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CHAPTER ONIS

The President's Commission on Law Enforcementvand
Administration of Justice noted that the previous decadoe
has produced a period of social change the degree of whiich
has never bafore been witnessed in the United States (Gee
The Challenge of Crime in.a Free Society, 196¥). During
this perlod of change, crime rates spiraled at an unpara-

Lleled rate drawing the police into situations which they

. had previously not encountered. The Commission stated that

th

-~

¢ components of the Criminal Justlce Dystem may huave felt

the influence of socletly's changing-mood to a greater de-

v

“gree lthan any other governmental function,

THE NEFD FOR CHANGE
The police, as the first component of the Criminal Jus-
‘tice Bystem, has felt. the effects of socictal change. An

increagingly diversified and transient society coupled with

- a more rapid pace of life have croded the eflectivencss of

the police and publicly challenged the status, role and

~efficlency of the police (Cl., Whisenand and Ferguson, . ‘

1973: %13)., Urban riots, campus disorders and the stcaﬁily

increasing crime rate have shown the police to be less

.g'f offective than previously perceived (Report of the National

Advisory Commission on Civil Disorders, 1968).

- L

The soclal disorders of the 196075 exposed the 'neid

for change and police reform. The traditional police role

#
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[

| dowsvnnt appear to £1t the needs of n;ﬁlurulistip and
randJy chonging society. Compounding the issne are the
ovgﬂnaﬂntionaL gtructure and operationsl policies of Lhc
pollce, wnl 21 are viewed ag belng overly steeped in Lva~
dltjon, GXCOSSLVQJY rigid, and ouimoded. The inability

‘ol the urban police department to effectively maintaln or-

Hder vhile cngendering communi ty support and cooperatlon

-

during'an ers of social change clearly displayed the need

icr Lhanyn in the law enforcement.

UEIGHEORIOOD POLICTING

Addrossing this issue, this report focuscs on the pro-

.

CO"w of change developed and utilized by the Albany, New

~kx‘Yprk,‘Department of Police and the concept of Neighbor-

4

ﬁcod Po olng as a.produdﬁ of this change procos« Neighbor-
hocd PoTJang l"-but one cxamplc, and perhaps an 1mporfant
vonc, of. the chango whlch-arg occurring in the realm of lhw
"enforocmcnt in the UnitedlStates; |
: bevvraj urban police departments; in addition lo. the

Albany Folice Department ave experimenting with specific

adaptations of . the Neighborhood Team Police Concept, These

. vovary widely in the nature of their organizational structure,

v operational policies and stated objectives (See Sherman,

'ﬁ;Hilton & Kelly, 1973). In VLGV’Of the great degree of la-

tlbude contained within the concoyt of Neighbovhood Team
PolluLng and in view of the nced to ta%lor the change pro-
cous in accordance with the existing social, environmental

‘and organizatlonal factors which pervade and encompass the




vmeimu ovpeanization, Lhe foeus ol Lhis repord has been
» Jdmited to the development of the Albany Police Department.,
Aeldghbarhood Police Uniits,
~ f. S 1:.: - Noighbmrhood Team 'olleing is an importanl product
~of o change process In that it addvesses many lssnes whioh

'l

‘pr~snntly confront the police. The process ol change, how-
evor,,whlch has led 1o thé development of the Neirhborhood
Comcupl may have greatér slgnificance than an operatiionnl
mit creoted Lo meet a wmanlfost need in that the continned

“applioution and nhilization of the process will botler pre-
pave the police to meet the demands dietated by fmbure social
change (Sme Vhisenand and Ferguson, 19/73: h13),

“The concepl of Nedghborhood Polive embodies the modi-

“Lication of the traditional approach ubilized by the police

- ,.in-providing Jaw enforcement services within the urban com-

<-<?‘f o imunitya- Encompassing a decentralization of the police organ-

'izationul structure and adoption of the generalist approach
‘(Scf Sherman, ilton & Kelly, 1973: 3-7). Nelghborhood

"Tenm Policlng represents an atbemplt on the part of the police

.;depurtments Lo provide an inwnovative and flexible law en-

«;; :‘ f;; for00m0nt service which is mere relevant to the sallent  .

e -+ .-wgocial. issues and changing needs of the community.

A REVTEW OF T LITERATURIE
M'?T’; Q;Heighborhpod Policing as a product of‘u sooial/organ~
~zatlonal change process is based upon and addroesscs may bf
the current lasues which are discussed in pollce-orlented

gsociological literature, These basic issues which lnelwdle

JROR U “
ward - By _ "
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ovpanizational rigldity, police-commmity relations and the

role of the police are Ldentified wmd discussed in Chaplexr

CTwo.  They serve as o Coundation on which the specific

v

Lacsues facaed by the Albany Police Deparxtment are based.

The sociological literaturce pertaining to police alludes
to the need for comprchensive change, however a specific
procesys of change is.ndt’describnd in detail., The litera-
ture suegests that cach orpunisation must develop ily own
untgun chqnge process bagsed upon the manipulation of a num-
ber of intervening soelal, organisntional and envirommental
variables, Conpled with a review of the literature, per-
tadning to specinl and organizational chauge, the salient

aspects of thie change process and plan of implementation

developed and ubilized by the Albany Iolice Department are

- opresented in Chapter Three, It is belicved that this plan

or approach to change can bhe utilized by other police agen-
cies il adapted to meet the specilic organizational and

envivonmental factors which characterize the agency,

JHIE ATLBAUY WIRTGURORHOOD POTICE MODIT,

The change process employed by the Department resulted
in Lhe implementation of two Neighborhood Police Units with-
In the organizational structure of the Albany Police Depart-
ment. This conceplual model of Weighborhood Policing imple-
mented by the Department is presented in Chapter lPour. Com-
ponents contained in the model ave desipgned to address the

ol famtes dlscussed in the literature. More specifically,
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boweyar, bthe componenhs addpress L cpoaf e coeial ppobe
Jems and issues ocncounbered by the Albany Police Depart-
ment. " This paradigm, when compared to the lraditional con-

ceptual model of the police role and orgunizational strue-

Cture, digplays the potential ubility of Heighborhood Polic-

ing for other wrban departments.

In view of the fact”that the Albany Program is less

than four years old, limited. evalualive rescareh is vresently

available, IHowever, the results of fhose cevalualion studics
1ﬁich’hnva been connluted are presenloed in Chapher Pivo,
They provide a plcture of the current state of the nrograwn's
development and scrve as a basls for determining fubure

direction,

DMMARY
The Nelghborhood Policing model developed by the Albany

Police Department and the change process utilized in the

dmplementation of the concept is the focus of this report.

' The rconceptual model developed by the Department anld the

change process cmployed during the developmental phase of

the Neighborhood Policing Program are based upon current.

soglological Literature which focuses on pollcing and soclal

~or organizational change.

The foundation of the report rests on the application
ol soclologlical rescarvch in the restructwing of the Albany,

New York, Police Depariment. Idimited din scope Lo one unigue
) I 3 .

Coxperimental program, the report provides a basic paradigm

which may be adupted Lo it the needs of other law enlorce-

~ment agencles,
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the tradition oriented inflexible nature of the police or-

cdems.  Viewed collectively, these basic societal changes

~police. Innovations in transportation techmology and an

dnereased degree of occupational mobility have greatly en-

CHADPTIR TWO

Current sociological literature which rocuses on so-
cial chinge, the urban enviroument and the police identifies
several penerolired iasues which appear to impede the efi'ec-
tive functioning of Lhe police. The issues addressed by

the Jiterature include the ambiguows role of the police,

pantzatlonnl strueture and the deteriorating state of po-
Lice-commmity relations,

These Lroad »ud basice lsowes woioh currently pervade
the police world, assume a preat.or signiificance when vicwed

within the context oif a pluralistic and rapidly changing

“ocivty currently plagued by numerous, complex social prob-

aid soclal problems have created an environment which lim-

1ts the effcectivennss of the police.

The increased mobility of today's society exemplifies

a social force and stale of change which hag effected the

hanced the individual's opportunity to geographically re-
locate. Nelghborhoods end communitigs in gencral appear
Lo be in a state of Llux. Guch population migration nat-

v

Lorns Inercase the diversilicd neede vhich the police are 3
called upon to meel and impode the establizhment of a deep-

1y rootled rapruvort between cilizenry and police.
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Changdng attitudes and Life styles regarding the pole

and structure of the family have also affected Lhw police.

Today's fomllial unit appears Lo be more Loosely structurod

and more tolerant of individual freedom and independenco.

in particular, this soclal ovolution has groeably cifected
soeletyts youth (See Task Force Report, Juvenile Delinguency,
1967).  C¢hild rearing praclices formally viewed ag belng

the recsponsibility of the Camily are nnw*adirvxncd and ful-
Filled Ly a myriad of' institubionsz includlng Lhe cducation
and erizainal justics systenm.

More gpecifically, social changes occurring within bthe
urban environment have impinged on the police.  The migra-
tion of minority groups to the central city and the intengi-
fying of racial conflict have added additional responsibil-
ities to the already complex funclion of the police.

The lack of employment opporiunities rfor the wder-
educated, and poverty, have served Lo concentrate di sgprunt-
led population segments inbo decayed and blighted slwums.
Soclal problems including juvenile delinquoncy, drug abuse
and family disorpanizabion charvacterize the life style of
these urban ghoettos.

Soclal action programs and soclal service agencies
appear to be unable Lo cope with ﬁhc:problcms ol the urban
environment. Urban rencwal programs which have had a Lim-
ited cosmelic effect on changing the physical structure of
the dinner cilty core have not affected the pervasive and

degrading Lile style.
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o It ig within the context of o social problem approach
! " that many social sclentists have attempted lo study the
S . police. The socigl forces and problems which have changed

the character of the city require compensatory changes
within the realm of the police. These basle changes cen-
ter about the role of the police, the organizational struc-
~ture and operational policies of the police and the nature

of police-community relations.

L. THE ROLE O THE POLICH

Traditionally the mission ol the police has narrowly

focused on the:

- Prevention of criminalidty.
S - ‘ - Repression of crime.
- Apprehension of offenders.
. - Recovery of poverty.
- Regulation of non criminal conduct.
- Performance of miscellaneous services (Cf.,

Eagtman and Bastman, Bd. 1973: 3-Uj;
Patrick, Bd. 1972: l4; American Bar
Association, 1972: 36-42),

An analysis of the elements of the traditional role of
the police shows that it primarily ecmphasizes and focuses
on the law enforcement functions of tﬂe police (See Whisen-
and and Ferguson, 1973: ). This limited approach is en-

dorsed and‘supported by the method in which the police
"‘justify theilr effectiveness, the internal reward system of

the police bureaucracy, the direction of police training

S - “§ .
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“programs and the inability or unwillingness of society to

more reallstically define the responsibilities of the

xpoliceﬁ 

. CRIML STATISTICS AS A MIBASURE OF POLICE PRODUCTIVITY

The restrictive nature and narrow focus of the police
role on crime-relatod mqtters and the apprehension of crim-
inals 1s viewed as a necegsity by the police bureaucracy.

It is one of the few activitios engaged in by the police
which provides clear statistlcs descriptive of police
effectiveness (Reiss, 19Y1: 913 Neiderholfer, 1968: 1h),
WPolice departments have to produce visgible results of
their work. .Tho most visible results are arrested persons
who keep the courts busy" (Bittner, 1970: 5%5),

The pressure to produce visible results felt by the
police burecaucracy also affects the individual police
officer and the role he plays in the community. In view of
the fact that the crime suppression statistics generated by
the department are based upon arrcests made by individual
police officers, the effectiveness of the individual officer
is measured by his arrest rate. The pressurve to focus on
crime-related malters is thus transferred from the bureau-
cratic gstructure of the police organigation to the individual

police officer (See Bkolnick, 1967: 164-161),

POLICE TRAINING PROGRAMS

Police training programs introduce the invididual police

officer to the narrowly delined crime-related role of the

LI
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police at the beginning of his career. A review of the

academy curriculums shows thal they primarily focus oh

 T  the application of the criminal law and departmental

- policies and procedures, producing crime oriented police

bureaucrats (Bee MoNomara in Bordua, Bd., 1967: 251).

