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"",J ~T~l'ie 'rmrpos'G of thin r;tudy ts torovio'W the spo6if.'ic 
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dev~~~LOPIll(mt or' the, concopt of' Neighborhoo(l Pollcin:g by 

" ' 

\';1i(~~,1 bmw, 'Hm', YC>1'k, Departmont of Police' anc1 tho p:r.oo'ess 
, , ' 

of.' c}w,ng t.1 'which led to the implmnenta b,on of the concopt. 

TVl (;:)JlO(.)IJt of JJeighborhood Poli cing and tho process of 

chango utilized by the Albany Police Departmont are dj.~3·-
" 

• • l ' 

, CV-fwoU 'in ra1a tion to llnd closoly o.J.lgnod with ,'tho Clll'l'cnt 
, 

flc1cdo.1.og.L<.ml 11 1:orn turn focusing o,n the 1101i C0 and GocJ all 

, 
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" ,Pel'vasi ve iSGUGS including the ambiguous role of tll!l 
, , 

, 'I;ol:i.f.~b; , tho ,tr.:ldi tion orientod and inflexible naturE: of ~che 
~ I ,: . 

I)()1,:Loe,oreo.niza'tional i'.itructure and the pernicious, state of 

, ", j')oJ.~ce-commun~ ty rolntions Cl1'0 Gxaminocio ' ,rJ~he revim·,r of ' t 

, , 

, I,·' r, .' ( . " .' .• ' ", ' '.' ":,' • .t. ", . , . \. ~ . , : " " 1 .',' I"" I:, t, ' :. ' 
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. ', \ . ",' "; ,~' th(~[J'e /factoI's' Hi thin the context of' social' change' cleg:t'ly :'j 

," '~"'f ~ .t~ ~\>' .. ~~ll i"~' :."~I,~" ~', .~':: ;1,... , ~." ~ 1" " • 

;i';,;:'.:":':~~}"~.'\ ~1~'spln:r8 'the nG(~d for. change in tho proV'idj,ng ,of poiice 
'·~\I •. '~.\·~.l':,:;,:'.\, \'1"",°" :.' :" r~ 

,':;.: !!",:',,':,:':, m~l'v.i.(~en .,,·yj,thin th(~ urban environm~nt • 
• ~ 1 " ~ '~ ••• ~,'~" , .' ". I. '. 

r;':, ',: ::':':'<~" ,:':::,,'tln 'light of the resistence ~;o chunge displayed :bY, C01rl-' 
~ ::I~i,l. ,'f' "./:: ,~~':r.' ~ '. :'.;;, ::', .~t, '" f ~ j , '. ' . : \ 

" 'i":'~"'" !',i.,,:' ponon:CG oJ.' the Criminal Justice System, ari anulYf3is' of,' tho, ': 
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. ~) . ',' (:: ~ ... ," ,': , .. :': '." 'iiteJ'[l tnl'c pCl'tnini.ng' to pLWllOd chango has' been'unde:et.nll:(m'o" 
.j , \ f l' . ' • " ; . , . • • t ~ ~." i . . ~ ~ '. ' I • r 4 -':,', 
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'Ttl);, p<1l'atUglll for chan[:e Iud to the tl(;voloprnent and 
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l'oJ len J)opilrtFlGnt. 'Do'signoclto adell'o[J s the' spGcifj, c 1'010 
~ ' .. ii, '. t l, " 0 ,I , ' f' • • • . 

alIef communi ty rola:Uons 'problems experioncod by tho /llbnny 
! . If" 

lpol:i.ccl ()Jllbody th(:! docentralization of' tho; comm.:llJ,d structure 
•• ' • ,'. < •• ' '.', t ',' 

and~tho udoption of n mo1'o,gonGruJ~~od rolo~ 
, " ' t 

Tho less 
" ' 

riG5..d ,toamljJco organizatioIJal ,stl'uctUl'G of tJ)G imi ts po'1'-
" ' \ I • 

Jll.i:t: tho J\foj.gb,borhood Officors· to tailor their' serViCE:1t,; to 
, . 

.' , 
" 

, , 
',-

ij.t the spocific' !l(:wcls of the area rcsiden{;n ri.nd h::\vc· onabled ;, 
.' , ;' J 

" <' ," 

foster improved polico-corrumlui ty roj.c:d;ionI3·,~: :"", 
'1. ; 

'Jlw results of three Gvaluati v 0" stwUCf.) COilfil'lit'. the 
~ I -f t 

clJ.<.l.ngo .tn tlw' 1'010' of the p~lice and tho fo~d~Ln"'ing of'im­

Yl.1'ovocl pol iec-col'!"lmnnl ty relati.ons 0 DtlHly rGr-nl ts l~)h()ml 

, that l,h(~ po1ico and the d:Lil.'.iGnry hold JllOJ.'(~ i'nvoI'o..blG ,ntti-
... I, ,', , ' 

,tudc[~' tm'mrd each othor 81'1e1. arc moro :i'l.Lliing to COOiHH.'El.i;iVGly, 

'. 

' .. 
.J-. ' 

, ' '," ! '. ," \ " • .. • : I, f 

,IVOl'JC t,ogethor. '. In ac1cl:1.tion, tho study ros1ilt:~ t;l1o~'r t,hat the' , 
, " 

• J;. ' 

poJ.,i, ct' haVel, blJGOlUQ incl.;eardrlgly lnvol vael i.n. nn' or<1eu' mai.J::d;en·~ 
. , . ' , '. ,.'.... . ' I. ~I :', " . ;' '..... ,'~ . . • 

;~uiC!~:) (~(~Il11m~l,l~.f:y sorvi ee: ~rOl?,,"'l thi,l'l i,tli6 r;(d gh~o~'~ooc11> . ,~!,":\: . : 
." .,- . \ , I 

Tn con(Lw;j.oJl, Neighborhood Polj_,cilJg 1 G vi o'\.rc,d 'ns bOing 
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_ l r ~. 

~ i; • 

. "~'\ *: .~' 
.1.: .­
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f I J • 

. . pr;iJ.'lll.U,tc:.c1 tho Albnny Pol:i,C0 ,DoIJartmonL to, succ.G~:;sfuil~~ ;ndt~ross . 
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: ''0, 

(\ 'nll111])(:»", of soc:L111 'pr.o b1(m18 ~ 1'110, ru'or.CGS for ch.::mgo: H!lich . - . ~ 
'., • , ' ... " t •• ' ' • :' 

:Lcd to tho'lmplo)U('ut,it1on of tho' COnCGl)t is V:L,EHITOq a~l ;bl~ing (" ... ';', 
.. -.~.:;.- ~ .,' I to··.' ~ • -,~~.'~:I. ,:.~ ~~ ," ~'f 

lilon~ ~j,HlllOrUtilt ,hcn.,rovcr, in that this process CCU,~ lend "to' the,. ',", : 
.• f ~ "".:: ...,' : • : ,. ~ ~" ,\. .' ~ • • .~. ' •• p ... , I' "1:" ~ . .'.. ." , " ,.: 

c1ovoJ.6pmont' of additional Innmrui.;i ve' chan~(i!!3, 'Which w.i).1 per- ." , 
< , ~';' I • '. . " '. , '. '.! ; . ~ I ' .• '. " .. " •. I; •• ' • • .. ' (. I' )-

.' ,',' :.m~ t. ,~~1e departm~nt to con,t~nuo; tC? add).I(~s s th~), ~!.lan.Ging: ne'e"~, , ,,', ':~i 

.' ·0 f " rapidly evol vine; 111' ba n env ironm~~t. . ... : {"j~I ;?:.;: ;;), 
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Tho Presidont IS Commi ~)sion on LUI" En.foI'cmnont and 

1\dmini Dtru tion 01' Justi ce notod thut tho provious dcc.:tdr~ 

has produced u period of socLl.l chanGe' Ul':: dq{l'cO of whtch 

~.Ihe C,hullcngc of Crime ~n.D. P,ree Doci oty, 19G,?). During 

thj.8 period of clw.nge, cr:LmC} ratcG npirnlod at an unpLlra-

llelcd 1':.11..0 dl"~nr.i.ng tho polico into situaU.ons 'whicb thoy 

had p:r(~v:iously not encountered. The COlUmi S Bion stut(~d tll:.tt 

tho influonco of soctctyt [1 chang:i.nc "mood to n gl'ou1..er du­

.. grew tllan any othol' governmonto.l function. 

rj;.he police, us the f:Lrst component of tho .Crimj.naJ. Jus-

tice GYi3t0Jn, has felt· tho effc;cts of ~)QcictQl ~lW.llbO. l\n 

increasingly d:L vGr~jifiod nnd transient soci oty cOllp).ed ivi th 

. u mora rapid puco of lifo have Ol'oded t118 cd.'feeti VlmOSG of 

tl1G polj CQ (md publicly challenged tlw !31..otw~, 1'018 mid 

,offie:lcncy of the police (Cf., Hhi senand and lferguson, 

1973: 1;·13) • Urban riot~3, campus disordors [md th(~ steadily 
t:, t. 

increasing crimo rate have ShO'lVIl the police to bo less 

offo~tive tlwn previously perceived (Report of tho National 
. ,; 

Advisory Conm~sGion on Civil Disorders, 1968). 
. .. t 

~ell(; socinl disordcrs of tho 1960'~) 'cXpo;;io(i the 'noL:d 

for change '.Hld }101ic(' rofol'Jn. 'The tra(ii tional police 1'010 

\ 
f 
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(loon l1(YG p.J)pr.)f~r tofi t tho .Tlc.mrlrJ 01.' :\ 'plul'nl:i.:)'l.;:Lc I1w1 

.. 1'::~p:LdJ1Y (:JhanCing, fJooicty. Compounc1:ing tho i S'suo C:U'G tlw 

ol'gn.nlk~(t'~ional structLtrC und opcrationD,l polic:Los of tho 

police, \'Thioh aro viewed U$ being oV(:~l'ly stOf.:!p(:,l(l in trIJ.­

, di tlon; exco[:ls;L vol y rigid, and outmodml. The iuo.bili ty 

. of' the ui'b:m pol:i.ce depul"·tmGnt to offGcti vely maintain or­

... .:rier ",hi10 ongendering CCllIllntttli ty suppor'c and coopGl'ation 

,(!.Ul'ing'an era of fJocj.al chanr.:,e cleo.rlJi' displayc;1d the neod 

1'01' ohanr,r; in tl1e law onforconwnt. 

0:(' ehango devoloped and· utllizcd .1)1 the Albany, Wei'[ 
.. ' " . 
.', ',Yorll.:,D('':')partment of Police and the concept of Neighbor- . . ., . 

I • 

.. ~, 
l ' ;1- ~ 

f "~ 

,. 

hood Pol.Lc:Lng t~S 

. 
hood P ] .• ,is , o .. J,CJ.ng 

n, product of this change proee.~lS. NelGhbor­

but one example, and perhapc; "un important 

ono of. tho changos which arG occurrillr.:.) in the realm of len', ., 
. 'enforcement in tho Uni tad states. 

Sovc~J'9.1 tu~bail police departments, :Ln tHldi tion to the 

1\llmuy Polic.(~ Dopartment 8J:(~ eXpOl'ilIH.mting I'Ti th specific 

ndalrta~~:i..()nB of. tlw Neighborhood Te1111 Polica Concept.· Tbe:38 

;.: , .' " " :" " val'Y w:Ld.oly in tho JH.l. tUro of their orgnn.i za tionnl ~;tructure, 
.. ~, .. ' I' I , .' • • 

': ':",' r "'.",:'.':' operatlonal lloli'o:Lcs und ~;·t!.ltoc1 objectiyes (8ee' Sherman, 
.~ 'I a i' " . , " ",. . 

,,',', lLLJ:toll & Kelly, 1973). f - •• 

. ' In view of the great degree of·la-. ,~', .. " 

tj,t1.l.de cont:l.Luod Hitllin the concept of Neighborhood Team .. 
" Volic:lng nnd ill ViGilr of tho noo<.1 to tn~.1or the ch:.mgc P]~o-

! 

CC!;:s in ac()ol'dnncc "r1th Ute.' ex.Lf.iting ~;ocinl, environmental 
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()PI"'t"]' '.""\ 'I ()"l ' l. . .,," Co' -, 

,n(;:l.i.nlh~)rllood 1'01:1 Ot.' Un:!. ts. 

'Pl'O~;()!ltly coni':c.'r.mt the po] j 08. 'J'ho prOCCBB or uhlmgo, henV'''' 
, . 

nVDJ:, \'lhLch hu:; led to tho dovol(")J)llH'llt or tlw ND:1,f~hhC>J~hr)(Hl 

Cn'lC~)p L m~ly h.'tv(: g,e(Kl.toJ.' SlGX1:U'icalH!o than ~ln dI1(.:ra'[;'LI)nal 

pr.1.l.'<::) tll'~ }'o] i ec 'Co lnnot thc" dUlllalld~i dtetatm1 by fni.,lll·(J :.lod'll 

c:lw.ngo (Gf)rJ Vlhi;H'u:md anti l"orgw30n, If)!3: ~I'13). 

'rhr) concurl!.. of HuJChbol'hood PolioG (,;mbodi(· .. n: t1w lllOtU-

. f:L cn l::l 011 of tbe trad.i. tional 8.pproneh ul,ilized by the p()]:L cu 

'. in }Jl'ov:idillg lenT cni'orOtnnont servi COG vr.Lthin th(.) 1J.l'rmn ,com-

. JUnni ty. Encomp:H~~;ing u decentralization of the policG orgun-

. i.3ation~.1.1 ~4tl'\1d;nrG and aJoptioll of tho gm18l'nlist approach 

(Boo mll)rJ1'l~m, lfi,lt;on & l(C'lJ.y, 19'13: 3-'/). Nuighhol'hoocl 

':re:1.Dl Policing l'nprO~H.mt~~ nll at l;mnp'C on tho part of tho pol:i C(·~ 

. ;' c1epari:moll:LB to prov.Ld(~ an i.nnovntivo and flE..\xi.blc l:.1,,\·r on-

: : 'forcc.wwnt SC.H'ViCD IV'hich i~; mere rel~WD.llt to thG sali.t""nt 
. . . 

··.·soci,.tl i SStWS and ohanging needs of the communi. ty. 

. 1LJ1E2:I.E!H 0 li'-.TIU'!...1!.I 'n; ~~f.LI'UJI!~ 

':'/', ,rhJigllbol'hood Polic:lllg n8 a product of .:J. Docj.a1!o,rr.;8.Yl-

/~f..l.t.tollnl cho.ngn process is based upon Hnd :"1.ddl'O!;SCS lImny' of 

tho cUlTf.mt :t ~1:rU,t"!:3 \.1111ch nl'O dj SGll:J Jed in pol i cc-orl C!ntod 

Dociologienl 1:1 tcraturo. l.rrlC..'~W b:wj c isr3uo~j which includo 
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01'C:ln,i.;~:rl;.tontll :P.lg1r.Uty, I)O·~:i.co,~co\tuuuui.t? l'olllt1cml3 and tlle 

1'01 (.! of tho pr.)licr.~ n1"'n ic'h~nt:.i..f.l nd '\Uti (li :,H~\'WBOd 1n Ch:1p1.;tH' 

r.J.','TO. rnwy !.lCH'VI.! as Lt COl1ndat:Lol1 on '\>l11:Lch tho ~iPE~'~1.f:Lc 

:Lrwncw fl)eoc1 by thc) Albmw Poliao Tlcpal'tmont [.11'0 b~U3E;d • 

~r:110 soc:Lologicul l:ttOl'[ltUl'C pm' tuinjllg to pol:Loe alludes 

to thq noud for (~omrJ:L'oh0l'wi V(I ch:tnGG, hO\vl'VGl' a ~}pacii'j.c 

proccH.H.l of' C1W.lle(~ i 8 lll~t dcwcri heel in dotaj 1, 1,l ho 1 i 1,01':1-

ttUJ1Clctn of tlw chunee l)I'OCOSS and pl~.ul of illlplGll1cmtution 

clc)velol)(~cl and u:l;:i.lizod by tho Al1J::my I'o11ee DE'pnl'tl11(;nt 0.1'0 

IJrcwontod in Chapter 'J~hreo, It j.s 'bel'Luvud that. this plan 

or UI)lH'oach to change CUll be utilizod 1)y othel' police o.g0.n­

cit'G j.L' :1thptod to meet the 3pec:U'.L C organL zat.Lonal c:md 

cmvil'o1:lmonLal factors Ivhich characterize 'l:.1w 1.t~Gney. 

11
1
1'18 chango Pl'OCOSG amployod by tho Depnrtmont l'GDultod 

:Ln Lho implomontation of' tw'O Nc3ie;hborhood Polica Unj.t£3 I'r1 th-

1n the orgo.nizatlonal structure of the Al bany Poli co D<::lw.rt .. 

mont Q 1'h1B concElptual modol of Noighborhood Folid.ne; imple-
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:l OIllS and .l.f.i!'.1ue.s oneountorod by' thr: Albany Pol:l CG DGpal't­

mont;. . 'J'hL Cj ptll'nrHgm, when cOlllIl:n'Qd to trw t:t'ttdl tional eOJ:1-

ooptut.tl lUodE)l of thE:! police :1.'010 ttnd ol'Sltni7.at:i.ollnl ntJ~tlo~ . 
. tlU'O, clir~pl:.tyn tho potml'bial utility of Hoi Ghbc)l'hooci Po]j.o .... 

