views were conduct~d after the team hqd 'been fmple~nted qnd after the 
., 

fire that destroyed their initial headquarters. As exp la i ned i'n a previ ous 
. " 

, ' 

. part or this' report, :during and after, the fjr~ the mass media portraye~ 

t~e team' officers as performing i'n an ex~inplary 'fashion which may have 
, 

II , 

effected community attitudes toward them. it is felt that this differ~nt1e 
. : .~ " 

.. b~tween t,he t!'lO wa'rds, may have occurred ~r i ~r ;to the p.re-tes t:, 
The lack of cha~ge in attitude:s concerning the potic:e feeling for 

. " '. . ,- . ., 
thejr citize~s over the eight month period indicates t~at the citizens, 

'have 'not detected any significant' cha'nges in "the team police officers" 
, .' 

affection for.the peo~le of the area. Ho~~ver. ,the data also do not, 
~. '. " 
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CI. .' 

THE POll CE IN OUR WARD LI KE PEOPLE;': 

Ward Ward II 

, Pre-Test ,Post-Test Pre-Test' Post-Test 

G' 

Number Perce.t\t Number Percent" Number Percent Nurr.&er Percent .. 
, Agree 70 

24 

, 72 

28 

63 

.30 

4 

64 

3i 

3 

64 

3L 

3 

2 

, . 

Neutral 22 

Disagree 
o 

6 6 
, . 

No Answer o o 

2 

o 

2 

0, 

. 
4 . 

'2 2 2 

Total 92 100 102 101 ' ,99 lOa 100 
, ' ,,' 

" 
CI . " ',' 

. , 

. . . . ~ 
, " 

" 

" , 

" , 

" '. . " . ~. . , 6 ' 

" " . .. ' . 

, ' .' -,' 
, , '. 

" 

, 
, , 

. .~.' . 
• '0 •• 

" 

. ~.' 

" . , 
" .0:' 

.'*,Percentages on t'h is and all following tables a're rounded off; there-, 
fore, in some instances the total?' equal more or less than 1'00 percent~ 
The numbers of the responses in, each, category are accurate. ' , .. , " ~,,' ' .. '" 
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,,. 
.' Indicate that the lack of traditional supervisory arrangement r'esulted in 

pO,lice ~fficers acting out any dislike they might Have for peop,le in their 

area. The response ~o this statement does not provide' data that would, 

,cause one to be concerned about the'team police officers beco~ing more 
" 

hostile towards their citizens than officers who are subj~cted to tradi-

tional supervision~ 

Perception~ of Citizens ConcerDing Police Mann~rs~ It is felt that , 

l'men police qfficers are polite and respectful to tneir citizens, the, 

cItizens will return this politeness and respec~. In order to obtain 
: 

" 

:data concerning how p~ople feel about the mann~rs ,of their police, inter-

viewers asked citizens the extent to which tney agreed or disagreed'with 

the statement, liThe police in my ward are polite. 1I (See 'Table 3'-)' 
" 

"The ~ompiied data 'indicate that although ther~ was a signif,i~antly 
, ,. , 

hisher proportion of th~, interviewee'S in the ,Ward I post-tes.t sample ,who .. - , . , . 
, agr:eed ,wi th t~e statement than there was in Ward I,t, th~ dt fference was 

, , 

'due. to" a drop in th'e, proportion of pers~ns in Ward II who agreed with 

this' statement between the pre- and post-test rather'than an' increase in 
, , 

proportio~ of people in ~ard I who agreed. The ,percentage of interviewees, 
' . 

'In ~'ard I' who agreed with the .statement was 79 percent in t~e pre-test 

, ' and 81 percent i,n the post-test. However, t~' Ward II while 7,1 percent 

of the pre-t~s~ interviewees agre,ed' wi th the statement, only 51..percent 
~ -", 

of ,the P?st-test i'nterviewees agreed. 

. , One possible explanafion for this change is that the favorable mass 

me~.~a~ particularly nelt/Spaper, pub1ic~~y tliatthe Team Po·~.icing Unit ., 
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TAB~E 3' 

POll CE I N OUR ~/ARD ARE POLITE 

" Ward, J 

, ~ ,P.r.e-J es.t P.:os t-T..es t " p' r 
. I Ward II' 

' , ,re-, est Post-:-Test 
• Number Percent Number P N ercent umber Percent Number Percent 

" 
" 

, , 

73 

13 

5 

1 

'92., 

, . 

79 

14 

S', 

I , 

,100 

, , . 

' ... .. 

02 

17 

3-

o 

102 

o -.' 

.' , 

81 

'17 

3 

101 

. . 

~' ' . . , 

.63 

14 

7 

5 

.89 

. " . 

71 

16 

8 

6 

101 

. >' ..... 

. , 

',' ,~ 

.. ' 

52 : 

38 

, 2 

8 

100 

4 

. ,-

, , 

" 

52 

38 

2 

8 

100 
. ~ , . '.. .. 

• o. , __ : • 

,,' 

" 

~" . .. ' .. 
, " .. ' .. .... 

. ,: ... 
'. ' ,:" 

'0 ' •. 

.r ' 

. . .. 
" " . 

" ' 

, 

. 
~ ,- .. 

. ' ~-

.. 

'received durin~.the iinterced,ing ~ight mont,hs may have caused the ci .. tizens 

of Ward t t to begin t.o:'have doubts about ... ihether the ,pol icemen in their 

ward \'/ere really as g\:>od as they had'"originally thought them to be. The 

l~rge increase in the ~ne~tral" response catego~y seems to support,this 

" 

speculation. 

• 

.' Ag~in as tn the case of the preyious questfcin, although there is ?nly 

a slight increas~ in the proportion of interviewees who felt the police in 

Ward t to be polite, the team'polic(ng approach"had not be~n accompanied 

by any~egative change in attitudes of: the citi~ens in regard to police 
: 

" 
mann~rs. It is not possible to say anything'about the~actual behaviQr of 

the police basel on the citizens' respons~ to this question. We can only, , 

5~Y that if the police became less polite or more poli~e, the change has 

'not been detected by the majority of the citizens tn'Ward I. 
. , . 

Pittitudes Tm'/ard Citizen Equality., If:the police o!fice,'rs are to 
: .. ~., 

have t~e cooperation and support of "the:'m~mbers of their communitY,t.hey 
. . 

, 'cannot g'ive members ~f the commun tty the ,impress ion that they feel them-

. ,selves to be superior to most citizens. It is easy and indeed t,empting 
, , 

fC?'r a pol ice officer who has been trained tq maintain an aloft, objective 

and ~mpersonal ~osition when dealing with p~ople to convey such an tm-
.' 

.: pression. Th.is is particu'lar1y true when: the officer is, working in an, . , 

area such as.Wa,rd t or Ward II where a la'rge !lumber of the citJ..zens speak 
• • •• ' 0 • . ' . 

.. S'panish as their basic la~guage. The: team policing structure was des,igned 
, ' . , ' 

to help alleviat'e the type of pot'i~e-community insulation' that 'causes such 

attItudes to develop. In order to evaluate ,the success of the' project in 
" 

, # 

• 
' .. ' 
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, th i 5 area,: in te rv i e\'Jees \'/C r e as ked to ag'ree or d i sa g ree with the s ta temen t J 

liThe pol ice in my ward' tend to I'look dovm' on IT',yst people." (See Table 4.) 
, , 

~he res~onses ~o this ~tatemen~ inai~ate that citizen attitudes in 

Ward 11 remained constant (pre- and post-test,:" 17 percent agreed, 45 and 

'46 percent disagreed). 
. -. . . 

In: the 'exp'erimental team policing area (War~ I), 

the data revealed signific'ant positive 'changes in the perceptions 'of , ' 

In'terviev-Jees about the attitudes -of'team pol ice officers ,tov/ard people. 

Nine pe.r!=ent fewer interviewees jn ~/ard I agreed with this, statement in 
• • •• 0 

the'po:t-test than in the pre-test interviews, and 7 ,percent more inter­

vtew~es di$agreed with it i'li the post-tes,t tharj in the 'pre-test inter-
. " 

views~ " .. : , , 

" ' 

f:. : , ' 

This change i's significant because it- reflects the fact that members . . 
of the community in ~lard I have recognized a change in either the beha,vior 

or the attitudes of team police officers toward the citizens ,in their 
" ' ,., 

, , 

.0 . area. There are a numbe'r of specifics rel,ated 'to ~he way tha't' the Team 

, , 

... 
Ponce Uni t operate~ that may have caused th is change in' c'i ti zens I att i tudes, 

but it is most 1 ikely the resul t ot the team pol ice officers involving t~e 
.. 

, . people in Ward t in their operations. Commun,ity meetings that were held 

, ,twice week1yi~dicated ,to the people in the area that the pol ice neede~ 

': • their input and intel,l igence. More face-to-face contact beb/een the, . . 
officers and the'people in Ward I gave the officers an ~~portunity to .. . - ., ~ .. . 
~how that they do not feel themselves 'su~erior. 

'-. 
The addition of C~O~,s 

" 

who could bridge the communicatio'ns gap betw~en the officers and the,' 
, " . , , 

people f,urther helped the s ituati,on. 

" 
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TABLE 4 

POL I CE I U MY \.lARD TEND TO "LOOK DO\m lt ON t10ST PEOPLE 

. ' 

Ward 

• Pre-Test Post-Test 

i Number Percent Number Percent 

14 

25 

52 

1 

92 

'. 

" " 

. ' 

15 

27 

56 

l' 

99 

, 
, , 

" 

6 

,32 

63 

1 

102 

. , . 

. ' 
, .. 

6 

31 

'63 

1: • 

101 '. 
-, 
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Ward II 

Pre-Test Post-Test 

Number Percent Number Percent 

1.5 

32 

,41 
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, ' 

17 

36 

46 

1 

100 
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17 

36 
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" 

" 

where people gathered and discussed pro~)ems '\-lith the police sugges,ted 
" 

an equality that could, not be es:'tabliShed when vfficers are all ~orking . :. 

Qut of the centraHzed police headqu,arters. And the team police officers 

involvement with the children in Ward I sugges~ed to the people in War~ 

that the ~olice did not believe themselves to ~e s~perior to the p~ople 

of the area. 

" , 

" 
, ' 

The data related to this que:stion suggest that it is reasonable 'to 

assume that a more cohe~ive and supportive relati'onship has been developed 
- .' 

" ' 

between'the team police officers and their citizens as a result of this 

change in citizens' impressfons of the offic,er:-~ demeanor. 
" .. . 
~ Attitudes A~out Police Concern with Helping People; ,There is n6 

".' : 
, ' , 

question 'but that the police department is a service agency. Citizens 
," .- . . 

indicate by their const'ant requests that they expect 'their police to 

a~sist, them in handHng:prob"lemse Pot ice 'a~mirHstrators thro.i.1ghout the 

country are concerned about ensuring th~'t "citizen~ ,under'stand '1;hat t~eir 
" '. 

Qfficers 'want to help people' as much "or mOte than they want ,to see them' 
. , 
. puni,shed for misconduct., The team pol ice project was str,ucturec:f,'to 

:'(1) improve the abi'Tity of police' ()fficers' t'? serve their citizens and 

(2) communicate to citizens the officers' 'cc:>ncern for ~elping peo'ple. "In 
.. '. 

. ,order to obtain data that'~ould indicate the effect of the team policing 
, , 

project ()~ establishing among citi+ens the feel,ing that police officer~~ 
\ :. .. , . .. '........... . . 

ate Interestid in helping ~hem, inter'~iewers ,asked interviewees the extent 

, . '~~ey 'agreed or disagreed with the~ statement, liThe pol ice in my: ward are' 

anxious tohe..Jp 'people.", (See Table 5.)' 
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TABLE, 5 .' 
POLICE IN HY WARD ARE ANXIOUS TO HELP PEOPLE 

Ward 

a .. Pre-Test Post-Test 

,,; Number Percent Number Percent 

'. 

, , , 

:57 

, 'J" •• At 

11 

'0 ' 

, " 

, " 

" ' 

• ,0. 
~ .. . 

62 

26 

12 

o 

100 

" : .. 

" 

e' 

~\ t,.: 
-', 

' . 

68 

28 

5 

1 

67 

28 

5 

1 
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Ward II 

Pre"Test Po~t-Test 

Number Percent Number Percent 

55 

20 

, 14 

o 

. ,89 
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.... ~.;:. ....... . 
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• 4 . 
The responses to. this statement suggest that the project was S.uccess-

ful in this regard •. While the propor~ion of interviewees who disagreed 

with this statement remained constant in the Ward II control area (pre­

.test - 16 percent disagree; post-test - 15 percent disagree), the pro-

p~rt.ion of intervi~\ ... ees in'the Ward I experimental area who disagreed 
. . 

,'d~opped ·by approxirootely one-half from 12 per,cent in the pre-test to 5 

percen~ in the post-test interviews. In 'the e,ight month period bet"'/een 

the pre-'and post-test interviews, approximately' '7 percent, fewer peop,le 
.. .. .... .. 

In ~ard I felt the police in their ward 'were not anxious to help people, 

'and approximately 5 percent more people became '~orivinced that .the team 

~ . ' . 
police officers in Ward I were anxious to:he!p ,peopl~.~ . . .....• 

. Aga In as in other a reas of the ! nt~ rv; ew, it' i"" ;'nteres t'i ~~ <~:t 'th~' . 
. 

people in Ward II became more unsure of 'their police during the.period 

be~ween'the pre-,an? post-tests. . . . . 
The pre-t~st interviews i~dicated that 

"pproxitnately 61 ~ercent of the int~r:-viewee's ~greed that .the ·pol.ic~ in 

their ward wffl'e anxious to help people, but.only40 percent of the po~t-
, , 

~est intervie\'iees agreed with that conclusion.' The most.plausiqle ex-

p~anation f9 r this 'phenomenon has already been ~ffereq-':'th'e p'u~l'icity 

.. given the team,pol.ici'ng project may h~ve effected the attit4des of 'the: 

. citizens in the othe~'parts of town where the .traditional pol,icing' ar­

, rangement was' ut i IJ zed. 
' ..... 

'. 

. . . ~. 

,At any rate, regardless of, the speci.fi~ ,combination of causal factors, 
\ 

the people in the team policing ward reflected a positive attitude. change 

concerning their bel ief that the' pol ice wer~' wi fl ing 'to help people, • 

.. ': , " 
.......... !:; ;. . ',' •... -' ... -",- .... :-~, . - ... -- :,..:-. ,- . ' .. . ' . ; 
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Attitudes Tm'/ard the Police Use of Force·.·· If the police are to 

cultivate the confidence and support of t~eir publi~, ~itizens must be 

secure in thei r knm'l1edge that pol ice officers do, not use more force than 

is necessary to carry out their responsibilit,iese Cit.izens whC? fe.el that 

pQlice officers carry out their responsibilities legally and fairly are 

,moOre likely ,to suppGrt and assist t~e police i·n· maintaining the security 

,of their communi"ty tryan those who' do not tr,ust the police. In an attempt 

to asse's.s ,the impact of, the team pol'i~ing proj~ct' p~' this ,aspec,t'of 

, • • ", n' both. wards, wer. e asked to agree or di s-citizen' attitudes, Intervte~~es 

:, .' agre~,with ~he statement, "Pol ice. in my ward' do.; not USE; forc~ any more 

than the~ have to.1I (See Table 6.)' -....... 
'.' ," 

" , 

'. .". Although appr.oximate.ly ~ne-t~ ird rnore i ntervi e"'/ee~ inWard .I than in 

Warcl 11.,a~~ee:dwith t,h~t statement ,in bot~ ·th.e pre-~est and post-test, 

'Interviews, the data" is 'not sufficient ~or conc1u~ions •. The proportion of . .. -. . 

~.r ... ,': .' •• , Int~rvie\"ees '~ho dis'agreed with the s~'a·tenie!1t 'is c~nstant in Wards I and 
.. ........ '0 • eo 

. 1'1 d .' b th th ~~.e- and post-t~sts., It ~ppears that the ini. tial ". ,.' " u,rl n9 0, e 
, ' 

:. : .. 

.:;. ... 
, .' 

._: ~, 0; 

.. ~ .. 

, ", p·ubl'i.ci ty before th~ pre~test may, have' caused ,a large. pro'por~ion, of the 

pe~ple in Ward I to take the position th~t the pol.ice in'Ward I do no~,: 

, rna', ny people ·,n .Ward I J chose ,t, 0 remain 'i.n' ',' use excessive force, whereas 
. ,'. 

. .. the "hei ther agree nor di sagree"' category. 
. .. ' .. : .. ; . ".. .. :': :.~~ ... ~ .,' 
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TABLE. 6 

.. POll CE IN tW ~!ARD DO tlOT US E ~IORE FORCE THAN THEY HAVE TO . , 

, . 

Neutra 1 

, Disagree 

No AnsvJer 

'Total 

. ', 
. i: . 

_of • 

0' , , 

\ 

" 

" 
. . 

t'" 

.... ~ . 
•• I. 

.,' 

Ward Ward II 

... Pre-Test . Post-Test Pre-Test Post-Test 

Number Percent Number Percent Number Percent Number Percent' 

57 

21 

. 14, 

• .. 

o 

92· " 

" 

'. 

.' .... 
..,: "'.' 

62 

23 

15 

o 

100 

,'j r • 

", . , 
, . 

, e • 

~, . 
... . .. 

to' 

,62 

29 

11' 

o 
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. ~ ." 

'. 
\: 

"" " 

. " 

61 

'28' 

11 

o. 

100, 

• 
c. 

. " 
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43 

31 

15 

o 

,89 

" " . 
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.. ~tendency of pol ice officers to use more force, they also do not support 

the cont'ention that supervisory personnel' are necessary to ensure that 

police officers will not resort to eicessively forceful tactics to 

a~hieve their goals. This could be construed to support the conte~tion 
" ' 

'. 

of the framers of the Holyoke Team Policing ,Pr.oject that the military 

hterarchy for super~ision i~' not necessary. 
e' 

Atti tudes T~'''/a rd Pol ice Hi 11 i ngness to \-Iork. Cit izens a re more. 

likely t;d provide assistance for the pol ice if }:hey·.view pol ice officers 

as b~ipg industrious fello\'/s. T~erefore, one of· the statements to which .. 
:tnt.ervi ewees If[ere a~ked to i ndi cate the extent, of 'the i r- agreement 0 or ,. 

fI 

di~agreer.:ent was~ ''The pol ice in my ward often do more work than is' re-

qutred of them." (See, Ta.ble. i.) 
.. 