TNQERNAL REWARD HYSTI'M

The internal ruwarﬂ system of the police also supports

‘the‘limited erime conbtrol role of the police. After grad-

uation from the basic academy, police personnel duickly

“realize that individual recognition and reward within the
'police bureaucracy are based upon their arrest reoordg and
~their effectiveness in handling crime-related matters (See

‘Task Torce Report: Police, 1967: 20; Wilson, 1963: 16).

This narrowly based internal reward sysltem is necessi-
tated by a lack of guldelines and performance standards re-

lating to other, more ambiguous, aspects of the police func-

tion. Police gupervisors have no criteria with which they

can measure the performance of an officer other than the

officer's arrcst rate and his conformity to internal organi-

zational policy (See Bittner, 1970: 54-56),

THE PUBLIC SERVICE & ORDER MAINTENANCE ROIFE OF THE POIICE

- Realistically, however, the rolegof the police encompasses

many additional duties extending far beyond those related to

. ‘the control of crime. Typically, the police officer assigned
~to patrol duties in the urban environment deals with, at most,

‘a few serious crimes during the course of his tour. He

AT T
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~tends to view these instances as constitubing real police
work, but spends considerabl& more time keeping order,
settling disputes and performing public service‘funotions.

These order maintenance and public service functions
~are generally viewed as being part of the prevention and
protection role of the police. Ixamples of these functions
include the initiation of programs designed to reduce ra-
cial tension, bthe handling of domestic disputes, the imple-
mentation of educational programs degigned to promote crime
prevention and the inltiation ol actions which will protect
and remove from the streets the publicly inbtoxicated and
the mentally i1l (Sce Wilson, 1968: Mi2-41%5).

When coupled with the crime fighting responsibilities,
the order maintenance and public service functions of the
police serve to create an occﬁpational environment éharacter—.
‘ized by conflicting roles and deﬁands,‘ Both the individual
police officer and the police community as a whole find the
inconsistent expectations and public reactlions cause imner
conflict both within the individual officer and the police
organization. Organizational, manpower, financiai and legal

“limitations prevent the police from affectively meeting all
of the demands and expectations placed on them by the public.

Such inadequacies become particu%arly evident for the
officer who is assigned Lo patrol thevdensely popilated,

“:’high1Y'diversified urban environment, His over‘identifica-v
‘tion with the crime control role, liwited training\énd dé-

- sire for personal recognition causes him to offer. “peremptory

frhum, wRE
Ltk %‘s-dwr@r
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solutions for complex human problems" (Bittner, 1970: 12).
L o The rigid orientation‘to crime~related activities dic-
tated by the police structure's interpretation of the tra-
ditional police role when coupled with the reality of the
order-maintenance public service functions of the police

has had a profound affect on the individual policeman.

He appears to suffer from a symptom which Neiderhoffer has
.termed treality shock'" (Neiderhoffer, 1968: 239).
Reality shock sels in when the police officer realizes

that he is 1ill prepared to meet the diverse needs of the

community. This realization often results in the genera-
tion of a high degree of cynicism and anomie among police~
“men (See Nelderhoffer, 1968: 95-108).

C o II. APFECIS OF THE CLASSICAL ORGANIZATTIONAL STRUCTURE
i U o OF THE POLICH

i The ambiguity and conflict which pervades the police

role and which affects the individual officer is compounded
K by the semi-militaristic nature of the police organizational
structure., Police Departments in the United States are
-organized as classical, hierarchial burcaucracies modeled
alter the military (Myren, 1972: 720). The role, organi-

zational structure, and operational policies ol the depart-

3 e AR T 0 e VAR s i

ments appear to reflect the philosophy of policing promul-

et

gated by Sir Robert Peel in the Metropolitan Police Act of

i
iﬂ, 1829 (See Lyman, 1964%: 141-145; and Angell, 1971: 185). o
} CHARAQTERIS”ICS OrF THR CLABGICAL BURBWAUCRACY

) Reflecting the influence of classical orgonizational

ﬁ“‘ b . v ‘,




e x Zar

Bk ket L

theory, Police Departments appear to be characterized by a

high degree of impersonalization and authoritarianism. |

Other characteristicas of clagssical Lhcory which are re-
flected in the organizational structure and operational

policies of the police are: The proliferation of a cen-

Ctralized hierarchy of authority; a division of labor along

lines of functional specialization; the promulgation of
standardized operational procedures; the adeption of a
mondcratic system of routinized superior-subordinate rela-
tionships, and a general orientation toward the rational
and efficient implementation or organizational goals (See
Angell, 1971: 185-205; lisenstadt, 1969: 495-497; and
Iitzioni, 1964: 3),

SPRECIALIZATION

Police departments have proceeded through transitional
growth phases characterized by the increased specialization
and formalization of role and organizational structure.
Examples of this development include the formation of
community relations units and narcotics enforcement units.

Having narrowly defined duties they are specialized out-

growths of existing function areas which were previously

the responsibility of the patrol function. Pursuant to the

implementation of these units, roles ,and relationships of

.the units and the oiflcero assigned to the units became

'routinized and formally defined.

The standardization and adoption of unwritten rules

and procedures hags increased the rigidity of the formal
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: ~gtructure. Often representing the informal, unrecorded

%: i “norms, they assume and play a most important role in main-

1 faining the rigid organizational structure characteristic

? {§_ | . of the classical theory (See Gardner, 1965: h-ly),

;, | Police departments appear Lo have proceeded through a

f - settling process based upon the principles of organizational
promulgated by the classical theorists. The continued re-
finement of policles and procoedurecs in an eftort to make

] them more orderly, efficlent, and systematic has also rem-
dered them less flexible and ilnnovative. The highly formal-

o , ized, paramilitary organizational structure allows for little

% ‘ deviation from pollcy and procedure on either an external

é, or internal basis.

\l ‘v.

' . FEPECTS OF CLAGOTCAL 'THEORY

The adoption of the classically oriented paramilitary
structure by the police is viewed by many as being a key to
the myriad of issues which currently surround and cloud the
organizational structure and role of the police. Paul Whisen-
and noteg that the rigid adoption of the principle of the
classical theorists has led to a rise in the disruptive so-

~cial forces which plaguc the police. He surmises that "the
classical theorists inadvertently gave rise to the following
conditions which remain with us today':

" rOne-best-way' to organizing.k

Rigidity of structural arrangements.

Poor citizen representation.

v
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. . - Over centralization of responsibility.

Triumph of procedure over purpose, people, and
process,
Goal displacement.

Role conflict.

Job non-enrichment.
Unity of authority.
Limited spherc of interest" (Whisenand, 1973: 7).
The Pregidentt's Commisasion on lLaw Enforcement and

Criminal Justice noted that many large police departments,

S T et i At i g Al M .

in following the dictates of the classical theorists have
become orponizationnlly fragmented und overspecialized (See
Task Force Report, the Police, 1967: 53). Donald Norris

in hig treatise on Police Community Relaltions states that
the police have had to gpecialize '“in order to cope with a
society bhat has become increasingly complex" (See Norris,
1973: W), "This high degree of specialization has led to a
factoring ol organizalional goals into numerous subgoals.
This factoring process leads to the proliferation of sub-
units within the organization which increases the potential
for misunderstanding and conflict within the organization,
causes increased isolotion within the organization, and im-
perils the development of a mubtually cooperative rapport be-
tween the department and the communit& it serves (See Norris,
1973: 4-53 also Skolnick, 1966: h9-¥1)., C. Douglas Gourley
surmises that the specialized units tend to operate indepen-~
dently and lose sight of the objeclives of the police task

as a whole. He concludes "The majority of police agenciles

[ LTI
o Ly
. “1’2“‘( noE




AL R e b GBI hh ey S 2 'K,x Ayt alal v o o R T ",»;“3_‘,«\5;) T FEIA PN ks ,,;( U{ Thoysit A B s 3 LA P SRRV vty ot iy
L B I st s b it L R M 0 D i e A R e R B i St s il

~16-

continue to function according to the archaic patterns
}established generations agot (CGourley, 1970: 7).

R The classical organizational model also effects in-
ternal and external orgoanizational relatlonships. The
rigid, pavamilitary police structure creates a sense of
demoralization and powerleusnes:s at the lower ranks. It

g‘ ' also nourishes cynicism within the rank and file which re-

sults in the development of a we-they feeling between

G  administrative and operational personncl. In addition the

structure serves Lo block change, stitle innovation, under

utilize the human resources of the department and produce

inhouse conflict and frustration which hoe o negative im-

pact on police-community relations (Bee Dandler and Mintsz,
C 197 H5B-NG9).

SR John Angell (1971: 185-188) has examined the organiza-

tional structure of todayts urban police department and

noted the paralyszing effect which the adoption of the dic-

tates of classical organizational theory has had on police
functioning. He notes that the adoption of the classical
s - philosophy renders the police culture bound and promotes

management attitudes inconsistent with the humanislic

democratic values cl' the Uni ted 8tates. More importantly,

Angell notes that the classical organization stifles individual

L - POy NSy

initiative on the part ol the employees and directs the or-

- ganizabion to a state in which it is unable to cope with the

EP Y

environmental chance which surrounds it. |

.




f’
:
i
3
¥
3
3
¥
g
!
;
4
‘4

‘

T M Tl AR

f*'mw;_l 'xwr- w “4‘ \{,‘ %\ N
R e ‘l [N 1 &L* l LU :‘Lmu ‘.d—.)»»n.~¢" “‘?‘x ’u.n LIRS R R R u.\t\;“...a Cs«‘a_m. z *

“'r 1‘;,.* : }wf; Bl ST Rt AN SR I S

LIT, POLLCE COMMUNITY RELATION

The inherent problems thah characterize the police
organizational structure also affect the nature and gbatus
of police relationships with the commmity. The continued
development and refinement ol the police organizational
structure which ls primarily viewed ng o means of improving
police erfectivencss has also aftected bhe nature of police
comnunity rolations. Concomitant with the increased gpecial-
izatlion of vurying ifunclions within the police orgonigational

.

structure 1o the rise of police profescionalism.

PROFIDTONAL T

Thie rising profegnionallism resulbs from the acceumula-
tion of knowladge and the development of cxpertise within
gpeciaolinzation. Couplaed with the increased ubilization of
technology, the push tor professionalism has resulted in the
prolifferation of highly gqualiried techmical specialists who
consider themselves o be more advanced and of a higher
statng than the traditions] beat or patrol olficer (See
Neiderhoffer, 1968: Lo-21; Horvris, 1073: U-Y).

More dimportantly professionalism has atffected police-
community relations., The professional ethic ascribe to by

many police personnel narrowly focuses on the law enforce-
ment role of the police and implies that the pollice limit
the sphere ol thelr inberaction with the community to law
enforcement matters. Duggesting total impurtiality; organl-

zational cfficlency and limited police-community interaction,
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the push to professionallize the police may greatly impede

the fostering of improved police~c0mmunity relations.