:lua for othol' urban dOlmI"Llntmtu. 

In vi(;w or tho .co.ct~ th:tt U10 Albu'lY Pl'OL;l'mn j:, 10:30 

than foul' yr.w.rn old, limi.ted. nvalu.trLj.vo J'c~1Ourcll :i.:; },11'(>;10utly 

availu 1)] o. IIovwv(Jl', tho l'G8ul'bn o.£' tbo:3o oval. lltrL:i on GtuiJi. DO 

d.ll'ootion. 

1'h0 Nplghborhood Policing m0r101 clovolopod by thc..\ i\11x1rljt 

Pollee J.)f.ll)~\,rtmQnt nnd tho change proc0~H~ utili;;:.cd. in the 

. :lmplGlIlolltution of the eoncc!pt j.s tho focus of thi.s l'OPOl't. 
I • 

Thec01Wnpb.1ul m()dl~l dovolol)oc1 by the Dupal'tmonL md trw 

(!l1nnfP~ l)l'OCUG~ lnllploYC:ld during tho d!~vu1opnWllt~!1 l)hasc of 

tho NOi.ghborhood Polici11G Progrnm arc based upon currant, 

. :Jog.iolog1 cuI litora t~Ul'O Ivhich fOCUSGs on llo11cing and. soc:lul 

or ovgnni~ational uhangc. 

f£hG foumlo.t1on of tho report rests on thG application 

of fJoc.LologIcal rO!.w(ll'ch in the restructul'lnr; or i;}w Albm::y, 

H(~w Yorl\:, Police DUlll1rtnwnt. L:i.ml tt~d in Gcope 'Lo OlW uniCJ.u(~ 

(!xpcl'inH.mLal IJ1:ogl'UlIl, t.l1O 1'01)01' ~ provldos u. b:\s:lc parndi gill 

,·,hlch may lH.) ad:'l))t.ud to Cit tllf..'l nco:1s 0.(' otller 1:1.11 c:,ni'Ol'CO-
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GUl'l't'llL :~oc~o.l.()gJ.cul Ii tL'1'atUl'C \·rh11.':11 focu:Jl.t;~ on c.o-

the 11 i.;(~l.'atul'l~ .i.nelur]o Uw mnb:i.Cllon.3 role of tho poJj.C(;~·, 

thl! tra(U t:l Oll 01'1. OlrG0J ,llli'1l~xj bJ.() lla tUl'u or trw po:U.CG 01'­

r;Hll.it~n:Llon:J,l ~)tl'tWt.Ul'c and tlw d.l't{~l'toi·atlnt~ statu of 1)0-

I ' (t ..... '0 mitl' )'; .1". l' ,1. 'l'j 011" .L "" en, .... ".' <. ,!.d. ,,_ .• ). 

socl Qty CtU'J.'tmtly l)laguorJ by lnUlll:'r01.1E'" eOlllplox socinl :pro b-

'l(~llllh ViC1\vccl eoJ.Jcct,i,vGly, tho:w ba3J.c nociotal ChatlgoB 

amI Gocial pl'oblc'llW hnvl1 cl'l;ntcd an cmv:i.ronmcmt \"h:Lch lilll-

Tho incl'on(j(d mobility of today I B Gociety oxclllplif.i.o:J 

H social i'Ol'Cl! awl Dtat,t;.~ of chanf,o \·rhich han offectGd tho 

pol:l co. InnoV'tU.01l3 :i.n 1;l'nnSpol,·t;a t1011 tec.:1moJ.oGY and an 

in(~:l:c:.tscd d()[;l'(H.) or occupational mobility have greatly 811-

hnucod th0 incH vi (hwlI f3 opportli.lli ty to g(wgrnphicnlly 1'e-

to be) in n :.rtutr; 01' flux. Ll'uch population. lllicro.tion pat-
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Clnd fJ Lructnru oj' the fam1ly hnvo cd:;o ai'foetod -Vlw :rolieD • 

. Today' n fcunj.linl unl:L uppuarB to bL~ !n.O.);'C:l loo:Je'ly I.:l'L:L'uctul'ud 

and mo.);'o tol(),t'lUrL of. 1nrli v:Lclunl J.'l'oc;dom and Jwlc111onr1cneu. 

111 parti c:nlar, thJ.;; :'iOcial ('volutlcm h~.w gN'n Lly cl'foctnd 

soOiutyll.i youth ((:Jeu rrndt Foret.! HC.?P01'"l;, t1"1.1.vo1l11cl Dt~11nqll(;1ll!Y, 

19G'l) 0 Child l'()Ul.'.i.llG r'rnet,iD(J~j formally vJ.~:'\.".ncl an lH.dng 

,t'iJ lucI 1JY a nt/ria(i of' i.n3ti LutLoll:J l.nclnd:lll~: Uw q)Ucntioll 

J·fC)~ll" ('Il(>("; f' i t~"-l'l "I~ ,·()(,'I "I ell.< .. t!l~,~{).~~ o <.'.C1,.11' .... ' l' 11(.') \'1.1.' -t .• l.l','Ltl 1,',1,'('.' ... ' .., J~': .. " ,-,~ ... ", .J •• ,''', , , • r~ ., ,.f , . ~ " 

t:LOll of minority' groups to tho contruJ. D.l Ly' und Uw inLcll:.ii-

i'y:Lll~ of racial confl:Lct have addc'ct u\ldl t:Lonnl l'oBpol'lsi bJ.l .... 

i'LiO:3 to tho all't.w.dy complt:x .fullct:Lon oJ.' t1l<' ll011.ce. 

~~ho lack of UlHllloYl1wnt oPPol'iul1i tiCJG for tho tUldC'l'-

(.H.iucatcd, llnd Pc.w·{?l'ty·, huvc.~ :.wl'vud ~o ~O!lc('.ntl'D:L:t, d:i Bgrnll~­

J.uel llopalation aOf~murt;s inl.;o docayud awl hlightt~d SJ.UlllB. 

80cial p.l'obJ.onw inc.'lnd.ing :iUVl~lti.le:.: dol:i.nquoucy, tll'ug aln.ulO, 

and :family cl:Laol'r,all.L:.:;uL1on clw.l'Uctt~l'izo tho :t.ii'(~ ~rtylG of 

·these urban GlwLton. 

Bocial action Pl'Ot;.t'fUlW and socinl [H.'l'vlco ngullcio:> 

appour to 1JQ unable to cOpt! ,·r.Lth the .pro1JlulllS of the urban 

onv:l.ronmo:nl;.. Urban 1'81)(.)\'1n1 pl'ogl'anw "'h10h havG had 0. J.ilU-

'. i tod CO~3:1lt' Lie oI':t:cct on clw.1151ng tho Ilhyai c~~l strucl.ul'<i. (.)1' 

thu :i . .ll.!ll~r c.L'l;y eoru l.Htvt..! not ai'i'EH.d;otl th0 pCl·va~.d '10 a'nd 

.. 
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It is wi thin thu context of u 13Oci£1l problem approach 

'that many social sciGntists h{;\ve attempted "Lo study the 

policeo Tho social forces and probloms which have changed 

the charactcc)l' of the 011;y require compensatory changes 

wi thin the reD.lm of the police. ThDse basic changes cen-

ter about the role of tho police, the organizational struc­

ture and operational policies of the polieo and tho nature 

,of police-cornmt1llity relations. 

~rradition1l11y tho mission of the polico has nurrOi>Tly 

focused on tho: 

Prevention of criminality. 

Repression of crime. 

Apprehension of offenclGrso 

Recovery of poverty. 

Regulation of non criminal conduct. 

Performanco of miscelluneoutJ s(~rvices (Cf., 

Eastmnn and Eastman, geL 1973: 3-11'; 

Patrick, Ed. 1972: Lf-; American B.'J.r 

ASSOCiation, 1972: 36-~2)o 

An ana1Y13is of. thl' olomentn of the tI"f.\di tiona1 role of 

the police shows that it primarily cmphasizos and focuses 

011 tho Inw enforcement functions of the police (GGe Whison­

and and Forguson, 1973: ~)o This limited approach is en­

dorsed and supported by the method in 1."hieh the police 

justify their effecti venc~ss, the internal reward. system of 

the police bureaucracy, the direction of police training 



programs and 'the inabili'!:;Y or unwillingness of society to 

more realistically define tho rasponsi hili ti~1G of the 

.. police. 

Tho restrictiv~ nature and narrow f00US of the police 

rolu on crimu-relat,.~d matters and the apprehension of crim-

inuls is viewud us a. nocoG~3ity by the police: bureaucracy. 

It is orw oJ.' the fow acti vi tios eng::'1.ged in by tho police 

which provide~:l clear stu tistics descriptive of police 

effectiveness (Reiss, 19'11: 91; Neiderhoffer, 1968: 14). 

IIPolice d0)partments have to produce visi ble results of 

their worlto Thu mout visible results are arrested persons 

i'Tho keep the courts busy" (Bittner, 19'70: 55)~ 

The pressure to prot1u'ce visible results felt by the 

police bureaucracy also nffE.Jcts the individual police 

of1'icor and Lhe rolu he playn in trw cOllllntmi ty. In viel" of 

the fact trw'!.; the crime suppresrdon statistics generated by 

the department arc based upon arrests mnde by individual 

police officors, the offoctivenoss of tho individual officer 

is measlu'ed by his arrest rate. Th!; pressUJ;e to focus on 

crime-related matters is thuu transferred from the bureau-

cratia structuro of' the police orgalli~at:Lon to the individurl.1 

police officer (See Skoln:Lck, 1967: 1611.-181). 

POIJICE ~rRil.INING PHOGRil.Jvm 

Police training programs introduce tho invididual police 

officer 'to the narrm.,rly defined crimo-relnt(~d role of the 
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police [d; the beginning of lds Co.r(:)8r. A review of the 

academy curriculUlns shows that they primarily focus on 

the app]J.catlon of the crimIntll law and departmental 

policies and procedures, producing crime orionted police 

bureaucrtlts (8eo McNamara in Bordun, 1M., 196r;: 251)" 

~ehe internal rOvn:u'd system of the poliet: also t3Uppol~tS 

the lim:Lted crime control role of the police. After grad-

uation f:rom trw basiC acadc'my, polic~~ IH;~r~H)nnGl quIckly 

. realizE3 that individual l'ocogni tion and reward ,,,i thin the 

police bll.reaucracy are based upon their nrrest records and 

,their ei'foctivGllGSS in handling ur.ime ..... r(~lated lUuttors (See 

Task li'orce Roport: Police, 196,/ ~ 20; Will.emn, 196[:3: 16). 

This narrowly based intDrnul reward system is necossi-

tated by a lacl): of guidolines and p(~rformanco standards re­

lating to other, more amb:lguoUG, aspects of the police flUlC­

tion. Police supervisors have no criteria with which they 

can measure the performance of an officElr 0 ther than the 

offi Ct;:;l' f S o.1'l'oDt rate and his coni'ormi ty to internal o:rgani-

zational policy (See Bittner, 1970: 51.1--56). 

Heali stically, however, the role lof -the police encompasses 
I 

many additional dutiGS extending .far beyond those related to 

the control of crime. Typically, the police officer assigned 

to patrol dutieG in the urbo.n environment deals ,vi th, at most, 

a few serious crimes dlu'ing the courfJe of his tm.IT. He 

., ' 
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tends to view the8e instances as constituting real police 

worlt, but spends consid~;rably more time keeping order, 

se-btling disputes and performing public service functions. 

Those order maintonance and public service functions 

are generally Vie1'led as beill&:; part of the prevBntion and 

protection role of the police. Ti~xalnples of these fUnctions 

include the initiation of'programs dusigned to reduce ra-

cial tenSion, the handling of domentic disputes, the imple­

mentation of fJducational programs designE:ld to promote crime 

provention and the initiation of actions which l'Tlllprotect 

and remove from the streets tho publicly intoxicated and 

the montally ill (Gee Wilson, 1963: lrl2-11-15). 

When coupled '\IT! th the crime fighting responsi bili.ties, 

tho order muintenance and public service fUllCtions of the 

police 80rve to create an occupational environmen'b charucter-

ized by conflicting roles and dGmands~ I30th the individual 

police offic8r and the police community as a 'i'rhole find the:) 

inconsistent Gxpc;ctatlons and public reactions cause inner 

conflict both within the individual officer Hnd the police 

organization. Organizationa+, manpOI·rer, financial and legal 

. limi tations prevent tho police l'rom affecti vely meeting all 

of the demands and expectations pl,3.ced 011 them by the publio. 

Such inadequacies becOlllG particularly evident for the 
( 

officer who is assigned to patrol the denselYPop1.l1ated, 

highly di v.ersified urban environment. His over ident:i.fica­

. tion with the crime control role, Ii-(d ted training and de-

stre for personal recognition causes him to offer.l!peremptory 

f? 
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has had a profound affoct on the indiviuual policemano 

He appeara to auff'cl' from a symptom whi(~h Neiderhofi'or has 

. termed !!rculi ty shock'! (IJciderhoffl'r, 1~)68: 239). 

Reali ty shock nota in whon tho police officer realize~3 

that he is ill prepared to meet the divlJrse needs of the 

conummi "by. This realization often re8U.1 ts in the genera-

tion of a high degree of cynicism and nnomie among police­

men (8ee Nelderhoffer, 1968: 95-108)0 

IIQ AFFgC'l'S Oli' rrHE CLASSICAL OHGANIZATIONAL STRUCTURE 
OF' tHE! POr.rCI~ 

~-------------------------------------

The ambiguity and conflict which pervades the police 

role and which affects the individual officer is compounded 

by the serni-militaristic nature of the police organizat:Lonal 

structlU'e. Police Dppartments in the Uni ted otates are 

. organized as claSSical, hierarchial bur(~aucracies modeled 

after the milj.tary (Myren, 1972: 720). 'rhe role, organi­

zational structure, and operational policies of the depart­

ments appear to reflect thE: philosophy of policing promul­

gated by EliI' Hobort Peel in the JvIetropolitan Polico Act of 

1829 (SeG Lyman, 1964: 111-1-1Lr5; and l\ngell, 19'71: 185). 

CHAHACTlml;1rrrcn Oli' '['JII'; CL/Hinrr.A.L BUrmAUCHACY 

Huflocting thE:.! influmlC8 01' classico.l organizational 



theory, Police Dupurtmw~ts appear to be characterized by a 

high degree of impersonalization and authoritarianism. 

Other characteristic3 of classical theory whieh are re-

fleeted j.n tllG organizational structure and operational 

policies of tho policu are: The proliferation of a cen­

tralized hierarchy of uuthority; Ll. division of labor along 

lines of functional specializatioll; the promUlgLl.tion of 

standardized operational procedures; the adoption of a 

monocratic system of routinized superior-subordinate rela­

tionslliptJ, and a general orientation toward the rational 

and efficient implementation or organizational goals (See 

Angell, 1971: 185-205; T!;isenstadt, 1969: 495-~'97; and 

Etzioni, 1964: 3). 

SPFJCIALIZNfION 

Police d.epartmonts have proc(~oded through transitional 

growth phases characterized by the increo.sod specialization 

and formalization of role and organizationul structure. 

Examples of this deve10pment include the formation of 

communi ty relations tmi ts and narcotics cnforcemen'c units. 

Having narrowly defined duties they are specialized out­

growths of existing funct10n areas 111hich Ivere previously· 

the responsibility of the:. patl'ol fLUlCtioll. Pursuant to the 

implementation of these units, roles ,and relationships of 

the units and the officers assignGd to the units became 

routinized and formally defined. 

The standardization and adoption of unwritten rules 

and procedures han increased the rigidity of the formal 
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f:1tl'UCtU1'0. Of'Gan ropr{:)Ewnting the informal, unr(~COrd0d 

norms, they aSI1Ulno and play a most important role i.n main~ 

tninj.ng the rigid organiZational ~3trt1cture characteristic 

of the cla~.ndcal thoory CUm.! Gardner, 1965: 41t-45). 

PoliCE} d cpartmElIltu aPI)()ur to have' proceeded th:t'ough a 

settling process ba~H.;ri upon the pl'i.rlciplofl 01' orgnn:izlltionnl 

promulgated by thu clal1Gicnl tl:wor.i.Gts. The continuod re­

finement of pol:Lciuo and procodurc:J ill an of.t'ort to make 

them mOl~e ordorly, ei'fic:tf.:mt, and 8y~~temat5. c has 0.1:30 ren­

der'cd thom loon fluxl ble and lllllova ti ve. '}'be highly formal-

ized, paramilitary organizutional structlll'o nllows for little 

deviation from policy and procE.'du!'c on oi tlH:.'r an l")xtornul 

or internal busiG. 

mlfJi'lw~rfJ Oli' CI.AGBrCAL 'nmOHY 

The adoption of' the classically oriented pnrmnilitary 

strnctur(f} by tlw police i~1 viE:.'wmi 1Jy many as being a key to 

the myrind of iG:3ue~3 which clU'rently :3urround and cloud thG 

organizational ~rtructurt; and 1'010 of tho polic(;~. Puul W11isen-

and notes that the rigid adoption of tho principle of the 

classical thoorir.ts ha~, Iud to a rise in the diOl'uptive 80-

cial forcen which plague tho police. He 81.l.rmlses that II the 

clnsstcal t1:woristn inadv8rtuntly gave rif.lo to the following 

condi tions whioh l~t:main "'lith us today': 

" r Ono-be::r!:;-lvay' to organizing. 