The: pre-test results indicated that the interv'iewees' in both Wards 
• • .,. -.. CI' 

, arid II' felt about: the same 'vJay toward the amount of work the pol ice in 
.. -.. 

. their wards were "'Ji~l,ing to do. However, ,the post-test 'int'ervi~ws in-
" 

" dtca,ted that.the proportion of interviewees in Ward I who felt that the '.- .. .. 
. ,team pollce officers often did m;re work than they had to do 'increased , 

o • 

'.\ by. 8· percent; and the proportion of interviewees in Ward II who felt t~~t 

',',the pot ice in their \oJard often did more wo~k than they had to do decreased 

.o' 'by 12 perce.nt", This represents a s'ignifica~t change in .the attitudes 'of 

;,' "';.'. r ..... 

.' 
" '. 
...... ~' . 
. :, 

", 0)" ... -:. .. :,' 

':people in bot6 war~s. 
. '. Twe~ty-one percent more interviewees in~he team . ... 

; • o· • 

• ,po1icing ward agre~d in the post-test intervie~s that thei r police of~'en 
.' . , , 

do extra work th~n there were interviewees in Ward II who would agree'. to 

.-, . 

" 

,. .. ~ 
, , '. 



~ , 

. ~ . 

~ .. ' . . ' 

" .. 
: .. 

· , ' 

· . 
, " 

" .'. 
· . 

" ~ ... 

'. 

0. 

:. 

'1.\., 

I ' 

-TABLE. 7 
; , 

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

. : .. " 

.. . . ' ,. ... 

. . ' . 

'. 

---~----.. -:- . 

• 

, . 

. . ..".: .... :. 

!Q.ltCE IiI MY '.fARO OFTEN DO ~10RE ~lORK THAN THEY HAVE TO DO 
, . 

Agree' 

Neutral' 

. , 
'. No' Ansl.'ier 

, , 

T9ta1 

, . 

-. 
:". : ... , 

coO ~ '. :. 
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, ~ • \0 ~ •• ', 

Ward ',' Ward II 

Pre-Test Post-Test Pre"Test Post-Test .' :/' 

!umber Percent Number Percent Number Percent Nurnbir Percent 

. "'. 
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25. , 

1 

92 

26 

46 

·fJ.7 

1 

100 

34 34 

46 45 
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2 
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. tntervi'e ... ,ees in \lard I disagreed with the statement that their police 

often do more w,~rk than they have to do, compared \·iith 29 pe'rcent of the 

persons intervie\',ed in Ward 11 who disagreed \-Jith. it. 

Clearly, the data suggest ~hat people in Ward I have more, respect 

for the amount of effort that is made by the police in Hard' I than do the 

,people in ~la'rd 11. -Although ,data explored ,elsewhere in this study in-

dicate that t~ere is. reason to believe that,the team police officers 

actu~lly did put forth slightly more effort than the'officers ih the . . . . 

'fest of the department, based on the data the amount .of additional 

'" effort \"a5 probably nO,t as great;: as the i~terviewee:s bel ieved. One' 
.' . 

, " - " ' 

'~possibleexplanation for the fa~orable change in Ward 1 is that the de-

centralized team pol ie-ing operation ma,de the pol ice more visible to' 
. ' . 

,their publ,ic" thereby enabri'}g the people in Ward I- to make an ~ssess-
• 

, -
'ment that the citizens in Ward II could not make' of their pol-ice. 

'. . 
", ,The response to thi s statement' lends supp~rt 'to the', co'nclus ion that 

the: tea'~' policing' project has cause'd a favo'r~ble change in attitudes 
. ' 

, , among He lyeke ci t i zens .. '. ' 
" " 

,': . 
.' " : ' 

" .. 

, " 

Be' Do Citizens Assist the Police? 
" 

~ '. , , . 

", . ~ 

" . 
'. ' " '. ~ 

, '-,:" 

~he questionnaire had only one statement ,d~signed to getciti~en 
._' .' " • '""I/' ••• , • • • • • 

.... 

Impressions aoout'the'amount of. assistance they feel tne police receive 
'. ....., 

, -,~from ,the public living in their ward. The interviewees in each ward were 
" 

.. :a..sked,'to indicate the extent 'to which they ag'reed o~ disagreed'with the' 

.~. . .' .... 

, .... 

. ' 

" 

tOO •. """ 

.' ." .. , 
". .. . .' ~ 
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No Answer 

Total 
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TABLE 8 
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«1.,_ .. 

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

. ' . 

'0 

". 

, 0, . " . 

.' 
THE 'POLICE 114 OUR HARD GET A lOT OF HELP FROH CITIZENS 

:" ,. 

Ward Ward II 

.: Pre-Tes t Post-Test Pre-Test P'ost-Test 

_ ~umber Percent Number Percent Number Percent Number Percent 

p 

38 

28 

25. 

1 

92 

ItJ 

3C)"" 

28 

1 . 

100 

40 

39 

20 

3 

102 

,; . 

. '. , 

" " 

39 

38 

20 

100 

• 

" ' . .,. ... , 

30 

36 

'23 

o 

" 

.;.;~ .. " 
, .:. ," 
•. ' ",'".;0 "._ •• " to 'j .. ~ "._. .. , . . .. 

, ,~ .. 
" : . '. 

.' , ... 

" . 

. 
" 

.. ' 

33 

ltO 

26 
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31 

lt9 

17 

3 
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A~' with some of the pr~vious data, a.s. the experinient pr~gress·ed the 

" 

l ' 

interviewees in ~[ard If appeared to b~come less certain about the quality . . 

of policing in their area, and the P'ost-test intervie'tls indicate they'. 

.tended to wlthdra'." and take a neutral position' .. The proportion of inter-. . , ,. 

. viewees in ~/ard I \vho agreed that:citizens in their vlard help the.policE~ 
. . 
remain~d con$tant in the pre- and P9st-test i-nterviews, but those who d'is­

agreed dropped by approxi mate 1y 8 percent •. \olh i le there does not 'appear to 
. . 

be sufficient evidence to conclude that there was -an improvement .in Ward I, - . . 

there is also insufficient .~vidence td.indicate.a negative change in the .. 
sttu~'t ion. .. . 

* 

. , 

.,', ..... '. 
'./" .. Althoug/'l the data do not provide any' stro.ng evidence to indica'te that 

f. ' '-• ..;... .. l 

. , 
: . 
.-

, 

':t~e team policing proje~~'has improved the communityls willingness to 
. . 

assist the pol ice, a larger ·proportion of· pe9Ple "n Ward r than in Ward II. 

' .. : .. feel that the people of' the '",ard provide a :l'bt' of help for. t~e police •. 
' ... 

e. . - . 
. .: '.' There, i 5 nothing in the data which i~di cates that. ~he team po 1i ci ng pro-

. . . 
: ject'~ad either a po'sitive or negative impac.t on the cooperation of the 

" .;.: ... ,.; '. 

.... '. ,.: .cpmmunhy with the pol ice. 
. .... ",' ,". 

0' .:.., • 

'.' 

\ , .... . . ". 
. '. 

• #" .. ', 
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. . • ' .oo 
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• •. 'f 

' .. 
c:· Att i tudes About the O_ua 1 i ty of Po 1 ice " ! •• ' 

f ' •• ' ••• '~ 

• 
. " :-

In their respe~tive wards:., The first statement wa.s, designed to 'deter-, .. ' 

•. j •• 

. : -~ine.pubtic opinion about the ho~esty. ~f 'offi'cers in their area, and the .. : 
'. . '. . 

second stat"ement was designed' to give an i.ndication of how the police in . 
. ..: .. .. 

: ~.: j<: _ :,th .. two ~es p~c: i ve wards compared : i ~~ "':~~ ,PO i i ce in 0 th ~r :w~~ d~ .. of the" 
, ',: ,t":~ .... ,~ /' • ,~.::.~. ;.... • : .... :": ."~~,, 

:. ~ .' ~ 

. .. < .. :". ::~;~;:':'" :'.;."~, ~::y':<' :~:~)... ..,'. ; ..... 
.'. 

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

, '." .'~!. ~~:.:-~~ 
~ .. ~ ... :.:', . .~ .. ', ~ -' . , . .' 

~, . 

..." .. : ... '; ' ... 
. . '~'~". .~ .. 

, " 

.. ~. 

, , .. ' 

'. 

". :. 

.'. 

. .. 
.. :-

", .. ' 

.. ..: ~ 
, , 

, . i 

.',,' , 

...' ,~',... 

". '. 

. /' .:.,., 

. . ... ~ 



: ' 

\ ' 

l 

" 

" 

, " 

.' 

" 

. 
e 

. , 

" 

-, 

!-:.~ ..... :. ... 
.... : 

Hones~y of Police. 'Table 9 contains a compilation of the data ob-
, ' 

tained when interviewee's \'Jere asked the extent to "'/l)icl1 they agreed or 

disagreed \'"i tli the statement, liThe po'l ice in 'o'ur ward are honest.'" Af-, 
'~ 

though the attitudes in the team policing war4 ~,ere more favor-able,9ver-

all than the atti tudes in Hard 1.,1, both wr.lrd~ reflected a negative at-
. ' 

, ti,tude change between the pre-test and the post":test interviews. ~!hite 

,the consultants have'no explanation for'this negative change, the change 

is s)gni.ficant enough to cause us to suspect that sometime ,bet ... /een the' 

',pre--ana post-test interviews something' o~curred' in Holy~ke th~t shook 

the confidence of the"people of the city inthe'integrity of the members .. 
"of 't~e ponc~ department. 

'. '. . 
• ' Comparison of Qua,1rty of Police. ,.The basic purpose of the team .. - ' 

, pOlicing project was, to impr9ve the 

'experi,inental area' of Ward I., While 

, , , 

overall quat ity"'of policing ,'. , . -. . 
public attitudes mayor may 

.. ' .. 

in the 

not be 

related'to real ity, it is important 'to determine the pub'l ie's impresslon 

of:the quality of th~ pol ice who are serv'ing them before attempting to' 

continue or expand an experimenta,l program such as t~am pol i ci,ng'. ,There­

fqre, the interviewees in both wards ... ,ere asked 'to aHree o~ disagree w(th 

the statem:ant, ,liThe pc;>l ice in ,our ward ~are better them pol ice in othel" 

'wards." (See, Table TO.) 
,', . 

. , The pre-test interviewee responses, in both wards were fairly similar. . . ' 

'in the team pol icing ward, '18 percent' agreed: 62 percent \:Iere neutral, 
, , 
and 20 perc:en~ d,isagreed; and i~ "the ~ontrol ward, 13 percent' :agreed,:' 

66 percent were ne,~tral, and 19 percent disagreed. 

... ~ . ',~ 
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TABLE 9 

. . . ' 

THE POL 1 CE I N OUR ~lARD ARE HON.EST 

-.-:. 
" 

Ward I 

... Pre-Test Past-Test Pre-Tes t 

'Ward 11 ' 

Post-Test 

iNumber Perce~t N~mber Percent Number Percent Number Percent 

,70 

18 

4 
,,' 

, " 

',' 

o 

92 , 

77 

0' 

101 

• 

" 

70 

29 

3' 
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69 
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THE POll CE I N OUR l,JARD ARE BETTER THAN POl·ICE W OTHER WARDS 

.. ~ 

Agree' 
I 

Neutral 

Disagree 

.' 
.' 

Wardf '. 

: . 
Pre-Test Post-Test. 

: 

Ii Number Percent Number Percent 

17 

57 

i8 

18 

62 
.. 

20 

32 

61 

9 
.' 

32 

61 

8 

'. 

Ward r f 

Pre:-Test Post-Test 

Number Percent Number Percent 

· 12 
. 

S9 

13 

66 

5 

74 

19 

5 

74 

19 
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,., .. ' . 

, . 
" /. . . . 

•• 'r-' '. 

111-:27 
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.changed. si~nificantly in both wards between. the pre- and post-test inter-

views. Thi rty-t\'/o percent of the i ~tervi ewees who responded in the pas t­

test intervie\'/ io Ward I agreed that the pol ice in their ward are better 

than ~olice in other w~rdst a~d9nly 8 percent of the peopl~ in War~ I 

state'd that they felt that their p~tice are not better than·the police 

iri other wards. If the samples are representative of the total po~ula­

tion'in Ward I, this means that a total of 26 percent of the people in 

'Ward.1 changed their attitude's toward the police io'their'w9 rd ,duri'ng the 

.period Qetween the blO interviews.' . 
InWard' II the attitudes toward how their police co,mpared with the 

'No An'swer o o . 
.-

o o 
17 

J 

19 

J 2 2 ~ ... 
.. ~ ......... , .. ' p01rce in other 'wards chang'ed in a· negiil:t·ive direction •. ,l\gain th~ 7 percent 

~. !' ~ '.' ..,. . 

.;, .; 

, . . \ . 
o ': _.~ 

. ~ .. 

e •. 

Total 

.' 

92 102 101 89 .. 
" 

'. -. . 

99 ·100 100 ' .. "negative change' in attitude is probably due to the favorable press that 

. th.e team policing project received thro·ughout:.the pr:eject. 
" . 

. . 
; . 

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

. . .... ".: '. 
.. Wh.ether or not these.att.! tudes refle~t irnprovements in the qu'a li ty 

.' . 

':9f ~~e.police inWard I, they certairil.y ~~ not reflect any app~enension .' . .; .... 
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. on the 'part of t~e pUb.1 ic to conti nue the p·roject. 
The p~b1ic believes 

"that the 'Team Police Unit is doing. a better job than t~e police i~ ~ther . . '. . . ~ 

. ,,' t'-:' . .' 

wards of the city. 
. ' 

D •. Conct'usions . 
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In \-~ard II. to\vard th 1 e po ice in their area. ! The post-t' ~ • 
condu': ted . .i n 'the i a 1\ ' ' es t I nterv, ews 

of 1971 sho\'Jed mor~ 'posiC • 

. of ~lard 

.'. . Ive attitudes on the part 

c~tlz~ns in ' the fol1o\'/ing areas: 

.. 
'. 

1.. More \.[ard I' Inter ' . . f " Vle"lces (71 . 
,0 fleers like people'tha percent) f'elt that team • 

(64 per cen t) who fin there "ere lIa rd II ' , poll ce 
people e t that regular pol' f !ntervl·e\ ... ees 

• . • t ee 0 f 1 ce r.s 1 ike 

2 • : 'Mare Wa rtl ~ I • . • 
offi cers' a re I ~;~~~~ e~~:s (81 percent) 'felt that • 
percent) \ .. ho f 1 that n there ~·Jer.e Ward 1'1· te~m police 
polite. e t the regular police inlntervlewe.s (52 thei r area ~re 

. ~ 
'. 

3. More inte .' • rv I ewees I n VIa rd I ( ..' . , f~1 ~~~d" :oOk down" on most !eo~; /~~~~~t) agreed, that thei r 
IIlook dO\'m,~6 o~e~entt) \'Jho agreed that t!~:rpeo~/7re ifnterviewees 

.' s peop 1 e • ' " I ce a f i ce rs, . 

4... Mor'e W:rd I' .' .:.:: 
. • . I nterv I ewees (67 .. 
police officers in th . percent) agreed that 

,there were Ward' II ' elr area are anxious t h the team 
'the police in th ' Intervlew~es (40 percent! ~Ip people than 

, e,r ward are a~xious tohel w 0 agreed that, .... ' 

,5. More liard " • .' ':' p peop Ie. 
off" InterVle\oJees (61 . Icers do not us percent) agreed ·h 

.... " ~ intervie'\",ees (44 e exce)ss ive force than the I. at t~am pol ice 
, ' , " • ward do not use perce~t who, agreed 'that th

re 
weI ~e Ward II 

,:", , excesSIve force. ' e po Ice .In their 

" 6. 'More Ward i i nterv' . '. ~"".. . .... 
. 'd I e ... /ees (34 .. ) . . o more work th h percent agreed th . . . . 

, ylewees, (13 per~:n~}e~have ~o do than there we~! ~hedteam,police 
rocrework than th' h o,agreed that their p·Ol~···ar II lnter-. . ey ave to do. ..' ~e .. In. ~/a rd ·11 do 

", 7. Hore liard I' " ' " " "', " 
..... :... 9 t 1 IntervIewees (39 p ) ' ... '., e, a ot of hal f ., arcent agreed th ' ," 

, In liard It (I p rem CIt I zens tlian th at team po I ice' , 
gi.ve,their p~·l.percent) who agreed that~r:t'rfere i~tervie\-,/ees .' 

" ' Ica a lot of help. "",01 Izens In,lI~rd II ',' " 

.. ,8., Hore Ward I' " " ' · ,",' ' " ::"'.. 'polide a : hlntervle\./ees .(69 percent) agreed' 'th .• '......,; .: ... : .. , 
, . p' ) re ones t than there \ ... ere Ward II' a~ the, r team...., 

erc:ent who ag-reed that th InterViewees (53 
. . , ," " e police 1n'W . .:: 9. More Ward I in't • " " : ard II are, honest. , .'" 

" \. erVlewees (32 " ' 
-.' .... 

....... 

~':'" . , ..' :r~c~,a,:e better than the po~~~~e~t) agreed tha,t the team 
. ' . ' Interviewees (5 In other ward h 

, ) , ,'" :' ,Ward' I' are better ih percent~ w~o, agr~ed tha~ ~h an th::,e ~ere ~ ~,',}" >: <. ,<',,: :>,,: ::, ~,:":" ,,:, ' •.• ,a~ ,;~he, po \ I ce l~ ~,ther wa rd .. , e po II ce In" 
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A comparison of the pre-test and post~test data obtained 'from ,inter- , 

. . . vi .. ,ees 'in liard I indicate that the attitudes of chtzens in Ward I toward 
: 

their,police either remained constant or changed in a positive' direction 

On the other hand~ a comparison of 
ov~r the period of ~he experiment. . .' 