TMPORTANGE O POTLCE~COMMURUTY. RISLATTONS

The Presidentts Commisslon on Luw Inforcement states
that the need Lo improve police-commnity relations is cri-
tical in the wrban cnvironment and thal "police-community
relationships have o dirccet bearing on the character of
life in our citics, and on the commmity's ability to main-
tadin stabllity and to solve Lbg problems" (Task Force Re-
port, The Police: 19u%: 1hl), The report further notes
that when the police and {he public are al odds, the police
tend to become isolated from the public and less capable of
understanding and adapting bo the commnity and Lts changling

needs.

BETERCT ON _THE POLICE ORGANLGATLON AND FOLICH OPFRATIONS

The nature of police-community rclations direcetly
af'fects the police orgnnizabtion. Adverce commwnity rela-
tions interfercs with the recruitment of personnel amd
affects the morale of police officers making them less
enthugiastic about doing their jobs. In addition a dis-
gatisfied public will not support the financial needs
the police effecting police selarics, building programs
and the acquisition of needed equipment (Dee Task Force
Report, The Police: 196Y: 1),

Police-commmity relations also directly aftects the

ability of the police to prevent anl conlrol erime. A
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comminlty which 1s hostile toward its police ig less
likely to report crimes, to volunteer information or to
testify ay wiltnesses in court. These ispues at times
cause the police to wne wmecessary Corce and act in a
logs judicious manner in thelr oftorts to accomplish tholr

goals of crime prevention and control (Hee Task Iorce Re-

“port, The Folice, L067: 1e-1lh).

ATTETUDES O THI POLLCHK

Police attitudes toward the public and the community's
attitude toward the police appenr to be a basie Pfactor in
analyzing police~community relations. These abtitudes
agsume increased lmportance in determining the nature of
police work in the urban ghetto in that the police are more
intricately involved with the ghetto regident due to the
pervasive crime rate and social problems which characterize
the ghetto living (iee Reisg, 1972: 63).

In general, the police believe that teenagers, blacks
and lower ilncome persons are involved in and commit a dis-
proportionate share of all reported crimes (Jee Wilson, 1968:
HO-41), He sees them as lacking in morality and political
influence, ready to commit a crime and ignorant of the law
(Bee Westley, 1970: 99),

In view of thuse beliefs, the pdlice feel that by
utilizing an increased amount of force, they will eliclt in-
creased respect and cooperation from the slum dweller. He

fecls superior bto this segment of the public, wants them to




B ER AP "'V“.t‘w', "

u~u “33:
Aai:d‘b*il ,I A E "

'u- A A KPR Y 1 2

recognize this supcriority, and believes that this super-

iority can be based on foar (Moo Westley, 1970: 99).

The police also Lewl that they are hated by the public.
Thig feeling 1s subslantiated by the uncooperative attitude
which the police feel the public displays by the lack of
‘public support amd by numerous and wrealistic demands which
| the public places on the police (Heo Westley, 1970: 106-107;
Reiss, 197L: WY-60).

ATTTIUDRS OF THE_PURLLG

The Proegident's Commlgplon on law Faforcement found

that "contrary to the belier of many policemen, the over-

whelming majority of the public hns a high opinion ol the

work of the police" (Bee Task Fores Report, The lolice,
1967: 1), However, thin generalized stubement does not
hold true when viewed from the pergpective of the ghaetto
resident or minoritly group member. The Commission reports
that "Negroes are signlficantly more negabtive than whites
in evaluating police offvetivenesst (Gee Task Force Report,
The Police, 196%7: 1'%6)., Common complainls about the police
focused on the lanpuage, and degree of foree utilized by the
police., Minorily group members expressed a more hosbile
attitude toward the police and for the moust part regarded
the police as the enemy (Nee Task Force Report, The Tolice,
1967:  1hy).

The analysis of the ambiguous role of the police, the
pollce organizabional structurce and the sbatle of police

community relations suggest that there are a nuuber of
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serious ilosuos which impede the pollce in bthelir efforts to

effectively serve the community. My ol bthese fssues aroe
summarily ildentitfied by James Q. Wilson in his analysis obf

the Albany Police Dopartment,

THE ALBANY TOLICH DREFARTINT

The Albany Police Department was one of eight police
Wilson in

Wilson

departments rovicwed und reported on by James Q.

hig book enbitled Varicties of Tolice Rehavior,

noted that the Albany Poldce Depoariment displayed and em-
ployed a police philovophy and methodology characleristic
of the watechman style, style of policing which 1ls degcrip-
tive of

19686

19th century American lLaw Fniorcement (See Wilson,
1ho-141).

The watehman style i characterised by the ldea that

order maintenance supersedes the control of crime ag the

primary funcltion of the police, and by a departmental atii-~

tude dn whiceh "the patrolman io allowed -~ and even encouraged
in earrying out his

1)£Ji’) .

to follow the path of least resislance
L6

the watehman style department as

daily routine assipgnments® (Wilson, Wilson

goes on to characlteris

(3

being one which "is ay interested in avolding trouble as in

minding its own businogsh (Wilson, 19o@: 1h8),

Wilson noted that the officers of o watchmanlike depart-

went are recruited from the local working ulass, are poorly

paid, receive inadequate supervision, and have o minimum of

formal training with no encouragemont Lo take additional

training. He notes that little cmphasic 1s placed on neat-
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o nGSS and‘courtesy or manner, and that officers do not

*f;{’_‘ ,f -.ahtagoniz§ the respectable elements of the city (Sce Wilsdn,
| A 11968 2 140-156).
B ~ FPocusing on the role of the police in the ghetto and
f}figﬁ‘ Co ,pblice~minority group relations, Wilson reveals that officers
- - "..of‘a watchmanlike dcpartment view minority group persons as
wanting and deserving ”le s law enforcement, because to the
police their conduct suggests a low level of public and
private morality, an unwillingness to cooperate with the
"police or offer information and wideaspread criminalityv
(Wilson, 1968: 141)., He noted that the Albany Police did
not frequently or formally intervene in negro neighborhoods,
but that when they did the residents complained of police

brutality (See Wilson, 1968: 161 and 168).

NEED I'OR CHANGIH

The literature clearly displays the need for change.
Previous change elforts which have attempted to more finitely
define the rolec of the police or develop the organizational

structure of the police have not been guccessful. They have
not addressed the complex issues involved in the fostering

of improved police-community relations nor have they resolved
- the problems of organizabional rigidity and role ambiguity
which continue to pervade policing. : '

The International City Managers Assoclation noted that
"Even though there is considerable knowledge about police

organization, insufficlent experimentabion and rcassessment
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of traditional principles is talking place in pollce service
E | today. In general, ‘too man& police departments appear un-
| | willing to abandon outmoded concepts to work in close collab-

oration with community agencies (especially social service
agencies)g or to encourage persomnel to show initlative or
off'er suggestions. This prevailing attitude must change if
the police are to meet the changing conditions of pollce

service" (See Tagk Force Report, The Police, 1967: 48,

The President!'s Commission on Law-hnforcoment and Crim-

inal Justice in their review of the fragmentation and over-
speciallization of urbun police bureaucracies emphasized that
"Police Departments should commence experimentation with a
policing concept that envigions those with patrol and investi-
gative duties combined under a unified command with flexlble
;‘.f‘ ~asgsignments to deal with the crime problems in a defined
sector" (Bee Task Force Report, The Police, 1967: 53).
They described this change ag "Team Policing" and pérceived
that 1t would improve the quality of police personnel and
police Field work (See Task Force Report, The Police, 1967:
53). The Commigsion also recommends that the police become
more involved with the communily and with the providing of
community services (Jee Task Force Report, The Police, 1967:
162).
These recommendations embody the:realization that the
. ingbitution of policing must change if it 1s to meet the needs
| of both the persons it employs and the persons who are:the

recipients of its services. The recommendations involve both
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the need ‘to bring about organizational change for the pur-

pose of enriching the role of the police officer and for

- the purpose of providing a resronsive service relevant to

 the needs of the population.

The recommendations suggest that the needed changes are
comprehensive in nature. They involve the adoption of a
broader "order maintenancé“ role for the policé; the decen-
tralization of the police organizational structure and the
establishment of neighborhood oriented police service units.
Additionally these changes require the reorientation of the
police reward System, the re-focusing of police training
programs and the development of police services based upon
an analysis of community needs.

The comprehensive nature of change needed in policing
when viewed in the context of the current status of the po-
lice role5 organizational structure and police relationships
with the community indicates that the ability of the police

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

~Police in a Democratic Society, has written: '"To identifly

.a reasonable proposal for innovation is one things; to imple-

ment it is quite another. ILike most bureaucracies, police
organizations are largely composed of members who prefer
to maintain familiar habits of thought and practice in the
face of demands for change. In fact, the police in the
United States may be more resistant to innovation than most
other 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 from the broader public!" (Doig, 1968: 3963 also
see Bennig, 19663 Wilson, 1968).
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CHAPTER THREN

ORGANIZATTONAL CHANGE
| In light of the highly traditiona15 rigid organiza-
tional sbtructure of the police bureaucracy, the bringing
0 |  about of organizational change entials the development of
| a complex process of problem identification and solution
development. This comprchensive change process has not
been fully explorced nor has it come easily to the police
f‘u SR  " in the past (Bee National Advisory Commission, Criminal

- Justice System, 1973: 207-214%).

THI, PROCESS OF ORGANIZATIONAL CHANGE

The literature suggests that innovation and change
-are a highly complex process consisting of concepts, sys-
" 5  » © tems and skills. The process of change is viewed as a
‘philosophy, science or administrative strategy designed to
identify, develop, moblilizé, and coordinate, in a compre-
hensive mannef5 a variety of organizational resources and
components, social forces, and community services (Bee
. LaPierre, 1965: 107 and National Advisory Commission,
Criminal Justice Bysbem, 1973: 207).

Viewed as a process, change requires the meshing of
sccial, operational, organizational), and technical structures
within the agency. It requires a fraéturing of some change

‘;~‘r051stant traditions within a continuing process of problem
assessment, solution development, and implementation (See
. -/ National Advisory Commission, Criminal Justice System,

1973:  207).
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In addition, the literature indicates that "innovatlionsg
in organizationg are often very crude to begln with and

must go through a longer period of development and refine-

ment . . . Iew innovations are perfected at thelr inception;

most, sometimes even the simplist of new mechanical devices,
must go through a more or less prolonged period of develop-
ment before they become established elements in the soclal
system. During this development the innovation ig refired,
and ordinarily increased; and often the developed innovation
bears little structural resemblance to bthe original" (Sece

LaPierre, 1965: 109-110).

PLANNED CIHANGI

Planned change, Bennis, Benne & Chin write, '"can be
viewed as o linkage belween theory and practice and between
knowledge and action" (1965: 65). The methods used in
plamned change serve to convert the lknowledge of relevant
variables into strategic instrumentation and program.

"Planned change is a method which employs social tech-
nology to solve the problems of soclety. The method encom-
passes the application of systematic and appropriate know-
ledge bo human affairs for the purpose of creating intellil-

gent action and choices" (Bennis, 1966: 81).

STRATEGIIS 01" CITANGH

‘Three basic strategies of change exist within the .

parameters of planned change. They offer a more technical

approach to change and to a degree acknowledge the role of

3y
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the social sciences in the development and implementation.

oy

of change. The three strategies display an evolutionary

shift from the traditional. ideological view of the change
process to one in which the behavioral scientist is involved
in "how to plan particular changes In particular settings
and situations" (Jee Bermis, Bemne & Chin, 1961: 238-32).

An clement common to all of the following strategies !
is the congeious ulilization and application of knowledge, |
Knowledge is viewed as an instrument or tool utilized in ?
the modification of patterns and institutions of practice

(See Bennis, Benne & Chin, 1961: 33).