Higidity of strltccural arrangmnent:J.; 

Poor citizen r~preGentation. 
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Ovor of;mtraliztt tion of responsibility. 

Tri'lUnph of procedure ov:nr purpose, people, and 

process. 

Goal displacemunt. 

Halo conflict. 

Job non~(mricll1llEmt. 

Unity of authority. 

Limi ted ~jphoru or intorest" (Wh.i.I::Hm:md, 19?3: ?) • 

The Prosidont IS Conunission on Law li:llforcoment und 

Criminal Justice note(l that nW.11)" If.l.l'Cu pollce departn18nts, 

in i'ollowlng tho di.ctf.1to~l of tlH:) clatwl.cal theorist::; have 

become o,!'go,nlzatiolw.lly i'ragmorrL:(!d and oVL1rspeciallzed (fJel~ 

Tusk Force .H(~port, -the Poll G c, 196'/: :)'3 ) • Donald Norri S 

in his treat:L:.w on Po1ioo ComrutUli ty Helations states that 

the policee) havo had to Dpocialize Ifin order to cope with a 

soci.ety that h[ts bDcomo inereasingly complex lt (See Norris, 

1973 = lj.). ~l'hiD high dogrF'(~ of spocio.li zntion has led to n. 

factoring of orgunization:ll gOD,ls into nUl1l0rOUS subgonls. 

Thi.s ,fuctol'lne process leads to the proliferation of sub-

uni ts 1vi thin tl18 organization which increases the potential 

fo!' mlsundorntanding and conflict 'Within the organization, 

causes increased inolo.tl.on wi thin the organization, and im-

porils the development of a mutually coop~'!rati ve rapport be­

t"\voen the depuJ;'tmont and the community it SE:1rVeS (See Norris, 

1973: 1}--5; also Gkolnick, 1966: lr9-51). G. Douglas Gourley 

SurllL1.S0S that the spocializod. 'LUll ts tend to operate indepen­

dently and lose lJight of the objectives of the police task 

aG a '>1holo. He concludes lI~rhe majori 'by of pol:Lee agencies 
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continue to funotion according to the lJ.l'ohaic patterns 

establishod gUllurations agoll (Gourley, 19'10: '1). 

-i6-

The clan~;ical organizational model also effects in-

ternal und oxternal organizational relatioTwhips. The 

rigid., paramll:L to.ry policu utructUI'0 creatm:t n 00118(1 of 

demoraliznLion and powcl'lc~;.nws;J at tlw lower ranks. It 

aloo nOlll'itlhos cynicism within the rank and file 1.-;hich rt?-

suIts in 'cha dov(;~lopmunt of a w()-tlwy i'uEdJ.llg bchveen 

administl'ativE! and opel'atiorw.l P()l':.~orlllol. In addition tht3 

structurE~ sorVOG '1.;0 block chango, D L:U'lc ilU10vat.ion, undor 

utilize the human rC~Gourcus of the uepa1'tmf'11t and produce 

inhousu conflict anti frustration which hn~ a negative im­

pact on police-community rolat.i.onB C;;'O'o Ua!lli1t1r and Hintz, 

197LI': l+58-1r59 ). 

John AngclIl (19'11: lB 5-1~8) heW c:x:mnirwa 'the organiza­

tional 13tl"ucturu of today! s urban police d~~purtmont and 

noted 'the pHru.ly3in~ effect ''1hich tho o,(lopt:Lon of tho dic-

tatelJ of CltUH3ical o:t'C.:.mizati.onul theory haH had on police 

functioning. Ufo} no"tu~) that the adoption of tho claSSical 

pllj.loGophy rLmdor::l the poll co cuI turo bounJ and promotes 

management atti tud en :inconsit~tont \.;1 th tho hU!UtUliGtic 

domocra tic v[1.lues 0,:' tho Unl ted Uta tos. More importantly, 

Angell notes that tho clD.s~;ical organization stiflos ind~Lvidun.l 

ini tiuti ve on the part of th£'.) mnployces and directs tho or­

ganization to a state in which it is tUlG.ble to cope \(lth th'e 

environrnQl1't;al clwnce \·,hioh Gurrounds it. 
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~!hE.; intwrent 111'oblcm~3 \<11110h oharanturizt) tho polico 

organizut:i.onal ntruct\.U'\U a] no affoe t ·t~he nature and ::rto.tun 

of pol.I.(H:! l'ulatiorwh.lps with thu lJonmmllJ. ty. Tho contil1UGtl 

devolopment Ilnd :t'ot'lywmont 01' tlw poliet? ol'g: .. U1izutlonal 

ntl'ucturo which .i.~; primarily v:Lt.,n·!l.'d cHi ;1. nw:uw of j lnproving 

communi.ty l'clatio!l:J,. CotlGomlt.:.mt l-rltl:l LIH~ incr(HJ..~1l:'J Hpc..wial­

ization of v~n"yillg fiuHrt,iorw \·r.i.thJ.ll tho police organizationa1 

Thi ~J r.i. ning IJ!.·() 1.\. ~;;~i u!l,tl1:.nn l"o.m.1 t;:; from trIP nOclllliuln. ... 

tion 01' knmvlndgu and tho tl(,vD1opm'.'nt of oxpf\.rti:3t~ ,dthin 

speciali:~l.ttiono Couplud \-J1th the hWl'(!;l:.wd utill:mtion of 

-Gt!chnology, tlw pU:Jl:! 1'01' Pl'CJl'oDBional i mn h!J.:J j:(~;jul tod in the 

pl'olii'c.'ratloLl of hIghly qnalll'llHi tt'ehnillal np()ciali:.>t:.> ,,,ho 

connidor thum:~ul V0t\ to h,,; mo~.'t:' :.t,iv:uHw(l B.nd 01' a highor 

stuhw than trw Lrndttlon:.tJ btw.t or patl'ol ot'i'lcul' (81.)0 

NorL1 importantly I)l'oi'D:wi.on,:tl.i.;.;:m haD a t\rt'~ctud police­

commmli ty :t'l'lnt.Lon:,. The pl'orl'G~donHl pthi u ascribe to by 

many police p(l;rS01111l~1 l:1al'l'o,\,lly i'OCUt30S on the law 8n1'o1'c(::­

ment 1'010 of the polic(~ and '.implif;!J ·that th~ police lim.i t 

tho sphere of thoil' :i.nt<::n'ac.:'l;lo11 I'll th Lhe cOlIuuuni ty to law 

enf.'orcemont mat·Gel's. UUgglHitillg total impar'binli ty, organI­

zational L),f'J.'ici(HlCY and. limited polLll0-communi ty intc:rnction, 
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tho pUGh to profu:3Gional:l.zu '~hQ poll.cc may gl't~atly impt'dG 

trw i'o~rt;E1rinr. oJ.' improvoc1 poll.ce-conmllmi ty relati.ona. 

that thu need to imrn'ovt· policu-conuul1.nity 1'(.'lat:lo:n;3 is cri­

t:Loo.l in thu ul'hnn t'nvironmunb aud 'l.h~lt tlpolioo-communlty' 

rolationGhipn havt' u. dlroct btHU'ing on trw Uh:Lrncte.r of 

lifo 11:1 OllI' cit.;il!~J, and 011 t;hu cOlll1!lnuttyl;l allility to maill­

tuin otal.J:1.1.i. ty .:.mtl to :.:01 V(' L~;.1 prubl"1ll8" ('l'ask l·uJ.'(!u Ht:l .... 

port, Thu Police: 'J q . rJ , ',' tJ ( ! TIlt' l'epOl't .f.'ur l;11p1' noto:1 

that whon tlw pol1 CL mhl the pnlJlic aru :rt oddo, tho police 

tond to bl~COm(:l 1no.1nb'd from 'the l1Ub:lic aud 10;1S eapab1.o of 

t1!ldo1"stant1:i.ng aWl adapt111g Lo tIw lJOlmu'ml Ly :tnd 1 tn cLlaug.ing 

!w(~dG • 

Ji:FJi'IW~r ON ~I'lm l'~HJJCI': OHnAH.r.;~A'r.l()N ATW tJ.U.!'l'li:._OPI·:ILtumJCl 

Tho ru.rli1.1l'o of pol:L uu .... colmnu1l1 Ly reIn Llon .. l dir~'{d;ly 

ufi'ect;~3 tho poll ce org~lJl.U~a 1;j on. Advl'r:;c o OlIllUlmi ty rola-

t:Lonr:: intorferes 1.'1'1 th till) rocl'uitmun t of JH~r ;;30111101 and 

afi'oct~n tho morn.lt! of police o1'1'1cor:3 making thom lu:Js 

enth1.1s:i.CJ.:Jtio about doing Uw:Lr jobu. In ItJ<1itlon n di~-

sutisfied public wJll not :.mpport the :Clnaneial :needs of 

tho police ui'fuc'l;ine poli;JU .. ~nlariuD, buLldJ.ng program:J 

Heport, Tho Poli C (:: : 19tj ( : 11.r1!· ) • 

ability of' tho l)ollel~ to prL'Vl~nt an.l control crime. A 
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community vfhi ch 1:1 ho~rtil0 to'1,vard its polJ.cc is l<':':3s 

likely {;o ruport crimus, to volwl'i;€.H)1" information 01' to 

OD.1.UJe the polio i.l to nne tUnwlHn~:H.u'y· foron nnt1 act in n 

lOLlD judicj.OUD mannol' ill Uwlr (\j,'fort~.l 'Lo <tccomplll3Il thoir 

goals of crimp pl'uV~ntlo11 and contl'ol (;i(,:Jt~ IpuGk 1"Ol'C(;1 HfJ­

"'ilOl't, The Poli(lO, .L~)6'1: l)l-l~·-lJl·~n. 

Police utt:LtUlh's to\vard tlw public and the communitY'd 

atti tude tOiv:ll'd the polioL ~tpI>llal' to 0(; a bn:31c fuotor in 

analyzing polict:-connnuni ty rt:lnt1.on~:l. ',rhwso ntti l.udos 

aUGume incr0U:.H.1d impor'~ullcc in ctotnrm'in.tng tho nature of 

police work l.n tlH' urban ghetto in that the polj.cG arc more 

intric{):t(~ly involvl'd 'iv.l tIl tho elwt'bo rCl.iid(mt duo to the 

porvaslvc crime rate nnd ~lOcifll problems \vhioh chnractcritw 

tho ghGtto living (Gee ReiGn, 1972: 63). 

III gf:lw!'al, 1;110 poll.cu belitlvu ~haf.; tCGnaeOl':J, blaclts 

nnd lowor income pal'GOW3 arc' invol vod. ill and conmll t a dis­

proportlolltttu share of all ruport() ... t cl'imcs (doe Wilson, 1968: 

lJ-O_lt·l)" IIo GCfJ G thUlll 0.:3 lacking in mO:l'ali ty tlnd l)oli tical 

influonc0, rendy to conuni-t a crime and ignorant of the law 

( , .. uoe 99) • 

In viuw 01' thl.'se boliefs, ttw police feel that by' 

utilizing 0.11 inCreo.::HK1. amount of forcG, thoy will olici t in­

CrO[U3ed. rCfJpect and cooporation from 'bhe slum dweller. He 

feals superior bo thi~) sogment of the publiC, Ivants them to 

, . , f' 



-20-

reoogni.zu th1:.1 :iUIJl'l'ior.L ty, and buliove~:: that thilJ E!UPt.H'­

io:.t;'i ty cn.n be ba:,wd. ou .L\.ml~ . C~~~~C \VC'S t,ley, 1<)'10: 1)<)). 

1'110 police a1.:;o l\.!ul l;lH~t they nrE) htrLlHl by the publ:ic. 

Thj,~ fooline it) :.1nbDtantlt.ltml by t;h!~ u!l.coopuro:ti iTl:} utti'l,tulo 

which tho llolioo J'rwl tho public <1i Gl1J.ayn b~r thE) lack of' 

public DUppOl't awl by !lnmc:!'ona and nlLl'cal.i.nLlc Ul)mutH.it1 1'11:110h 

'\.;1:10 public plact):; onthu IJoll(J(; (nlH.' W(~d,lvy, 1910: 106-10'/; 

H(~ius, l<)?:L: 11·~""(IO). 

that II contrary to 1..11(' bcliu.f or many policclU"Jll., tho OVlil'­

whfJlming majority of tho IJl1h1.iu h:t:J a h1gh opinion oC the 

1 (')1:'): 1),·1\'). II 1} I '1' i t I. I. 1 t ;;U( -' Oi,V'I'vnr, lit .. ;; GOJ:lUl'n,,:'.i';P( ;~ 'a~(~mt'nc t Ou;J no" 

hold truu '\l7ho1). vit,nv(:d from the per:';i'pccti VU 01' tht;' glwtto 

rosidon-L 01' minority group mumbor. ~rh0 GOlmnis:3ioll l'(',port:J 

that "N(:grocl[) D.l'C :~lgnifitHJ.ntly mOrE} llogatlv p than Wh:i.tOH 

IIho 1'01100, 19G7: 1)r(j). ConnnOll t!omplaintlJ about tho poliet' 

l' o C\.10 011 all tho lnnguage.;, nnd ul'grolJ of' foroe utilized by tho 

poJ.1oo~ }iLLnority group ml!lnbul'~~ GXpl'otH30d a more host.l.lc 

ntti tud(~ toward thQ police Hll{.l for tho mm1t part regarded. 

Tho anr.tlys:Ls of tho ntnblguonn rol.E-) of. the 1)011co, the 
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ei'1'oc'l.iivoly ~it'rvu tho l~OlmmllLl ty. I,huy of Lhu,,~(; ~,;J:.nH.H~ uro 

'bhfJ A1bnny Police; lk'pal't.ml'lrl... 

rrllE.1 Albany Pollet' l>~lpari;mullL \V'tW Olll;'~ 01' oight l>ollcL' 

departmont:.~ rl.;v.i lMed and I'f)po.r:i:o,i all by· JmlH~~~ Q. 11.Llso11 in 

hi.tl book cnU-L;lcd Y!'~J:;1<Lt.; C~~\ of.' 1'oll,HL Bl'lmyjol'0 l'l.llson 

no'l;(;:d that trw Albany I'ollcL) DUll(.U'tmcnt dlt1plnyod and l~ll1-

ploy.~d a policH,) philo:,:;o!Jhy and lnL!thodo10gy 0harnc·Lol'i:.rtic 

of' tho wutdullan ~Jtylt}, a ctyle of l)olicing which 1a descrir­

tivt' of l~th century Am!'!' 1 can lJu,,, l':ni:Ol'CPlUt'Xl'L (Gfj() Wil:.wn, 

l~GU : llr·!J-l}j·l) • 

I>rJ.mary l'mwL.Lon of.' Ulu llu1 i.c8, and by a .1qmrtmontal at;tl­

tude in vTh:i ell It tlt\J !HtLl'olmnll i u aLIO\'lcd - :md l'Vl;l11 Emcour:tgt::!'t 

- to follo", till' llath of lonnt rm;l~; t.aw!!. .i 11 f.!arry.Lng out h1:..; 

daily l'outinc a. .. wif~lllnt'1l·t,:31l (WtlGcm, .l:}(~~;: 11I.1 l'). lvil~on 

bGJng ann ,·rhlcll Il:i.:.~ at~ intf.·l'O.; t;ud In n.V()iltinc troublQ as in 

m:Lndillg it:; Dim btw:in r :3L1 11 (tvJl:3011, l~)lJ(~: 111-8). 

Wilson llotod th~tt "tho offloors of a 1'rntcrunanlJJn! dapart-

1110nt ar~) r(:cl'ultE.ld i'romt:;}w lonal ''loI'king c1tWS, D.rE: poorly 

paid, rucc:i vo j.nndurluat.n supfJrvisioll, anti have n min~_mtun of 

formal tra.Lning ,·rl th 110 clWOUro.l: t:'ml':'lt Lo t;uku adell tional 



I " \ 

" 

-, . 

" 

nes)j and cOltrtesy or manner, and that officers d.o not 

antagonize tho :respGctnb1e cloments of the city (Soe Wil J:1on , 

1968:, 11.1-0-156) 0' 

J?ocusing on tho role of the police in the ghe'tto and 

,police-minority group relations, Wilson reveals that officers 

of a watohmanlilte department vie"r minority group persons as 

wanting and doserving Itles~l 1m.; enforcemellt, beca1.we to the 

polioe thelr conli,uot suggests a low lov(~l of public and 

private morality, an l.Ulwillingnoss to cooperate wI tht;he 

police or offer information and widoz3pread cX'iminnli tyl! 

(Wilson, 196(3: Ita). He noted that the .Albany Police did 

not frequently or 'formally interveno in nogro neighborhoods, 

but that whon they did thl1 rosidents complained of police 

brutality (800 Wi1s0ll, 1968: 161 llnd 168). 

NlmD li'OH GHANGI!~ 

The literature olearly displays the need for change. 

Previous chango efforts \.;h:1.ch have attempt(:)d to more finitely 

define the role of tho police or develop the ol'ganizational 

struoture of the pol:Lce have not been 'sucoessful. ~rhey have 

not addressed trw complE.)x issues involved in the fostering 

of improved policG-oOmmlUlity r01ations nor have they resolved 

the problems of organiZational rigidity and role ambiguity 

1'1"hi 011 continuo to p~Jrvo.de policing. 