. " 

the pre-test with fhe post-test intervi.l• dat~ tn Ward 11 indicates that 

t1)e .aot t-i.t,ude:s of ttte .cl t i.ze os in \/a rd 11 "tol<a r d" the i r po lice tended to 

< • 

rerral
n 

the same ~r change in a negative directio
nc Although the res~arch 

which was conducted was' insufficient to Identify' precisely"what, aspects ." .. ~ . 

of the,'team policing project caused the positive. attitude changed In Ward 

I, thl' data are suffiCient to conclude that th~' project,has.
had 

the pr.e­

dieted positive "impact on citizen attitudes that was pred,icted ,atHthe 

'It 

outset or the project • . , In addition, there are no data to Suggest that,th
e 

removal of formal . 
superv,ision has resulted tn the publ ic percaivin9 any tncrease In police 

m1'sconduct, decrease in the efforts of offi~ers, or, ,increase In pol ice 

discourtesy •. The data collected for this area of the evaliJation do not 

, ":, prpvlde support for the fears abou t how a deemphas! s on the tra<i,\ tiona 
1 

., fie· • 

•• 

, .. 
, ' 

..... .:.---'~ 

chaift of command and strict control by supervisors will damage police 
. ...... :: 

,. 
w: •• 

. '. 
~' .. 

.' 

. ,_ ..... 

. :' 

Obviously, more preciSe research is needed, but the, data ,evaluated 
effectivenesS •. : 

" 

" 

"In this seotion suggest that the team policing project has had 'the im- , 
, . . "'" 

t 

" , pact ,of commd n i tV at t i tudes tha twas pred i c tea. 
, . ~ .. . , 

" , 

. . 
• • < • ~-... - . . ' .. 

,. ,1.,., ".\:. ; .. ' 
,,: ... "':' . '. .. 
,"; 

. r:' '. 

.' 

. ., ... 
. .. ~ 

"11.' CLIENTELE 'An. nUOES 
,-,:' 

. .:." 
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. ' ' 

, . . . 
. '. ~; 

" 
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• ;variety of sources. People listen to the accouhts of friends, relative~, . 
and neighbors \'Jho hc::ve actually dealt \ ... ith ;the p01i.ce; they hea,r rumors 

that float tnrough the commun i ,tyj they read reports carri ed by nelr/spapers 

and other written sources; and they'receive radio'and television accounts 

about police activity and the d~partmen~. Seldom do they ~~ve an o~por­

·tunity to receive'f~rst hand information about't.he police' for' themselves: . .. .. ' . 

.,~ : 

. . 
~Therefore, the irformation that most ci~izens recei~~ has been filtered, 

condensed, and distorted du!~ng the communicatio~,p~ocess, and it may 

not ,accurate 1 y refl ect rea 1 i ty. 

be inaccurate. 

This often causes community opinions tq . ' 

. • ' • .o'" 

, It would seem that those i~ the best pos'it~i~n to evaluate t,he police 

a're'the'people who have requested police service. ,Therefore, in collecting 
.... 

,data for the evaluation of ·the Holyoke:'~e'am Polici~~ Project, Q .~ample.bf 

people,},n Wards I and II who·had requested PQl ice assistanc~ ~f~~e identified , 
1..- • • •.••• 

and: interviewed. ,It was ~mti.cipated t~at by giving police·clients an op": 
, " 

port~ni'ty to expres~ their attitudes about the way 'the police responded to . ' 
"the'ir service' requests useful data WOLJ.~d be d~veloped • 

'. .. 

A.: Desig~ of the Clientele A~titud~ Study 
--'-

.. .... ; '. 
. ' .. 

. .. ·v ~,' . 
, ;" . 

. ~ ".: .:. " :~:. ' 

.. ~' ':'~.;:.:' 

. :~ ,~The.~oal of t~e clienteli attitu~e stud~ was to compa~e'the . ~ ..' . 

: .' 

.: .. , . , " 

; , 

'".' i. '" 
." .• ~~ ! :: : .. ' 

att itudes . 

'~f pol ice cl ients in Ward I with the att itudes' of pol ice cl ien'ts in Ward 

..• 1 ~ ~rough the use ,of pre- and pci~.t- ·:team pOli'ce project' interv.i-ew·~. 'How-
.' . '. . .'''''' 
eve~., due to til fficu 1 t i~s encountered in.' ~e i e~t ing "an adequate eli ente le 
,~ . . ,'" " 

, . sample for the pre-test int~rviews, these comparisons had to be dropped' 

" 

" 

. '\. 

• 'r 

... " 

~ ' .. 

• <: .-. 

• . _.o 

, , 

;, .. 
~ .... "-
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" 

,and a simple comparison of the ~Iard I c1ie~tele attitudes \'lith the \~ard II 

,clientele ~ttit~ces was accepted as an alternative~· 
" 

The individuals selected had called the police for assist~nce in one 

~f the fol,lo~'ling areas: (1) auto accidents, (2) burglaries, (3) breach 
-

',of peace and disturb~nces, and (~) domestic disputes. 'Forty-six clients 

in Ward I arid fiftx;one cl i~nts in \-lard II were .$electe~ and"interviewed.' 

The intervi.ews were conducted by locally selected intervi~wers, and 

they performed under the su'pervision of the Holy<?keJ10del Cities Progra,m.' 
,,' 

Dr .. B,ruce Carroll, Hampshire Colleg:, was responsible for the processing . 
~f the' data and providing approp'ria~e summaries. 

~ '. 
-.- " .. 

Q. Survey Findings 
" .. ' 

,:' : ,·i. ; .. 
. ~,' .. , ..... . ...... ' . 
.. ' , ., 

" ,.,' The intervie~'Js were '.designed to determine: (1), how the p'ol ice re-
.' 

... 
sponde~ to:the clients' appeals; '(2) how the clients' per~eiv~d the 

offtcers: who hand~~q their requests; and (3) the effect of the contact 
.. :.~," '~ .. , '- ," .. ',' 

on the elients' attitudes. 
, 

: Pol ice Response. The publ ic expects that when' a citizen re~uests 
, .. ' 

pol tee service, a sufficient number of officers will respond quickly', 
... ',' ;:.',: ~ ~ -:.:, .. '~ :' '. ~ -- '. '", ' . ..' . .' 

to ha;nd,le the pr9b1em. Th~refore, th~ ihte'rvie"'!e.es were questioned 
' ... 

.. '.' . emoush 

about their impreSSions of the number of officers who responded to th~ir 
" " 

" ... r1equests fo~ pol ice service, as well as the amount ,of time that lapsed 

'~b4atween the initial. request 
:~ . 
'- . 

the 'scene. 

for pol ice and the first officer ar'r'ived, on 
.. ' ", ': ' . .' '" ' " ' -:., .. ~ 

':-" .. 
. ' . 

'.'. 
, . 

-.. , 

. ; '. .... ..... . 
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TABLE ,11 
, . ' 

• " 

~UMBER OF OFFICERS WHO RESPONDED 

Number" , 
of officers 

, respo~d Lng 

1 

3 
.... 4 

" ,,',' fJ 

5 or more 

None or 'no answer 

. , 

, 
," 

", 

, .. 
, '" .. 

. ,'.\ 

. 

, :. .. 

" 

. ~. ..' 

. ,' 
'" 

'. "" 

" 

" 

Ward I, 

Number Percent* 

4' 

3 

o 
,1 

'. to_" , 
, ;, - . 

- ,', ~ . 

. " . 
;.. , .... 

." " 

, 
" ' 

, , 

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

.7 
'0 

2 

, . 
" 

: .. ' , 
'.' w • 

" '-, 

" ",-

, ' , 
, , ' 

:. '. 

, ' 

" 
.' .' 

',.< • 

,.' ; .. :: 

. " 

" 

" , 

, ' , .. , . .; ~ .'.. : 
.. 

' .. 
-'. ',' " ~ . . 

", 
, , 

, " .:::/ 'r, . -

, ' 

Ward II 

Number Percent~~ 

3 

40 

1 

3 

2 

2 

6 

78 

2 

6 

4 

4 
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·officers initially responded to the reque'st for,'police attention. In both 
. 

Wards 1 and II, an ~ver:age (mean) of 2.2 officers responded to each request. 

There does not appear to be any significant difference in the amount of man-

p~er that responded to calls', in Ward I than in. Ward II • 

"The interviewees' opinions co~ce~ning the time lapse between their request 

f..or a po,1ice' officer and the officer's actual,ar,rival 'at the scene indicated 

that more of the Ward I than the Ward II clJentele felt they received prompt 

resp,ons:~ 'from the pol ice in their area. (See Table 12.) S.ixty percent of the 
" 

Ward 1 clients who were interviewed indicated that they felt the team police . .... . .. 

officers arrived on the scen~ in less thai; six minutes; .. on the other t:and, only 
, . . . ~ . 
"26 percent of the interviewees in Ward II ,s~,id that the ~fficers who answered 

~. 
'I 

',_..-' 

:'~:iheir request ~ontacted them in less than six·minutes. ", 

, . , 

, . 
..... '. 

. ~., 

:', 

"; . 

• 

" . 

i. ,', . 
. ' ~ :'. . 

An attempt was made to compare the. impr~~sions:,about the r'esp~nse time 
with the time reported on pol ice record~~ .r(1~ev.er, the, dispatch records " . .' .. 

whf~h'are designe~ to co~tai,n suchinfor~~ion"we~e'i~~~~~'ist~'~t ~~:~'''inade-
quate 'for su7h ~ comparison. Therefore, regardless of the actual response 

time. 34 percent more clients in Ward I than '{n Ward'. II felt that their 

~ ~pollce responded in less than six minutes.'- ," .. 
, ..... : .. ~ .. :' .. '. 

" 

, , 

.. ,.' 

Cli~.ntele Percept'ions of Police'. The cHents wh'o' were interviewed were: ;. 

,asked' to r~spond to two questions that 'w;~r~ de~igned to 'obtai~.'i~·f~rmation 

about how th.ey perceived the officers who responded to th'eir requests. The, ..... 

the ~fficer treated th~ clie~t • " , .' '" .. ';', 
. .. J,:.::.I":" ::" , ::~. " ':: ~:., .• ' .. ... '. " • '" ~ •. ., 

....... " 

" .... 

. • 'r .. '~: .' ,:~.~~\". • . .. • ,." ' • , .... 
.:' -Tab,1e 13 :summarizes t~e ,cl ients' ,impressions of the officers', attitudes • 

. , 
'-;n-Ward-rl~ ahrgher-:-p'roportion of the ~Hen'ts': had:-'p~sitive i'mpr~si:ons of the 

. ,. 
. ". .. : -. ... 

," 
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TABLE 12 

. . , 
-!:- -:" "~!':"­

':;.' :: . 

. .:;;'. 
0:':' ~ 

ESTIMATED REsPotJSE TIf.1E 

Time laps:€: 

Less than 6 minutes 

7-11 minutes 

Over 12 minutes 

No Ans\'/er 

.. . : 
, '. 

, . 
'. ~. .. .::. 

" ' " 

'. ~. 

'.:;.' 
.' 

I. .. ",:. 

. : . " 

. , ~. . 
." .. , . ' ..... 

., 

.. ' , 
.... ~, ; I • 

,. 

r' . ' • ,t' 

'. 
Ward 

Number 

25 ' 

7 

' .. . " 

'. 

.'," . :. 

" . 
,"_0' • 

.. -=-

, '. 
", : .'.'~ . ' 

" '.: 

... .' ~t 

Ward If 

Percent Number Percent 

60 13 26 

12 

,17 

s' 9 18 .-.. 
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.' TABLE 1~ 

\OIHAT \/AS OFFICER ATTITUDE? 

Offi ce'r A it i tude 
,; 

Anxious to do a good 
job 

'Concerned 
. 

Indifferent; bored 

Sarcas~ici hostile 

No Answer 

"' .. 

total 

. . ; 
. . 

.-

.' 

, 
• 

" 

'. ' 
•• ~" f 

.. ~. l' 

Ward 

Number 

16 35 

22 48 

4 ,9 
.' ~ 

.' ·~O 

46 ·101 

~ ... 

... ... , . 

'. 

., 
", 

. . :..~ 
" ... 

.. . ,' 

. ' . 

..... 
, . 
.: .. 

~ : . 

.'. 

". " . ... " .. ... 
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Ward J I 

Numb"er Percent 

9 18 

31 61 

9 18 
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clients in Hard 1 indicated'that the offi.cers'.with whom they dealt were 

anxious to· do a 90C~ job; whereas only 18 percent of the'cli~nts in Ward II 

had the same.jmpression. On the other hand, 22 percent of the clients in" 

Ward II expressed negative impressions about the attitudes of the officers 

who assisted them compared with only 9 percent of the Ward f i"ntervie\-/ee$ 

"/ho had similar if!1pressions. 

However, even" though the clients in Ward expressed more positive at-

titudes'than those in Ward II, when the total posi.tive attitudes are lumped 

together in \la rd and compared wi th those in \1ard 'j t, 83 percent of the cl i ents 

In Ward I and 79 percent of the cl ients' in t>/ard f I expressed pos it ive atti·tudes 

about the police;in their respective ward~ Thi~ similarity should cause one to 

Interpret the data ~autiously. ...... ," : ~ 

Perhaps the fact that ,22 percent of the cl ientele interviewed in Ward J I 

compared to 9 percent of thos~ in Ward I fe~; t~at officers behaved in a 

·n~9ati.ve way was the most' significant ~evetatrori or the dat.a •. 
, '. 

, 'Table 14 contains the compiled f"esponses that c" ients made to a qu~stion 
.. . ".,'., . 

'concerning how they felt the police tr7ated t~em. ...• 
',,:. 

", 
',. .. ', . 

r",;. :': • 

.- p. - to' ,I:: 
. '. Twenty-four percent or the Ward I"clients Tnt~'rviewed felt tl:!e' pot.ice 

',- . 
who contacted them were "except iona lly 'courteous" compared to 6 percen~. of 

.' 

the W~rdll cli,emts wh.o felt the same wayo ·Ninety-four percent of the clients' 

In War'd i indicated that the officer.s the'1 dealt. with were either "courteous" 
: .~ 

";. . or "ext reme 1 y 'cou rt'eous • II • 
" . : . --,' '0 ' •• ....... 

: . ;'; >:::';:' ." .. ' 
\ In Ward II the summarized data suggest a slightly more negative impress ion 

.; I • 

,:;.>":.: of the officer~I·:~nners •. How~v~r~.t·h~',~differerice between the 'tw~ ward~.·is one 

i' 
f· • 

I 

, ' !' 

• '! .. ~;, 

i ,*' 

" :' ~;-
I '0 > 

e· ._', 

.... ·0' 
'"'.",'. " 

, .' 

•• !".~ , , '. .'. • . ' • • .'. .' 

.~. :-';::'--. ,--.. ~ot.:degree rather' t~~n.Sig~·ific~~~~. Alt~ou9h certainly it.,·~is.,appar~n~.th'llt.the . 

-"?'~~::, "'team operat ion has not resul ted in ,poor~r 'a~t'i;1:ICleS or mor~ "d'isc:ou'~t~s~ on the ,. ,'!. 

-of. • .. • • 

t:.'.:.\:. ~ . part of the ~fir.ce'rs 'involv~d in it'.'.' ,~.;. :~:;~~~:'~/;::<;'.:.:" .. ~~:.,~~;.,'.::~ ..... : .. ~:.:. :.:,.: .. ;:.:" 
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TABLE 14 

.. . , 

':. 

TREAT~"EUT THEY REtE I VED FROM POL t CE 
'. 

.1"reatment 

Exceptionally courteous 

, Courteous 

Not courteous; not 
offensive' . 

Ward J 

'NumberPe'rcent' , 

11 

32 70 

' .. " 
. Discourteous 1y 

'0. 4: : , 

. .... 

.' . 

. '. 
" 

.', 
, . ' 

..... ' . 

No Answer 

Total 

. . 

.: 'j 

". 

:." ~ 0 •••• ",: 

". ": 
•••• ,0' 

".:.'z . , .. ~" ... -
.~ , . 

.. " - ;.. .. .: . 

.' 

, ' . 

• ~ '0' :'\'.;":: .. ': i ~ '~"".~~~~i-;#~::'~ ~ ...... '. 

, ... ~. • 0 

, ~ ' .. . ... . ~ 

~ , : 

.~.100 

• . -

. .~ 

" 

:' .... 
. :. 

. .~.: 

-' , 

. .... 
" 

-~ 

.... 

. , 

Wal"'d II 

Number Percent 

" 

3 6' 

41 80 

s-
1 

1 

51 

~ • to .. 

10 

.2 

2 

100 
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Effect of Contact on Client Attitud~s • 

., 
. .:, .... :~ ~ . .' 

.. " 
.. .... 

.. ' 

t 1 i ents i ntervi evled were 
. . , . 

a~ked about therr attitudes toward the officer wno handled their case, 
" 

the department before and after the Gase, and .the quality of the service 

that \oIClS rendered by the officers who handled tJ1eir individual cases •. 
o ~ -. 
Table 15 contains :he coinpped data about attii'udes to\vard the depar.t­

ment; Tap1; 16 summarizes pre- and post- attituqes toward the officers; 

and)able 17 ref·lects the clients';impress.ions of the overall qlJality ~'f 

service r:endered by the pol ice in the speci fi c cas'e in whi.~h they w~re .. '. . ' ' . o 

involv~9. 
' .. . , 

The data i ndi cate that the cl i ents in Ward .. I who were i ntervi ewed" 
,0 ". 

concerning their-attitudes to\..,rard the dep~rt~nt had a positive atti,tude 
.. "'.. . 

c;~ange, while the Ward II .clientele reported that their attitudes re-.. . .~ . . 
mained fa'irly constant betvJeen the initial req.uest for po1.ice service and 

" . 
t~e termination of pot ici,e activity on the c~se.· In Ware! 1,13 percent 

, . 

p 

more of the 'c1 ients interviewed reportei fa~orab te atti tudes and' 9 percent 
. . .. . -. -. '. ~. 

fewer ·ctJents reported unfavorable attitudes after the team polic.e officers . ." . 

: had ciisposed of their prob lem. On the other hand,. i n Wclr~ II th~ ~er~entage 
. , 

;'of"clients reporting favorable attitudes toward ,the clepclrtment remained 
" .. ' :... ... 
approximat~ ty the same before and after' the s i tuat ion, ,c30d the proportion 
., . 

: of, cl i.ents who reported unfavorab 1 e atti tudes to\.,.a rd thE~ department i n-
. 

creased 5 per:cent ~ . .. , "~ ... " 

.' . . 
. , .. .. . .' . -" .. 

• 1 ' •• 

As. one i.:1ould suspect:the experi'enc~'a cHe~t had IrJith the offi~r . . .. . 
who handled his request ot problem influe'ncedthe client's impression of 

. . 

the department •. Table 16 indicates that the'contact with a,pol'ic~ ~fficer 
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Clientele 
'afti tudes 
toward po 1 ice 
department 

favorable 

Indi fferent 

. Unfavorab 1 e 

. No Answer 

Total 

. ~ . . .. ' .. 