The empirical-rational strotepy 1s based upon the
fundamental assumption that men are rational and that they
will follow their rational self-interest once it has heen
revealed to them. It assumes that man is guided by reason
and that he will adopt a proposed change i1f it has been or
can be rationally justified.

Lducation ig viewed as the primary means for dissemin-
abting the knowledge upon which the rational judgment is

based. The dissemination of Iknowledge through the process

]
§
i

é of education ig viewed as a key factor in reducing the

i :

; limiting aflfects ol ignornorance and superstitution and in
) - creating an environment receptive to ‘change.

- Acknowledging the intelligence and rationalibty of man,
§ ’ proponents of the Normative-Re-educative Strategy believe

that change will be brought about by and occur through a

: re-orientation of values, attitudes, human patterns and
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“relationships. The normative re-educative strategies do not

rest upon a change in knowlédge or intellectual rational.
They suggest that change will occur only when the persons
involved in the change are made to change their normativa
orientations to old patterns and develop a commltment to

new ones (Sec Bennis, Benne & Chin, 1961: 34%-35),

The third is labeled the Power Coercive Approach to

Change; This approach identifies power as the key factor
in the development of change. Change 1s accepted by those
holding a lesser degree of power in relation to the plans,
directives and leadership of those possessing a greater
degree of power. Compliance with the goals of change i1s
achieved due to the influence and power of the leader of
the group or organization (See Bennis, Benne & Chin, 1961:

b2-

NEED FOR A THEORY OI" CHANGING

The strategies of organizational change fail to provide
a clear concise plan for changing. "A deliciency in the
existing theories of social change in the various disciplines
of social science ig that they tend to be weak in describing
and explaining the variables of the system which are subject
to manipulation through intervention" (See Peter, 1966: 292).

"The theories are silent on matters pertaining to
directing and implementing change. They are theries sultable
only for 6bservers of socilal changé; not for participaﬁts in

or practitioners of social change. They are theories of

ﬁﬁs‘:ﬁ



" change and not theories of changing! (See Bennig, 1966:

199).

ELEMENTS OF THE CHANGH DPROCESS

Although the strategics of change fail to provide a

" concise plan which will guide the implementation of change,

thqyidentify a number ofiimportant elements which serve as

a basic framework for the change process. The change
atrategies suggest that organizational tlexibility and con-
tinuing involvement are the important elements of a changing

procesgs, Flexibility facilitates the collection of inputs

from varying parties ond interest groups either directly

included in or effected by the change process. This flexi-

bility and continuing involvement allows for the assimilation

cof intervening variables as they arise (See Igleburger,

Angell and Pence, 1973: 76-114).

The' desired degree of organizational tflexibility is
achieved by opening the organization and allowing for parti-
cipation in the planning and implementation phases of the
change process., This opening process neceggitates the con-

tinued communication ol program goals and objectives, the

wnfreezing of traditional values and perceptions and the

‘acceptance of feedback by those persons directing the change.

Specific elements of the change process include:
(1) "The recognition of nced.
(2) The assessment of specific problems.

(3) The communication of Tindings and the analysis
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(%) The development of holutions ard the communica-
tion of concepts.
(5) The analysle of alternatives.
(6) The implementation of program concepts,
. (V) The evaluation of program concepts.
(8) The continued development of albernatives and the
making of program adjustments (Geo Ieleburger,

Angell and Pense, 19735 bvan & Black, 1967).

THE IMPLEMBNTATION OF CHANGH

The specirlce steps of the change process serve as a
basic model tor change with the implementotion of the change
being realized at step six. However, the lileratnre reveals
that the actual process of implementation Ls the most critical
phase of the change process. IL 1s a transitional phase in
which plans ond concepts are trawsformed Inbo factual reality
and intermeshed with existing organizational and environmental
factors.

Although no exaect formuln has been developed which directs
the implementabion of organizational change, the literature
supgests that the following facltors are of critical importance:

(1) The recipients of the change and the persous

who will expericnce actual involvement in the
change process must have a grcecater understanding
of the change and its consequences as possible.

(2) The reciplents of the change and the personnel
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* who will experience actual involvement in the
. - change processd mus 't have a greabor influencoe
in determining the naturce of the change and
in dirccting the implementation of the change
as 1ls possible,

(3) fThe change effort should be percolved by the
pursonys involved ags belng self-motivated and
voluntary.

(%)  The change program must contain cmotlonal
well ag cognilive value for the persons effected
by and taking part in the change (Bennis, Benne
& Chin, 1965: 977-98; Peter, 1906: 311).

. A DESCRIPTIVE RWVIEW OF PHE CHANGE VROCHSS TPLLICED BY TUE
° ALBANY FOLICE DEPARTMENT
. o The literature, focusing on social and organizatlonal

o | - change, identifies a number of Factors which pulde the planning
‘ and implementation phases ol the change process. Ag indica-
ted however, a theory or plan for change is not avallable.
. The lliteraturc suggests that cach organization adopt a unidque
‘plan for change consistent with the orvgunizational and envir-
onmental conditions which encompass the organirotion.
In light of this suggestion, the Albany Police Depariment
doveloped a plan for change. It is based on the utilization
of a participative planning techniqgue and the opening of the

department for incvreased organizational Llexibility.

Yoy R 31 Y
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PARTICIPATIVE PLTLANNING

The planning phase of the change process focused on the
Ldentification of specific problems facing the department
and the degired goals of the department. It was character-
izod by the actlve participation of both communlity residents
and departmental members,

The involvement of communiby residents served to sensi-
tize the police Lo the needs and life styles of the communiby
and provided an initial constructive onvironment in which
the police and the residents could meet and work btogether
on a first name basig. Conversely the commnityte involve-
ment enabled the residents to attain a olesrer view of the
role off the police, the coacerns of the department and the
operational procedures and Llimitations of the department.
This participation was also ingtrumental in the development
of a social and organizationd enviromment which was receptive

to the future changes.

TACK FORCHE APPROACIHL TO PTANNING

Since it wag impossible to inciude every officer in the
plaming process, a task force approach was utilized. Repre-
senting both administrative and operatiénul personnel, the
tagk force was characterized by flexible, open minded per-
sonnel who commanded a comprehensive %VGrViGW’Of the depart-
ment and the problems laced by the department. Utilization
of the task force approach enabled the department to benefit

from a wide variety ol backgrounds and viewpoints (Jee Bloch
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. ~and fSpecht, 1973: 105).
| The dissemination of ihformution regarding the nature
of the planned change was viewed at o most important fune-
tion of the Lask force. This procesy kept all departmental
personnel informed of the work ol the bask force and Paclli-
tated thelr commenting on the dircection of the change process.
The dissemination of informabion and the cncouragement
Leedback also helped to eliminate Lie comwon percepbion of
an impending change ayg belur a threat to an dndividuwalts
status, job security, authority, responcibllity or working
relationships.  In addition, this approach would helghten
the sell esteem of many oftficers in that they aclively btook
part in and recelved the soticfoction ol creating o new
organizational structire and opcrational proccdure which
. would possibly charactorlze policing in the fubure (See
Katz & Kahn, 1960: L02),
Resulis achieved by ubtilizing the participative, task
force approach to planning inceluded:
(1) The unfreesing ol fixed atbitudes, stereolypes
and culbural beliefs held by either line or
non line pergonnel of the department.
(2) 'The incrensing ol linc ofticers confidence in
the intenbions and objectives of the deparimental
adminiabration.
(3) ‘The broadening and further development of both

line and non Line starl capabilities.




AT
\

B g

PR

il AR T I 3T 1 & B A > . TR N R - L RN M"‘"f i1y ey
RUSS S S e Pt LA cE e A e A e e ) wus ‘xu!«..j.u COARA R OGS Dl LA \‘%
f ’ “.)] Iy
YLy
s

FOCUS_OF THM PLANNING }RH(EHS

The efforty of thoe departmental community planning task
force lod to Cthe ldentification of a number of speecific
problems offecting the police and the commumity. Similar
to the basic voclologleal issues discussed in Chapter Two,
the problems appeared Lo originate into blighted ghetto
arcas commonly kunown as the South Endl and Avbor MiLl. Speci-
fic problems identificd by the tusk foree ineluded:

(L) A rapidly ricing increase in street crinme.

() The Iack of efrecldveness on the part ot the

department Lo effectively deal with the myriad
of order malntenance and public service probloems
encountbered on a daily bozis in these commuwnities.

(3) The detrimental effects of a low morale among the

officers assigned to patrol the blighted areas.

() The ambigulty whieh vervaded the department re-
garding the responasibllities of the police in
the areas.

(%) The negative and at times hosbile attitude of
South Fnd and Arbor Hill rosidents toward the
police,

(6) The lack of cooperation bebtween the police and
the residents ol the arcas.

() "The limibed knowledse of L‘w police regarding
the nature of the soclal problems afflicting the
arcos and the potential impact of such problems

ornt police opurations (Eew FProposal for fouth lnd

e
1?'2&?'1
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Neighborhood Police Unit, 1971; Proposal for

Arbor Hill Neighborhood Police Unit, 1972.)
The analysis of problems entailed the review of a wide
varlety of data including daily activity reports, incident
reports, arrest records, and community relations reports,
census tract data and social service reports. In addition,
the subjective views ol departmental stafl, cocial service
agenciles, community leaders and area residents were reviewed

and taken into consideration.

PROGRAM GOALD

Upon completing their analysis of the problems facing
the department, the lask force Locused its efforts on the
identification of departmental goals which would lead to the
development of effective solutions, The process of identify-
- ing the goals led the task force to the rudimentary concepts
of decentralization, team policing and order maintenance.
Broadly stated the gosls focused on:

(1) The reducing of crime in the target area.

- (2) The fostering of an improved image ol the
police within the community.

(3) The development of a rapport with the community

based on mutual trust, cooperation and reaspect.

(%) The providing of expanded order maintenance

oriented police sgervices in %he community.

In specific, the behavioral moditicabions sought in the

program focused on the:
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% (1) Changing of the attitudes of the police toward

l :

% . the community.

% (2) Changing of the attitudes of the community

% toward the police,

% (3) Changing of the atbitudes and behavioral

@

§ patterns of the individual policeman toward

g his role in the community (Lee Proposal for

i South Fnd Neighborhood Police Unit, 1971: 22-25).

f The analysis ol the problems and goals of the department

a

% led the task force to the concept of Nelghborhood Policing.

? Imbodying the decentralizabion of command, the adoption of

? the order maintenance police role and the tailoring of police

; services to fit the specific needs of the community.

g ‘

i ) Neighborhood policing appeared Lo be a viable solution to E

g . the numerous problems confronting the Albany Police and the

E residents of the South End and Arbor Hill.

3 Purther development of the concept of Nelghborhood

: \

Policing took place during an extended phase of the planning

process, Territorial boundaries for the unit and staffing

T

PRSFIVY S

patterns werc determined. In alddition, inbradepartmental

working relationships and rudimentary operational procedures

were analyzed an? discussed,

RIS AEgRE ¥ 3 Y 2

f Upon completion of thisg procecg of "[fleshing out" the
concept, the task force dirccted ils efforts toward the
mapping out of an implementation strategy. Implementation

was viewed ag the most critical phase of the ongoing change

process. 1t was viewed as the phase in which the myriad
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~ of plans developed during the earlier phases of the planning

process would be transformed into factual reality and
intermeshed within the existing organizational structure

and operational procedures of the deparbtment.

THE IMPLEMBENTATION PROCISS

Basically the implementaticn process can be divided
into three steps. The process beginsg with the recruitment
of persomnel, and then proceeds into the development of a
training program and the preparation of unit standord opera-

tional procedures.,

RECRUTTMENT

Pursuant to the complete disgsemination of planning in-
formation, members ol the department were requested to volun-
teer 1if they were interested in serving in the NPUs. All
departmental persommel were viewed as being eligible with
minimal rewards regarding liberalized vacation and off duty
gchedules being offered to those who volunteered.