The In'ternatl.onal City rvfanagers Asnooiution noted that 

"Even tb,cugh there is consid€lrub18 knowledge about police 

organization, insui'i'ioient 8xporimentation and roassessment 

. 
',",f~lt._~.,,,,..< 11;.. 
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of traditional principles is takingplacG in pollce service 

today. In general, too many police departments appea.r un­

willing to abandon olrlanoduu concepts to work in close collab­

oration with conmlLUli ty agencic·n,J (E:.lspecially social 8ervic~ 

agencies)', or to en(,01.u·ag(~ pOl'sollnol to show ini tlati ve 01' 

offer fmggo::;tions 0 ~ehiG prevailing o.tti·[;ude must change if 

the polj.ce arc to moet the changing contU tlons of' police 

service" (Gen ~ra,8k fj'ol'ce Heport, ~~he Polic(;), 1967: 11-8)" 

The Presidont IS Comm:is sion on Lm.1}' J.!:ni'orcoment and Ct'im-

in'll Justice in ·thoir reviO'tv of tho fragmentation and over­

specialization of uI'ban })olicn bureaucracies em})hasiZed that 

"Police Departments should COlillnence eXperimentation with a 

policing concept thtJ.'L envisions tl1o;;Q with patrol and investi­

ge:Li ve duties combined 'lUlder a unified connnand with flexl ble 

assigrmlents to c1<ml with the crime problems in a defined 

sector" (See ~rasle .1"orce Roportf
, The PoliCe', 196'7: 53). 

11hey duscri bod thj.8 change o..s rr11enIh Policing" and perceived 

that it ,\voulcl improvu tho quality of police personnel nnd 

police fiold work (888 Task Force Heport;, The Police', 196'7: 

53). The CommisDion also recommt..Jnds that the police become 

more involved "with tho comnnmity and w:Lth {;ho providing oi' 

communi ty sorvice~3 (Gee Ti.wle Ii'orce Report, 11he Police,' 1967: 

162) • 

111105e l'econun(:'lldutiolls embody the· rGalization t11a t the 

instil,ution of policing must change if it is to meet the needs 

of both trw persons it GIhploys and the persons who are' tho 

recipients of i i.;s services. 1'he recommendations involve both 

. '~ 
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the need to bring about orgt;lnizational change for the pur­

pose of enriching the role of the police officer and for 

the pmpose of providinB a res~onsj.ve service relevant to 

the needs of the population. 

ThE'~ recommendations suggesb that the needed changes are 

comprehensive in nature. They involve the adoption of a 

broader Horder maintenance!! role for the policei~ the deccm-

tralization of the police organizational structure and the 

establishment of neighborhood oriented police service units. 

Additionally these changes require the reorientation of the 

police :relvard system, the re~focusing of police training 

programs and the development of police services based upon 

an analysis of conuuunity needs. 

The comprehensive natme of change needed ill policing 

when viewed in the context of the current status of the po­

lice role, organizational structu.ro and police relationships 

with tho community indicates that the ability of the police 

to chango is a major issue o James W. Doig, editor of the 

Police j.n a Democra'Lic fJociety, has written: uTo identify 

'a reasonable proposal for innovation is one thing; to imple~ 

ment it is quite [mother. Like most bureaucracies', police 

organizations are largely composed of members who prefer 

to maintain familiar habits of thought and practice in the 
I 

face of demands for change. In fact, the police in the 

United Gtates nmy be more resistant to innovation than most 

othor organizations', because of the fragmentation of polic­

ing into separate local departments, closed systems of 
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recruitment and promotion and an unusual degree of general 

isolation l'rorn the broo.der public" (Doig, 1968: 

see ,Bennis, 1966; Wilson, 1968)" 

396; also 

. , ' 
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OHGANIZATIONAL CIIAf\TGJ~ 

In l:Lght of th€l highly traditional, rigid organiza­

tional structure of tjhe police bureaucracy, the bringing 

about of organizational change cntio.ls tl:18 development of 

a complex process of problem identification and solution 

development. This comprGhensi VC:1 change process has not 

been fully explorod nor has it como easily to the police 

in the past (See National Advii..1Ory Comrnis8ion, Criminal 

. Justice Sys'teni, 1973: 207-214'). 

THg PROCBSfJ OJJI OHGANIZA'rIONAL CHANGE 

The literature suggests that innovation and dw,nge 

·are a higbly complex process consisting of concepts, sys­

tems and skills. The process of change is viewed as a 

philosophy, science or adnri.nistrati ve strategy designed to 

identify, develop, mobilizd, and coordinate, in a compre­

hensi ve marmer', a variety of organizational resources and 

components, social forces, and conllnLmi t.;y servi cos ([lee 

LaPierre" 1965: 107 and National Advisory CO:mrrl.iSSi0l1, 

Criminal Justice System, 1973: 207). 

Viewed as a process, change requires the meshing l'f 

social, operational, organization~q . .', 8.ud technical structures 

wi thin the a.gency. It requires a fracitul'ing of some change 

resistant traditions 1vi thin a continuing process of problem 

assessment, solution development, and imlllomentation (See 

National Advisory Commission, Criminal Justice System, 

1973: 207). 



In nddition, UlO literature indicates that 1tinnovations 

in organizations are of ton V'Ol'Y c:t'udo to begin wi-bh and 

must go trlXough 11 longer peri.od of dl.lvE.)lopll1ent and refinG-

ment ••• Few irmova:bio.rw are perfected at their inception; 

most, sometimes eVCln the simplist of new mechanical devices', 

mUfJt go through a more or leS8 prolong~~d puriod of develop­

ment before they become estublished elGluents in the social 

systE~mo DurinG thi:J ut}V(;llopment th0 innovation 10 refinod, 

and ordinarily incI'<;!£wE:1d; unci oftE.:tl thE'l developed innova.tioll 

bears little otructuI'n.l resemblallco to thtd original tt (80e 

LaPierre, 1965: 109-110). 

Planned change, BenniS, Berme 8; Ch.i.n 1\rrite', "CL·m be 

viewed as a linkage between theory and practice and between 

knowledge and nctiontt (1965: 65). 1'he methods used in 

planr18d change servo to convert the knOivledge of relevant 

variables into strategic instrulTl0ntation and program. 

ttPlanned change is a method which omploys social tech-

nology to solve the problems oJ: society. 'J!he method encom­

passes the applicntion of systematic and o.ppropriute ImovT­

ledge to human affairs for tho purpon8 of creating intelli­

gent action and choices tt (Bemlis, 1966: 81). 

T'tll'ee ba.sic strat0giGs of change exist wtthin the 

parameters of planned ch':mge. They offer Cl morE.) technical 

approach to change unLl to :1 dcgrNJ Clcknm'lledge the role of 
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the sociul scitmcE:ls in the ~evelOl)lnent and implementation. 

of clw.nge. Tho throe stI'.:1.togies display an evolutionary 

shift from the traditional ideolocical view of' the chunge 

pl'ocess to one in which tht:..' behavioral :3Ci8nti~t is :i.nvolved 

in "hm., to plan particular chanbo8 in pnrticular set'bings 

and situations!1 (Ge\.~Bannis, BonllO & Chin, 1961: 28-32). 

An clement COllUll0HGO all of the following stI'at(~gies 

is the corwoious util:1.zation and application of know1odgt~~ 

Knoivledge is viewed as {tn instrtUnent or too 1 utilized in 

the modification of patterns and institutions of practioe 

(See Benni~~, Berme & Chin; 1961: 33) .. 

~r.rhe wnpirJ.cul-l'ational fltrnLi:gy i:3 ba~ed upon the 

fundamental assumption that men 11.1'0 ratlonal and thLtt they 

will follow thC:'ir rational self-interest once it has been 

revealed '~o them. It US8U1nC~3 that man is guided by l'GUSOn 

an(l ·that 110 \vi1l adopt n. proposed ohange if 1 t has becn or 

cnn be rationally jW3tified. 

Education ls viewed us the primary means for disse1:Jl.i.n-

ating the knmvlodge upon which thE) rational judgment is 

based.. The dissemination of' Im01if1edge through the process 

of education is viewed as a key factor in roducing the 

limiting affects 01' ignornorance and superstitution and in 

creating an envirommm.t receptive to' chunge. 

Aclmmvledging t.he intelligence and rationality of man, 

proponents of tho Normnti ve-Ht;-educati ve strategy believe 

tha.t change will br:c; brought about by and. occur -ChI'Ough D. 

re-orienta cion of values, >~lttl tudus, human patterns and 



,; , 
'j 

I . . ' 
I 
t. 

! • 
1 

,. 
relationships. The normative re-educative strategies do not 

rest t1pon a change in knowledge or intollectua1 rational. 

They suggest; that change wtll occur only when the persons 

involved in the change are made ,to change their normative 

orientations to old patterns and develop a commitment to 

new ones (Sen Bennis, Benne & Chin, 1961: 34-35). 

The third is labeled the Power Coerciv~ Approach to 

Change o This approach identifies pOvlor as the key factor 

in the devf:11oprnont of change. Change i8 accepted by those 

holding a lesser dE.'gree of power in relation to the plans, 

directives and leadership of those possessing a greater 

dogree of power. Compliance ,vi th the goals of change 1.s 

D,chi eved due to tho influence and pOvler of the 1eador of 

the group or organization (Bee BE:lIll1is, Berme & Chin, 1961: 

52-57) 0 

Nm~D Ii'OR A ~:ImORY mil CHANGING 

Tho strategies of organizational change fail to provide 

a clear concise plan for changing. itA deficiency in the 

existing theories or docial change in the various diBciplines 

of social science is 'bhat they tend to be weak in describing 

and explaining the variables of the system which are subj<:3ct 

to manipulation through intervontion" (Oee Peter, 1966: 292). 

liThe theories aro Silent 011 rnntt;.ers pertaining to 

directing and irnp1enwnting change. 'l'hey are the:ries suitable 

only for observers of' social change' ~ not for participants :Ln 

or practi'cioners of socio.l change, They [:ll'O theori.es of 

'.' , " 
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change and not 'thGoriEH~ of changing" (Gee Bennisi
, 1966: 

99) • 

Although tho stratogies of change l'ail to provide a 

',. concise plan which 'Will guide the impl01nontation of change', 

they:Ld entify a numbor of important l'lelllOll ts which sorve a~ 

a basic framework for thG change IJl'oceG:.;j. 'rho change 

strategies sugge~;t that ol'go.nizational fl~~xi bili ty and C011-

·tinuing involvement are the impor taut elGlllonts of' a changing 

process. JPle:x:ibl1.t.ty facilitatos the collection of inputs 

from varying partins and inturest groups either directly 

included in or effected by the change proce~;B. This flo:x:i~ 

bili ty and conti.rming inv01 vomont allows for trw :wsimilation 

of intervoning variables u.s thoy arise (::'~ec Igleburger, 

Ang(-311 and POllce', 1973: 76-114). 

Tho' desired degree of organizaLional i'lexi bili ty j.s 

achieved by opening the organi~ution and :.tllowing for parti­

cipation in thE; plarU1ing and implmnentution phUS8::J of the 

change prOCG(.H5. This opening process noces:.d tatos the oon-

tinued COmrtlU11icc::djion of program goals anlt objectives, the 

unfreezing of trudi tionnl values and p()rceptions and the 

acceptance of feedback by those persons directing the change o 

Spec:Lfic elements of tho change p!'OCE~SS :Lnclude: 

(1) The recognition of noed. 

(2) The assessmont of specific problems. 

(3 ) ~rrw corumlUlicntion of find5.ngp .2nd the an{llysis 



(tr) Thr~ dt~v('lopmvnt of' ~:olutions unJ tho oomul1.Ulica-

( t,) 'r,'IlI' '1 J t' '1 t t· ,/ tUVt, y:1 .:; o.~ n., .;\' rrla '.1. vnt;. 

(()) 1'110 iml)ltmHmtatlon of I)l'of,rnm eouc'.)l)t~h 

(t/) Th£) uvo.luutioll of prop:'am eOW.'ullt.:;", 

(8) 'J.1rw eont'i.mw(l d • .'vuJ opm •. mt (J,t: ,'1.'1 Lt'l'nntl vo~~ and trw 

TIm IHPLF.Ivrrm'f' ATT ON 0]1' GHANG }.: 

haBic modol for t'1H.lllg~! wi th th(1 implmn(,~.ntution of t1w chango 

that trw o.ctual procl'~~~: of J.mplutnontat;Lon liJ the mOGt or 1 tiGn,l 

phn.:Jo 01' thl) eh:mg(' Pl'Ot'CJ~;. It 1:J :~ trmwi tionul pl11,UH') in 

which plans nnd COllC(;;pt;:; art) tl'atwformcd luto J'uctuul l'tHl.li.ty 

and intorrncnht'd vi til ~lxi!Jtil1g organizational and ol1vironmental 

factore. 

Although no exact; formu.La lla:1 l.h~I_'n dovulopcd which dirE~ctt) 

tlw implmnouta tlotl of organlzutionnl change, the 11 tor'u turn 

sUGgests that tlw t'ollowJnr, factor}] art' of cl'i tJ.cnl importanoe: 

(1) Tho raciIJJ.cmt:J of the ohango and trw pt~rDmls 

,vho \v111 uxpC:.'I'i<.:11c;u actuul involvlllllGnt ill the 

chango prOCE.W~1 tntwt 11(lVl~ a grcatm.' undol's Landing 

of the chnngo ll.nd its COllGEJqUCllCUS us pO::H.lible. 

un ~elw rocipl.Dnt~~ or tho chango tVl(1 thn perGormpl 



who wLJ.l oxpnricnco aetnaJ involvurrw!rL :Ln tho 

in datElrminlnc tho natul't: of trw chango and 

in directing thn implollH,mtatio!l or '~ho clmllge 

(3) 1'h(] ChLttlf,ll (Ji'i.'ort nhould 1m pel'co:L vud bY' thu 

purso!w :Lnvol v8c.1 (Hi 'being nalf-moti va t<:Hl 'lnd 

V011.Ultm·y· • 

(It) 'I'ho change: program tntW tJ \.!onta.Ln !..:!nO L.10lW.l :t!1 

-32~ 

bY' Ltnd t~~ldn[; pal't in thc' t~ht..UlG0 (Br.nmit:;, Bunne 

& Ch:l.n, 1')6)': '17-7'J; P~:tl'r, .l.')l;6: .31:L). 

The literature, rocuning on SOCial and organiNatlonal 

and impJ mnontatioll phtuws of thu chango pl'OCOGH. As l.ndica-

ted howovor, [J. thcOl"Y or pl!..l.n for 0hangp i~'l not l1.val1abl0. 

Tho ll'torattu'u :n.tgg(lcrlis th'l t oadl orgLulU3ntion adopt a l.mlq1.111 

plan fol' ch:,mge consistent wi th the ol'gallj,zat:Lonul and env:i r-

onmcntal con<ii'lJ:Lons vrh.i.ch E.H1COmpasG trw ol'g{mH~atloh. 

In light of this tmggm:;tion, thu Albany 1)01ioo Di3partmont 

dovelopod u plan :for chnll[;Gu It is bnscd on the utilization 

of 1;1. pLll'ticipu bl vo I)1.mming toclm:i.qwJ nnll trw opening of the' 

department for int1r(;a~10d orgnn'lzu'bional 1'1l~:x:i.blli ty. 
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nw planning plw.r1t' 01' tho Chi.mgl~ proc0ss focused on the 

:i.dentli'icnU,on of fJPucific problE'.:m~l facing the ci(lP[tt'tlUcn't 

and 'the de:Jirod gonl~J or the der1artmont.. It 10lnG chnl'aci.~or~ 

izod by tho nc'U V(-l IHll'tl'Ciput1.on of both COlluUtUllty rosident:, 

and dopartmuntul llllnnbt!l'ij. 

The invol vemollt of (lOnlllll1n:i. ty rO~J:id(mtG fltn"vod to sonsi-

tize the police to tlw .ntH.)UG [l.ud lil'(~ Gtyl(:):~ 01' the connnuni ty 

and providod an initial corwtl'tlCtiv(-) cmvironnwnt in "'hich 

the police und Uw rODidonts could moot l.1.nd worlt tO~Gther 

on a first; nmno btl.niu. GonvE31~:::el~t th~ cOlmnul1ity'~ involve-

operational pr'oceduros unll liraitut;:i.onu of the dopnrcl118nt. 

ThifJ pnrticipl.ltioll 1m:3 uli30 l.:mrl:rullloll'Lu.1 in the devolopment 

of n social tind orgunlzntion~il, enVirOlUllont WllLch wus receptive 

to t~'ne futuro clw.ngen. 

Sinco it 'VltD i!tlpo:.wl ble to includo every officer in the 

planning process, no -tatllc 1:orce approach ",aB l..ltilizod. Hepre-

Banting both mlminl:.3trati vo and opcrat,i01wl porsonnel, the 

task force ivas characterized by flexi hIe', open mindEJd pGr­

sonne1 1>1ho cOlmnnnd(;.~(l 0. comprohensi VE~ oval'vioy, of tlw depnrt-
I 

ment alld tho problems .L'ucml by tho dopurtmont. Utilization 

of the tank forco approach enabled tIle department to benefit 

from a ivide val'lety 01.' baclq':;l'ound8 and viGwpoints (Goe Bloch 



and Gpooht, 19'13: 105). 