:.! ' 

. .'. 
'. 

", 

.' . .' . . :.til" 
, .,,' ... , 11.1 -39 . . . 
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TABLE 15 

CLlENTELE ATIITUDES TOHARD DEPARTMENT 

BEFORE AND AFTER·POLlCE HMIDLING OF·INCIDENT. 

• 

Ward 

Before .. After 

Number Percent Number Percent 

' . 

23 

12 . 

9, 

2 

46 

" ,';' 

... '. . 

20' 

4 

100 

29 

29 

5 

2 

46 

.-
. . ~ 

. ". '.' 

. ..... ,' '. " '" 

e' '. 

t', • 

63 

22 

11. 

It 

100 
' . 

.' 

... 

Ward II 

'Before After 

Number Percent Number Percent 

26 

.13 

to 

2 

. ,'" 

" 

51 

25 

20 

'100 

. ~'" . . 
. , 

:. ", 
, . . ,' .... " '. 
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Clientele 
atti tudes 
towards the 
police officer 

Favorable 

Indifferent , 

Unfavorable 

No Answer 

Total 

" 
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TABLE ·16 

CLIENT'S ATTITUDES TOHARD THE POLICE OFFICER 

BEFORE AND AFTER- I NC I DENT 

Ward 

. Before After .' Before 

" 

War4 J I' 

After 

Number Percent Number Percent Number Percent Number Per~ent 

," .' '. 

23 

19 

2 

2 

46 

. ' 

" 

, , 

, , 
f. ". 

", . " 

. ... '".-" . 

50 

42 

4 , 

100 

: ' 

'" 

", 

, " . '.' .. '. 
, . " .,' '~. 

~. " . .' . 
. .'.~ '. 

" .. :'," 

36 

7 

1, 

2 

46 

," 

~" ': 
,., . 

' .. 
, " 

.' 

·79 

2' 

100 

" .. 

" 

: y' 

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

, \.' 

• I,' . 
" 

17 33 

30 59 

4 8 

o o 

51 100 

,-, 

,.' '" 
,',' • ,01' 

. ' ,- , ,; ~' . 

29 

13 

9 

o 

51 

. ....... . 

-

" , 

, .' 
~ :" 

.... 
" 

57 

26 

17· 

o 

100 

", 

" 

, . 
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I 
I 
I' 
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. . 

: 
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. . 
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. . 
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TABLE- 17 

-'--'.- , ... 
,./, ..... ' . 
• or . 

CLI ENT I S An !TUDE TOHARD OVERALL QUALITY OF SERVI CE 

RENDERED BY POLICE IK,THIS 1NSTANCE 

,Qver.a 1 f ,Qga 1 i ty 
of service 

Excellent 

Good' 
, , . 

Not good-Not bad 

Bad 

Very bad 

No Answer 

'. 

Ward r 

·Number Percent· 

13 28, 

.15 '33, . 

13 i8 

3 .' 6 
. '.' " 

,0 

: 2 .. , 

Ward II 

Number Percent 

,8 lp 
.. 

14 27 

16 31 

8 '16 

5 ,10 

o o 
,', 

, Total 46 ," 
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'caused people to form more ~peci!ic opinic;ms about the officers. 

•• 

• • 
However, 

the Ward II clients,ch~nged from a neu'tr.al. position to·both more pos.itive. 

(24 percent) ~nd' more negative (9 pe~centi att itudes, \-/hereas the Hard 

c~ients reported a consistent'ly,positive (29.pe·rcent) cha.nge in their 

, attitudes to'.vard the officers who 'handled their-requests. 

'TaSle 17 reflects a summary of the clients'j responses· to thei'r ~~-. . 

pressions about 'the overall qual ity of the 'service they r~ceiv~d from the 

police in the spec'ific case being c'Ci!lsidered •. A s.ig~ificantly .h.i:her 

proportion of the cl ients i,~ Ward I (6'1' percent)' than. in ~/ard .11 (43 
....... . ; ... 

perce'nt) reported that the service they rece'iv~'d was,' gb"Od' or excetl~nt •. ' 
.' 

Twenty-eight percent' of the Wa'rd I cli~nts c~mpared to 16 percent' of 
:.' : .. 

. those in Ward II told interviewers .that they felt they received excellent 

service. Conversely, 26 p~rcent of theWa,rd'H clrents ~ompared ~o'6 
. . '.', . ' . 

pe~c:erit of the Wa rd I c 1i ent's sa i d they, rece i ~ed "bad" ,o.r. "v~ry bad.'~ . ' ... ", 

service from the officers who handled thef'r: problem. 
. . ~ , , .. 

. .. ,: .... ' " :". . ..... .' . 
. " 

: .': .. ':Although the precise ingredients "t'hat caused the positive ,attitude~. 

among Ward I cl ients cannot be identified, it' 'is apparent'that the efforts . , . .. . .. 

~f the police in Ward I were interpreted by the:cHents ~s bei:ng bette:r . 
, '. 

than those made by the Ward II police. 
. , . 
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t: officers formed more positive opinions than the \·/ard II cti'ents \'/ho \'/ere 
, 

s~rved by the re:gular pol ice officers. The Ward ('cl ients reported:. 

,'";" .. 

Ie Th~ ma~po~er s~nt was approximately equal to that of Ward I. 

Police response time was sl.ig~.tly raster in Ward I. tb,an in 
Ward II. 

Pol ice in Ward' I were slightly more anxious to .do a' good job 
th~n the .pul ice in Hard II • 

• 4. Pol ice in \-lard 
.' , in Ward II. 

were more cou rteous to cl ients than the pol tce 

.. 
'. 

Clientele attitudes toward th~ department and the police officer' 
who handled their case changed in a more posItive direction in 
Ward I than they did in \oIa rd .11 .• ' 

'·-6 " ,0 Cliente·te in ~lard I were more satis.fi'ed with the quality of ser­
vice they received than the clientele in Ward II were with their 

. service. ...', 
, ... 

" -
..... ·'·:The team pol ice appea~ to have had a mor~ pos itive impact on the 

.~ C:.1~izens who they se.rved than the regular p~ice had onthei::clientele. 
.... , . -. 

'. .... .. ~ . . . '.' GROUP INTERVI EWS IV. I ' 

. ,. 

A". Methodology 
. ~ : : ,,' 

, ' . 

. , 
.' , . 

_ In an attempt to secure additional qualitative dat~ relevant to the 

'evaluation,: the consultants conducted a brief series of grc.up interviews 

:: with ·.~es i.den'ts of\:far'q I and Ward II. 
. ," 

. . 
·Five interviews were held, two in 

. , 

.,' 

.:: .... 

. ..., ... " . 
:'" "" While i~ is difficult to attribu.te t.he differences in clientele-·attitudes. 

. . 
Ward I, two; in Wci;rd n. and· one with the ald~fm~n e'lected' i:o':r.epresen~ 

. . " . . .. ' ~ 

'In Ward I a~d Ward II precisely ~o the. team pol ice officers,. . there' is no 

" 
.1 • 4 " ",' , ~,' ~.; , 

't" " 

.. 
: .. ' . 

• "0 

".. ..: .... ; .. 
: ..... :":~ '.' 

: ",'.' \,' .. ~ 

;' each ward • " .... ' . 
.' ."; . . ; . ~ " .... ' .. 

".. The interview~es were not selected scie~tifical1y. 
" ",. , ".. . " . 

'chosen because'they had something to say about policing 
... '.' 

. . 
but. they ,were 

in their respective .' 
.. ", . 

,I " ;) ~:; ,w!,~~~. The Wa rd I groups we r~ act~.ve. I n th~: ~~~~\ ~:' t 'es ,P ~o~~ am: " E~Ch 
.. ~"'~". '. :'i.. :.: :.,:. ..... , " "<.. '. i .. ~ .. ·. ._ ..... : ..... : .... ;,,:~"~ ', ........ /,. '., -:.,"" , ; .. :, ....... ,.:. "'. I ... . 

". 

" . 

" 
...... , .... 

.' 
" . 

. ' 
.~. ~. 

" .. ~.~. ':" '.. '. :. ~ .. 3 ... ;'\." ...... '; :"'.' : 11>. • • _.'~ ...... .,}... .•• ,.., ... • .• ," ',' ~: .. ' I "';. .,....' ~.... ., 

.. ': •. , "'.:' ';' .. ;'.~ , ~~I:: i ':,,~~: •.. '~"... " J. ... ,,, .. --..... ". .o,., .,j.; ... --~ :..:,' _ . .. -'1' 
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Individuul was either a member of the Community Relations Council, Crime 

and Delinquency Task Force, or the evaluation panel. One of the Ward II 
'. 

groups seemed t~ b~ heav il y we i gh ted vii th 01 de r cit i zens " 

.,. The sessions were held at·times and in locations conveni~nt to w~rd 

par.~icipants. 

The 'consul tal)fs structured the. group meet i ngs as ope~ forums. Only 
. i 

wh~n the participan~s strayed from the subject or the pace of discus~ion 

slackened did the consultant interject himself rnto··the forefront-of the 
. ' .. ~~: . 

debate. Normally, he would simply' intro~uce himself, i'ndicate the pur-
. . 

.: pose of the meet,ing, and ask ~ few. specific ql!estion.s. In almos~ every 
,- -:. 

case, the participants were self-directing for the remainder of the' 

session. . . .... ' -.. . . . ...... . ... . ~ .. ~;." : ; . ' 

B. Two Levels of Discussion 

: ' .. 
',' . 

. ", 
' .. 
'. 

0' ••. 

" ~' .... 
:,. .... ,. ..( .... , 

The group interviews in Ward 

0' .... :~'.~;::.;.. .;.-. 

and Ward Ii :were as i::Ii.fferent as n.ight 

<and day' insofar as their approach to e~alu<:l~i~g the pol ice was conce~ned. . . . 

. WIthout exc:eptio~" Ward I participants 'w~re enthusia;stic about trye team 

. and: its per.formance. Every individual presentgaye an unqual ified en~ 

do'rs~ment' of the program~ Even when they expr~ssed some disap'pointment . . 
: . 

over'thefact that there seemed to be an insufficient amount of foot. 
.. ' 

.patrol in"the' ward, they wer.~ .. a.polo.getic for' hav.ingbrought th~ question 
.. . . -'. ~ u~ and were certain tha.t steps' woul~ be take!1 by the team to correct the 

I, ,'._ ':.' . " . .. ' .. ' , .. .~. 

' .. 

. ' .. 

., .: 

.. 
L 

.. 
c 

.,. 
.' 

• 3"" . J, . . 
!:-.-:'" ":1.: . 

: .. : :. 

. . 
:Some blamed the poor police perf~rmance on inefficiency on .the part of 

the po 1 i'ce • Others suspected that the ~~rd had been denuded of men to 

f~rm Hodel Cities Team Polici.ng Unit.' Only a:very small proportion of 

the discussants expressed any inter~st in having a ~ar:d II te~m.· What 
'. 

they It/anted was more'. and better pol ice service:. of the r.egular type. 

. ·If. te~m.·pol icing ·~~~s the only "Jay they could get such service, they were 

.wi11!.ng to accept it in that form. It should be noted that their knO\..,­

ledge of the team approach \'/as extremely limi ted'~ • 

. The meeting with the aldermen consisted of an endorsement of the 

'team' c~ncePt by the alderman from Ward I and a. !ita'tement urgi.ng th'~':~" 
. .'.' _ .... • ..' " . r' .. 

fI • • • 

. Wa rd II become the IInext" team po 1 ic i .ng a r'ea from Ha r~ I I' sal derman. 

F~rther questioning al~n9 these lines r~vealed' that while ~he Ward II 
. .. . ,.- . '. 

alder~an ex·pr~ssed a strong desire fo~ the next ponce t~:am. basically 
. '. . . . ... .. '. 

", . 
he seemed to be a'fte~ the same th ing that h'i's c~nsti tuents w~re a$ki ng . . . . . .... . . 

',' 
' .. : .. . ~" ":: for--more a'nd better police protecti'On' aI1d"service' in any form • 

.":' . 
" ..... ... ,' . 

• 0 ~;. 
., O' .... 

.' . 
........ he.' Conclusions 

", . . . . 
1', ~ ••• '. '" "; •• ', • ...; •• ":.'. :'.:~.':'':'" .., ,- -.-: : ..... : .. '" '. 

;The'most striking single point that came ~ut:"bf this process. was 
. :. ... " .. . ., . 

that"those citizens who have had.some.·~xp7rience with t.he Holyoke. Team 
.: ", ", :. .' . 

. Policing Unit a're generally so'ld on the appr.oach.: The absence of neg~tive 
" .' 

..... 
': __ jhat the; . .Te~~ 'P~l i.~i.119 .l)nit_enjoY~· a ·~~.lative1.y h.i.~h·level~. of .. pub I ~c""·. 

'. ........ '. . '. ~ ~ . '!' • ': ..... '. ~ 

' .. 

matter. . '. . . .... .. 
.j '{ 

' .. . , . :.~ 
s.upport in Ward I. certainly much higher than Ward It citizens are '.' 

. ... 'i~: / ... ': . . " ., .... ~ . 
. .. '. 

.' ' . 
.. ~ .. ' e-. '. . . ?" :.':.".' .' Ward II participants, however" were 'with onJy one Eaxception high)V :::.'.:' >.; >- : .. willing to' give to .the pol ice wh~ serve ·them.'. . '.' 
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PART IV 

POLICE ATTItUDES 
. ; 

"'-,'" 

." 

.. .. .... 

," 

The Holyoke P~lice Department's implementation of team policing 

involves two basic concepts, that of .comm~nitY orientation and that of 

·c.temocratic organiza·tional structure. Of parti,cular relevance' to these 

'concepts is the is'sl1e of police officer attitudes and "worklng person­

aJJty.',' Community,"involvement e~ta·i 15 interest" in ~he pec;>ple ... ,ho live 
i 

in 'the area po 1 iced and concern for thei r prob 1 en.1s. It imp 1 i es a 'c lose 

relationship bet\'J~en officer and ~ivi1ian; and' i~'a;"'~rea inh'abit~d b; 

peopT~ of distinct ethnic ~~d socialg~oupings!'it means dealin~·~it~· 
". . . '. 

. :people as people, witnout ster:eotyping and prejudice. Democratic. organ-.. ". '. 
Ization, at the same time, implies the necessity of refr'aining bq.th from 

. ,gtving an~ from expecting orde·rs. It impl'ies on the one hand the abi 1 ity 

", 

to p~'rticipate tiS on~ co-equal member of a .group and abide by the decision 
.. ..~ .' -. 

of the-' ~~jor i ty, ancf on the oth~r hand th~ ab i 1i ty to assu~e' and al:cept· . . . 
responsib'i1ity for individual decisi·ons~~wj'thout calling upon higher 

. '. 
<' '·l.< • 

.. . : .. ~ : .'. 
, .'O .. '. .. , ~ .~ : .' .' 

:: ' .. ' ·The:success of a project such as this,' therefore, is strong1y re-
. . 

~ated to th~ officers' professional and persQnal attitudes. A degree of' 
. e' . . . 

receptivity to corrullunity relationships,.oiverse life style~, and 'ambiguous 

'. ~ituations is ·necessary for a 'patrolman to adequately pe"rform the :functions 
'. ,,"'. •. .oo: . .. ~. . 

'. 

i 

L ,j' ... ~.~" ". . .. " ... 
.... "'i 't ., . 

. .' .' . 

':of. a Holyoke ~'eam policeman. Yet at the_very·same.time,. experIence;n. '.' '. 
" . .. 

. at=cepting responsibility and working ,closely with P7op1e in a spirit 0t 
;' .. . . .: .: . .... ::: . 

. cooperation should af1:ect attitudes towa'rd the police'rol~, th~'people' .. , 

,,:~~ ~ ~r; ~~:~ nd the co:c:~p t of a." t~Ority~,: <,," .,./\'11.;,.1.:'.t: ..... -.::.-... , _/~: .: .:' > .', :.' '.' . ' . 

.... ' .. 

" 

. ' .;. . 

::- ... 

. -. 

. ' •. 
'. ,. 

~'. . 
. ; 
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. t .. 

" .. , /~ 
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.' 
Both to measure the i~pact of the ieam police experi~ent and to 

. . 
understand the background conditioning its success or ,failure, a battery 

QJ psychological instruments was adl)1inistered to the team and control 

groups, both in the initial,.pr~-test period ~~d at the expiratio~ of 
".> 

the grant period. Th~ results of these two ad~inistrations are given 

be I a .... l. . .' 

, \ .' " 

, " • I •. TEST ·GROUPS 
" .-

, Two" groups of men 'were 'tested in the init'ial"examination"sta1:le of 

. the attitud ina, eva 1 uat. i on~: Tlt/en.ty-four ,ll}en' who vo lunteer~d or sa id " 
. . 

·they'might volun~eer for team.membership were tested during the team's 

first three meetings in early October, 1970. From this group seven men 

"d..-opped out or were de,-selected and one was added, leaving fifteen men 
. . 
"(one' captain, two sergeants, 'an'd 'twelve' patr~lmen)' in .the t~am plus :, 

'. . . ', _e. ". ,.' '. '. 

..•• :'. thrlae reserves.: Since one man added ~as 'not .. teste~ \'Ii th the others, -. 
... 1 

.. there rema i ned a group of seventeen ·offt cers wh i ch' was cons i dered the 

.• exp,edmental 'sample for purposes of this eva·luation.· Twenty'pa1;rolmen 
... ,t· 

' ... 
,'welre selected by random number'sequence from a roster of'the 'remainder 

:- . 

. of' the operational units of the depa'rtment to constitute the control 

s~mpl~, ~~d they were.test~d 'the- firs.t week of December, before th~ 

:·"Hodel Cities' Team began street operations~ 
, . 

86th experimental and con- . 
'. 

, ."'" . 

tested iii groups' an~ were given the~ame b~ttery of . 
.~ '. : -,- .• • • ~.' ~ • I' . ~ • 

. trol samples were 
.".;' .: .' , 
. ~uest.~(;mnaires. An .attempt was m~de tQ keep the testing environments . , . 

• 
Identica 1. The controi5,' however, verba.l ized a greater reI uctanceto 

., 

: . take the tests than t~e team~ ~nd they refuse.d to i d~ntity.thei r respon'se~ 

'. , 

" 
" 

. . ~' .. , .. :,., ,. . .. -~:.... :.t·:~·"·· .... :~ ....... ~-.. ~ ... : l 

.. . . ..... . 