All officers voluntecring to serve in the units were
krequested to submit a personal resume., FEach resume was re-
viewed by a task force consisting of administrative, planning
and operational personnel. The voluntcers were then orally
gscreened regarding their previous police experience, level
ol education, ablility to work in an unstructured sebting.

In addition, their previous interaction with community resi-
dents was reviewed in an effort to screen oul those officers

who wore unable to develop a basic rapport with the community
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(Bee South Ind Weighborhood Police Unit Proposal, 1970,

the Arbor Hill Neighborhood Police Unit Proposal, 1972).

TRAINING

Once the VOlunﬁeeﬁs had been screened and selected,
~ the second step of the lmplementation phase was Llnitiated.

The second step co sistéd‘of a 160 houwr lraining program
designed to acquaint the volunteers with their new wunit
and the community it would serve.

‘Objective and subjective data vollecbed during the
planning phase regarding the social problems of the area
was presented to the officers. Opecific attention was fo-
cused upon the traditional role of the police in the commun-
ity in comparison to the objechives and operational procedures
~of Neighborhood Policing.

The involvement of community residents in the tréining
program helped to clarify differing views and values and
served to introduce the members of the unit to the community.
Four 2-day sessions during the training were devoted to the
discussion ol the moslbt pertinent arcas of community concern,
namely; drug abuse, poverty, juvenile delinquency, und‘race
relations. University professors reviewed the toples with
the unit members and served as moderators during panel dis-
“cusgalong dunvolving community r&sident$,

Additionally, the training progrom was designed to
familiariée unit olficere with the resources available through

the numerous governmental and private socinl service agencles
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serving the residents of the target area. Represenﬁativés
of the alcohol detoxification clinic, family court, proba-
tion department, neighborhood youth corps, urban league,

health department, legal old society, department of social
services, and counby youth bureau explained the nature and
scope of services provided by thelr respective agencies.

Orficery from the New York State Police Academy and Agents

from the Federal Burcau of Investigation lecbured on innova-

tive police methods and police-communiby relations (See

McArdle and Betjemann, 1972: 9-10),

UNIQUIS OPBERATTONAT, PROCEDURID

At the close of the 160 hour training session, officers
assigned to the unit began the task of preparing their stan-
dard operational procedures manual. The manual described in
detall the role oi the neighborhood officer, the operational
policies and procodures of the unit,

The participation of the officers in the development of
this manual proved Lo be a most succesaful means of allowing
the officers to describe and implement dally operational pro-~
cedures and policisg pursuunt to their perception of community
needs. In addition, it enhanced thelr individual commitment
Lo the change and provided them with a new oublook regarding
wnit operations

The final step of the implementation process consisted
of the ilssulng of ndminigtrative direcbtives by the Chief.
These dircetives inlricated the implementation of' digpatceh-

ing, arrest and rcecordkecping procedures for the wnit within

TR S-S
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the existing departmental systems. In view of the fact
that there was widespread participation during the planning
phase, these administrative orders were executed in an
orderly and smooth fashion.

The implementation of' the Neighborhood Units proceeded
in a smooth and orderly fashion. However, several basic‘

A igeues arose during the implementation process. These

R i

! issues focused on the validity of lhe degrec of risk asso-
,% ciated with the change.

i

{ VALIDITY OF THI CONCEPT

i "The change must he perceived as being valid by those

z involved in the process!', (See Idley, 1973: W8)., Proving
H

; . the validity of the neighborhood concept was a major obsbtacle
% . during the implementation phase in view of the fact that the
el

% concept had not been proven successful Ln any other city.

% In addition, statistical data was nol avallable which proved
% that neighborhood policing was a valid approach to the crime

control, order maintenance and community relations problems
being experienced by the department,
In view of the lack of proof regarding the validity

of Neighborhood Policing, the concept was presented to the

(I department as an experiment. If the experiment failed to

f achieve the stalted goals, it was agréed that the concept

4 would be modified with the implementation of other alterna-
j tives.,

This experimental status served Lo case the anxiety

oo, it
kd
-
-~
-
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of departmental personnel. They adopted a walt and see
attitude with the realization that initial results would
not be available until the conclusion of “the first opera-

tional year.

DEGREE OF RIGK

The minimization oi the degree of rigsk agsociated with
the change enhances Lhe implementation process (See Igle-
burger, Angell and Pense, 1973: 85-92). 1In view of the
fact that the.concept of Neighborhood Policing inevitably
involves personal and organiszational risks, all issues were
addressed openly and honestly within the department. Efforte
were made to assure those officers volunteering to serve in
the neighborhood units that the concept would not pose a
threat to the fundamental facets of their occupational cul-
ture including their promotional opportunities, working
conditions and authority to perform within the prescribed
police role.

These assurances proved to be a most important factor
in securing the commitment of the men to the concept. They
showed the men, that although Neighborhood Policing was a
comprehensive change, it could be implemented within an
existing context which they were familiar with.

Since problems which impeded the implementation of the

concept were openly addressed by the planning and administra-

tive personnel of the department. These factors included

the traditional orientation of the police subculture, the

effects of unfounded rumors and the views of middle manage-
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ment personnel., In retrospect the potential impact of these J
factors outwelghed thelr actual effect.

The proliferaltion of conflicting rumors which circula-
ted throughout the department proved to be a constant source
of irritation during the planning and implementation phases
of the program. The rumors spread doubt among the personnel
of the department as Lo the goals of the project and the
operational procedures of the units. Directly alfecting
the commitment of individual officers to the concept,
administrative and operational pcersonnel reacted to the
rumors by further opening the lines of communications and
avenues of participation within the departmont.

The rumors were clearly assoclated with minor disagree-
ments regarding the objectives and operational procedures
of the neighborhood program. In light ot the fact that the
program was open to the participation of all departmental
personnel and had the support of the Chiel and the Mayor,
operational and planning officers were able to errect com-
promises in many areas. Thesge areas included the staffing
of duty tours and the uniforming of personnel.

The minor issues which arose regarding the deployment
and uniforming of personnel appeared to be related to the
occupational subculture‘which pervades policing. 1ts intol-
erance for change nnd deviation from %radition, caused many
to view it as a potential impcdiment to change. llowever,
the informal organization of the gubculturc was recognized

. and brought into the change process from the start. This
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inclusion of the subculturg served to mindmize its affect.
In addition, the impact of the subeculture was minimized hy
the recrultment of new persomnel and the transfer of veteran
officers to other operational areas of the department (Sce
Igleburger, Angell and Penge, 1973: 82-85),

Middle management officoers within the department who
perceived the change us a threat to their authority or status
were also viewoed-ag u potential Impediment to lmplementation.
Ef'Torts were made during the planning phase to show middle
management officers that implementation of Nelghborhood Polic~
ing would relieve theom of’ many burdengome problems and not
overly impinge on their authority.

However, since Nelghborhood Folicing is a form of decen-
tralization and doeg give an increasged amount of Jdeciasion-~
making power to lower level personnel, it was decided that
NPU commanders would have direet access to the Chief''s Office.
In effect, this decision enlarged the Chief's direet span of
control and greatly diminished the potential impact of middle
management officers on the progrum (See Sherman, Milton and

Kelley, 1973: 91).

SUMMARY

The literature periaining Lo the strategies of planned
organizational change and the process of change, identiflies
a number of generalized factors on which change is based.
In the main, thene factors locur on the planning and imple-

mentntion phases ot the change procesg.
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The literature fails however to identify a formula

lj | for change which can he ubtilized by an organization. It
suggests that cach organization must'devclop its own
strategy based on analysis of the numerous environmental
and organizational factors which exict at the time. Such
factors include the flexibility of the organiszational
structure, the commitment Lo change displayed by the
organization and the desired planning avproach to he
utilized by the organization.

In light ol thece suggestions, the Albany Police De-

partment developed a stratepgy for change. 'The strategy

ek e bR

facilitated the development of the Neighborhood Police

A Concept described in the next Chapter.
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CHAPTER FOUR

The planning task force's analysic of the soclal and
rganizational problems confronting the Albany Police De-
partment led to the development ol a wnique team policing
model entitled Nelghborhood Policing. Development of the

model entalled the relocusing ol the role of the police

and the expansion of police-conmunity relations activities.

él In addition, adoptlon of the model necesslinted that the

? department alter its traditional organiszational structure

i and maks concomitant changes in its orerational procedur

3‘ ‘ The Albany Helghborhood Policing model embodies and

; , ' yet departs Lrom the basic traditions of law enforcement.

; ' It serves to cast Lthe police in n new and expanded role

1 ~dinvolving order maintenance and community service functionsg
? ' while readopting the decentralized commwnlity oriented po-
g lice deployment practices wbilized when the department

%, operated out of n number of precinets. In addition, the

model embodies the projection of a2 new image by the police
and the developmont ol expanded interworking relationships
betweoen the pollice and a wide variety of soelal service
ageneies (See Bloch and Specht, 1973).

In Llight of these changes, neighborhood officers ex-

i changed their btraditional blne unitforms for distinctively
colored blazers and shiited their operatioual base from the
traditional, fortresslike centralized headquarbters Lo a

: neighborhood gtorerfront oftice. 1n addition, the oftficers

also began to work with and closely coordinate their efforts
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with the activitics of o number of social agencles, commul -

: ‘ ty groups and communlty Leaders

A NIW _APPROACIH 1O CRIMNM PREVENTLON

The foundatlon of the Albany Nelghborhood Policing model
rests on several baslc concepts. The primary concept con-
cerns the policemant's understonding of his role in the
community. Iraditionally, the police have viewed their role
as Focusing on the prevention and conbrol of crime. They
have viewed thesce dublies ag the exclusive function and
regponsibility of the criminal justice system and have
| attempted to minimize Lheir interaction with {ihe public re-

garding the myrind of other sovinl problems which affect
society.

The officers assigned to the Neighborhood Unite have
adopted the philosophy thabt crime i1g closely interwoven with
the other socinl problems which eff'ect sociely. These so-
cial problems which inciude poverty, racial friction and
urban blight are viewed as soclal facbors which contribute
to crime,

The adopbion of this philosophy nececsitale that the
police change their vicws regarding the role of the police
in relation to the role of other soclal servies agencies
Rather than viewinge crime as a unlgne social problem, the
officers assigned to the Neighborhood Units acknowledged the
interrelationship of crime with other social problems and
initiated ef'torts Lo closely coordinate thelr work with the

acbivities of other socinl cerviee agenclcer (See MeArdle

: tL‘;“n [E v ¥ s




S b ki LT . 1. o,

- e e e S,

féhmﬁa &J—%y‘if& al"&i;)‘ i w.‘swm‘ ’m}n&lh& Kﬁd.fi .ﬁhizt ’ﬂiﬁ‘&’i:ulm;m.tm e t . c‘ﬁ"%ﬁ%u La‘.";( L!u i y: ‘x.g % s\‘.."»,l:: i Mﬂ! k.u»'f: ‘1 J)X.:'-.ij}« '\‘W

» ~

‘ -8

and Betjemann, 1972: 1l1),

The fostoring of expanded working relationships with
goclal scrvice agencies and the coordinallon of efforts
will permit the police to focus many ol their offorts on
the prevention and control of crime. lowever, they now
attempt to prevent crimw‘by working with obther social
agenclies Iin the development of community programs designed
to lesgen the dimpact of those socvial problems which are

viewed ag the rool causes of crime.