Tho !llGGominut:Lon ot' ln1'ormtttlon regul'ding t;hu nat'Lll'E:.: 

of tho plo.n.nocl chang0 1:lO.!El vlowl'd U~; a mOB"G impol' Luut i'tUlC­

tion 01' the tn:Jk fo:rcc~. '£1113 pl'ooe~w kupt all dopartmontal 

porsoIl11ol illl'OJ.'lIltK1. 01' tho vfOrk of the liU:31{: 1'01'00 und l'n.cili-

Tho dlG('HJmlnn.t:Lon of .lni'Ol'lllaLJon and trw c.tloOuraGOlllent 

i'emlbuck alGa helped to eliminate 'Ll.!I.! cOltllnml IWl'C('ptJoll of 

an impendinc chn.!lg~: {).~~ lwilW a tht'Gat to :m lad l v 1. ,:ltl.n.l ( s 

status, jor.) fWCU1'ity, authority, rB:Jpon~:ibnit;y or ,\vorlting 

rul<.l.tioll!:1hip~3,. In a~M.ltloli, tId.1I :tpproach l'lould hl.·ightml 

tho self E.HJtuum of many offic~:l'G in tha t thE.~~" ao L.Lvuly took 

orgnnlzerLiollnl u Ll'ltutnl'l' and Opt'l'Lt tional pl'oo(.dul'El which 

,,[auld P05:3i hly cha:t'acl,':l'.li~e policlng in tlw l'utUl'~J (Gt'l1 

Katz & K[lrm, 196:): 11·O:.!)a 

HC'~sttlt:"1 ach:luvG<l by u~111}.;ing tlw participativo, tank 

fOI'ce Ll.ppronch to pltlll!l.Lng inolu.u~hl.: 

, , , 

(~~) Thu illc:t'(vwlnc or l1no o1'1'1co1'13 confidonce in 

tlw intu.tl t;j OlW tlnd 0 bj ecti VtW of tlw tlopurtmcntnJ. 

(3) il~ho 1Jrotu1un1.ng ~uld further d(Nelornnent of both 

111lG and non l.int:: stuff u.:.tp:.tb:Lliti(w. 
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1\h8 effol'tt~ of tll<' dc~r>artlllunt{lJ oOllullunl ty plmmiug ttwk 

i'oroe lod to thc,,) Identif:Lculilon of it ntunbur 01' npl'{:!:Lfio 

problonw ofl'eetlne tl:H.:.l T10l.tot'l and th(~l eOll1lnunity.. ~:)jlJll1.ur 

to trw banie :1oo:lo10g:Lcnl Ll/JUGH <Unotw:.wcl in ChnpLpl' Two, 

thE.! probl(1m~~ nppcHt'ud Lo originate into blighLt~d glwtto 

arcUI1 commonly kn01.'m a:, ·t;'rw [3ou1;h En·] mIli Arbor Hill. t3poo.i .... 

fie prob10m~1 :Ldunl;.i. fled by thu ttwk forct) :i.neluchKl: 

(1 ) A • l>L •• L'aI)H. f r:Uu.ng 

Ut!) Tl.w lack of oJ'J:l!c.!i"l VI'UO~; ~j on 'LIlt ~ part 01' tho 

dc·partmt:nt to o.t'i'l::cti>vl,~ly dual \Vi th tho lllyr:Lad 

of.fioorr: tl.:1:11gnl'd to patrol tll!! bliglrl;(':Jct tl.l'(;HW. 

(11') Thu mnbl~~uity .""h1 eh }H!l'vadpd thcl dnpnrtmont 1'0-

garding the l'(!:Jl!uu:tJ. 1>11 i t:l (,:;1 0 r the polieu ill 

police! .• 

(6) ThE.' Inck oJ.' cooperat:!.ol1 b(;J'Gwecn t1'hj pol:LcfJ ilnd 

(?) '1'1:1(' l:im.i.l;(ltJ knowl(.~dgu of t11I.1 po] icc l'f;;tartUng 

tIlL: nutul'G of I.;hl,' social problmnn afflicting tho 

Ul'lmn mH.1 Ow potcutinl jl!lllClct of :3uob 11roblemn 
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Neighborhood Police Unit, 1971; Proposal for 

1\.rbor Hill Neighborhood Police Unit, 19'1~lJ 

The unalYGis of pl1 0blemu e:utallmt the review of a '!.'lide 

variety of data including daily acUvit.y reports, incidont 

I'oporto, (ll'I't)st rewords, and conununl ty l'olationn roports, 

census tract dutu anc.1 social servico ropor I;B. In [ttldi tion, 

the subjective vic'1Im or "departmental ~ltarr, social serv:Lce 

aglHlcies, cormnunity ll'aders and D.l't.Ht r~l:Jl.J'mt;s worD l'8vlewE:.hl 

and taken into consitic'I'a t:ian~ 

PHon HAM GO AI.[3 

Upon completing their al1ulY:'1i8 of trw 1l1'oblems facing 

the dOIJUrtment, the task 1'orce 1'oc1.1O'.;1\1 its offorts on the 

identj.ficatiol1 of departmental go;tls which i..vonla lCf3.d to the 

dovclopnlOnt of effectivl':l solutions. The pI'OCGSS of identify­

ing the goallJ led thE.' task 1'ol'co to the rudimentary concepts 

of decentralization, toam policing and order maintenance. 

Broadly stated the gon:tJ foeused on: 

(1) Tho roducing of crime in tlrutarget area. 

(2) Tho fostoring of an improvlJd image of the 

polico \vithin the community. 

(3 ) ~rrlG dGvolopmt.;;n'L of 0. ro.PPol't Il{i th tho community 

busod on mutual trlwt, coop0'ration and re.Jpect. 

(It-) Tho provi(ting of expanded order maintenance 

oriented poli\.}~' services in the community. 

In 81Jocific, tho bc:'hl;wioI'1.3.1 1l10dil'icntions sought in the 

program focused on tho: 

(-
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(1) Changinc ot' the attihtd08 of the policE:' toward 

th!} conununity 0 

(2) Ch::tngiru: of thu atti tthhl~j of tlw conunUlll[j~r 

toward tlw pollCt~. 

(3) ChtJ.tlt;ing of the al;titud8~\ nnd behrwiornl 

pattel'lW of the i11di vidunl pollet)}uan t01lJ'urd 

hLs rOlE} in thl.' community (:.:uo Pl'opo:3nl for 

[Jouth jilld Neighborhood Polict! UnLt, 19'11: 2~~-2.5). 

The :J.rwlysiG of thl' p1'oblonw and Gouls of the') departnwnt 

led the task forc(' to tlw concept 01' Neighborhood Policing. 

Embodying the dN!(Jutl"llizLtbioll of command, the adoption of 

the order maintenance lJOlice 1'010 and tht;' tailoring of police 

services to fit the specific X1eed:3 of tlw communi tyo 

Neighborhood policing nppe~red to be a Viable solution to 

the numorouc.: problom:"1 confronting the Albany Police and the 

residonts of tll(; Gouth l£n.d and Arbor Hi1l. 

Further duvclopmtcmt of.' tho concept of Neighborhood 

Policing took place during un uxtc:}llded phase of tho planning 

processo 1101'ri toriul boundarit~s for tho uni t and staffing 

patterns were d0terminl:'d. In add:L tion, intr:J.dGpnrtl11sntal 

vwrking relationships and rucUmenl:ury opol'ationul procedures 

were analyzod nn,1 discutwod. 

Upon completion of this proce:.:::.; of Hfleshing out"· the 

concept the task forcu di1'0ctud il:surrorts toward the . , 
mapping out of all implementation strategy. Implementation 

was vj.Gwed as tho most critical phase of the ongoing change 

procos8. It was vie1.vod as the phuSG in which the myriad 

.' 
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of plans developed during the earli(~r phases of the planning 

process would be transformed into l'actual rcal:L ty and 

int erme shod. wi thin the existing organizational structure 

and operational procedures of the dopartment. 

Basioo.lly the implementation pl~ocosn Cc.Ul be di vidcd 

into three steps. 11110 prOC(]:3S bogirw with the reorui tment 

of persormel, and then procE:~cds into the dcvGlopme:mt of a 

training program and the preparation 0 C uui t BtG.ndard opera-

tional procedures. 

H !~CRtTI ~p~If!:N'r 

Pursuant to tlw cornplot('; di:3::H:~mination of planning in­

formation, members of the dnpartment were requested to VOI1..U1-

toor if they were interestod in serving in the NPUs. All 

departmento.l personnel \VTH'8 vi ewed as being pligi ble w.ith 

minimal rewards regnl'riing 11 blH'alized vacation and off duty 

schedulus being ofi'orod co those 'who vol1mteered. 

All ofricer~i voluntr~~n'ing to serve in the units were 

rmluE~sted to submit a porsonal resum8. Each resmne ,V'us re-

viewed by i1 tusk forGe conGiE;i.;ing of administrative, plarming 

and opcro.tio11[J.l pe:t'Gonnu.L. The voluntcors were then orally 

screened rGgurdJ.ng th(::ir previous police (-;xperience, level 
I 

of education, ublli ty 1;0 work in an un~)tructured s(~tting. 

In. adeli tion, thGir previous interaction 'Vri th conununi ty resi-

dEnlts WD.S rtlviO'\ved in un l'i'fol't to SCrf:.'lm out those off.: cers 

who ware ulH.l.blEJ to duvelop a baSic r~),pport 'vith the community 

~ , ..; ./' 
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(See South .mnd Neighborhood Police Unit Proposal, 1970, 

the Arbor Hill Neighborhood Polj.ce Unit Proposal, 1972). 

~eRAINING 

Onco the volunteuI~'J h:1d boen screened and selected, 

the second step of UU!Jimplemontation ph~uJU l.<THS initiated. 

The second step conuistod or n 160 hotu' tr:llning program 

dosignod to acquaint the voluntcul':3 wi th their new lmi t 

and tho community it would servo. 

Objective and Gubjoctivll data collocted during the 

planning phaGc:) regarding the; 13ocia1 problcm~J of the urea 

was prerlontcd to the officors. SJl(,~cific attention \vas fo-

cused upon the trnd:l.t.ional rolu of the polict) in tlw commun­

ity in comparison to trw objE-)ctlvu::3 o.ncl operational proceduren 

of Neighborhood Policing" 

Thc;.! il1VolvomE:mt of communi ty rE:1I..1idEmts in the training 

program 1101po,j to clarify differing vievlG and values a.nd 

serv(-:3d to introduce tho rnt.~mbm'~) of the unl t to the conununi ty. 

Four 2-day S8i.3sion:..' during th(:;> training wer~ \lovot.cd to tbe 

discussion of thE~ ll1N~L portlnont arcus of conununlty COnGOrl1, 

namely; drug ahLUH;J, povo.t'ty, juvenile dolinquency, and race 

relations 0 Uni versj ty profoDsors reviovmd the topics wi th 

the tmit mumbors and cervod rt:3 moderators during panol dis--

cussions involving cOlmnunity r~sidents" 

.Adtt-~ tionally, thE:' training proo.'o.m was desig!wd to 

familiarize unit orfic8r~ ,-,1 th the 1~eSOurC(3S available tltrougl1 

the l1unlGrOU~~ govGrnInontal and private .social service agerlcios 
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serving the residents of thn target area. HepresentativGG 

of the alcohol dutoxlfication clinic, f'umily court, proba­

tion d8partmEmt, rwighborhood you'Gh corps, urban league, 

health departmorrt, legal aid society, department of social 

services, and coun-by youth bureau explained the natura and 

scope of' servicGs provided by their rOLi!J~)uti vo agencies. 

Officers from the Nmv YOl'Ic Sta to Police Academy und Agents 

from th~') Federal Buroau of lnvestigation lectured on innov{J.­

ti vo police mnthods an,l poli co-conUlluni ty relatiorl:J (See 

McArdle and. Betjemann, 19,/2: 9~lO). 

UNIQUl': OPU:HNPT ONAL PHOCEDTJR1,~~j 

At the clo[;e of th'.:! 160 hour trai.n] ng se~,3ion, offj.cers 

assignod to the unit b()gan the task of prep8.ring their stan-

dard operational procedures manual. 'I'hl;) manual described in 

detail the role of tho l1t~ighborhood off:Lcer, the operutionnl 

policies and 1>roc!'~lut'e8 of thF' uni to 

Thl:! participation of thl~ ot.Ticor:.> in tho development of 

this manual proved to bo a mo~:)t ~1uccot;~}ful means of :J.llowing 

tho o1'1'icor:3 to d{-)scri be and implomont daily operational pro­

cedures and policies purS1wnt to their perct~pt:ion of.' cOlmnuni ty 

noeds. In aLt(Ution, it r.ml'FUlc(,t1 th~dl' l.n.i.ivhlual commitm(;!nt 

to the cho.ngo· and provided them with a now outlook regurd:l.ng 

'Lmit oporationn_ 

r.r1:w final StllP of tho implementation process cOlwisted 

of' the i sSLtLng of rl.uministl'n.ti ve dil'('!c~:i ve~1 by ttlf.: Chici'. 

~ehl)r.lG dlructlvl'G :Lntricated thl' implementation of dinpatch-

ing, urro::3t and rCl~ordl;:oq.ling procodures for the Ulli t lv-1 thin 



the exi sting dernu'tmontal nystemn. In vi<:n'l of the fact 

that thore was \,vidoGpread participation during tho plc.uming 

phaGe, these administrative ordor;:; ivEH'8 executed in an 

orderly and smooth fashion. 

The impleJmentation of the Nei.ghborhood Units pl"oceeded 

in a smoo'eh and orderly fashiono IIowever, sever.'J.1 basic 

issues arose during the implemontation Pl~OCtWG. rrhese 

issues focused on tho vnli(Uty of Lhe degl"eu of risk aSso-

eiated 1'lith the chango .. 

~I.rl'he clH1.nF;~ mlwt rV2 per(.~clj vurl ,'.'1.8 being valid by thos(~ 

involved in thE' Tll'OC(~f1(:1" 0 (Bue Edley, 19?3: Lr8). Prov:Lng 

the validity of the rlidghborhood concept \\Tas a major obstael(-1 

during the implementation phaDe in v:iew of the fact thClt the 

concept had not; bC~.m prOVE.'ll succcB::.ful 1n allY otrwr c1. ty. 

In addition, statlG tical <IntD. i'lU.S not u.vallable which proved 

that nuighborhooa polici.ng: ,vau a valid npproQ.ch to the crime 

control, orcinI' maintmwnce and cormnuni ty relations problems 

bf;}ing experienced by the dQpartmont. 

In vie,v of tlw lack or proof r(;!gal'liing tho validity 

of Neighborhood Poll cing, tho concc;pt ,vun presentt)d to the 

department as an (;;xpf.Jriment. If tho '~xper:imcnt failed to 

D.chi(:-~ve tho :J tatuli goaln, i t ,va:.~ agreed that the concept 

1vould bC:1 modified w':L th thu implementation of other al ternu-

tivos. 

This 8xpurirtl'.'ntal stutUG served to euse the unxiety 

, I 
J .: ... 
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of clOpal'tmentaJ personnel. They adopted a wait and see 

attl tude \ilith the roali za tion that initial rosul ts \'1ould 

not be available until the conclusion of the first opera-

·tionnl year u 

11ho min:Lmizo.tion of the dugree of risk n:3soclated with 

the change enhances the implerrwntntion process (See Igle-

bUrger, Angell and Pcnse, 1973: 85-92.). In view of tho 

fact that the. concept of N't-righborhood Policing inevitably 

involves peruonl.l.l and organizational risks, all issues were 

addrossed openly and honestly wi thin the department. P1fforts 

were made to assuro thNw officers voluntl3ering to serve in 

the neighborhood units that the> concept would not pOG~j a. 

threat to the fundamental facots of thoir occupational cul­

ture including their promotional opporttml ties, '\>lorking 

condi tions and authority to pC"rform wi thin the pr08c1'i bed 

police roloo 

~ehese assurances prov!:.~d to be a most important factor 

in sl':?curing the corrunitmont of tho men to tht:-' conCl'pt. 'l'hey 

showed the lUen, thu t nl though Neighborhood Poli cing 1<[,'1.8 U 

comprehcnsi vu chang~', it could be implemtmted wi thin an 

existing contoxt which they were familiar with. 

Since problems which impeded tho imnlemontation of the 

concept Ivoro 01)only D.ddI'I.Gsed by the planning and t."\dministro.­

tive personnel of thu dDpnrtmont. These factors included 

tho traditional ol'it)1l'cntioll of thl: police subcul tura, tho 

effects of unfoundl'd rwnOI'D and the vicl,vG of middle m.~:1.l1age-
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ment pel~f3otmel 0 111 rotro::Jpoct the potontial impact of these 

factors outweighod thuir actual offectQ 

The prolifc):r,a liion of conflicting rumors which circula­

tod throughout tho department provod to bo a constant sourc~: 

of ir:ri ta tion during the planning :llhl implementatlon phases 

of the program. The rumo!'s sprE.Hhl doubt among the personnel 

of the department a:.; to the eouls of tho project and. the 

operational procodnru:J or the units. Directly affecting 

the commitment of individual offlcl1rs to the concept, 

administrative anJ operational PQ~80nnul reacted to the 

rumors by furtlwr opening the lines of conmn.mications and 

avel1ue[~ of parti.cipation "(o(i thin t.he depnrtl1wnt. 