. . 

...... 
' . . " 

' .. 

, . 

. ..... :. 
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While analysis of the control group~results showed the respon~es 

to be patterned and .internally c~nsistent (in som~ scales'more so than 
. . 

the experimental group), nevertheless, it was· necessary to guard against 

~be possibility that the control group's obvio~i lack of'ent~usrasm for 

taking the tests maY·have influenced their scores in an undetermined 
. . 

f~shion., Under.su~h circumstances it appeared that the wise~t course 

wo~ld be to interpret the contro l' group IS scores in the. ~st conservat i ve 

manner possible, and in the present situation this.meant to take them at 
• 

face. value ~/henever a difference betwe~n control and eXperirl'lentat groups. 

. Was indicated .. 

• 
". ,.: From the seventeen. men compr is i.ng the pr~-test team samp 1 e, two 

. 
were dropped because they- had re linqui shed team membersh i p, and the three 

",,- .. ,' 

team ~lterrtates \'Jere d~opped because they had 'not participated fully in . . . 

·f 
I 

. - ... -===-., ' .. 

1 . 
·i 

. . ". ~. . ~' .;:. ... 
. : . 

. ~~-~ ~ . 
~ o;.:..} 

- --.. ----~ 

" . . ", :··r 
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II" 'POLICE ROL.E OI\IENTATION 
.. . 

Many factors can affect the way patrolmen carry ()ut their duties. 

Departmental pol'icies, specific orders, commur}ity conditions, an~ the 
" . 

°details of each specific ~itu·at.io.n are alrm~re or.le:ss re~lected in the 

decisions an officer makes. One qf the most' inip~rtant personal factors, . 

one'~lh'ic;~ distilJ9ui-shes the·operat·i.'n·g ·styles 'of"policemen .who work to~ 
gether,' i~ the in~ividual patrolman's concePti~n'~f t'he p:~opE7r. pOli,ce 

'. 
.., rol~ • .This' role definition, his understanding of'what poLice :"ork,.i1!lplies 
f ~" 

and ental1s, is his basic ~~cupational.'orieota·tlon and his deepest. -, 

rational force. . . ' 't is' his' ;easo~ f~r ~ct i ng' as' he does '1hen he p 1 ays-
o ". , 

out the role of pol iceman. Since role ori~ntation is so' central to the, 
. , ' . . 

. Issue' of 'o~era tiona 1 differences b'etween po Ii ce o~ft cers, th is factor . . ~ .. ~ 

. -. the prog~am •. The·on.e te'am member who joined"aft'er ~h~ pre-t~st :had been 
was inc:luded in the attitudI.nal evaluation 'of the Tea~ .Policing Project • 

• • .. w 

. ' ., . 
, .' 

completed Was added, givi.ng a total pf ~hirteen officers' in the TPU group 
.' . 

-:", 

," . 
used in calcu·lations for the post-test. Twenty men were a'gain ~elect~d' by ... { I: A. :' f"r~-tes t Res u t ts 

.. ~ ~ .' 

• • 0 

- .. '.'. 
'~. . . , .. : 

". ',~:. '~.' 

.. ".; 

. . 
.... ,.. 

• ~ • I 

.. ' 

,. ") . 
~." , 
~"" , . 

'", . ' . , 

. " 

, T!te' TPU 'and control samples were adrn.inistered a quest.ionnai.re de-ra,ndom number sequence from a rost~r of the rema In,der of the dep'a~t~ent to' 

~o~p~se a control. sample. One of these men 'did not appear, however . (prior : ... : ...... .. 

~e~inission having been 'obtained from the Chief ~~~. Poii~d~l':'''so';:th~ .co~~ro:j:::···:::·· ., " 
, .. . 

'group' numbere~ nineteen. 
. '. 

Both samp!c::s were administered· batteries or in'" 

"struments incJ"uding: the police role q~e~tionnair~ and the auth6ritart~nism 
. . . 

. '$Cales used in the pre-test. The testing'environment was identical for 
• 0 

. \ . '.;, 
. the two groups e~cept for the fact that' the'controls'were"not asked ~o 

::·ldentify.their responses' individually. 
• , f , 

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

' .. . ~ , 

. ..:... 

.. 
".';..,. . 

~. ~ . -. 

+ <00 ••• ':~ 

. .!'" . 
• .",., ,:1' 

. . . 
··.~Igned to reveal ~olice rol~ defin.itions by ~~aSUri.n~ the officer:' ~evels 

, .. ", .. . 
: .. o{ "activity" (extent to \'Jhich the men pref~r to' inter'vene, '~o ta.ke· acti~n,' 

~', .. . .. ..... ..' '\ . 
.• !. .• 

'. , " 

. in' discr~tionar~ situations) and IIforma1ism,i.' (degree to w~.ich they see ;he 

:'. :forma.l, legal sanctions of arrest, ci.tati-on, r~fer·ra.l. to juver:t.i le court .•. 

. .•. ,., .. : 

' .. 
.. -'. . . , 

e~c~ ~5' theip'sole to~t fo~ coping wi·th official.problems). !~~ team" .' .' -
, . 

.. 
". -f" 1 h" h -. than .the c. ontrols.on the act. ivity scale, as . 5co~ed sign~ .Icant y 19 el. 

. .... :,:'.::~~~n tnTable I: For. the sake'~f iliustrati~n, the team.and control 
'." .. ' 

. . 

:( . " . samp1es were also compared t9 norms establ is.hed by' ~fficers' from .rn~ny ' . 

,"'.J-":" '.' '. . . '. ;-'h .'. L.' thO .... 't' y' a·'n·d· Ta"ble f de~o~st~~'tes: ~h~t a~ai'~ '.(. I:'. .' . departments· t rouguout e coul}. r , 
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Sample Summarie§ 

.~ Team' Policing Sample' 
Mean 
Standard Deviation 

Control S~IIr.pl'E;2. 
Mean 
Standard De~iation 

"Nat io'na 1" Samp le3 
Mean 
Standard Deviation 

Compari sons' 
; 

Team vs. Control 
t 
df· 

". 
P 

Team vs. National 
, t 
;' df . 
.. p .: .. 

Control vs~ National 
t 
df ; 
p 

. ' 

~. 

IV-S. ,-

.' 

.' 

TABLE 

POLICE nOLE OR I ENTAT ION 

..... 
.. : 

Activity Scale 

111.0 
:8.6 

.' 

. '. '.­
'.~ '. .. -.. ': .;. ~ . . 

.'. ".' '. ,11 _ ': ..... 

. . :~~ . ", .. ~.,.: '.~ 

. .".; '2.14 
.' .' '!!IS . ... _., J 

.. ; < 05 
'. . ,.' . '. 

... ' : ...... " 

.' . ·:·:, ..... :·:2.14 .. . 
Y·.- ;57 . 

..... . ' <.025 
.. " ~ ". . . 

, : -' .. ' ~ ... '. . 

'. ~ .99·' 
"- 360 
not significant 

" 

c· r ". 

' .. 

Formalism Scale 

. . 

81 e 1 
11.0 

88.3 
9.4 

2.66 
. 3S 
. <.02 
. . .. 

3.04 
357' 
~.005 

. '. .' 60 
." ... . . 

. 360 .... 

"&' • . -. 

' .. 

. ~~ . .. '.'. 

not significant 

:1.' Tota 1 of seventeen officers selected'. as Team Po Ii c i.ng. Un i t membe'rs 
or alterna·tes·. Testc.d October 9-11, 1970. 

2. Random sample of twenty patrolmen drawn from ~peratio.Qal units of 
Hplyoke Police DepiJrtment, December 2, 1970. '.' ... :: ..., . ';.: .. 
. 3.' Amalgamated sample of 342 officers .dra\·m froin.Oakland (California) . 

'. '; 

.... ;~-'-

I ..... ...... .,,' .-

~ 

'. 

. ) 

- . 

the Model Cities officers scored significantly higher in activity and 

1aller in formalism. T~e control' sample and the national sample conformed 

quite closely to ea~h other. 

The Model Cities Team members, thus, pref~rred to involve themselves 

• 'iri a wider range of activities 'than th~ controls. Thei sa0 theii role as 

concerned \'tith matters such as juvenile misbeliayior, domestic disputes 

.. and traffic 'control problems to a· greater d.egree than the randorri sample 

representing' the remain~cr.of the department. On·the other hand, the 

team me~bers liked to use the arrest much less freely than the controls, 

preferri.ng less formal methods of resolvI:ng iss.u~s .• They feit, more than 
, . -

. the controls, that the arrest is a drasti~ wea'pon for d~~cretionary situ-

~ ~ttons. to be used only when other means have failed. .' 

. . 
.The Team Policing' Unit members, th~~efore, app;earedto conform'more 

. .... .. ' ',.' to a "Social Agent" model af'policing, as men who hold the d~'partment's . " .. 

.... . ,,~ ::' ser.vice functions in as ~uch esteem as· fts law enfor~eme~t· activities • . . . .... 

t· ~"' ... ' .. 

. ~~'.:' 

~i~·. • 

. ,'. 
.. . ... 

, ... : , 

" '. They tended (more so than the ~c:intro 1 s) to see themse 1 ves as someth i ng 

of·troubleshooters, patching the holes which appear where. the sodal 

'fabric wears thin •. The. c9ntrol. group, on the other hand, appeared' to be . . 
c~mparative'flCrime Fighters,lI.w~ose· primary concern is to seek out per-
'.- ..' . . " . 

petrators of the lib i g" crimes -- murder's, rapes, etc. They t~nded (more 
. .. .' .... 

than the team) to mini~ize th~ importance of non-criminaf and quasi-..... 
• • '-to 

~oltce Department and various police departments·in New York metropolitan 
~rea 1970-1971.. ..... '.~ .. ;/; .". .. .. ':.' .',' . '. .' 

:. : ,>~. .., \.}:.t .. ··r· .. ·~. '<. ;' .. " ...... ~ :....... ..'; :. perform them. . ': .. ~'; . '. '.. . . ,-: .... ~: .: 

. .cri~i na 1 po 1 iece furict i OriS, .and they wou 1 d' have preferred nO.t to' have ~o 
, ~ " .: ~ ..... 

'~ .: .' ~ .. ,' '\ . " .. ' . . . .:' . ." . .' ~ I.. .. 
.. ~ ' •• ~ .. ",:,,' \ I' .::. "'. .;.', "."". '"0. . '. ..' • ~. :., .; .",._ • '. " .. ~ ...... ~ . o. . .. ::.:..r: ,:",:"," ... " .,; .. ~~ "".:. 
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Diff~rences ill group mean scores for the second administration \'/ere 

calculated ~o compare the cO.ntrol and exp.crif!1ental, groups' performances on 

the activity and formalism scales. As Table II indicates, both experiment.al ... . 
and control groups remaihed stable on the formalis~ scale,.and the experl-

mental gr:-oup activi.ty mean .sho\-/ed no change' •. The only cha~'ge of stati~tical' - .. . . . . 
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s'ignificance indic:a~ed by these tests,. the~eforet ~as an upwa~d shift' in 

the contro', sample's mean activity scor·e. This.means, en gros, that·the· 
. '. ------

team's conception of the proper police rolereinained fairly stable through. 

-the'duration of the project, w~ile the eontrol gr~up, r~presenting the re-
oo' • '., • -

matnder of the I~partment, adopted a more actf~i~t role orientati'on. In 

comparison to national r~sults, the· contr01s moved from a position o'f 

typal ~eut.rality to on'e embracing·a rather high iri~erveri.tion level,' with 

. . no definite stang taken. 01'1 the emp~asis f~r~l C;9urt p~ocess.ing should 
, . . . . , . 

take as'a mechanism' of social control: The team,o'n' ~he ~ther hand, de-

5cdbedthemselves cons.istently as comparative IISocial Agents," adhering 
. . 

toa belief in the s~me h,igh intervention lev~l, yet making a definite 

" prefprence ~or informal t non-l.egal istic means .of 'solving problems~ ," .. 

. The detection.of change Zn the control'sample while no movement waS . . 

obser.ved in. the experi.mental group poses,a ~ifficult pr<?bt'em.in the inter-
.;. .. . . . .' ~ 

·.pretation of these re·su)ts. ·Under conventional theory, the upward shift . ' 
'~In ,~he control gro~p mean:s .would be a$su~c::d.to ~e~rese~t the effect o'f 

" 

.11 (uncontrolled) events o~curri.ng dufi.n9 the' course of the project 'ex-
't •.•. 

oi.. ' 

,.'.~pt mer~ership in 'the Te~m Policingyn.i.t~ ·T~e 'tj-ue~ffe~t'o'f team par-
" ,~ . '.... . . . . . 

t:..~::i· ,...<-.:~'.tlc:ipa·ti,?n, therefore, would be to fnhib'it such· an 'increa~'e~. or In othe.r 
. ,;.. '.:.. ,,, : '.. .' • • . . .' f 
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TABLE It. 

POLICE ROLE OR' ENTAT' ON 

,Activity Scale. 
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words, to produce a relative decrci:lse in the, activity component of' pol ice 

role orieatation. 

There are a number of reasons \·,rhy this interpretation of the results 
" 

may not be accurate, however. First, ~he non-team officers do not truly 

. '. 
constitute an interaction-free 'control 'group, as r~quired by theory. 

Though they, may not have participated as team memb~rs, all ·officers of 

the department ~ete exposed ~o the existence of the,TPU, to the publicity 

given th.is uni t, and to the importance of the project to the departll'.ent 
. ' 

and'city administrations. In particular', department members were aware 

of the increased status \oJhich accured to·.team offIcers by'virtue of their . ' . 

special training: an~ operational autonomy, and-: it. was commonly b.el ieved 

. ·tn .the department that team members had "recefved more material benefits 

in,t~e form of educat j'ona 1 ~ and overtime;: ~~; ,th~n 'n~n-mem~e~s·.~:· 
, . ;", ' 

In addition to ,the lack. of insulari~y .;.n e.:<perimental· design, the' ~. .. 
'. 

dIrectional ity of the change in contro). group' ac~ivity SC9res suggests a . . 
less 'rigorous interpretation of results may be 'in. order." The TPU group .. ' 

• " ." 1 • 

. , 

, activity means, both in the pre- and post':'tests, were higher than the 

nati ~ma 1 a\J'era g·e. ~~e '. rema'i n~e r of 'the' d'~~a r~me~t'~~ s· '~~prese~te'd' by . 
;, .. . 

e~ntrol groups), on the other hand, scored initially at ~bout the level 
. .... ..' . 

"of the national means', then increased its sen.res to near the .level of. the 
-.' . '., . 

·TPU.·· This fact suggests the possib,ility:that'the shi'ft may ha~e been -o • • ...... 

: .d·~rec.tly.due to the experiment, andthat:the,.gener~l d.epait~nt members; . 
... . .:. .. 

..... .aware of the ~ttention, status;:.~nd n~~ards given to team members and .. . f.~ 
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What may well haye resulted, then, ~is an experiment in reverse. By 
.. ; , . 

. giving publicity, ~~te~tion, status, and reward to the TPU, the project 

may have createq a situation where t,he controls became experimental sub­

jects under the independent variable of "lack 9f 'positive reinforcement." 
.~ . 

Consequently, the utility pf the control groups in evaluat~ng attitud)nal 

changes ,i s g ros? 1 y attenuated. ~ ; 

The program inputs of publiCity,atten.tion, status, etc. were care-

fully designed to insure the project1s ability to survive,th~ ~if.ficult 

Initial. stages. They may well. have b~e,n essent~al to the initiati.on of 
. . , .' 

none had previously existed .. t~everthe.less, they do .affe~:t a program where 
• .... I 

:' the quality of 'e'~aluation which c~n be made an~: thus' pre~ent a' negative . . . . . . 

·I~act. Careful consideration should be given. to this impact in future 
.. 

. . .' -. 
·~des.igns for introduci.n:g or expanding1th~ tea~ police modelG 

. ,,'.:,... ..,. 

.' .. ,' 
. . .... . If. on the other h~lOd·, ho comparisons 'a'te to be made between the . ... .. .. ' .. 

t~~m and control samples, different .and· more sensitive p'rocedures can be 
" . " ' ... 

. ' . ' . . 
. used for analyzi ng the team data;' Thus, student 1 s t-test for matched 

.~ . .', . . ' . . . " ~ 

. groups was ·used. to measu're the significance·of each tPU'offI'cer"s activity .. . . .' 
and 'formalism attitude .change during the course of th~ "~roject,' as I ~u~-

marized in Table III. When each 'officer's pos't-test score' is c~mpared 
.... . .' . 

' ... : ·:·wlth :his pre-test score (as opposed to compari.pg group mean sC9res, as. 
: . . ':. . . . _.' ' ... : .. ~ .'., ' ... ' . ',-

i .<:~: ' 
• ... 1 ~ • 

I 

· In Table II), definitetr.e.nds emerge on both scales. There is...a distinct, '. . . . 
· . ". . ....... , '.' ':·~·7 
.. though weak, upward shift in activity sc~res, as shown'. in the first"column . .. . . '. . '.: ~ -. . .. " ' 

· ~f T~ble III. The second' columnJ.1ike~ise~ 'indicates ~ muc'it str~nger 
: ' • t. • 

.' ~. ,;': , . I • 
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'POLICE ROLE O~IErJTATIOrl. 
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graphically· in Figure I, where each vector represents the, distance between 

an officer's o~iginal and final poli~e role score~. 

Thus it appears that, while remaini,ng in the sClme. genera'l range, 

. team policemen tended to increase their commftment to theco.ncept of 

police intervention, in a wide variety of case types, and they t~nded to . ' 

, , 

~ecrease. their ,fa,ith in non-forrr.al processing. Relatively speaking, they 

: . 

te~ded t'o'move '~l\'Iay·from the Social Ag'ent type toward the Law Enforcer 

type of pol Tce role idea 1" It IilUS t be emphas i zed, . h'owever, that in .ecm-· 

paris~n to 'po.l i.cemen tested in other departments thro.ughout the c,?untry, 

the team m~mbers gene'rally scored \'Jeltwi"thin. ~j,e Social Agent quadrant, 
'. . . , 

both before and after they had been exposed to team pol H:i,ng. .. ... 