IMPROVED POTICH-COMMUNTITY RELATIONS

The expansion ol the role of the police and the develop-
ment of clowe working relationships with commwnity and so-
c¢ial service agencles have permitted the neighborhood of'fi-
cers bo indtiate many new and varied contacts with the
public. The expandoed role permits the off'icer to interact
with the public in a construetive manner.

These interactions have a positive connotation and help
to dispell the negabive crime control, arrost oriented image
which envlops the police in the ghetto. Thelr support of
and participabion in a varlety of community service programs
has reduced the Impersonal suppressive image of the police
and facilitated the development of an improved rapport with

the residents of the aren,

CONGUMER_ORTFNTEID IRV ¢l

Concomibant with thewr el'torts to expand their role in

the communiby and revitalize the image of the police, the
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Nedighborhood Units have adoptud operational procequrces which
permit them to focus on ﬁuu’uniquu needs of the aves, The
traditional scope of the police role ant Cthe uniform de-
ployment of police regources throughoub the clbty did not
permit the police to eftfectively meel the diverse nceds or
demands of variouws population sepments,

Facilitated by increased orpanizationnl flexibility
and eft'ective lines of commundentions with the commnlty,
the Neighborhood Unibs have adjusbed the scope ol {helr
services in relation Lo the needs ot the regldonts.

Unit oftticers tound themselves involved in a myriad
of functions ranging ffrom the sponsoring ot recreatlon pro-
grams for juvenile: bo the operation of o weekly clothing
drive for the necdy. ‘The units have become an intepral
E component of the community serving in an advocate role at

times and Tending Jdirecet aseisbance when possible.

ORGANTAATTOWAT, CHATIGE

The cxpanded nolico role and revistlisation image weve
facilitated -arl cupported by veveral Jdictinetive organisza-
tional changes, The ricid organisablonal structure and

Al

hierarehial Jdeclsionmaliinge rrocess of the department was
decentralized with the ogtablishment ol the two geographilcally
oriented, antonomons Nelghborhood Mnits. In addition, the
traditional pattern of dvploying police resources was changad
with the adoption of th concepls ot torritordality and

geographical shability.
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In the past, the rigid semi-militaristic structure of
the police department has béen impervious to the unique
needs of varying neighborhoods and population segments re-
siding within the city. The bureaucratic decisionmaking
process and standardized deployment patterns did not per-
mit the individual officer to become familiar with the
problems of varying populabion segments nor to adjust the
scope of his rusponses to it these needs. In addition,

the officers were rotated through the varying patrol
sectors on a periodic basis and never became totally
fomiliar with the soclal differences which characterize the
various residential neighborhoods.

Thus from an organizational perspective, the develop-

o ment of the Neighborhood Folice Unitg embodied the following

. modifications:
| (1) The decentralizabtion of the traditional bureau-
eratic police organizational sbruzture.
(2) The implementation of two autonomous geographically
oriented neighborhood units.
(3) The gtabilization of personnel deployment
patterns.

(4) 'The adoption of a participative munagement

team concept.
(5) 'The removal of the units from the organizational
S chain of command and the redistribution of de-~

cisionmalking authority.
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OPERATIONAL CHANGES

The previously cited organizalional changes created

an organizational cnvironment which facilitated the imple-
mentation of additional changes of an operational nature,

which directly effect the functioning of the individual

officer on the street. Opecilically, they included:

(1) 'The adoption of a gencralist role which greatly
enlarged and enhanced the variety of activities
engaged in by the individual polJ re officer in
the community.

(2) The establishment of a referral system between
the police and other social service agencies,
which permitted the officers to successfully
utilize a variceby of social resources when
they were called upon to provide a service
not avaiiable through the police unit.

(3) The establishment of a community advisory
committee designed to maximize police-citizen
interactior,

(&) The utilization of an informal storefront
office designed to increase police-citizen
contacts.

(5) The adoption of the blazer style uniform de-
signed to reduce the effects ol the traditional

police imagec.

SUMMARY

The implementation of the neighborhood concept by the
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Albany Police Department resulted in the development of
two geographically oriented autonomous nelghborhood units.
"The creation of these units was Facilitated by the decen-
| tralization of {he department's organizational structure
i . and the implementation of new operational procedures.
These changes facillitated police-citizen interaction and

permitted the officers asslgned to the neighborhood wnits

to adjust the scope of thelr services in r(1utLon to the

needs of the public.
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CHAPTER IMVE

IMPACT OF THM PROGRAM

In light of the comprehensive changes necessitated

BRI A R Sy S R
.

by the implementation of the Neighborhood Policing Con-

% cept, Departmental Administrators viecwed evaluation as

L . being a most important component of the Neighborhood Pro-

? grams. It was anbtleipated that the evaluations would pro-

; vide valuable feedback regarding the direction of change,

g the effectiveness of change and the impact of the change.

i Three separate evaluative studies were utilized to

? assess the impact and effectivensss of the Neighborhood

% Units. In the main, they focused on the nature of the

é‘ change in the role of the police, the organizational struc-

% ture of the police and police-community relations

gk ' From the perspective of police-community relations,

é the evaluative gstudies monitored changes in:

i

{ (1) The perception of area residents regarding the
role of the police in the community.

‘ (2) The percuption of area residents regarding

%b ‘ ' the effectiveness of the police in the

community.

) » (3) The perception of area residents regarding
| the honesty, competency and degree of pro-
fegsionalism displayed by the police.
(4+) The residents perception of police fairness.
. (5) The willingness of residents to confer with

. the police,
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1 ?i ' (6) The general abbtitudes of {the police toward

% ‘ area residents iﬂoluding the police officerts
| perception of community attitudes toward the

? | police and his perception of the nature of

1 law enforcement services desired by the

’i residents

ﬁ - (7) The offlicer's perception of the police mission

j = and function in relation to the needs of {he

} communi by .

: (8) The police officer's percepltion cf police

effectivenens in the target area,

(9) The police officer's perception of resident

g , - attitudes toward the police.

%  ? ~ 'T - " Chenges in the role of the police were analyzed by re-

Lo .

§“.  : - viewlng the nature and frequency of the calls for service,

i .

v ~recelved by the NI'U in comparison to the traditional police,
; Specifically, the evaluators focused on: |

(L) Changes in the frequency and nature of’ non
eriminal calls for service received by the
NPU in comparison to the traditional police.

(2) Changes in the frequency and nature of crime
related calls for service received by the NPU
in comparison to the traditional police.

(3) Changes in the nature and frequency of arrests
made by NPU Officers in comparison to the
traditional police.

) Participant observation technidques were utilized in
‘
»,w E L e i T g e e
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evaluating the impact of the organizational and operational
changes embodled in the Nedghborhood Police Concept. Speci-
fic attention was directed toward ascertaining the:

(1) Actual differcnces in the level of service
provided by the NPU in relation to the more
traditionsal approach in terms of police per-
formance ol basic protective, public service
and preventive functlons.

(2) Impact of the unique techniques of the neighbor-
hood unit inclwiing the effects of the goeneralist
approach, decentralization, territoriality,
unity of commund and lower level declsionmalking.

(3) Bffect that assignment to the NFU has had on
officers in relation to thelr perception of the
migssion of the police and their reaction to the
differing management philosophy and leadership
style adopted by NPU Supervisors,

() Level of cooprration egtablished between the NPU
and the traditional line and non line functions
of the department (LDee Cresap, McCormack and

Paget, 1974%: I, 1-2).

LIMITATION OF THE FVALUATION COMPONENT

The evaluation component of the Neighborhood Police
Program was limited in scope due to a variety of problens.

In the main, these problems centered around limited finan-

~cial support and the limited amount of valid statistical

data available Lo the consultants.
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Specifically the evaluation component wag besel by
the problem of inadequate informatlon; a problem which
often cffects many law enforcement studies. Differing
j - policies and procedures regarding the reporting, classi-

; : fication and clearance of criminal cases and the limited

collection of dabta regording police activities of a non

; eriminal nature severely impeded the comparison of work-

! load data botween the Neighborhood Units and the previously
1

ﬁ deployed police personnel (See Cresap, MeCormack and

Paget, 197%: I-1),

PREIY S 30

IMgcal constraints of the program forced the evalua~

tors to Iimit the scope of the study and focus primarily

SR s g ol

! on the organization and operation of the NPT ag a functional
i unit of the department. The study did not attempt to

3 ; v ' analyze the organization and management of the department

} as a whole, but reviewed other elements of the department

and the community only to the extent necegsary to determine

P X T T T

their relationship with and influence on the results of the

neighborhood program. |

? I. TWVALUATION RESUTTS REGARDING POLICLH AND CITIZEN ATTITUDES
; ‘ AND POLLICH-COMMUNITY RETATEOND

The evaluative study focusing on the South End showed
that the attitudes of the residents toward the police had
improved since the inception of the Neighborhood Unit. A
comparison of responses received in the three surveys con-
ducted during the Lirst operalional year of the Weighbor-

. hood Program, showed that the residents expressed as favor-

B O W
' e EAJN 1
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able or more favorable attitudes loward the police in the
second and third surveys tﬁan in the first (Sec Candeub,
Ilelssig, 1972: 19).

Responses received on the survey questionnaire showed
that the attitudes of the residents regarding the falrness
and effectiveness of the police had improved. These more
favorable responses were exemplilied by the fact that 56
percent of the residents participating in the third survey
felt the police were doing a good job of providing pro-
tective rervices in the community. This tfigure represents
an increcace of 26 percent over the number of Pavorable
responses received in the first survey (dee Candeub,
Fleissig, 1972: 19-22).

S Similar results received in the Arbor Hill study support
the above findings. Arbor Hill regidents reported that they
were favorably impressed with the ability of the Neighbor-
hood Police to provide adequate protection in the community.
They were also favorably imprecssed by the dependability and
fairnegs displayed by the officers ol the Neighborhood Unit.
Additionally, the survey results showed that the area resi-
dentez perceived the Neighborhood Police to be more competent
and enthusiastic regurding their work in the community (See
Forer and Farrell, 1974: 50-56).

The Arbor Hill evaluation report notes that attitudinal

'
change was related to the quality of police protection re-
ceived by the respondents (See Forer and Farrell, 1974%: 50).

It appears that the residents displayed a more favorable
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attitude toward the NULghborhood Police because they per-

v g

ceived the police to be more effective in prevenling and

controlling crime.

RACTAT, DIFFERENCED

Both evaluation studles noted significant dirterences
in the responses of area residents when reviewed ccording
to the racc of the respondent. The rescarchers found that
both the white and black residents ot Arbor Hill lisplayed
a more favorable attitude toward the Nelghborhoo:d Police

than did the respondents .mldlng in a coutrol arva. They

noted, however, that white residents displayed a considerably

more favorable atbitude than blacks (Forer and Farrell, 1971
52).

The evaluation ol the Soulh End represents aimilar
results. Tt shows that both black and white residents div~
played a more favorable sttitude toward the Neighborhood
Police. MHowever, the significance of this attitudinal change
was tempered by the fact that white residents started off
with & more favorable attitude and continu:d to show a more
favorable attiitude btoward the police Lhan non-white residents

(Bee Candeub and Fleissig, 1973: 19).

AGH O RESPONDBNT

The age ol the respondent was also viewed as an lmpor-
tant variable in the analysis of community responses. The
analysis of the attitudes of the Pouth End recidents showed

that older residents held 2 more {avorable attituie toward

¥, ik
Vol wiady W RAMEALS



~the police Irom the start and continued Lo respond in an

increagingly favorable manner (Bee Candeub and Flelssig,
1973:  20).