The rumorrJ were clearly 1..tBsociuted with minor disagree-

menta regrlrding tho 0 bj ccti vus and ()pcn~[tt.ional procedures 

of the nf1ighborhoorJ program. In light of ,tht~ fact that. the 

program WUG opon to trw I1artil!iw~tion of all d(~pa:rtmental 

personnel and had t.he :..mpPol't of t;ht:~ elliot' and the Mayor, 

opera tional (lull planning offi curn \'l0re a bl(' to el.'l't)ct COIll-

promises in many al'UD,S 0 Thu:::w urea;~ Jncludod the staffing 

of duty tours and tho uni :'orming of pt~rsonnel. 

The minor issues i,'lhich nrOSt) rogarding UV~ doployment 

and unif'Jrming of pursonrwl apponred to be relu ted to the 

occupational snbcul tUl'a "Thich pt,;rvudes policing. Its intol-

orance for changu :md devi:.l.tion from 'tradi Lion, caused many 

to view it as a potontinl impediment to Change. However, 

the informal ol'[;nnization of thu subculture \'las rocosnized 

and brought into th!) chango Pl'OCGSS from the tltart. 'This 
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incltwioll of tht~ subcnl tlJ.rE.:~ served to minimizu its affect • 

In addition, the impact of thu uubt!ultur(~ WaS minimizt~d by 

the rt~cruitmont or nl~W pel'!.3oxmel t:l,Yld tho transful" of veteran 

officers to athOl' opE~rationul arna:J of th(;~ department (Soe 

Igloburger, Angell and Pon;1t.J, 1 SJ'73: B;2-e~Y) 0 

Niddh.J lUanagumLmt or.cicUr!l ,.,i thin the departmcmt who 

pcrcei vorl trw crlO.nge a!i a thruat to their authorl ty or stn tu~~ 

were also Vill'l.Afod· tHl :.L potmltiaJ. 1 ml)l KU munt to lnl}llertlonta tJ em. 

gfi'orti3 wert) madl' during thu planlli ng pha:.H:' to ~lhow middlt~ 

managemont officprs that impll1mt mtatloll of H,~ir.hl.)orhoo<1 Pol.i c-

ing would relicvl' tlll'm 01' many bUru.cllsom0 probloms and not 

overly impinCll on tht'ir author Ity. 

HowevEJ1', nince I'klghborhood Policinr iu a form of dC;CCIl­

tro.liza tion and tim)u g1 VE' an incro~l!.~('lt amoLUlt of deci.:::1Lotl-

NPU comrnt.J.Tlcit.:r:3 would havu di.r(~cl {lCCO:~W to thr:' ehiof's Oft'icp. 

In ofi'c'ct, thiu dDci~d.on t'lll:Lt'g~.'ri tho ChinL" G dirUt~t :~pall o.t' 

mn.nngermmt o1'1.'i cura on trw prorram (See i31wrman 1 :f\til ton and 

Kellay, 1973: 91). 

nUt.1MAHY 

Tlw 11turuturo purt:dning to the stratt;gie~J of.' planned 

organizational chan~~e ~m.1 thE; pl'O(~t::G~J of change, IJentif.te:; 

In tho main, tlw::e fo.ctol'n i'ocu:..~ on tht' planning and j.mplu-

, 

, I 
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for chango 1.;hloh can 1w utj.li:~c.Hi by [:tn organization. It:; 

suggests thtd; na<.'h o:r.ganizuti 011 must Qcwulop its O1<m 

otratogy bn:wd 011 alHl.1Y:.1iG of the' numorou:J envl.ronmontul 

and o:r.g.:mi~~ntionnl factors which uxiot cd.; l;he timu Q ~3uch 

factorG incll1du tho i'luxihility of the organizational 

structUl'f1, tho commi tml\mt to ch:mge d:LHplaypd by t-;he 

oreaniza tJ.on and Ul(' don:i.1'Ni pJ.nllll.l.lle al1proach to be 

In light or thl':~n ~~ngcu:JtiOll:1, tho Albuny Polico D~~­

partmuut dovulopc'd a 13 t;ratGgy for eh:.tnEe. 'l'hc;~ strutegy 

fad.Ii taLod t11\' ,kvclopmcnt of th} Nuir.;hborhood Police 



" ,; 
~J 
\ 

\ 

I' 
!' 1,1: 

... 

1. 
I 

" ; 
\ , 

. 
• t" ' 

~eho planning task force!:3 analY3iu of th8 Goci0.1 and 

orr.;ahizaGiol'lal probleTIH:1 confronting Uw Alho.ny Policu Do­

pnrtment led to tho dt.'VE:110J::nnenL u t' a lmiqLw team policing 

model entitled NE:ighburhood Poli cing. Development of tho 

model entailed Uw r!,d'ocusing of tht, rolt; of the police 

and. the exparwion of poliec-cOnll11Wllty relations nctlvitic;~. 

In ad(litJon, ndop'c:Lon oJ' the model lH~'Cl,'~;~,l[,ated that the 

de}mrtment altor 1'[;:; tl'atiltlOlml ul'~::ani~~:xLlonal ~ltru0tur~J 

a.nd mako concomi tmrt challgo!,1 in .i t.~ oJ.l(~ru. Llonal procedures. 

Trw Albany lJoighl1orhootl Po.li;,~ l.ng lllodvl Glllbodies and 

ycrb (kpur'ts from trw ba~)ie traditIons oJ.' In.\·r rmi'orcOlUont. 

It tH.'.lrVeS to cast the polien ill a !WW anll c1xpanded role 

invol villg order ma:Ln'liunanco and cOlrumUl:i.. ty :lcl'vice i'tUlctiollS 

while readoptillG the rioC('>lltrulized. corrun1Uli ty orilmtctl po­

lice doployment prnc Li CU:J l1tilizlHl I·rhml th>:l tL~part~ml~rl't 

oImri'a .. tl,~d out oj' :.1 numbu.!' or IU'cciw..!ts. In nd.Jl.tion, tlH' 

modul ombodies tlw pro~joction ot' :t W.~1v :imngt· l>y thl'. polieu 

agollclcs (DUE: Bloch [lud ~ipl'cht, 19'/3) • 

nr~lghbol'hood 0 [,fieol'G QX-

changed their tradition.al bln(~ Ul'rL rorm~j .for dl ~ i;i:rwti veJ.y , 
colo1'ot1 blazers an,t ~~hi ftod Lheil' opcratlo',!nl basu from tIw 

trD.ui tiohal, fortl'e:3:111ltc; central1.zQ(1 lwa:.~(luart€Jrs to u 

llcighborhood .sto.t'd.t.'l'On L 0 t'ClI.! l! • IH addi t.tO!!, the offioers 

also bt~gan to ':lOl'k l'r1th all,t olm:f'ly I.!oord.lnute thoil.' effort:; 
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wl'th tho D.cti vitl(~D 01.' n numbu.l' of ;3oci<:'1.1 agullcloB, comn1l'l.n.i.-

ty groups and community loaders. 

A NEW APPHOACH ~eo CHHU'; l'rmlTT':I~'PION 

Tho foundation of trw Albany Neighbol'hood Policing modol 

:t'es-GS 011 several bUGie concepts. Thl~ primary concept 0011-

carns the po1.1cmmm t:c~ 11ndl::}rDtanding of hiD role in the 

community. rr1ruditiol1ally, -Uw pollee: hl1v~: viewed thoir :r:olG 

Ui3 focuning on tho provE:.mtion and conbrol of crime. ~rhcy 

have viewed theso dutios UD the exclusl Vl~ i'ullction D,nd 

:r.csporwi b:i.lj. ty of tlw criminal j'lW ti C(~ nystem and have 

attompted to mlniml}~£: their inturllctioll '\v:ith -the p'.1.blic l'e­

garding thu myriatl of ot1H:)1" ;:;ocial 'Probl~)ln:J '\-Thioh o.:f.'i'cct 

Dociety. 

adopted the philoDophy tha G arimo if~ clOGely ill'liE:u:vroven with 

the athol' ~1()(,::i.n.l pro bl(~m:J '\1'hioh effect Goci Gty. ~Phoso DO­

c1.a1 probl',~mG '.'1h1<..l1l :Lneludo pov~~r ty, l'~ci.al friction and 

urbun bllght 0..1'\; vit)'t·j0.d D.n :1oe:Lnl t.'aetOl'!1 '\1hich coni,rlbuiie 

to crime. 

Hathor th'ln v.LE;~,dn~~ crime a~.~ ,:J. lmlq1vJ ~wc.Lal 1Jro blom, thE) 

ol'ficnrs rW:J.tgnod to the NDighbol'hood Uni'LJ u.cknoi>rlodgl,,'d 'the 

intorrGlatiorwhi11 of criml' 1v1 th other Bocial problems and 

i1'1i tl.utt:d l~l't'ort~'l to elm,lc!ly I.!oord l.r.:.ato thoJr ",ark i'rith UlO 
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and Bot j OmHtln, 19'/:~: 11) • 

Tho i'os-l.;oring 01' l~XIH:l.ndt~d 1.'1ork111(,; rc.~lntj onshipG wi th 

social GOl'vice agcmoicls mHl tho cool'dinrrU.on of ei'i'orto 

will ))Orl1LL t t1:\0 poliCt~ to J.'OCUG lUUny 01' tlwir efforts on 

tho prevention and control of cl.'lnll,). lIo'tvuv(;)l", they now' 

o.ttent))t to pr8'Yont crimI' by worltiH[; "vi th othor social 

age.nolan J.n lirw dt'v(-;lop1U.,nl't of' oommuni. ty pl'ogrmm3 dtwigrwd 

to lcmlJoll th(.) impn<' t; at thos<..) nocl~tl l)1'obl rml.) which ;\1'19 

IMPHOVJ,;n I'OLJC}':-(.~m·IHUNrt'V Hl':J.A'I'IOlfL1 

Tho oxparwion 01' tlw 1'010 of th,·' pollet:} and tho dcvelop­

mEmt of cloGU wOl'kill~; !'t.1utiowih1p:3 wl.th t.::ommU1'li ty uwl so­

cio.l HCl:'vicH agl1twlE.!G havo l'erlIli ttE..)U tlw noighborhood o1.'1'i-

cern to i.1U.tiato muny now and varied contD..ets with the 

pu.bl:i (}. 'J:hu l~xp[J.tl\kd ro1l~ purmi b3 the 01'1'1 c~r to interact 

"(Ali 1.,1:1 Lho public in f1 const:t'tlctl ve lll'lrmf;':t'. 

l].\ho:3(.; lnturn.cd.iic.H13 have U pOGi ti va connotation and lw1p 

to d:Lsptd.l ~lw :tl()gaL'lvu cr.Lml' control, a:t'r'.H~t or:Lt~ntud ima!;t' 

which onvlop!:J tlw polielJ i.n tlw chntto. '.1:111;'11' Bupport of 

nnd rW.rticilJatlon J.n a v~trl t'ty oJ.' t.!omnnm.i ty ::~crvic() programs 

and 1'no11.1 tutod thl' d.t'v~lopml.·!lt of un improved rapport wi th 

COllcollll.Lant "('1:: t.h 'blh;'l.l' (ltTort:: \"0 ~~Xp.'lnrl tht'll' 1'01;,; "in 

thl' communi. ty nnd rt,'v L Lul:L:'~O tlw Image oj: 'the PQILr~E.': trw 



Nuighbol'hood. Un.i. t:~ h:wCJ ucloptu r.1 OpOl'tl t.Lon:J.l prooOlt'Lll'<.l:J which 

,p(~I'ml t tll(;)m to foctw on tWI unique lli;~U{ji.i (.)1' ttm al'eu. rplw 

traciit:J.onal DCOI'!! of thl) poLLeo 1.'ol.u uu'! the' unl.f.'Ol'll1 (to­

plo~'ll1UlrL of po.U.cu rC~~u11I'C(.l:'" ttlI'ought.m~ thE: CJi'Ly did not 

permit the polie!;.' to t·.t'f.'octivol,v mt~l:~t 'l;11\;' d:1.VC1l'O() lWGllS or 

demanutl of vnri O1W pOpUl:1tJon :3cglllC'lltn. 

and t'i.'1'ue I,i Vf) J.iw:~.~ 0 t' (~UlmnlUllcat.tolw 'ltd th Um (JolrmlUnlty, 

tho NolghlJul'hood. Ulli L~j h:.lVt; adjtw Lt.!'.! i;ht.! ~~COpl'~ 0 I.' th01r 

gr~tm;3 for juv(m:il":~ ~o tho opuratlo11 of :t ,·rn·kly clothing 

dri vu for the llm;dy Q 'rlw unitt: have br:~t!oJm; an .intogt'al 

eomrlO!lont of tho eommuni t,r '~'.\J;v.i.ng in an H ... lvoeatu role at 

i'acJ.1J:Lat;,,j 'md ~~'!!l!>ol't(\.l by ~:(Vd"U ,ii.:L:Uwtj.ve Ol'ganlza­

tional ('!haHf~t':'; 0 trb; 1.'J f.:.Ld 01'g,:m i.~,a t:lol1n'L strnc-Lul'o and 

do(}untra.ll:·jl.'d ,,,1 Lit the f'~~tabli~lmlt,:llt 01' the two g(,)ographi callY' 

01'1 t:ntllhl, antonolrLo1t::; Noir:hbol'haod TInt ~~1. In arldi 'l,:LOll~ thu 

traditional Imttc'l'U oi' d'ploylllg 1101ioo r8.;OUl'OC:J waG chmlg\.:d 

wl. th trw adoptlon of tb·· cow.:H:P'L:z at' t·.'t'l'll;o:riuli ty nhu 

r;t)o~;raphlt.!nl :Jt'lbll.l. Ly. 
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In the past, th0 rigid semi-militaristic structure of 

tiw police depD.rbment h[;u: been impervious to the unique 

ueec..1.G of varying heighborhoods and population segments re­

siding \'1"1 thin t1:w c1 ty. The burE.'r.lucrntlc decisionmnlting 

proce8S and standardized dc'ploymont PCJ.ttOl'.u~j did not pGr-

mj .. t the individual officer to become familiar with the 

probloms ot' varyine POllU1n.tion Gogm~mts nor to adjust th(~ 

scope of hiu ru::.;pOn:381J to i'i t thu:;c lH.lodG a In widi tion, 

the officers were rotated through the varying patrol 

sed:;ors on a period.ic ba~1i u and never becume totally 

f'amilin.r \lTl th th~;l 800ia1 dii':ferenoo~ w'hlch characterize the 

vnr:louo resIdential lwighborhood8. 

Thus from un org:miz~J.t:ionnl perspective, the dovelop-

meTlt of the Neighborhood 1-'olice Uui ts O1nbodif..~d the following 

modificai:;ions: 

(1) The decontruli za tion of th,~ tl'aui tionnl hureau-

cratic poli CE~ organizational s tru:!ture. 

(2) The implc-ml8utatlo11 of two autonomous geographically 

oriented ne:Lehborhood unite. 

(3) The stClbilization of per;.JOnnel deploymlmt 

pClttOl'ns. 

(5) 

'.rho adoption of £l. partlcipati vo management 

team con('opt. 

The removnl of' the units from tho organizatloh£l.l 

chain of comnw.l1d and the redistribution of de~ 

oisiohlnnlcing authority. 
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OPERATIONAL CTIANCf!:n 

~ehe proviously cit;ed organizutional changes created 

an organizati.onnl c.nlviro.t111lGnt which fucili tated the imple­

mentation of additional changos of.' an operational nature, 

which dirot!'tjly al'fect the fWlCtionl.ng of the individual 

officer on the street. Opucifically, they included: 

(1) Tho adoptl.on of a goneralist role \"hich greatly 

onlargod and enhanced the variety of activities 

engaged 1n by the inch vidual police officer in 

the commLUl1:ty. 

(2) The entnl.llishment of a referral system betW'cen 

the police and other social service agencies, 

\<Thich permitted the officer's to successfully 

utilize a varioty oJ:' nocial resources when 

they \"ere culled upon to provide a serVice 

not available through the police unit. 

(3) The establishmont of a community advisory 

committeo designed to maximize police-citizen 

interact:Lon. 

(It) The utilization of an informal storefront 

office deSigned to increase police-citizen 

contacts. 

(5) ~.lhe adoption of the blazer style uniform de­

signed to reduce the efl'ccts oi' the tradi tionul 

police imago. 

SID"lMARY 

T~lC imp] cmolrL:.t'i:;ion or the w.df;:hborhood concept by the 

. ' , 
~,~J~i~~~, __ ~~~, __ i~.~:~,,_,;, __ ,_,_,_, ___ ., _____ ~, 
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Albany PolicH Dopn.rtmullt re.fYL1.1t(~d in -I:;ho development of 

two geographically ori(.)ntJed uu·tonomou8 neighborhood l.Uli ts 0 

Tho creation of thu~w tU1:i.ts was J.'ncili tatt:'d by the doc8n-

tralization of the dcpartmont'o organizational structur~ 

and the implementation of now' op8r:J,tlona.l procGdures. 

These chnng(Js fncj.l1tatod police-d.tizen intoraction and 

permi tted the ofJ.'icers a~wlgn\;.1d to the noi~:hborhood 'lUli tl..l 

to adjuBt the CCOpt: of their :JC1.~v.tces 1n rEJ.at.tOl1 t.o the 

needs of the public. 