"I. AUTHOR f.TARI AN I SM ':" - .'. ~ 

" 

'Traditional forms of pqlicing place much emphasis upon· the 
. . .. "". ". . 

use of 

au~hori.ty. Officers arerequired'to submit to the author'ity of thei r ' : . 

'supe'rio~s in the organizar:ional hierarchy, and they in turn exercise 
" 

'\ '. 
authori,ty over civi 1 lans in the cours'e of the! r work.' Because of the 

" . " 
. crucial role- of such powers to this o~cupationJ it. has been ·s.u.ggested, . .. . 
policemer:\ may be particularly prone to over-rely on authority, to the .. 

" " 

extent of allowing it. to bt~corne an o,rganizi.ng force in their J ife styles • 
, .. 

" ' . . .. 
. . Thus, they may bec.ome, in fact, authoritarians. '. ': 

.. ~ .. 
':....: . ',' 

. t • ~ 

. "::'.~ 'Without passi',~g jU.dgment on the meri.ts of:th'is clai,m,' a standard 
• '*.. -'. • • 

I ~battery of "authoritarianism tes'ts" wa~ admiriistered to the. officers. in 

.' 

.' . 

'-
:" ' or~er t'o compC!re the vo1unteers~, p'sY~h~i~g'ic:al make-up wi~h 'that .of the ': 

, .·;· ... t ·:~~nt~~:l(~, as wel:1 ~s t~,' s~atistic~all~contr~l '~o~ ~he men','~' ~~~horitari~lO' . 
~" : ~,... . ~ . . ~. . '. , , . 

'-i, J. .,'" ,~ ; :.. ~':', ~ ,~. '. " ..... ',.: .. .:'..:.. .. .. ,'" .!.,.: .. ~, ' .. , '.' ...... ~;. . . ; . .. . .... 
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tendencies and to measure change in the".final evaluation • 

A~ Pr~-test Resu1t~ 

.' Both experimental and contro 1. groups \'lere given fi ve scales measuri ng 
. . 

.genera 1 author i ta ri'an ism, po 1 it i co-ecopomi c conservat i sm,~thnocentri sm& 
., 

.tolerance of ambi.guity, .and rigid'ity. In all scales, the T~U volunteers 

SC?red. cons iste'ntly and s ig·nificant.1y 10Her than the control group, in­

dicating a gene;atly lower degree of authoritarianism. (See TableIV.*) 

. On,the basis ·of these scales, then, it appe~rs that the Hodel Cities 

,Team ~~s initially less apt.to sub~it'to or use authority th~n the control 

. group, less' conc,.erned· \'Jith p~\"er and "to.ughnes.s." Team members \vere, for· 
... ' 

. the most part, more liberal than those selected to represent the· re.st of .,. 

the department. F.urther, they were less prejudiced toward ou.tgroups; . 
. . . 

t.hey were'less likely to reject persons for racial, political or re.1igious 
" :- . • .' ~ . 

pur.pos es • Since· the TP,u" g ro'~p s cor,ed sign if kant 1 y , h i gh~ r on the to 1-' 
.' 

eranc~ ·for ambiguity scale, they appeared to be mo'r'e able to 'tol~rate 
• • • • I 

, va~ueness, less demandi.ng of clear-cut guidelines, and more able. ~o make 

, decisions Linder conditions of uncertainty without distorti.ng ·facts.· 

Fi"nal1y. the scores of the two groups on the. rigidity-flexibi 1 ity scale ... " 

,Indicate that t'he team was certainly no more dgid, and most 'likely less 

'5'0 th.an the c'ontrols: That.wouJd mea.n, thus;' th~t the volunteers were: 
" . . ~ 

,. probably more' able to adap't themselv~s tel new, circumstances and changing 
.'. . . . . ;., '. , . ~ ". ~. ' .' .. . . '. .... , . ..' 

" '~ondi~ions, and that the controls. were more apt to be set. in their ways. .. 
" 

; . , . , J' ~... ",' ~ .,' " .' ,".-, , 

" • !. :. :~.. '. .' ,j.' . .. ... 
, ... . 

. . . ','" .' , . :.' . *The pub1 ished general population norms- for .these tests are twenty 
therefore, , years' old andapp,ear' out of date •. No comparisons.' could be made, 

be~tn th~ ,two tes: g~OUP~~.,n~ ;a.:7r.:
e 

.Ci .. : ... ::;I.l,~, .... ~:.!,a .. :.; .. ,:~.,!S.:.;.: · ... ;i;: .. ~ .. : ;".::,,:,:, '. "':,:' \o;;J:' . 
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TABLE JV 

AUTHORITARIAN ISM 

.... 
... ' " 

.~ .. . 
y' •• 

. ~ . 
': , 

." .. ". : .. 
: " .. ' .. . 
<:!!.rnple Summarles' 

'" .... To 1 e ranee 

AU~h~~t~~~}a'nl"~'nl"'c;~~s~rvatfsm2 Ethno~entrJsm3 Amb~:l!ity'4 RigIdity? ' 

, ,. 
. , ',. 

, ' 

" . 
.. i- ~. • • '..', ;1" .~. 

" 

., < . · • i 
Q 

.... I. 

:; " . '. 
" .. , 

6 Team Samp 1 e· ... 
Mean 

'., 

Standard DevIatIon .. :-- ...... .. .... 
',' Control Sample7 
. Mean 
'.' Standard Deviation 

~omparlson 

Team vs. Control 

78.2 
8.5 

" 87.3 
. 11.5 

" . , 
. .. ' 

.,t 

: . ; , 
.•.. 

I 

14.7 
2.7 

16.3 
2.8' 
" 

. " . 

;" :. 

! . .. '. ~. ," 
.. ,' .. -,' 

.,', . 
! . .~. . . 

t ," 2.64 
35, 

<.02 

, . 1.77' ... . • ~ 0. • 

, , . 
.1." . ..... '. 

• ~ '0 

. ,' 

. l, l. I,.' · . ". 
" :' " ' 

d, . , 

t ;. ,t •• OJ 

df ~ . 
p 

1,. Caltforntci"F Sc~le form 45. 
2. California PEt Scale form 45. " 

. . 

35 
<.10 

,'. 3. Ca1.ifornla E Scale suggested {Inal form • 
. 4. Budn€lr ,Tolerance of Ambiguity Scale. ..' 

'" 

'. 

41.2 
6.7 

51.7 
10.0 

3.58 . 
35 

, < .001 

•• 

: .":. 

., 

" 

l. ~' .. I •• , ; 

5.' Gough-Sanford Rigidity Scale., ' 

'" 

53.3 
3.8 

, .1 
, " 

47. 1 

" 

3.3 

5.21 
, 35 , 
< .000'Os 

64.1 
1 o. a ' 

70.3 " 
7·3 

Z.14 
35 

<.05 

.. 

,', I' '6. Total of,seventeen officers selected a" Tea~ Pol1~lng UnIt me'mbers or alternates .. · 
.. Tes ted October 9-11. 1970. " ' 

.,t:., , 
, I ' 

f 
" 

.. , 

.' 

, ", " 7. Random sample of twenty patrolmen p.rawn from' opetatl~nal unIts of Ho·lyok~ Pol 1(2 
.'.' '~epartment. Oecem,ber- 2. 1970. , ' , . . .. 
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'. B. Post-test Results 
. 

l.v-16. 

, .-· ~ : 

.. :, ... / , 

The scores from the au'thori:tarian i sm sea les were analyzed in the 

same manner as ·those from the polic~ role questionnaire. As T~bli V l 

indicates, the TPU scored generally less aut~o~itarian and. more tolerant 
· .. 
than the controls .,in .the p::,st-project admi~i~ti'ationas in the initial 

testing'.phas·e. Dif.ferences betvleen the two. gr'C?'up~ were less marked in 
'. 

the second admif'!,istration, hO\,/ev~r'-and on .the tole'rance of ambiguity 

scale t~is difference b~came so small as··to be sta,~istical.ly I)on­

s.ignifi.,~ant. Examination of group mean shifts s~ows'no significant 
., .' 

ch~.n9.es in either sample, ~xcept 'for a fain~ increase .in the controls i 

. • ". f1 . . , ' .,.... ~.. . 

general authoritarianism mean and a distinct· upwCird movement in the con-

trol sample's tolerance of ambiguity s~ores, toward the level of the TPU 
" .'. \ . 

. scores. . . . ~: 
· ..•.. 

-- .'" 
. 

'F'or the same reasons as: indicated ~or :the' police role scores, the .... 
",.. 

.... : . meanin.gfulness of the control samples was:questioned, and attention was 

shifted to individual changes among 'memb~r's of 'the' Team Pol ici.ng Unit. ... . .-_. 
.. 

~ .. ~ . 

' . 

As't~is display indicates; team members' 
.' ...•.. . . •.. .' 

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

." 

.'. .-
5~ores shifted dowr.~lard on both' the ethnocentrism and tc)lerance·.of a:mf;>.iguity 

SCi?lles,ihe latt~r qu.it~ significantly. 
. " : 

.. . . 
. ' . 

.. ' 

• .::. 't. .~, .. 

.." ' .. 

.~he .team's de.crease in ethnocentrism scores, while stro,ng en~ugh :'" 
r ... • • • . . 

only to indicate a t~end, suggests, t~at TPU offi~ers were slightly less ,., .' .' ..... . 
.. . . ;' . # . ,I • ,~."". • .., 

,prejudiced in attitude toward minority ethni~ groups after participation 
, I ". 

Inthe proJect ~han before. As such, It. s'uggests a degree of success .in 
· -- .. 

the"~cc,o~p1ishm~nt of one of the' proje~'t~:s aimi, th~t of cQl!1m~~ity in-~ 
'. : .... " . ," . 

'. ' .. "-

yolvement; By w9rking closer with Ward I residents, TPU officer~ seem 
" .. ~ . 

~ ....... _._ •• ,' .,-:'~t·:: .' .~:: ;'.~ ,.~,~~., 
• '., !~~ .• '. . • .... • . • • ". . -••.• ~. j.! ~ •• " 

.. . "',' ," :.' "~.:. ". ...... ." : ..... :... : .. ~"!";, ... " ,' . 
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TABLE VI 

, ' , , 

AUTHORITARIANISM 
.. , 

11.. .. 

INIHVIDUAL ATTITUDE CHANGE 

N=lt TPU OFfiCERS 

," 
" 

" 

Author I tart an Ism Conservat t sm EthnocentrIsm 

" , 

" . 

. ' 
•• " ~. "t-

+7 

+0.6363 

64.0480 

8.0030, 

.2636 
10 
ns' 

" 

I, .... ", ..... 
" . 

~. . ~. ' ..... . " 

", 
J. "!- , • 

. ,.' . ~ 
',>t .," 

, " 
, 'f . '.' ~ . 

, , 

,! "' : ,', 

, .... : . ' 

'. +6 ' 
. 

, +0.5454, 

, ,', ',:4.'2477,' 

s_ • 

'-28 

. ,-2.5454 

22.4297 .. ", 

\ ' 2.06io ' 

',- . 

. , ' 

t,.,." 
.'. ";t' 
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t.:· " 

" . ·t:.... .\.',.~: 
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Tolerance 
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AmbiguIty 

-29 

"2.6363 

12.4129 

. 3.5232 
, . 

2.4819 
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+O~727Z 
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TABLE VI 

AUTHORITARIANISM 

INIH.VIDUAL ATTlIUDE CHANGE, 

N=11' TPU OFF leERS 

." 
" 

" 

.. 
Tolerance 

" .,. 
Genera 1" ot· .. 

.. A.u.;;.th ... o;;.;r ..... t....;t;.;;a..;.r .. l_sn ... '_s-.m ___ c.;.o-.,ns .. e ..... r ..... v.o.;a_t..;.l ... sm ......... E~t~ryocentrf sm Arnb i gu' ty 
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+0.6363 
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8.0030 
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IV-i9 
" 

" 

: 

" . 
: to have learned to be a bit more underst~nding of ethnic differences. 

On the other hand:, the decr:ease in te~'m members' tolerance of 

ambiguity scores suggests ~ less suC'cessful conclusion. A decrease in 

tolerance of ambigu}ty implies less ability ~b·deal v/ith vaguely d.efined 

situations, less o,f a pref~rence ~or conditions' requiring self-reliant 
, . 

. . 
improvLzcltiqn, ~nd a gr:ea.ter need for external ·definition. It \'Jould seem, 
. .' 

then, that the attemllt to bui Id s'elf-rel iance ski 1 1's through the decen-

traliz~~:team ~rganization~l s~ructure and the,co~~ept of ~eneralist-. " . . - . 
special:ist was not actualized, and tha.t, indeed; the opposite effect .. 
occurred. The data on offi~ersl attitudes canrio~, of ~ourse'- yield any 

. . ' ., 
Information as to the reasons for tois failure, which is .discussed in 

o~her sections of thr~ report. 
" 0.' • _ 

- 0 ... ...... ~. '~.' 

IV. INTELLIGEtiCE 
," 0 .. 

-: .. '. '. To control for factors iiwolving verbal ski 115 which might account· 

'. 

, '.' 

for·the p'erformance of the team, a g~~eral intelli~ence te.st was a'dmin-
• I . •• ... 

:Ister.ed, ~<? tne experimental and control samples in the p~'e-test phase' 

... ·o'nly. 
, . 

As indi6ated in Table ViI, both groups scored significant1y' 

higher. th?n the general populat ion. ,Further, the average inte 11 i gence 

quotient of the Model .Cities Team w~s significantl~ higher t~an that of 
, . 

the controls." The me"an r .Q.~ of the teaf!l \>/~S '117t with 'a',range of 93 to· 
. . ' 
., .' . . '""""" 

':. 1~7. while tha controls ranged 'from ·78·t.o. 136; with an, average. of 101' •. 
. ;. ' . . . , ....~., ....., . .'. ,'- ': .. 

We may conclude, t~erefore.· th~t' Holyoke 'pot icem~n ~re gene~al1y more ' . . . . 
~ . ... . .. 

'.lntellig~nt th,:1Tl" average c.itizens and that' the 'man 'in the' Model CitIes . . 
.. . . .' . . .".' . 

. ' ·Team, as a group, are more "intetl igent than the' rema inder of' the' de~' . . '. . .~ 

• ' " :.: '" '-. t"~ ..to • '. " 

.. , 

,. par'tment; .. : .. :.: ....... <.' ;:: •• :-: •.. :.:.: •••• :.-.: '. '" ~ • ~.~ ':.,~. ";',,~, ," ,:;:; -;. :'., . 
• ..... ' • . ' , ...., #' .,:: '. ~'. • .'. ,.. '.. I .', •• " ... .. I' I. • .. '7 ~ ,.,:. • •.. ~ 
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v. GENERAL M~RAlE 
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> ••• 

In~i';·idual J inform.:l1 intervie'.",s v/ere conductE!d \.,rith officers of the 

Team Policing., Unit throughout the course of the project in order to gain 
, . 

.spme insight into gen,eral morale and the office'rs· pr~ferenc~ (o.r lack 
" 

.thereof) for the t?a[il policing mode. The cpnclusions v/hich fotlm·, are .. , , 

necessar:i.ly,general:., v.ague,.and inexa_ct. They are beHeved to represent, 
. 

nevertheless, a ·'fair,.1y accurate generalized picture' of .TPU morale. 

Most team members verbalized p'ositive feel,i·ng~>to\'/ard,the.,commun'ity~ 

Jnv~lvement aspects of the TPU. They found close cooperation with com-

'munity residents to b~ not only intl"i~~ically r'e'warding, but. useful in, 
" .... ~'.~;~: '. -'. ... 

*' ' 
facilitating the polke task. As one offker,put it, "Back 'in the old 

" 

d~yswhen I'd walk,?Ov~n-~h~ stre~tJ people \'louldge1= off' their stoops 

'and go insJde unti,1 '1 had passed. It would be impossibl~ to get any 

informati on out of ~hem.: No~ they' 11 st~y Out ~m,d ta 1 k when·~i come up 

to them; and every now and then s~meone ,wi 11 vol'u~teer a iffi!'11 Another 
" . 

. policeman, exaggerating the facts perhaps, but verbalizing' his ~ttitude, 

" s,tateQ;, .~j used to be con.sid~r~.d nothfng but a pig, by these,pe«:,ple. 

"Since we"ve .had the TPU,'when I go do~n the street it's like 11m the 
, ' ,-. . .' 

heavyweight cha!T1pion of the wl)rld. fI 
, . 

,." .. 

.... Other ~e~m members ~xp~essed thei: feel'ings iN different'ways', but 

',~their.react·ioris·"wet::e almos: univers~11y posit,ive. In general, the mq,re 
. .. ..' ' ; .~ .. : .. ~'.' .... .... . 

. ...an dfficer appeared to be involve~ in c~mmunity project.s, the more en-, , 
thusiastic he was about:hisconta~ts.wiih residents. 

:.. ; . 

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

" :::·,.' .. ~~c'tion to 'the tea~~s 'o'rganizati~nal st.r·uct·~r~ was sim,i1~rly 
7 .. ·• .. 

" 

,:"PosJt[ve,.although .. n~t .quite s~ unequivocal."·. Mqs.t 'men indicated a " " . 
: .. ..... . .' I'· .•. . . '. ". ~ ~ .. 
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, preference for ~Jorking at their own pace; without constant supervision by ... ' .' . 

a sergeant, and a lmost, all state'd the i r approva 1 of 'the freedom to fo 11 0\.,. 

. . . 
the i r cases ,beyond the pre 1 i O1i n~ ry i nves t i ga t ion stage'. 

On the other hand, the men did decide (i~ a 'team meeting) ·that one 

~ 

man on each shift would be, given ~uthotity to reso~ve disputes and t~ 

redirect team ene'rgies \'/hen needed. Some of the TPU members" interpreted,. 

thls as a failure ~f the situational leadershIp concept and hence a flaw. 

in the·democratic organizational st~ucture. Othefs, howev~r, felt that 

the'in~ident merel~ reflected a need'f~r some method of handling the 
.' 

prob'lem and that any of a number of a 1 ter·nat ive· arrange.lllents mi ght have 

'. ~... . 
-'. 

Expressed attitudes toward the project in general were mostly' 

,positive. TPU officer'S ~~r.e enthus'ias't'i~ about par,ticipa.ting in an ex';' 

p~rimeptal project, and ·they:felt their wor~was more pleasa~t' and easier 

. tha.n under traditiona'l p~licing meth.ods., Theyenjo'(ed the·recognition 
. , 

t.heY re.ceived from the community and the press. They organized special 

'-.' projects to promote i.nteraction with Ward I residents (dances', sRorts 

.. ' 'progr~ms and conte~ts for neighborhood children and teenagers, et'c.) and 
" 

, .~ . " . 