Similar findings arce displayed in the Arbor Tiill
study. All age groups in the Arbor Hill area Jdicplayed a
more favorable attitude townrd the Nelghborhood Pollice thun

corresponding groups in the control arca but thal an in-

creasingly larger proportion of favorable responces were
received as the age of the respondent increased (fee Forer
and Farrcll, 197%: 5h).

BEFECT OF CRIMI RATE ON_TUR RECIDENTS ATTITUDE TOWARD THE
POLICH

The effect of the crime rate on a resident's attituwde
toward the police was measured only in the Arbor Hill study.
The resecarchers concluded that the crime rate affected the
opiniong of those recidents living in a control arca pa-
trolled by the regolar police while having little or no
effeet on the attitudes of the residents reciding in the
NPU area. They further concluded that in view of the rfact
that the crime rate war initlally higher in the NPU than
in the control aren, the residents ol the NFPU area were morce
satisfied with police performance (See lForer and Farrell,
197%:  58-59).

In conclusion, bobh research groyps found that resi-
dents recelving police services from a Neighborhood Unit
displayed a more Lavorable attitude toward the police than
residents reusiding in control areas. These results indicate

that the NPU's have had o significant and favorable lmpact
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regording the foustering ol Improved police~commmnity
relations (See Candeub and Mleisusig, 1973: 22).

The impact of Neighborhood Policing on police-
community relations was tempered to a degree by a linding
noted in the Arbor Hill study. The evaluators acknowledge
and confirm the attitudinal changes of the residents
toward the police. They nole, however, that there has
not been a significant change in the resorded behavior
of the residente toward the police,

In light of the financial and time Limitations of the

study, the evaluators were unable to determine the signdi-
ficance of this lack of behavioral change. They supgest
that it may be Lfortheoming following the ldentifiable

attitudinal changes.

Tl. TUE ROLE OF THH TOLICHE

An analysls of police incident reporic and arrest
records was conducted ln an effort to ascertain the nature
and degree of change regarding the role of the police in
the commmiby. 1t was anticipated that o comparison of
police blotler enbries would show that the Neighborhood
Police had become more involved with non~criminal calls
than the traditional police. It was anticipated that
blotter entries would also reflect major shifts in the
nature of the relationships between the police and the
community and types of activities engaged in by the police

in the community (8ce lForer and Farrell, 1970 22-04),




AT FOS ey s oy T T e R F iy (e LR N g N T . .t : :
g T R T e T LR e TR T e i 1 e e gty . ARV e, .
DI TP E A I A S PR S P SIE TER B AR UL R TR (LU T G MR ORI DR S SR P Fian e AR u.i.{nu«vj i ¥ - R ~§:a5“tds“"iﬁ3‘.‘5’éhﬂf:@

é1-

¢

The analysigs of the data showed that there had been
a reversal in the pablerne of interaction betweon the
communi bty and the police. Findings showed the total
number of' cally received by the Nelghborhood Police was
almost twice the number of calls recoived by the regular
police, and that while crime control related calls accoun-
ted for 0.5 percent of the workload of the regular police,
they now accounted for only 1%.3 percent of the fLotal
duties performed by Welghborhood Police, The analysls
indicates that the role of the pollce had ghifted from
ite previous focus on cerime-related fumcetlons bo commwltby
service and order malntenance matters,

The annlysis of the police blotbers aloo showed that
a measurable change dn b erime rate had occurraed since
the inception of the WP, Dhablistics showad that 37.1
percent fewer crimes of violence were reported to the NFU
than the regular police and that reported incidents of both

asgault and robbery had mavkedly deelined,

The overall etrfflcieney of the T wae measured in a
comparison ol avroest records and iunceldent reports. The
comparison indicates that in terms of relative percentages,
the NPU seems Lo perform with o good deal morce citiciency.
The regearch evaluations shows that arrests for assault in-
creased from HY percent Lo 89 percent, and from 2h percent
to 58 percent for robbery (Hee Forer and Farrell, 197%: 36).

The decline in the crime rate and the improved efficlenpy

of The Neighborhood Police is significant in viewing the

WYL
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reoriontation of the police toward the order maluntenance

and communl bty service spectrum of the police role. Man-
power resources tradltionally deployed in a erime supproession
manner were now allocoated to other nceds and functions
identificd in the cooperative working rolallonship devel-
oped bebween the wnits and the residents off Lhe aren,

In summary, the evaluators roport thab crime in the
target area had declined by morc Lhan half sinee the in-
cepliion of the Welghborhood it and that the oftficers
acsligned to the unit were now Pocusing bhelir attoention on
other community scrvice and order mainteuance aspects of
the police role. When viewed in conjunction with the re-
ports of atiitudinal change, these Cigures appear Lo in-
dicate that the NPUty have developed a rapport with the
community and are viewed by the community as an agency to
which they can look toward for a variety of services (Dee

Forer and Farrell, 19%%: 28).

DVALUATLON RISCITLT WOCTEVING O ORGANTSAT) OTAT, CHANG!

Ubilizabtion off the concepts of unity of command and
Tervitoriality appenr to have enhanced the ability of the
Albany Police Department to provide improved police services
to the residents of the target arca. In assuming responsi
bility tor providing the full range of police services with
the darget arca, the Nelghborhood Units have:

(1) Sueccessiully addressed the public protection

misedon off the police.
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(1) Fnoured the prov tlon of wnitorm nnd conglstent
stboandards of law enforvcemenl services fo commum-
Ity residenly in a manner and with o degree ol
visibillbty ovidently found satisfoactory by them.

(3) duccessfully gencrated o loyuliy to the area by
of'ficers asslgned to the unit as Indieated hy
frequent insltances in which the ofificers have
volunteored Lo work overtime without pay or
compensatory time of'f.

() Exbended bhe role of the police into the per-
formaney: of wide range of public gervice func-
tions as needed by the public (See Cresap,
MeCormack and Paget, 19 1V-h),

The evaluation team focusing on the organizational change
found that the vast majority of the ofitlcers who volunteored
for the Hueieghborhool Unit recognized the need for and en-
dorsed bthe asesumptlon off Lhe pulidic service police role.

The ovaluator: notod Lhat the orvicery saw the benefits of

.
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viewed (See rrasup, HeCormack and Pagebl, IV P. 1Y).

The evaluators Pound thal, from an operational por-
speeblive, the wit had developed o dedinitive and workable
onforcement ctratogy well-suited to the needs of the area.
They report that enforcement rosources were Focused on sub-
jeets and incidents which held highcst priority in the

arca and that a leager degree of emphasis hiad been placed
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on roubine traffic and parging enlorcement excepting where
the gafety of the community wag directly involved (See
Cresap, McCormack and Paget, IV P. 16-17).

Administratively, the redistribution of decisionmaking
authority and the unifying of command responsibility had
been successfully implemented. The evaluators found that
the unit supervisors had developed and utilized a balance
'of firm guidance with the extensive delegation of authority

(See Cresap, McCormack and Paget, IV P, 17).

The evaluators also report that the command personnel
of the unit showed o greater degree of latitude in selecting
the most appropriate enforcement methods sultable to the
immediate conditiong which prevailed in the fiell and that
this more informal and flexible style of leadership permitted
senior patrolmen to asgume management responsibilities when
the supervisors were off (fee Cresap, McCormack and Paget,
IV, P. 18). 1In addition, an atmosphere conducive to the
development of team work wos noted by the evaluation staff.
They observed that the majority of the oftficers engaged in
all unit activities and that this approacli permitted the
officers to gain a wide variety of experiences which fufther
~enhanced the team concept. J

The evaluators concluded that the generalist appr.ach
served to enlarge the role of the in?ividual;police officer.
They foudd that Neighborhood Officers had significantly |
broader opportunities to participate in a variety of police'

functions in comparison to the other units of the department

(A
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(Bee Cresap, McCormack and Paget, IV P. 23).

Interviews wilh officers and supervisors working
in other command areas of the department indicated that
they generally accepted the unlt as a speclalized method
for providing police services in the Arbor i1l area,
These officers informed the evaluatlion team that effec-
tive lines of communicabion and coordination had been
developed between the Nelghborhood Units and other auppor-
tive units within the department including the communica-
tion divislon, the identification bureau and the narcotles

| - enforcement unit.

These interviews also show that even though the’
neighborhood unit operated as a self contained‘unit‘in an

excluslve territory, they did not appear to be a disruptive

AL R ok i
w

factor to the remainder of the department. The researchers

- reporbed that the level of cooperation appeared to be high
with the officers expressing a high degree of mutual confi-
dence in each obther's capability and performance (See
Cresap, McCormack and Paget, IV P. 21-23).

- Other commanding officers within the department did
not express such favorable views. They doubted the long
berm viability of the program and expressed some ambivalence
toward the community service approach ubilized in neighbor-
hood pollclng. In the main, their generalized criticisms
focused on the informality and Tleijnlity fovad withln the
wit., They perceived these characheristics as causing a

potential morale problem within thelr commands in view of
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the more restrictive and rigld atmosphere of the traditional

. police organization.
- In conducting thelr review of the crime related
ackbivities of the unit, the consultants noted that thev‘
unit had primarily focused on crime control versus crime
prevention during the first 14 months of opération. They
suggested that in viewwéf the reduced level of criminal
activity in the area, the unit should refocus its orienta-
tion and adopt a more active crime prevention strategy.

| This suggestion is’significant in view of the problem
‘of boredom which presently threatens the continued develop-
ment of the Neighborhood Units. The consultants found that
the reduced level of criminal activity and the diminishing

of the novelty of serving in a new and highly publicized

PR R S
+

tnit had begun to negatively affect the morale of neighbor-
hood officers. They suggested that thce adoption of a com-
prehensive crime prevention program would counteract this
growing problem.

In conclusion, the management evaluation revealed that

P 5 o PR ST
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the NPU projects had achieved the desired objectives regard-

;f..

o

ing the initiation of change in the organizational structure

u

-

el S g %

]

and operational procedures of the department.

N , _

g The results, however, clearly show that the process of
‘ N . . . .

i organizational change must continue,and {ubure program modi-

Rl

Fications must occur if the concept of neighborhood policing

is to be fully institutionalized within the realm of policing.

t
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SUMMARY.
The evaluabion studies showed that the Neighborhood

‘Police Units developed by the Albany Police Department

have successfully addressed the basic problems ldentified
by the planning task force. The crime rate in the target
areas had been reduced and attitudinal change on the part

of both the police &nd<ﬁhe community regidents had resulted

S s X

in the fostering of improved police-community relations.
In addition, the evaluation reports:note the significant

: ‘ shift in the role of the‘policeo Crime control related

efforts had been giuperseded by order maintenahce and
community service functions.
In reality, however, the evaluation results can be
viewed only as bentative or temporary findings. The coh-
tinuing social change taking place in the community will
necesgitate future compensatory changes in the role and | .

organizational structure of the police. If the Neighborhood

LN IS SR ST SRS PSP £ VIR L Y S VAL TR
.

Units can successfully accommodate these fubture changes then
one might say that Neighborhood Policing i1s a viable approach
for providing police services in o rapidly changing urban

environment,
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The results of the evaluabion studies indicate tﬁat
the concept of Neighborhood Policing was successfully
developed within the organizabional framework of the
Albany Police Department. In addition, the evaluation
studies 1dentily the concept as an example of social and
organizational change which has permitted the department

to more successfully address the complex soclal lssues

and problems which confront the urban police department.

However, the concept of Neighborhood Policing should
not be viewed as the panacea for all police problems. It
successfully addressed the specific role, organizational
and community relations problems faced by the Albany Police
Department and can possibly be tailored to address the role,
organizational and community relations problems of obther
police departments.