INI'ACT OF ~I'Jm PIi'pCH{A}1 

In light of thu compr0hendivl: chrm~;u8 11l1cessi tnted 

by "the implementation of 1,1:1'.' Nc;ighborhooll Policing Con­

cept, Departmental Admi.n1.:3tratOl'n viuwJd evaluation 11.s 

being a mo~t important component or thE:) Noi ghborhood Pro-

grams I) It Wl.W autlcipatGci that the CJvaluations would pro­

vide valuable fe(;1Ctbacl\: regarding tho direc'Gion of changr.:;, 

tho efi'octlvenon;; of ehungo and. tho impact of ·the chango. 

Thrtw Llq){J,ra t/o ovaluuti VG ;J tmli es 1,vore utili zed to 

aSGOS::,l the impac t and offc'ct:i vene~jfJ of the Heighborhood 

Units. In tho main, they focused on tho nature of the 

chango in the role of tlH~ I)QliCt~, trw organizational struc­

t"Lu'e of· trw police and police-coffim1.l1li ty relutions. 

From the perspoctive of police-community relations, 

the evaluative ~;tudic~j monitored ch:mccn :111: 

(1) :rhu 1~(:Jl'ccption of :.tren, rer11dcntJ regarding the 

1'01(:) of thtl poll..:!l'; in th~: community. 

(2) ~eh8 pcrclJption of 0.1'00. residents regarding 

the effectiveness of the police in the 

commlmity. 

(3) 11'118 perception of area reSidents regD.rding 

the honesty, competency and degree of Pl'O­

i'(!ssional1sm tlispluyed by the police. 

(l+) l1'he residents perception or poliCE: fairness. 

(5) 11h8 \!Tl11LnglwsB of l'esi.dunts to confer with 

tho police. 
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(6) Tho genorul atti tud(~G of i.;he police toward 

art1U l'Oi3itientj inc1udinr; the police o1'1'io(lr t s 

pGrception of conunnnl Ly ,'1, ttl ttlllc's toward the 

police and hi:.> percqrLion 01' the nu:l:iure of 

lu\<[ EJu:t'orccmerrt 8ervicuI,;1 desll'~d by the 

('I) trho offiCE)!' I s perception of the 1)01100 mission 

and fUtlcrtJ:Lon in relution to the rwcds of the 

cOlmmml Ly. 

(8) 11'110 poliCH officor IS pE'I'ception of police 

ci'fectl Vene:H,) in Uw tUl'g(?t r1.rE:lu,. 

(9) Tho polico officer's perception of resident 

atti tudGS tOivard tlw p01:Lco~ 

Changes in the role of the 1)Olice Wl~re analyzed b:l 1'0-

viewing trw nature and fr(~qumlCy of tho calls for servic8, 

1.'0001 ved by the Nl'U in compari 30n to the tru<1i tion::,l police. 

Spocif:Lcnlly, thl'! evaluators focused on: 

(1) Changos in the frequency and nature ot' non 

criminal 00.118 for service received by the 

NPU in comparison to the traditional police. 

Ul) Changes in the frequency and nature of crime 

related callD for service received by the NPU 

in oompari:3on to the tr,::t.di tional police .. 

(3) Changes in thu nature :J.lld frequoncy of arrests 

made by NPU Officers in comparison to the 

tradit:Lonal police. 

PUl'ticipant oboorvn.tion technillues ·\Voro utilized in 

. ", 



Gvo.lun:ting the impuct of the organizati.onal and oI1eratio!').al 

chang(;)~; ombocUod in the Nolghborhood Pol"lcl' Concupt. 8peoi~ 

fie attention ,oms d:Lrocted towaX'd aHco.rt:linlng the: 

(1) Actua1 dli'ferenctlS in the lovol of sex'vice 

providod by the NPtJ in rolatioll to the mOl'e 

tradi tlom.t1 approach in ttJrmt) of police PCT'-

formanc(~ of ba~d.c protuetivn, public sorvice 

{lud pruvunLivo functions. 

un Impact of tho uniqwJ tE.1chniquu:J of thE.' l1oiGhbor-

hood lUli t includinG th(~ (.'ff(~ct0 of the gurwralist 

approach, duccmtl'L1.lizo.:Lion, tu:t'l'ito.riallty, 

(3) li:ff'ect that a.fJsigrunent to tho Nl'U has hCtd 011 

oi'l'icerr, in rolntion to their perception of the 

miGGion of tho poliee ~J.l1d their 1.'oaction to the 

difforing manugmurmt philosophy und leatlcr:3hip 

(Lr) Lov~)l of COUpl'.L'U tion c:wtubl ishl;d between tho NPU 

and the tradi U.onal l:i.nu and non lino l'1mctions 

of tho dQpal'tment (Lief.) Cronup, McCormnclt l:md 

Paget, 19'11t: I, 1-2). 

The <?valuation component of the Neighborhood Police 

Program ''la8 linli ted in Gcope due to a vur:Lety of problems. 

In the main, thGS0 problems c0mtered nround limited i'inan­

cial support and tho limited amount of valid stati~yticnl 

un to. av-a.ila.ble to tho consul tunts. 
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Specifically UlC ovall.wtion component wa.s b8~~et by 

the problem oJ: inadoqnatu information, a problem ''7hich 

often cfl'eeto many Inw enforcement stu\lies. Differing 

policies and procGtiurus regarding LhG reporting, classi­

.fication and cluurallcc of criminal CaSt~:3 and the limited 

colloction oJ: datu l'ogal'dJ llg pol:Let' <wt:i.vi tio~ of n non 

criminal na t.;uro sevcl'(~ly impeded. the compuri son ot' work-

load dutu b()t\IJ'oEm the Nt'1.ghborhooli Uni t~~ and thE.) proviounly 

deployed polieD personnel (80e Crt~3ap, HcCornmck and 

Paget, 1974: I-I). 

Fiscal corw t;rnint!J of the program forcod tllt' evulun-

tors to limit tllE:) ;,copu of the study and focus primarily 

on tho organization and opera t:Lon of the NTH ,H~ U functional 

lm:Lt of the dcpartmunt. ~rh~'l utudy dld not a:ttempt to 

L1nalY/.Je the organization and mana.[;omont of the department 

as a whole, but rDviewed. other elements of the dopartment 

and the comnllmi ty only to the extent necessary to determine 

thoir rela"bioxwhip wlth ami influencu on the results of the 

neighborhood program. 

I. n;\Tj\LUNl'ION HI';~.1T.TJ.'.I'U JU;nAHDING POLICE AND CITIZI!;N ATTITUDg~3 
AND POTJnm-CONNUNI'l'Y HT':T,A1'IOIW 

~r.ho Gvuluat:l vo utudy focusing on the 80uth End showed 

that the llttitucios at' the resiliontD toward the police had 

improved since the illc8ption of the Neighborhood Unit. A 

comparison of responses received in tho tlu.'ee surveys con-

duc'tf~d d1.u'ing the first op~rational year of the Ne~ighbor­

hood. Progl~D.m, shmvud that th(~ resldollts expressed as favor-
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able or more fuvorable' atiil tUd.u3 -Loward thu po11co in the 

second and third r..:urveyn thnn in trw fir~3t (Sen Gandeub, 

Fll'~issig, 1(),/2: 19). 

H(JsporWGS r~cd_ vud on trw survoy Cltl8stionnnil'e showed 

that the atti tudo:] oJ.' tho rosident:1 regarding the fairness 

and e.t'i'ecti VE:)ne~,w of the policE:: had improved. ThoSG more 

i'avor.3.bl0 l'()spon:';~~L' W01'8 exemplified by trw fact that 56 

porcont of the re:.ildnnt~:; participating in tho third ~3Urvey 

felt the police "\'lere doing a good job of providing pro-

tecti ve ~E.lrv.icoB in tho community. ~~hi:J figure represents 

an incrmwlJ of 2G pOl'cent over thf) numbul' of favorable 

-r8sponsun reeoi ved in the firs t survey (i:1e(l Cnndeuo, 

FlE:~issig, 1972: 19-2~2). 

Similar results receLvod in the Arbor Hill stUc1.y support 

the above findings. Arbor Hill reSidents reported that they 

were favorably imprusGGd with tho ability of the Neighbor­

hood Police to provide adeqUate protection in the cOIlllnLuli ty. 

They were aliJo ('avorably impre8:_1Od 'by ~he dependability nnd 

fairness displayed by the officer's of the Neighborhood. Unit. 

Addi t1ona1ly, the survey re:.:;ul ts ::~hoWE.~d that the area r08i­

dentc perceived the Noighborhood Police to be rnore competent 

and enthusiastic reg~trding their ,vork in the community (Gee 

1I'orer and V'arrell, 19711': 50-56). 

The Arbor Hill ovaluatiol1 report notes that attitudinal , 
change was related to the quality of' police protection re­

ceived by 'Lhe respondents (8ee Forer and Farrell, 1971.,,-: 50). 

It appearD that the residents displayed :.l more favorable 
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atti'l;udo t,OWl.t1'tL the: Neighborhood Police bGcauGo they pcr-

caivod trw pollce to be more Pf'fDcU.ve in prov(·mt1.ng and. 

controlling crime. 

Both evulurlt:1.on studlE.H3 .!:lOtl'ti :.:>ign1.1'icant til. l.'l'E1!'GnCt>,'i 

in tho respomH.H:l of area l'Gshhmt:J whun reviewed '~ccording 

both tho whtte and blclck re~ddGnt:.l ot' Arbor IU}l lisplaYt:1d 

a more favorable a ttl tude; t01.vard trw Nu ir;hborhood Po1.1 co 

than did the rt.}spondonts rosidlng in a control aruo.. They 

noted, hovrovor', that whi tt.: re~~hlent8 d.t ~~playod u oonBider~lbly 

more favorab1e n tti tude than blueJ~L~ (Forur and fl1:tt'rc~11, 19'711': 

52) • 

The evalua.tion of trw [Jouth End represents ;1 i.mllar 

played u mor(~ favorable [~tt:L tUUl! tm·m.rd the Neighborhood 

Police. ITOi,vE:.JvE-)r, the signlficancE.~ 01' th Ll at ti tndinal changl' 

,vas tellll)Ored by till' fact that wlri to 1'f.;;;.jLknts nturtE:1d 01.'1' 

,·v-.Lth a more favorable aliti tudu and contlntwd to Gi!ow a mol'P 

favorable ntti tude tmvard the police tha~l non-whi be residentH 

(Guo Cundeub and F.leJ:lo:Jig, 19'13: 19). 

Trw agE) of the: r~wpondont was al~lO vl(Y\vnd ao an Impor-

-Cant variable in '[;110 nrwlY:Jis of community responses. The 

analYSis of the.: a Lti tuJuc of tht~' ;~outh End rc;.;id8ntG showerl 

tha t oldQr residents lIE.'l:l '\ lllor~l i'·J.vorabV~ atti t~) 10 tovw.rd 
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,trw pollco from tho ~;'Lart and (~onti.nupd to rO:3pond in an 

1~73: ~!O)" 

GimJlar i'i!H1:Ln~8 ara tlL'pJ.ayud in trw 111'001' Hill 

~ltudy. AlI o.go gruuPG .Ln tho Arbor lU,11 tll.'UD, tllGplnyt.'d u 

more fuvorablc nt,'lL tude tow:trd thl' Ntlll~h1Jorhuorl Polico thull 

corronpond.Lng groupu in the ccmt;rol al'ua bnt thn t. ~t1l 1n-

and Farr 011, J. 9?1t- : 5l ~ ) 0 

frrw cffc~ct of th!:' t~rlmu r,'ttu on a l'c;':;.1.dont I G :ttti tudu 

tmvul'd the polic(~ wan mua:ml'ull only in thE' Arbor Hill study. 

'rho reSCU1'cfWl'S concJwkd t.hat thu crimI.! rate .:lfj'~~ctpd the 

opinionD of those rud. lon tn Ii vlng :L11 rt control area pu-

trol10}d by the rugular POJ.iCl~ ,vhilc havin~~ li.ttln or no 

NPU arc!u. ~[,hoy further cO!h.:ludcd that in vi Env 01' ttHl .fact 

that tho Cl'iml! ratl~ IVU:: initlally hi.ghar in tho NI'U than 

in trw control nl'un, tho l'onidEJll"l,;.,; or tlll' NFtT arer.~ IvcrG mol'l; 

sD.tisfiexl vrl tll poll Cl' P(~;t'formallc L: (~h:o 14'01:'c1' Llnd hU'1:'l'll, 

In eOnCl1lGion, bo f.lh rt:soarch gro~tpH f'otmd that l'p;~i­

dents roceivinG police servicu:; from n Nt'lghborhood Unit 

displayed D. marc i'llvora ble !l'btl'tude' toward the policu than 

rosidonts rC:Jid:Lng in cOl'rbrol al'ua:J,o ~'ll(nw rG3ultu indicatc' 



i 
\ 

~ ,0 

regard.ing tho fo~~tr:!rinr. or ~mpl'ovod poliuo-COllllll1.mity 

relations (U(~f) Gand,t;ulJ and L"11.'1 :Ju:lg, J.9?3: 2.2). 

Tho imrw.ct of Nu:ighborhootl l'olicing on po1ico-

community rel~ltiorw 11/W3 ttnnpol'nd to a dogl'oe by H findlng 

not(~d in trw Arbor IUl1 Gtudy. ~rhEJ E.:lvuluators acknowledgo 

and confirm trw at ti tudillal ehmlgc~1 of th~' l'Gsicientn 

tm!fn.rd the police. rrht'Y note, hOVIl'VCl', that thoro has 

not been 0. significant ch:mgc· in the 1'IH~L)l'lhd behavior 

of tho re::;idunt~~ townrd tIl(' pol:Lcl1. 

In light of Uw l'l.J:lftllcial nud timn l.i.mittl.tiollH of trw 

study, the evaluator:; 'tl/'(n'(;.) lUwbl0 to (hd,ornLLrw the signi-

ficanco of th:L8 lack of bohavioral changl~. r['lwy ~nlr,gl'.3t 

thLt·t; it may be .f.'ol~thcolnin.[ fol10vring tll.' iuc.mtil'iuble 

attitudinal changes. 

An analy~~is or poliuo incidt~nt l'epo1' L:.: and. al'res t 

rOCOrt1B vlLU.i conducted in an u.t'i'o:r>t to :,wc~~rt::tin Lhu rw .. tul't! 

nnd dogrl1o of chango l'(;.)r;[l1'ding tho l'ol(~ of thc police in 

the eOlnlUl'Ulity. It W[w antiQipu:Ll~d tll::J.t u compari:3on of 

polico blottc!r enbl'ltw ,vould nbo,\1]' that the Neighborhood 

Polico had become more involv<:.ld Wi t11 nOH-et'iminal calls 

than the tradi tional pol:tct~. It vH1S antiiciputud thr:tt 

blotter orrtrlos ,.,ould al:;o reflect muj 03:' :Jh.ifts in the 

hcrCUl'O 01' tl10 relatiorwhips butw(')(':l!l ·the police and the 

coltununi'cy and tYPl'~; of aetlvitloG t)llgaged in by the police 

in the conulltmi ty (SOf' l'orcl" and 1"[.L1'roll, 19'111': :2:~-24). 



a rovo.t' :~al in the 1m L'LUl'lW of interactIon l.J~)t\'l'(;)On the 

comnn.:mi t1 untl thL; poJJ. co 0 [
t11ndlne n ShOlvud the total 

numbor of cClI1G .t'(H!l:ivml by thu Hu.lghborhood Poli.co 1vaS 

almost twice th() !lumber of call:..; l'ocni vt'd by the rngulal' 

policn, und. that 11h11u cri.mo control 1't'la tod cn.l1~j nCC0l1l1-

ted for r;O.:; pero(mt; 0[' tlw vTOl'kload or trw rl~gular })ollcl;, 

thuy now Q.cconllt~'(l for only 1:).3 !)Pl'UlHl t; 01' thp total 

uutio:..; pG.t'J'ormocl by Ur:1Ehbo1'hoou Poliup. 1'110 Lmaly,:)1~3 

indicate:. that the 1'010 of Uw p011<.1u had ~:Jh:Li't(Jd from 

i tB prtNiou:; J'ocu~~ on ul'imo-rclnh)(l i'nllctlO1w bo COlmntUli ty 

than tho 1'q;nlar pol.Ll't' ani that l'f)porb.\i inci(hmt~1 of both 

the NPU seem:..; to Iwrl'ol'ln 1-T1 t11 t:.l. E:ood ut.'al mar;.; efficIency. 

Th(; 1'03ea1'c11 Qvalm.ti.;iollt1 nhovm that.. ~1'l'Ct; to for rW:3aul t i11-

to 58 PHl'CE'xri.; 1'01' l'obbo1'Y (nU8 Forel' and Farrell, 1974: 

Thu duclinu in 'Lho crLmE:.' rute anti the improvod f;).ffiuienr~y 

ofl;llG Ncighborhool.t Police i D sl.gni t'lcant in vie1,-ring th(;) 
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l"ooriontat:Lon of trw po:Lico tOival1d tilt;) ox'dl':t' rna.illtamancu . 

and COlnm1.Ul:Lby Iwrv;iel.~ qwctrtIDl of tho po Li C!~ 1'010. Nan-

p01vC31~ ,rO::lOllJ:lCO:3 tradl t.ionu1J.y cipployml .ill a Ul'illlU nupprnsolon 

opod b(rLI'lO~ll tho nnl t:1 :md tlll' l'oulc1mll:~ of Ul{: al'l..m. 