.. ' , . . .. . 
_,,', ,·t~k pride in the response level 'and newspaper coverage· th,ese projects 

rece.,ived. As noted elsewhere in this report, '.the team's recor:aed si.ck, 
,. ~ 

.', . 
. !,eave'usage was much lower than that of the remainder of the department. 

-~ 

, : 

. " 
". ' . "' . 

...• ~-. Althoug~ moral~ was generally hi~h, there was'a negative.aspect to . . . . 
" .' 

team operation. Most men felt that th~ extra work requirements of the' . .' . .. '.'. 
team'(i'.e~. training time, voiunteered time). int~rfered with the amount· 

' .. ". \ . ~ 

" 

, I 
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of off-duty tirrr- they could devote to :::::' .. par~-tlme employment, and thus that 

their' inco. mes \-/ere adversely affected _ ' , , '!h,e tv/O officers \'lho reI inquished' 

elr reas9ns.* The rernaind tea~ membership gave financial hardship as th"" " 

of the team' ~xp~essed a def'i'nit I ' , ' ", ' er , , ' e re uctance to continue into- the second 

.y~ar of the project without addition 1: . ' , " a , compensatlon.*~': 

Aside fro~ the:two issues of d 

" ' 

.. money an ~.is~ute-settl iO:9' authority, 

hpwever, moral~ i~~the TPU ~ppeared to be :xcetlent,J a~d the men appe~red 

to prefer team ~per~tion to the tra,dit i ona I mode of, po 1 icing. 

v. CONCLUSIONS 
, . . 

The re,s~lts of t~~ preli~.inary exami~ati'on ,are not inc.onsistent with 

what one ~i g,ht have prea icted about -... ' , ' " ,_ ' m~n w~o '~outd v~.,lunteer for ~h i~' ex-

, , . ny innovative program wi 11 'be" .' " ' ,~erimental po1ice project, A ' ' , , ' 
• . ' ",' _ anxlety-

produc I ng and at times i hc: • ' .' . ' " : ',onslstent. Adjustment to such' 'conditions 

requires 5 e" 1 " .0, ' " , P Cl a pe:sona I. ty characteri st i cs· arid it' sh 1 d' L.'- " -. ,,' ' , , ou IJe no sur-' 

, prise that those who v It· ~ , '. " , 0 un eered were 'more fl "bl "', , e~' '. ' ex. e and ~re able to 

.:ope W J t(1 am~ i g u ity, t!,a n mas tHo I yoke po Ii cemen" . . <. Likewise, the program.·· 

stres~ed group dec i s i on-mak i ng and d " d' " , ' , . " ' ,ecrea,se emphas i s: on tradi tiona 1 

.channels of authorit ··t " .. , 
,y' ." • "y, I would seem only natural"th,"t the' ff" ' ,. . . . ' gO, cers who 

. Joi ned the team ld b .' " . .".. . . . . wo~. e less geared to the ma~hinery of pOI;~r over 

made of the !'a.ct tha't~h~" . ,people.' I~.a.similar.'manner, no secret w~s 
a difficult area of th • ',' " " ,.team would oper~te in 

, • • > ~ , 
" .: !" ~ .. ~. • , " 

. e CI ty, dea ~ i,ng e,x~ensive ly 
.~." • -.c.r'" . 

" . ~ 
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. with minority groupS, and that something other than purely mechanical law 

enforcement would be expectedc 'Conser:luently, those ItJho volunteered It/ere 

less prejudiced and less concerned with' law enforcement aspects of policing, 

...... 

than the average Holyoke officer. 

, The 'results of the s~cond 'administratio~,',however, do not present 

such a clear-cut pi.ctureo fi rst, the control ;~~mple appears' to have been 

c'ontaminated during' the cours'e of the project, thus 'e limi nati~g the 

.. , 

poss I b i Ii ty 0 f va lid compari son5 • . Se con d, the re co, ded c~anges t n TPU 

officers' scores do not a 11 point to an unequ i voca I conc 1 us ion. A I f i n-

.dices of change are v'7 ry weak, ba.r.ely reach~n9' signifi.cance level,s 0_" . " . 
only four of the seven instruments u~ed •. WHhi'n this framework of .,eak 

.. Indicators, there 's a positiv.e shift' in activity and a negative shift·· 

tn ethnocentrism. TheSe' 1:\<0 tre~ds would s':e~ :to ·i.ndi~ate a deg~ee of' . 

success, for the community "in,volvement compo~n't ,<?f the Te~m p.olicing 

Project's goals •. O~ the other, hand\ 'the recorded. (somewhat strong~r, 

... but still weak) increase InTPU f~rmal·ism levels would ~~nd to temper 

. e. .' 

, : 

, , 

'the poss ib il i ty of complete, though mil d, suc~ess. \/hen taken .1 n con
c .. '" . 

:, '0 

" J!I'Iction with a decrease in the men's tolerance of ambiguity scores,· 
. ' -

.. ~h.is change' would seem to suggest a degree of· failure In realization of . ..~~ ' .. '. 

'. ". the democrati.c org~nizati';n subgoals of .the pr:oject.* , .' .', 

tiny judgment of' the Holyoke T-ea;' policin;i\'roject's succel'.s or 
, ..." " .,' ,'f_ ' '~, 

, :' .. Ia it lire in chang i n9 0 ff i cer s • at t I ttl des must be taken .i Ii the conte xt .: 

..., .. 

,'. 
t. : . . . .,) . , ," 

" ." . 
, .It should be noted in th',s context' that changes in tpe remaining 

authorl tarian j sm sca'l es' (i.e •• genera I author! tari an ism, conservati sm, and 
rigidity), .,h il a: not· reaching significance levels, .,e~e :neverthel

ess 
unanl­

. ..,us Iy recorded ina di rect ion. (ta.<ard more author! taria" att itudes) wh i ch 
NO" Id con firm the con c 1 uS ion of fa it u re .i n· the· a rea of delOOcra ti. c organ~ '. 
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'of overall,goals. From the standpoint ~f feasibility testing, the project 

appear's to be an unequivocal suc;cess, as the TPU \'1as established and oper­

ated for ten months' without any great deterioration in' the men's outlook 

on their jobs or orientation tO~oJard their clientele. Given the department's 

'general condition a'nd level of'sophistication i.n the fall of 1970,' this may 

be a very significant accomplishment. As such, it must not· he taken lightly. 

From the staridpol)"jt of testi.ng·the democratic team model in grea·ter 

" 
aeta it I holt/ever, the proj ect was less s uccessfuT •. An unfo rseeab 1 e break- . 

.. 
down in'experimental design contaminated the control sample and precluded. 

.the'sort. of comparisons \'lh.i·~h would have .made the ~valuation truly meaning-.. 
fule The result .. i.ng experiment'a,l group scores shO','1 a non-representa,tive 

sample of officers' responding poiitively(i.e., in c~nformance with pro-
.'. '. 

Ject goals) in t~e area. of: community involvement and n.egatively in the' 

area of democratic organization. , . In C';>t muc'- as, any detailed information 
, e 

.fI •• . , 

I" '. .. " carl be ga ined· ab~ut' ~ffi cers I att itude changes, therefore" the project . 
I ' 

" 

· .. , . 

. " 

· . 
" 

: . 

. ' . ' 

appea~s to'be only a tentative, partial su~cess. 
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PART V • 
PROFESSIOi~AL EVALUATimJ 

I. INTRODUCT ION 

..... ' One of the criticisms commonty acc:.uing to community-or.ient~d policing 

'programs relates to ~he participant-officers supposedly becoming so en-
, . . 

amored of the "p'ubltc relations" aspe'cts of the Job -that tli~y neglect their 

other duties. While·it is often admitt~d that such ~fficers do develo~ 

rapport with their clientele, they do it, we are·told, at 'the e~pe~se.of 

the ,cr.Tme control function. This project does, in fact, call for a dis­

:tinctly different styl.e of policing. It urge's .~he·'irnportan:e of order, 
'! 

. maintenance,. but it' in no way negates the requi'rementfor preventing crime 
. . . 

.or 4etec~ing a~d apprehe~ding off~nders. Indeed, this program sho~ld'en-

hanc~ such: efforts since t~e Hodel Citiei arei ~itiienrY'witl hopefully 
: .0 • 

Increasti their support of the police as a result, of this effort. 
.' 

'. ~I~.~~ ~xisting statistics we're' oina'd'equ'ate fo~' the obJe~tive 'measure-
. " .. 

ment of the crime control effort in the experi.mental area' (Ward .1) and 

the control ar~a (Ward 11), another technique 'for 'judging the team's pro-

fessjonal c<?mpetence ~/as devised. ' . 
. .'-' . ,...- '. .. ' 

...... ~.- . ... . ~ . " 

.... , 
.. . '.' . II • METHODOLOGY .. '., 

" . . 
. If a.n evaluation' of the team's.,collective professional behavior was· 

.# not' possib,le,: t~e 6qnsulta'nts decided'tha~ a re~i~w of their indiv~d~.1 . 

activities by personal observatiqn mig~t .. ~e the next best available al-" 

ternative. To give additi~nal.credence to t,he evaluation, the,'c9~sultants 
. '; ... ·t· . .. . .. ." 

~: - brought. together a ·g~oup of P?1ice offi c ia 1 5' for ·t~~pu·rpos.e of formin,g " 
,. ,- ., .... : '. 

~ •. ' ., .. :, .. . , .. '. " 
• .. " ' o. ',: I- ~ • ~ "; ~ ':." " I, .,. , • 
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,the Professional Evaluation Panel. Th~ panel'~~nsiste'd of: 

f" 

.. . -... 

James H. Crawford 
Chief of Pol ice, . 
North St. Paul, Minnesota 

Charle~' R. Gain 
Chief of Police 
Oakland, California 

"Robert M. 'l-91ebttrger' 
Director ,of- Pol ice 
Dayton, Ohio 

Vincent G. Swinney 
. Undersheri ff 
Washoe County, :Nevada 

, .. 
c., E. West 
Chief qf Pol ice 
Miamisburg, Ohio' 

" 

,', " 

" . 
. .~.: .... ,~ 

~.' '. 
~ '. ". .' .: ,: '~'. ~'t· , .. 

• ":" •.• ·~1··<;.·;;· •• . . .:' .' ...... ,~. ;:} 
...;. '~'"'>~_.:~.J ~,; .':. '," 

The group arrived in Holyoke late in April of l~7l, and was briefed 

concerning the problem. 'They were instructed'to utilize t~eir profes-
. ,: . , , " .,', " 

sronal'expertise in evaluating the observed'offiCers' skins in patrol' 
, : 

: ' 

acttvitie,s, traffic accident investi9ati~,n',and prel imina,~y case in-

'," vesti~ation. , Since 'the major intent of the stu.dy was to evaluate the 
, , ' 

. '0' .' • 

.! '. 

.... 

t' " . . .~ ..... . 
.. ;. , 

i,.;. 

. . ' .. , 
" , 

~' .' . . , .. ~ .. n. 

team members' performances versus those of 'the{ officers working ,traditiona'l 
" 

as.signments in the Holyoke Pol ice Department, the evaluat'ors were asked to 

focus their comments on any di,fferences note:d between the two groups. ' 
"."'" 

" After, the briefiig, the pallel members went into' the' field 'to observe 
. . . . 

,officer performance. 'Each,evaluator spent from,'one to two'hour.s, accom-
• , -

,:panyi:ng individual officers in the perforriianc~ of their' duties. Whi le 
\ , .. 

-most activity iriyolved either riding or' walking wit~ patrol officers or ,,' 

--- . 
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• 'from tlie t~am and the regular department. so they could make indiv!dua1 

comparisons. 

The panel m~mbers were then asked to submit their findings to 

w~iting. 
" 

Finally, the panel met for a debriefing and their genera.1 impression? 

-were offered to the consultants~ 

" 
.. 

III~ PANEL CONCLUSIONS 
" 

Tw~nty separate evaluation sessions were held, and while there was 

some o~erlap due to the faci"that'only a limited number of team officer~ 
" . ' • J 

ar~: on' duty at any one tim~, the l'anelmem!Jers did, offer the fol'lo\'Iing 
.' .' , ' 

,: comments: 

" \ 

': J~ Team members ~:ere ,far more' interested in "their patrol respon­
. sibllities than 'were the other ~ffi~ers.While neither group 

seemed particularly'busy, team memb,ers;, at,least, seemed tv -; .... , . 
" :~ ",attempt to ,deal ,with problem cit:-cumstances. 

." 

o '.' .' • 

.. 2:' Wh i 1 e ne i ther group, ~i th 'o~e 't"eam ,membe'f" as an ,except ion', 

" 

showed the "ski 11 to engage ac.tively in the .. traffic area, ' , 
. the ~eam members seemed better prep~red to ~ope with the problem 
of accident investigation... .<' .,: 

.... ' : .,j 

There was insuffic tent act ivi ty to make, any sta tement as' ~o 
officers' skill in the investigative area. ~fficers from the 
team seemed to have more knowledge o,f steps in the investigative 
process. . '. ·H~.:;;,:7; 

It. There w~s no'question that the team 'officers had more'to offer 
'.' ,and were wi 11ing to do mo;'".~ as police officers •. Against an 
, . absolute standard ,some of.ficers in each group left a great deal 

'... to be desired, but the team officers 'genet:'al.ly per.f?rmed in a. 
", much mor"e satisfactory manner.·, '" .. ;. . ..' . . .' .' .~:; " 

, It should, of course, be: reiterated ~hat not every officer was ob7 ' 
. . ,,~ .. ' . 

served', and ev~n where obse~vati9nsoccurred; they' were brief." so there is. 
o '. .', 

'~: . - .,' ;. 
'-. ':;: * .• , .:~.. : . ~ .. " .... :.,~ ......... ~ .. ' ,'f .,," ~; •• ' :': ...... :' • 
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~ :a chance of bi~s insofar. as the sample of tho'se intervieweq and observed 
t 

·Is concerned. 
" 

.-
.: 

further:, the team officers certainly had more to gain from the evalu~ 

~tion and had the advantage of recent formal training, and both of these 

f~ctors doubtless fallorably conditioned the team members I performance. 

'Nevertheless, ever and'above these,a'dvant'ages and ;n spite of sampi'e 

limitations, the- pan!;:1 strongly felt that the team concept obviously 
.. 

. contributed to the improvement of pol ice service'·i~."Holyoke" an~ even" 

tho~ghthe team's "publ ic relations" were importilnt ~o them,' there was 
. , 

' .. :nothing to suggest' a deterioration of th~! r performance in the area of 
d ~. .... 

'. 
'. crime control because or this stance~ . fndee~;"t'he contrary seemed more 

: ' 

' .. ," 

. ·Hkely •. 
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'. PART .VI 

ADMIN t STRAT I VE~OAT~,. 

; .-

A further mea~!Jre' of the team polic:;ing project's impact ~Jas made 

through the use·,or administrative data 'cOl1ec:~d by the Holyoke Police 

_D~epartment in the regular cou'r~~ of monitoring :!ts ,own act!~ities'" The 

number and type of conclusions which can be dra"m frqm ti"li's source are 

~extremeTy timit-ed by the gross defic,ienci·es in the police departm~nt's. 
,' .... 

recor~-keeping 'clctivjties, \'/hich are descr!bed in. a separa.te, ~onsul t~~t::~.:~ ":' :'~ 

f'ePQrt~:'Nevertheless, those records 'which were' ~vaifabte ~ere"·exa·mined,·· ... 

,and the results al·e present~d her~in. " 
" ' 

~ " " . :.. ;.' 

\10RKLOAD STAT J.STI CS . , 
, fl' .' ' 

.', 

'Be~~use of th~ "deficien~jes mentioned above, very 1 ittle c,an be 
. . 

: .. sald to evaluat.e the TPU's per.j:~rma~~e·~y in~e.rr:a~~~ a4ministrative cd:'" 

I t~ria •. The department has n9thing but. the bti.res.t~ order-of-magnitude 

. : . r " " ": Inifi ces of its o.,n o~~ra t ions. 'No b:for~~a ft~'r compar! s60s cao b~ made 
". . . 

f:·. '.: ',n eva'l~~'tfon of the: ~/~rd I (TPU) workload because no pre'-projec,t data 

. ~. were co 11 ected t !. . .~.. • and the data collected 'in the . .fi~st '~nths of th~ project" . 
. ~" ~ 

" .. 

.. 
; 
1 " , 

, . , 

I 
1',·, 
, " , .... 

'", ',' 

.' 'ate unre Hab le • Only minimal, approximat~ ~xperimental versus control 
"\ .' , .. . .... , area comparisons, and no response time, offense-type, nor,any other 

. '. 

<":',' 5t~tiStics" beyond gros.s record t,umbers c~n be ~alcuIated beca~~e the 
." .... 

.. . 
'data,were either not collected or. inc~rrec.tly stored. Since no_ .. tecord 

: -~'--=-wa$-"';Pt,-o f the ~<>ta-\ -<fepa ~ tmen t ,.;, rk l' oad ;', ,on, 1;' the vag,ues t ,5 or t ~ f ~ 
. -'. d t u're t~e TPU's' proportion ~f the. work '. estimate can b.e attempte 0 ·meas n 

' ...... . :. . :;~,~., ~. ~ .. ",': . . ' . . . : .. ;;. " .. 
~ . --';.,"-- . .' ~ .' 
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: , performed by the Holyoke POI ice Departme.nt. 
-to-;-4a.. flo". 

.' 

" , 
" 

•• 

\ , 

. ~';, . 
, '. 

Because ~ispa~cher complai~t records were not stored in a manner 
, 

faci 1i tat i ng stat i 51: ica 1 retr i eva 1 of the informat ion conta i ned there in, 
" ,-

it was impossible to make a full-scale \'Iorkload comparison between the 

'experimenta land co'ntro 1 "'/ards. Instead, thfe~ days were selecte~ at 
" . 

" 

random from e'ach,month of the project period"and all TPU and-Ward II 
• 

(patrol division) c~se reports fQr these days were drawn from the fi1~s 

to form a ten percent sample" 
, " 

The per'iod precedi,ng January 24, 1971 ... ,as 

omitted"from consideration as inaccurat.e (no reports' from \o/ard'll and 

only b/o submitted by the total patrol divisio~ were found for the four 

days 'samp I ed in ,December and earlyJanuar~)" ~~d the rema i nder were 
.• «' 

analyzed as summarized in, Table r. As shown, the. TPU reported a~tivity 

. ~, .' 

. , 
. .' .'. . 

• ·0. 
" .. 

TABLE I ' 
, ' ", ". ", , ' OFFICERS' REPORTS FOUND FOR SELECTED DAYS 

A. 'Sample Summar i es 
,. 1.. .TPU 

Mean 
Standard Deviation 

B. 

2.' Control \oJard 
Mean 

" 'Standard Deviation 

Comparison 
t, 

df-' 
~ 

" 

, 
" 

" . 

0, . ' .... 

11 .• ~reports p,r day 
4.3 ' , 

:' . . 
, , '->, '. 2~6, 'rep~rts per day 

. ·· .. 98" 
,'~'. . .'. . 

, . 
. . 

. .' 

'" 
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.. ',' '. ,,' , 

4 ' ....... 

" .~. '. 
. ', 

. 1>' , 

I , 
..... ,,' 

': ,: .. 
,on about 4.6 tim~s as many cases ,a's did those' patrol di~is'jon officers .. 

. -... ' 
"r .: •• :," I." , 
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1 d" "t Record aud."lt estimates indicate a 'assigned to the contro Istrlc. 

genera departmen -WI e 1 t "d cons"lstenc'y bet ... ,een report, tur,n-in Clnd dispatcher 
, , 

card issuance during this same t~me period. 

During t'he'period Decem~er 7, 1970 through·July 31, 1971, the dis­

'pCltchers recorded 8,106 requests for service. Of ~heseJ 2,,750 were 

assigned to the Team Policing Unit,* leaving 5,~56 for the p~trol di-

vis ion. During this same period, the dete~tive bureau recorded 4,063, 
; 

~~s"incIUdlng con~lderable overlap wIth the pat~ol dlvJslon: ~he 
traffic and crime prevention bureaus did not record their workloads" 

Sin~e ~ven with an overlap, however, the ~etectives recorded only 4,063 

cases,' sinc: the; func~ion of ~he traffic bureau' is to investigate only 

hit-and-run and other serious accidents, and since the crime prevention 

bureau is supposed to~onduct 
, , 

in-depth' '~nves~igatio,ns o~ ,t~e most serious. 

to ,assume 'that" ~the" to't~ I' number: of other-e's -It would be reasonable, ,cas , 
" . . . . 

wIse' unrecorded c~mplain~s investiga.ted, by the' detecti,ve~ tr~ffic, and 

,crime p;evention bureaus did not exce'ed the, n~mber of pat'rol d'ivision 

reque~ts for's~rvi~~s' recorde~ a~ th~ rli~patc~erls 's~~tion. 
, -Thu~ dur ~,ng the e i gh t-ffi<:>nth project operat i ona~ per i od J th~ TPU 

handled 2,'750 cases for an average' of 343.~ per month and, ~ I ~:~ ,p~r day, 

while'the' total re~i~,der of the depart'ment'~a,ndled not more ~~an 10J7l,~ 
, " ',' , ' ',,' , , 7" , ' I 

cases, or '1;339.3 per'month and 44.64 p~~,'~ay." In othe~,~ords,~':.'th:., .... ~~ s 

of t,he ' -a~tiviti~s accounte~d fo'r not less than. app,ro~imatel.y one':fif.~h 
" ,.", '. '. 

' .. ,.depa rtmen ta 1 wo r k I oa d. ' ,', 
.,', "".,' . 

, ~, 

" 
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The Team P.olicing Unit is assigned 13 men, including its commander~ 
. . 

a captain ... l,ts average monthly caseload per man, therefore, is 26·.~4. 
, . ' . . 

The Holyoke Police Department personnel roster lists 101 non-TPU officers 

~f rank captain'and below who are as~igned t6 p~trol, traffic, detective, 

. and crime prevention bureaus. -These u,nits' average monthly casetoad, 

therefore, 'i s no greater than 13.26 cases per, man, approxim~·te ly one-:ha 1 f 

that of the TPU. 

II~ SICK LEAVE USAGE .. 
. Records of each Holyoke police officer's e~ercise of sick leave 

. -, :wer~ obtai~ed from th~ chief's office, ana a comparison 'was made between 

'.' the TPU ancl 'the ;remainder: of the departm~nt '~~t:h 'as a ~ea.sure ~f 'group 
" ~ ' .. 

morale and as a s.uggesti~e, parti.~t index of job performance. The re-
" 0' 

r.,,:i} sul ts, as ,shown i'n Table ri,. demons tra't~' tha t' wh n'e ther:'e' \'las much' va rj"-

,;. .. '" 

. ' 
.- ~. 

. , 
',',' ........ 
. 

/I.. W~'.'''' ~ ." '~. , 

" . 

. .. 

atton from man t~ m~n in both gro~ps, the rate of usage by fe~m members 
• .••• . • '" •• .o' • . . . 

Is'si~n~ficantly and unequivocably ~ower than tnat of the ·;emainder 6f 
. . ~ , ' 

•.• -'! . '. ,.' 

the department. , . 
',' " 

. . . ' . 

' .. : TABLE,.II . '.~. : '~''''~ . ,... . '. . 
. .; ".' 

, 

, ~. 
"'. ';.' 

'.. t; 
-.;". 

'. 

. : 

Total Days Used '. " 

: SICK LEAVE USAGE 

January 1 toJ~ty 31, 1971 

Team Officers 

. , 13' 
' .. ..'. . ... 

17' ~ , , . . '" ' 
. ',' " • ,,'0' , '0''' 

,.' '.1 

.. H.ean Days Us ed (pe~ man) . ,1'.3077-

.... '. ':i~'4~3;" '. 
. . 
:t. 

:'Variance 
. 

Standard Devia~ion 

.. '"f 
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Non-Team Officers 

.'. 

.~ ;1' ;." • j \ 

... '" " " 
.~ :"" ':.' 
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. ' 1J.2680 
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.. ". , 20.4436 

1t.5214 
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The i~plicattons of these rates ar~not as cte~r-cut'as might appear . . 

at first' glance. ~inc,e data for.· a pr~vidus s im!1ar period '\,lere not readily 

~vailabte, one cannot definitively inf~r a cause-effect relationship be-
.' 

' . 
tween team participation and reduced sick leave usage.' In particular, 

.' .. .. ~ 

's ince the offi cers ;"/ho vo t unteered for team membersh ip demo~s trate'd them-

selves in other re'spects to be exceptional popcemen, it is' entirely 
. .' 

possible that they may have been .atypical with respect to sick leave"· 
I 

usage • 
.' .. 0 

' . 

III .. CONC'LUS 1 ON 
-., 

Data collected by the Hol.yoke Police Depa~'~ment for normal adminis-
~ , 

tr~tive ~eview are very sketchy and permit o~1y the vaguest and' most ap-

p!;,oximate conclusions to be dra\'.fn apout the efficacy of the Team Policing 

Unit._ .Fr·om t~e da;a' w~ ich'a'r~\iva i1~b ~~.: .. it ~ppe'a~s '~ha~ ~he' TPU: (1) ~as 
. . ~ '. ,..... . 

. a :much' more ac~ive assignment than the p.?tr~t ~i~ision has. in. the control 

ward, .<.2): ~ccounts for a l":1rge proportion'qf the tot~l poJice department 
.' . . ." :', :'.:.:~ .. , ., 

:worklpad't ancl (3) 'hasuseo much less of its si'ck leave allotm.ent, sug-

g~sting better morale than in the remainder of' ~he depart~ent" 
t', .' 
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. PART VII 
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SUMNARY AND RECO:·\l-\ENOAT IONS 
.: 

. .~ 

.. ~." 
. ' .' 

.' 
.' . ~ 

." 

. As is so' often the .. case· th 1" . • . f • In e eva uatlon 0 social phenomenon, 

t 

~~am policing canno~ be adjudged either a success or. a failure "'lith the 
., 

degr.ee of precisio~ desires. The ,bull< of the e~idence certainly supports 

the.con.c:.e.ptas .a v tal? Ie .approach to urban po li ci·n~. Measures of commun i ty 
, 

,opinion indicate~ that the publ ic ser~ed by the te:am are ge~erally ple~~ed 

wIth its performance. The officers assigned to the unit s~em to be' • ~ . , ". -. 
. better motivated toward their jobs, an~ while it. is s~ill uncertai'n 

...• 
wh~th~r the interna 1 mechan isms governi n9 th~ dperat ion of the team ar~' , 

" . . . '. 

funct ion i ~g . i n t~e des i red ma'n'rie~ t the. team s~~~s t~ have survive~ the ... 
., u~certainties and 1~ maintaining an accepted. level df ~dmi~istrative 

A panel of police prof~ssiorials fo~nd pro'mise in the gene::
t

'. . eff ,ic i ency. 
. . 

alts~ ~pproach to line 6peratt~ns espou~ed by 'this organizational form. 
• ..,' . • . t '. • • • • • ., 

". Then~ ca~ be very 1 it.tle doub.t that "p.o~ t,ce, service has marl<.e'dl·y improved' 

:'; tn W~/d .I s i ~ce the incept ion of' team' ~o I i c·ing. :.,:;, ".. . .. ' ... ., 
.. ' .-

.~ On the other hmnd, ther'e9fe one or two na.gg irig prob'lems' th~t di s-
.,: . ' 

"s~~de the consu1 tants from ~ffer ing a comp let~ t~ favorab le r~por·t. Pri-
.-..' -. . . ." 
mary among the~.e .is our inabil ity' to compar7' the activrty of the tea~ . 

.: versus the 

duct ion of 

statIstics 

po.l ice activity~ carried' ~ut i~ th'e are~ p'rior to '~he 'i~tro'-'':-'' 
the tea~ an'd fu.rth~r" otJr'i~ab'il ~~y to compari the··workloa~ .', ". 

• ," ~ .. , '. , ,' .. eo, 

of team members"and oth~r, 'pol ice officers. '. As has been n;ted 
. " 
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, 
since the beginning of this evaluatlon with the team startrng to collect 

useful information, but although there have been several attempts to get 

a'data c:-ollection program for the' enti.re department off the ground', there 

{~ no reason for expressing s~ti~faction in th11 area. Until such infor-
'" 

mation is available', the team's efforts will'ah/ays 'be suspect. The argu-

men.t will be 'that the reason for tpe 'imp~oved service is the fact that·· 

add it iona 1 resour'ces \'/ere given to the area ~ ItGiv~ me that many men and 

that.mucn· equipment and t can' do an even better Jobn is th~·'cry':. (..n the 
.. 

. consultan~s' opinion, the team is more efficient and, 'mor,e importantly, 
~. 

more e'ffective thpn the remainder of the depa~t~ent beca~se of its uni~ue 
. .. '" " 

.organizational fOt'm, but this cannot for' the moment be'proved even to o~r 
:.... . \ '" ......... : .. _ •• : "'~.:~:!':: h •• • ... •. 

.' .:. . : satisfact ion. 
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The second major difficulty which dafinitely conditions the team's 
" . . 

... . -", 

e •• o~v~ous succ~~ses is that~of .inter-organizatfo~ai conflict. If the TPU, 
. . ! . . . . 

for'~!.1~ moment, can be viewed as an iride~endent entity,its ore'lations' 

: 

. . .' 

:with the ModeJ Cities program, 'and particularly with the rest of .the 

PQllce depar~ment, have at t.imes 'been s~vere.lY' strained •. This. by·:.no, 

. means is s'olely due to the un·it's actions ... Each group contributed to 'f 

the problem, and there. is some conflict Inherent in social·change.How-. , ' . . 
,'ever, t,~e fnter-organi.zational. chaos relat~d t~ t~is proje:,ct was' so 

'. monumental that "it needs further study. 'The consultants do ~ot -feel 
.. \ .'. .:: " .' .' ~ . , ,-. . . 
t~at ~he problem stems from th~ cO!'lcept~ 'but 'once ~gain', proving it is 

'. 

another matter ~ : !. .' ~ 

Wlthout'these two questions the c~~sultants would offer 'the team 
.' , . '.' , J " \... . • ',:'; .: 0,,' " ' 
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. policing project as an important .success, but due to many problems 

associated \'lith them such an endorse~nt, is not possible. Instead, the 

evidence SU99csts only a qualified success" 

"~ There is certainly suffici~nt favorable data to urge a continuation 

and even an exoansion of the conceot, but still on an experimental basis. 

Ne\'1 teams can and should be establ ished ... lith an eye to\1ard further 

exa'mination of pol ice and community relations and ~he internal operations 

of a team, but before rr.ov i ng into a ne1t1 phase of, the progra"m, s,teJ:l,s' must 

be taken to dras ti ca lly impr.ove departm~nta 1 Isct'ivi ty reporti ng. Without 

'this "form of data the'evaluation will be incomplet'e a year from now or-
~ . . 

ten yea rs from nO\'I. 
, . f. 

". ' •• ,I 

Second, the varlous,organizations,havi~g an interest in the projec~ 

mus~ 'be brought together on a regular ba'sis t'~ djsc~ss problems, and in- . 
. -, ' 

ter.nal mechanisms must be established in, the police department, to guarantee 

smooth,: accurate, and rapid communi~ation between j't and ,t'he team or 'teams. 

" .Fina.11y, the' recomrnelJdatio~ calls for the further experi'mentation 
. ', ' 

, " " .... ; 'bun.t intO ~he cant'i,Ja1Uation of,·t-he p~oject. It should be remembered that 

' .. 
..... 

, .' 

... 

, . 
this project provides the ci ty of Holyoke not a'n ly with the very important, 

. " 

• . opportunity to improv.e its pol iCe service,' tiut.' it also ~r"ovides t~e op-, 

... p.ortimity to 'lead the nation in police, organizational il'!novation •. ·Both 
• 

- .. ' '", . ' . 
. .~ 

~ , . ", .'- . 
'~ask!f are only partially c;omplete until the experfment' is 'completed •. 
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New police 
r , , 

mernOQS didn't reaJJy \VOrK 
By TO;;T SIEBERT 

LAKEWOOD. Colo. (AP) -
When Pierce Brooks took over 
the police department in this 

. brarld new city of 100.000 a 
little o .... er a year ago it was 
already' known for a unique 
combination of e:tperimental 
programs that had come to 
be called the "Lakewooi:1 ap­
proach." 

There was 'just one t..'1ing 
wrong, says Breaks. )1ost of 
the radical iceas w ere n ' t 
working. 

Agents of the Lakewood 
Department of Public Safety 
v,'ere "generalists," function­
ing simu;tc.neousiy as patrol­
men and de:eC'Jves. In a 
single shift t..':ey would cover 
everything from traffic acci­
dents to felony investigations. 

The 70 men also worked 
under a system of par~ 
ticipa tory manager.1ent, with 
just twO field ad;'isors and 
Brooks over them. 

And the ager.ts had per­
manent assignments to one of 
four geographic areas in the 
36-square·miJe city. under a 
team policing concepL 

All that has gone out the 
windown. 
" "I'm not quarreling with' 

e the ideas,"· sa\"S Brooks. a 
policeman !or·::'; years and 
a former asslsta::t to tile Los 
Angeles police chil!!. "But 
there are too :lany probiems 

in organ1zing a department 
for a city thi!l big to tt'Y. 
unrealil'itic methods." 

There's a t u.ll·· fle d g e d 
detective bureau now, the 
department's organizational 
table reflects a traditional 
military-style chain of com­
mand. and assignments are 
frecwently rotated. 

As a "generalist." each 
agent was expected to handle 
all except major cases from 
start to fini:;h. But the result. 
Brooke said, 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 pe().o 
:"!I::. answer call s for 
;.' ql'itance or crimes. and 
;' "n do all the fol1owt:p too." 

Participatory management 
and team policing also proved 
unworkable. because the 
comhination of set beats and 
a lack of middle management 
sometimes resulted in no one 
being available to ans-..er 
calls for assis(anc~. 

"People would call in [or 
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 re~pond to aimost any 
call. If a guy comolains he 
didn't get the 40.')00 miles 
:;uarant·., ! ;,:, hIS :ires. we'll 
go out 8. ,:! I';ll: to rum. If 

a lady bnng.s an 1l·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, however, 
the Lakewood department is 
still far more innovative than 
many of the . nation's police 
forces. 

The agents. and their field 
advisors, senior field advisors 
and agents-m-charge, continue 
to ·shun brass·buttoned blue 
serge uniforms. The dark blue 
blazers they wear have given 
them a \!llique community 
image from the start, acting 
as a bridge, where the 
unifonn might seem to be.only 
a badge of authority, says 
13rooks. 

Every man hired nas to 
nave at least two years of 
college. and must work to 
complete his b a c h e lor • s 
degree in a reasonable time. 
Once·a year a recruit class 
composed of just college grad-
uates is launched. ' 

In addition, written promo­
tion t est shave' been 
discarded in favor of in­
tensive screening by superiors 
and business management 
professors from a nearby 
graduate school. 

"Poor seiection and pro­
motion procedures have given 
police departments a black 
eye," says Broo~. 

He descnbes Lakewood's 
~.elecuon procedures, which 
have just whit'"Jed a group of 
more than 300 eoUege grad. 

- - -
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PIerce Brooks. left. di:-9ctor or the La~ewcod. Cclo.v 

Deoartment of Public Safety is shown w::n rNO of hIS 
blaz'3r clad agents_ 

~ae appikants down to. a 
class of 18. as among the 
toughest in the country. 

But the director, who has 
completed v.'Ork on a m:lsters 
degree in public ac!m:r.is­
tration since coming to Col­
o"rado. salis he !s .convinced 
the standards shouldn't be 
compromised. desplte ~he fact 
he IS' sornemnes hi:ina ira 
comoeut:on Vilt.'l the FBr" Jne! 
despite the iO'" s~ar'.1ng sala:y 
for desree. ::oiders v,',:::oU: 

poiice experience. SlOO a 
month. 

Brooks sah;· he. has no 
regrets a!:lour !laving LlJrc~'tl 
om o:her raci:al idras tile 
de:la:::nent sta:1ed With. 

"I like to say La j.:!C· ... 'rmd !:; 
the way pol!ce d~:1ar:rnent.:; 
shculd always have bc~n. 
The' word ua~:~cn 1:; deo:eir­
ing - I sui! Want my a;;'!n:s 
to tlut bur:::a.."S and boldun 
men 1n jiLL. That's wnat' 
CtlUDtS." 