In HU1t1Inaryi, tlH' I,'vrtluatorn ,r,'port th:d; \.!l'Jmc .in t;htl 

t[ll~got nroa had doul1ul't1 lW mol'u i...han ha U: :~.illel;' Uw 1n-

aruJgrwd to tIl(' 'LUlit '\'lura 11m., J'oclwine Lheil' a.ttontion on 

trw polio£' .1'01(.;. \rJht:!l v:Lt'wod ill c..::onjullutJ.on i .. 1J.th tho ru-

portu of att1 tudlnnl changrJ~ tlw:w flgul'u:J appmu' 1;0 tn-

conunun:i ty and art) vi C1'l£.'tt Ly thE.' communi t;y tUl an agl:Jnc~" to 

whLch bhoy call lonk t,c.Yltmrd fol' a varlcl'L;y' 01' serv.i.l.wG (GOl~ 

lWAT,TJ1\'PJ.Olf.l~I~:;~T~:] 1m orr ,..UWrANI:,;NI') OITAL CIIAHfl1': 

U~il:U~~tL10ll 0 r the conecpt:J or unJ.ty or eOlllIuam1, and 

terri torial1ty appeal' to have (mhnllC(:l1 I.;hl,\ ablli t~· of t.he 

Albany Pollee Dt~rHt1~tll1t'nt to pl'ovl.\lc improv,ud poliet! SUl'Vi.CfJC 

to the ru::litknto of tho tn:t'I:u ~ arua. III assum.ing rC::lponsi-

bil.i.ty for provhl Lng the full r:m~u 01' pol:i.cl~ :,HH'vices with 

thu target; arlHl, th<..~ N"(d.~hborhood Unitu lw.\l'b: 

(1) iJ1.weu!1:Jful1y t1d<.lr(w~}\.Jd tilP pttblil.l' proteetion 

m.i.:w;iOll oJ.' thu pollet'. 

, . 
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:; Lunda.rd:; of law ollt'Ol'etHw.JnL ~.wl'vico:J to comUlUllr 

v 1. ~;i 1rt11 Ly ovJdcntly found LlaLLJractol~~· by them. 

(3) UuccmwJ.\tlly g~,nt:I'att'd u loyalty to trw art,;u by' 

form'mc') of \"ldc: l'tmCt or puh:! ie ~'ll)l'vicc' func­

t:i orw an llcf),ltd by the public (iJee Cl.'G8ap', 

Hct:ol'm~t(J1':,: nml Pagl't, l~)t/)f.: IV-1r). 

~:hf) r:vaJ ual;:i on tif.':Ull L'oowJ.Lnt; on tlw orecmi.za tlona.1 ehnl1~;ll 

for Uw ITtjl~hbol'hllO 1 Uuj t. r(!cognlz~~d tht.! !tued fOl' and on-

V 'I' ('i'Y'e J ("n., 1',r'P" l' . ~ .. vl.: t. 0~·fO:.,. . cAtHt , , IV P. 15) . 

'1:hu l'va:1uator~j t'01uul that, i'l'om.om operational por­

[~pce Ll vu, the lUlll; had d.vvulopcd a de.i.'lnl'b.i.vc und workable 

· .. mforcL'llwnt !.~i;ratq:Y' i,,,oll-~Hli ted. to 'bhu w.H;d:::: of the aroa. 

l lhoy report that uufOl'Ct'lnoui.; l'ouottrce:J Ivar!.) focusod on sub-

j acts and illGidurr{;:J i'Thiel! hold h:i.~;hcst priority in tho 
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on routine traffic and parking enforcement excepting ,vhere 

the safety of the comrr11.mi ty vms directly involved (See 

CresC1.p, l1cCormack and Paget', N P. 16-17). 

Administratively, the redistribution of' decinionmaking 

authori ty and the unifying of conullancl responsi bili ty had 

beon successfuJ.ly implElmented. 1\110 Gvaluutors found that 

the unit rmpcrvisors had developed and u.tilized a balance 

of firm guidance ivi ill the Dxtensi vo do18;.;ution of nuthori ty 

(See Crei1ay), McCormack und Paget, IV Po 17)~ 

The Gvaluators also report that the command personnel 

of tho unit show'cd 0. greater degree of latitude in selecting 

the most appropriate enforcement methodj :::lUi table to the 

immediate conditions which prevailed in tho f1el1 and that 

this mOl'e j.nl'ormal and floxible stylE~ of leadership permitted 

senior patrolmen to assume managE.~ment responsibilities 1"he11 

the supervisors were off (See Cresap, McCormack and Paget, 

IV .. P jI 18). In addi t:Lon:, an atmosphere conducive to the 

development of team work wos noted by the evaluation staff. 

~:ehey observod that Uw maj ori ty of the officers engaged in 

all unit acti vl"Lies a.nd that this approa.ch penni tted the 

o1'1'ic6rl:) to gain a wide 'l,;'uriety of' exper:i.enctj?s which fUrther 

enhanced the toarn concept. 

The ~vD.luators concluded that the gener<:llist apPl".·;ach 

served to enlarge the role of the in~ividuDI'police officer. 
l 

':rhey fourtd that Neighborhood Officers had Significantly 

broacler opportunities to participate in a variety of police 

ftmctio11S in compaTi son to the other units of the department 
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(See Cresap~, McCormack and. Paget', IV P. 23). 

Interviews wi'bh officers und sttpel'visors working 

in other corruuahd at'eas of the depnrt1nent indicated that 

they generally accepted the unit as a specialized method 

for providing police services in the Al'bol' Hill al'ea. 

These officers informed the evaluatj.on team that effec­

tive lines of communication and coordirw:tiol1 had been 

developed bet'W'een the Neighborhood Units and athol' suppor­

ti va units wi thin the depar'li!Uent including the COll1ll11Ulica­

tion division, the io.entification bureau and 'the naTootics 

enforcement unit. 

These intervie,\>Ts also show that even tho'Ltgh tho' 

neighborhood uni·t opera'bed as a s elf contained unit in an 

exclusive terri tory, they dia. not ap:peal' to be a r.Usrupti ve 

factor to the remainrler of the departmr-mt. The researchers 

reported that the level of cooperation appeared to be high 

with the officerd expressing a high degree of mutual confi­

dence in each other's capability and performance (See 

Cresap', McCormack and Paget, IV P. 21-23). 

Other commanding officers witlLin the department did 

not express such favorable views. They doubted the long 

term viability of the program and expressed some a.mbivalence 

to'w'ard the community service a.pproach utilized in neighbor­

hood policing. In the main, their generaliZed criticisms 

focllsed on the informality and flexibility f01~::1d wi thin "the 

uni t. They perceived these charac'beris tics as causing a 

potential morale problem va thin their commands in view of 

,. I 
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the more restri Live and r~gid ucmosphere of the trud.itional 

police organization. 

In conducting their review of the crime rela:ted 

activj:ties of the unit, the consultants noted that the 

un! t had primarily focut~ed 011 crimo control versus crillie 

preven'bion during the first ILl- months of operation. They 

puggested that in viE:1w of trw rednced level of criminal 

A.0tivity in the area, the unit should refocus its orienta­

tion and adopt a lnOl'G aoti vu crime p:t'evention strategy. 

~his suggefJtion is significant in vitY'Iv of the problem 

of boredom which presently threat(ll1s the continued develop­

mc.mt of the Neighborhood Unl ts. ~J.1he consul'cants found thut 

the reducod level of cl'iminal activity and the diminishing 

of the novel'by of serving in a nmr and hi~hly publicized 

tmi thad begttrl to negatively affect the morale of neighbor­

hood officers. They suggested that tho Hdoption of a com­

prehensi vo crime prevention program would cou..l1teract this 

growing problem. 

In conclusion, the m::tnngemorrt evaluo:bion revealed that 

the NPU projects had aclrleved the desired objectives regard­

ing the initiation of change in the organizational structure 

and operational procedures of the department. 

The results, however, clearly show that the process of 

organizat:tonal change must continue! and future program modi­

fications must OCCID.' if the concept of neighborhood policing 

is to bo fl'tlly institutionalized wi thin the realm of policing • 

~f:j'.t~:· '~'~,"":'~ /~,;' ," 
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The evaluation studies showed that the Neighborhood 

Police Units developod by the Albany Police Department 

have successfully addressed the basic problems identified 

by the planning task force. r.rhe crime rate in the target 

areas had been reduced and attitudinal change on the part 

of both the police and the conum.mi ty rosidents had resulted 

in the fostering of improved police-commlUli ty relations. 

In addition, the evaluation reports note the Significant 

shift in the role of the polic8 o Crime control related 

efforts had been sl1perseded by order maintena11ce and 

cOmnllmity service f1.IDctions. 

In reality, however, the evaluatj.on results can be 

viewed only as tentative or temporary findings. The con­

tinuing social change taking pluc(~ in the community ,viII 

necessitate future compensatory changes in the role and 

organiZational structure of the police. If the Neighborhood 

Units can successfully accorumodato these future changes then 

one might say that Neighborhood Policing is a viable approach 

i'or providing polioe services in n rapidly changing'tU'ban 

environnten·t. 

. ... \ . i 
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CHAPTmz SIX 

The results of the evaluation studies indicate that 

the concept of Neighborhood Policing ''''~HJ successfully 

developed 'Wi thin the organizational frameworlt of the 

Albany Police Department. In addition, the evaluation 

studies :Ldentify the c.oncept as an example of social and 

organizational chnnge which has permitted the department , 

to more successfully address the complex social issues 

and problems which confront the urban 1")01i08 department. 

However, the concept of Neighborhood Policing should 

not be viewed as the panacea for al:L police problems. It 

successfully addrefwed the specific 1'ole, organizational 

and co:tnmunity relations pl'oblems faced by the Albany Police 

Department and can possibly be tailored to address the role, 

organizational and community relations problems of other 

police departments. 

This -tailoring process is perhaps the most important 

aspect of -ehe future application of tlw concept of Neighbor­

hood Policing. Each police department facing complex social 

and organizational problems Similar to those faced by the 

Albany Police Department must vie'if the concept of Neighbor­

hood Policing in relation to the specific aspects of the 

social and O!'ganizutional environment 1'1hich encompasses 

their de~artment. 

In view of the extensive changes necessitated by the 

imp~ementation of Neighborhood Policing, and the cost of 

implementing these changes, the concept 01' Neighborhood 

\ '\ , . 
,t~t~t~~t~·(~> :'.,.J!. r' ~ )l{~('·'\t'd'~f4L~"·'''!~ ') ". ,{ ~t;u~,\' .. ~, .~,,:~. - - ~j 
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Policing should be vif3vred as un alternutive method. of 

policing and employetl when needed. RO~i:/v,,;r the police 

executive should remember that specific problems faced 

by his department and the development of a change process 

and solutions to the~e problems may lead to -Grw development 

of other innovative police concepts [;md methodologies 

\1-Thich Will better serv€' the needa of his department and 

the people they serve. 

IMPI,ICA!ION8 OIi1 NJhl.GHBOJ:1HOOD_ POLICING - CHJ\NGJI: Ie A REAIllEi­
TIC GOAIJ 

The revievl of the Albany Neighborhood Police Concept 

shows that organizational and soclal clwl1ge can be imple­

mented within the rualm at' policing. In light of' the 

traditional resistance of the police to chang~, the fact 

that a change occurred is perhaps the most important impli­

cation of the Neighborhood Policing Program. 

The officers of the Albany Police Department now 

realize that modii'ioo.tions of the organizational structure 

and operational policies have been successfully implemented, 

h,ave improved the effectiveness of the department and have 

resulted in improved police-community relations. 

Addi tionally, -the concept implies that the founs of 

the police role can be expanded and that this expansion will 

have a positive effect both on the individUal police officer 

and on the community he serves. The! expansion of' the police 

role has reStuted in the develobmerrt of a ne\., and more .. 
challenging job for the individual police officer, one 

which pernn. ts h1m to develop and u:bilize those approaches 
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which hC-:l feels ,r.Lll best fit the situution at hand. In 

addition, the role expansion has provic1ell. the community 

wi th 0. revi'Go.lizcd image of the police. 

Nli~pm FOR liUH'1'H1m CHANG mj 

Tho continuc~d insti tutionalizution of the concept of 

Neighbor:t1ood Policing Il(i thin tho Albany Police Dopal'tment 

rests upon tho adoption of a.dditional organizational and 

operational modii'icutlol1s "Thich prlmarily involve the in­

ternal reward SY:3tE:.)Jn of the department, the focus of future 

police training programs and persomlel rotation policies~ 

These changes are neceesi tated by tho fact 'that at present, 

the Neighborhood Police Concept is viEn..rud as an experiment 

rather than t:."1.f) an accepted approach to policing" 

The officers of the department continue to b('lirwe 

that a good police officer can bo identified by solely 1"8-

viewing an officer! s invostigntory ~jk!.11:"1 and arrGst record. 

This perspective of what const:L tutE.!!3 good police work con­

tinues to emphaSize the crime related o.speots of the police 

:l:'ole', ignoring the nwnoro1.W other forms of police service 

in the comnnlnity Q 

If the concept of Neighborhood Policing is to be fully 

insti·bution~11i.zcd Ivithin tho departnwnt, the no.r1'Ol., 1'ocus 

of the departmental reward system will have to be broadened. 

Hecogni tion and I'el'mrd 1rill have to be based upon not only 

an officer's ability to pxoovent crime or apprehend the 

., It, 
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perpetrator of a crime, but also the officer's ability 

to koep the peaco, elicit cooperation from the public and 

project a favorable image of the police to the public. 

It is anticipated that the expansion of the internal 

l~eward system will serve to 1'c'!ini'orce thE) modifiod focus 

of Neighborhood Policing. In addH;ion, it will d:i.splay to 

the individual officE'!'. that the departmental Qdmini stration 

it! cognizant.; or his efforts and Gees the importance of them. 

FUTUIU~ ITRATNING lJ10G HAJyfG 

The narrow scope of _ne regular police training pro­

grams is alno vieWE1d as an impediment to the continuod in-

8tltutlonalization 0:1.' the Neighborhood Policing Concept. 

In the main, thOSE) progrD.nts focus on tho crime related 

role of the polico', and S81've to limit the range of respohS0S 

utilized by the policE~ when interacting with the public. 

These harrmvly focuscd programs arG viewed as counter-

productive in light of tho gGnero.list role of the Neighbor­

hood Officer. They do no'l:; prepare him to adeqU<1tely respond 

to the wide variety of cormmmj:!.;y needs nor successfully 

generato improved police~conuTIlUli ty l'elations 0 

}i'uture 'braining progrmns should be broadened in scope 

with an increased emphasis placed on a reviow of the social 

and psychological vtlriablel~ of the community. These programs 

will o.ss.Lst in the dovelopment of a~ professional officer 

prepared to profes sionally and competently interact vd th 

the: conunul1i ty in a variety of situations. 

:1'"1'(;' ',' " 
.a~,f~~ .. ~~:"I<,.-/ '~.1, ~~'. i"::;jt,I~';"\\ ~t:.'. .. ". :~; ~.~ , "r, 
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Tho -1:;rtLrd factor which nfl'ects tho institutional ... 

izc:rbioll of tho concopt. of NeiGhborhood. Policing portains 

to depur'l~m(mtul pOrGOllrH~l rotation poll (JiE~I3. DUo to the 

success of tho Neighborhood Unitd~ neighborhood officers 

are viewod. a:1 tho eliote 01' the dcpaL,obuEmL. This factor 

appears to be huving a potentla1:l Y' nerioll:; E'ffect on the 

mor[.~10 of the offi Gor:: doplojre(l 111 a tradi tlonal manner. 

In light of tho fact that the 8\1000i3:3 of the Neighbor­

hood Units depends on tlw cl.pgr0c or cooperation "\I111ic11 thoY' 

receive from the other line clements of tht: dopartment, 

thesG potential moralo problo1n::1 take on l.nc.rm:.sed signi­

ficC).nco. li'uturl~ oporatioxwol progrums dlOUld focus 011 the 

rotation of porsonnel i.nto and out of t.lw Neighborhood 

Police Units. It is antic.il)iJ.t(;~d that the :implementation 

of this rotational policy will ~wrvo to provide all office;l's 

with an opport;uni ty to work within th0 concopt of Neighbor­

hood PolicinG and nl::l0 ~1er've to L'educe th~' nogat1ve effects 

of tho status differentiation °which presently exists botwecn 

'the Neighborhood Unitu unci the romaindor of the Albany 

Police Derm,rtment. 

GONCLUBION 

The rev:Lew of I.,ho d.evolopment and implem<.mtatlon of 

the COllC!,;~pt of Nr~i.ghborhood folioing in the Albany Poli.ce 

Depnrtlnent shows that change, i.f cort'oc'Lly approached~ cnn 

be brought about wibhil1 the rigid, trad1tlonnl oriented, 

police at:rnctur8. l'ho analySiS alLw ShOi~G that "Ghe concept 

.. ' 
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of Neighborhood Policing is a viable approach -to tho 

developmont of ~.wll.ltions for tho complox und compreh-

sive social and organl~;r.ltional prob10lUu ,v-hioh 1)rcl.3Emtly 

confront tho urban polio~ deptu"cm'mt. In adell tl011, 

-73-

thls trcati::30 intiicntc;J that ohang f;; i:.1 a oontinuing 

proces;~ and thut the moat :Lmpol'tunt aspeot or the change 

process 1:3 the :t'('ul:Lzution by th~~ indi vidWtlu involved, 

-bhat change lJun 10 aoquired • 
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