This tailoring process is perhaps the most imporbant
aspect of the fulure application of the concept of Neighbor-
hood Policing. Bach police department facing complex social
and organizatibnal problems similar to those faced by the
Albany Police Department must view the concept of Nelghbor-
hood Policing in relation to the specific aspects of thé
social and organizational environment which encompasses
their department. '

In view of the extensive changes necessitated by the
implementation of Neighborhood Policing, and the cost of

implementing these changes, the concept of Neighborhood

D od
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Policing should be viewed as an alternative method of
v policing and employed when needed. Howover the police'

executive should remember that specific problems faced

by his deparbtment and the development of a change process
and solutions to these problems may lead to the development
of other inmovative police concepts and methodologies
which will better serve the needs of his department and

the people they scrve,

IMPTLICATIONS OI NILTGHBORHOOD POLICING - CHANGE I8 A REALIS-
TIC GOAL

The review of the Albany Weighborhood Police Concept
shows that organizational and social change can be imple-

mented within the realm of policing. In light of the

- traditional resistance of the police to change, the fact
- that a change occurred is perhaps the most important impli-

cation of the Neighborhood Policing Progranm.

The officers of the Albany Police Department now
réalize that modifications of the organiszational structure
and operational policies have been successfully implemented,
have improved the effectiveness of the department and have
resulted in improved police-community relations.

Additionally, bthe concept implies that the focus 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 serveg. Theiexpansion.of the police
role has resulbted in the development of a new and more
challenging job for the individual police officer, one

which permits him to develop and utilize those approaches
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‘which he feels will best it the situation at hond. In

addition, the role expansion has provided the community

with a revitalized image of the police.

NEED _FOR FURTHER CHANGED

The continued institutlonalization of the concept of

Neighborhood Policing within the Albany Police Department

rests upon the adopbion ol additional organizational and
operational modifications which primarily involve the in-

ternal reward system of the department, the focus of future

police training programs and personnel rotation policies.

These changes are necessitated by the fact that at present,
the Neighborhood Police Concept ig viewed as an experiment

rather than as an accepted approach to policing.

INTERNAL REWARD SYSTEM

“The officers of the department continue to believe

“that a good police officer can be identif'icd by solely re-

viewing an officer's investigatory skills and arrest record.
This perspective of what constitutes good police work con-
tinues to emphasize the crime related aspects of the police
rol65 ignoring the numerous other forms ol police service
in the community.

If the concept of Neighborhood Policing is to be fully
institutionalized within the department, the narrow focus
of the departmental reward system will have to be broadened.
Recognition and rewoard will have to be based upon not only

an officer's ability to prevent crime or apprehend the
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pérpetrator of a crime, but also the officer's ability
to keep the peace, elicit cooperation from the public dnd
prqject a favorable image of ‘the police to the pﬁblic.

It is anticipated that the expansion of the internal
reward system will serve to reinforce the modified focus
of Neighborhood Policing. In addition, it will display to
the individual officer that the departmental administration

ig cognizant of his efforts and sees the importance of them.

TUTURE _TRATNING PROGRAMS

The narrow scope of .ae regular police training pro--
gramg is also viewed as an impediment to the continued in-
stitubionalization of the Neighborhood Policing Concept.

In the main, these progroms focus on the crime related
role of the police, and serve to limit the range of responses
utilized by the police when interacting with the public.

These narrowly focused programs are viewed as counter-
productive in light of the generalist role of ﬁhe Neighbor-
hood Officer. They do not prepare him to adequately respond
to the wide variety of community needs nor succeszsfully
generate improved police-community relations. |

Future training programs should be broadened in scope
with an increased emphasis placed on a review of the social
and psychological varlables of the commmity. These programs
will assist in the development of a professional officer

prepared to professionally and competently interact with

the community in a variety ol situations.
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PERBONNIG, ROTATION POLICLEG

The third facbor whicﬁ affects the institutional-
ization of the concept of Neipghborhood Policing pertains
to departmental personnel rotatlon policies. Due to the
success of the Neighborhood Uhltu, neighborhood officers
are viewcd as the elite of the departmsnt. This factor
appears to be having o potentially serious effect on the
morale of the officers deployed in a traditional manner.

In light of the fact that the success of the Neighbor-
hood Units depends on the degree of cooperation which they
recelve from the other line elements of the department,
these potential morale problems take on incressed signi-
ficance, Iuture operational programs chould focus on the
rotation of personnel into and out of the Neighborhood
Police Units. Tt is anticipated that the implementation
of this rotational policy will scrve to provide all officers
with an opportunity to work within the concept of Neighbor-
hood Folicing and also serve to reduce Lhe negative effects
of the status differentiation which presently exists bebween
the Nelghborhood Uniltbs qnd the remainder of the Albany

Police Department.

CONCLUSTION

The review of bLhe development and implementation of

the concepb of Neighborhood Policing in the Albany Police

| Department shows that change, if correctly approached, can

be brought about wibthin the rigid, traditional oriented,

~ police structure. The analysis also shows thalt the concept

o, .
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of Neighborhood Policing is a viable approach to the
development of solutions for the complex and compreh-
sive social and organizational problems which presently
cenfront the urban police department. In addition,

this treatise indicates that change is n continuing
process and that the most important aspect of the change

rocess i1 the reallzation by the individunls involved
I )

g AT

that change can be acquired.



TS 764l L\g*4; 7 et g SR REAY R el 7”‘*
ﬂ"m&i‘“&g&.ﬁki‘&ﬂ’m* o e 5,15«!!1 ’f"\f d.,\u‘lm'm' uAL»\&Lm Z;b'j ‘fl:h\ .ukut.."' ik ~i' mh«f”;l A \«U.H‘,.\‘mmh. s ﬁhﬁ. hu{j& ,l.‘.;('jx ‘rii;::: \)Jr PO

~7H~

REFERENCES '
P
: Abrdmowmtz, A. Team Folicing - Variations on a 'Theme.
. 1971, Washington, D.C. Tho Po]igﬂ Founda~
: tion
Alford, R. tThe Burcaucratization of Urban
1973 Government!, in Gordon, od. {oelal
Change and Urbqn Politics. Bnglewood
Cliffs: Prentice Hall, Inc.
Angell, J., Igleburger, R.
Panm@e (e InnOVaLion in Law Fnforcement. Washing-
19%73 ton, D.C. U.B. Department of Justice.
Angell,y J. "Poward an Alternative to the Classi
]971 Folice Organizational Arr anpumant”"
Criminology 9: 1852005,
Arbor Hill Neighborhood Police Unit Proposal
192 Unpublished Grant Award Appllcation.
Argyris, C. Dreanisabtion and Innovation., Homewood:
e 196Y The Dorsey Press,
[ "N
Bell, C., Monson, D. The Change FProcesg in Criminol Justice,
1973 Wa wshington, D.C.: U.H. Department of
Justice,
Bennig , W.Ge Changing, Organizations. New York:
1966 MeGraw-Ii1l.
Bennis, W., Benne, K.
Chin, R. The Planning of Change. New York:
1961 tliolt, Rinehart & Winslon, Inc.
Bittner, E. The Functions of the Police in Modern
. 1970 Soeciaety. Washington, D.C.: U.5.
' Government Printing Office.
Bloch, P., Opecht, D. .
1973 - Neipghborhood Team Poliecing. Washington,
D.C.: The Urban Institute.
: |
- |
|
ot 4“«‘ R ORI R Veu b : \
\ : ‘




FAPRRLS

S i S i SHLAS

B R, A o

PRETI

Egrmﬂ e Y‘}Wﬂ K‘\} «’-4;’ \ x!v Shh
?5‘«.,;.&)‘».3}4& i aidnd i
Y

-

;:{ A vk v
AIAM..L..*L» J\ Lu”

2 s A K
{u e *..u—:‘le 2 LA ;;q il c* Lu L

L]

\‘uw‘m'“.'

‘\v(v‘&’~1,‘_ sy '_,““

(R \
Slac et i umh-h»lu'u:-"‘k' RSO sh!ﬂ«. .ML.

‘b‘au X ny i S?x

3
P ysa_l‘.rs..uﬁs,a‘ B 2 La

...'",7)...

»
. Bordus The Police: 3ix bociological Basayvs, :
9%7 Noew York: John Wily and Song, Inc. }
Candeub & IMelssig Bvaluation of Chanpe in Folice Resi-
1971 Attituden. Unpublished Heport.
Goch, Lo, French, J. "Overcoming Reslstance to Changel!
194 Human Relations 1: 5H10-533,
Cresap, McCormack and Papont
197F A Mwagement Bvaluation of the Avbor
Hill NWeiphborhood Folice Unit.
Unpublished Report.
Dolg, J. W. "police Probloms, Froposals and
19 stratepgien For Lhtnpe", Publwc Adming -
steation Review 2b: 393-L06.
astman, G., Bastman, E.
1971 Municipal Poldice Adminiabtration.
Washington, D.C.: Internatlonal
ity Manoagement Association.
. Ldley, (' 1 Tnnovation in Law Inforcement -
1973 Criminal Justice Monopraphy.  Washing-
ton, D.C.: U.S. Department of Justice.
Elsenstadt "Bureaueracy, Bureauncratization; and
1972 Deburcaucrttnzatlon” in 3001&1 Theory :
A Mook of Resclings. (b. 5 ser and
Rosvnberg) New York: McNﬂllan Press,
tzionl, A jomplex Ovpganizations, New Yorks:
196% Holt, Rinehart and Winston, Inc.
EVU.II W I\'Ie, I'ﬂ.d(alc, Gu
1967 The Process of Innovation ln Bunlness
OPPJHlS&tJOHn. Some Iactors Affecting
bDuccess or Failure of Btalf Proposals',
Jonirnal of Busginess O 51.9-530.
Forer Ro and IMarrell, R.
1971 The Impact of Lhe Heighborhood Police
Init on the Arbor 111 Commimity of
. Albany, New York. Unpublished Report.

A



B TN ikt S e T g s i it

..

JRex

Tis ib it

-

iy ¥ .
A A

i :ﬁ?ﬁu Fag

PAy LT

qudnwrp do

1965

Gordon,

1973
Gourley, G.
1970
Katz, D. Kahn, R,
1969
1Plvrro, R.
1965
Lymanz Js Lo
196!

March,‘J»
1965

McArdle,
1972

Myren, R.
1972

Nelderhotlor,
1973

Nu&dorhofior, A.
1966

Niehofi, A.
966

TR
ik w.»-l':m.w.:&,.u BRI

Jol PeRonewnl o

s 'wwao,( L Lo o8 KL A
A ‘}.?x...m\;. ‘AH!-IML«A“.O :\;:‘s:.lu A el ik
M

~76 -

o e Iy
I VI B e RS
RISV ¥ JRE - I ST-20 £ o dnin A Wk

K

The Tndividieel and the

mnoyabive coeiely.  New York: ITarpoer

and Row.

soeial Chinee and Urban Pollitica,

4 e
IS

nglewood ClLff Prentlce Hall, Inc.

FEfeotive Minielpal Pollee Orpanization,

Toronto: Glencoe Fress.

A, Blanherg,

Tho Social Payeholopy of Opeandzations,
How York: Jolm Wilecy nand Song,

poeial Change, New York: MeGraw-Hill
Gompany .

"The Metropelitan Folice Act of 1&p9n,
Journal of Criminnl Taw, Criminology
and Police Seionen, Yy 1L1-L54,

Hanibool of Creanisations
Rand MeNally and (,omp.myn

Chicago:

K. Beljemann, W

HA Retnrn to Wedghborhood Policaet,

FRT Taw Entorcoement Bulletdn, WY Oalo,

Uhecentralization and Citizn Particl-
pation in Cpiminal Tustico Jyotemalt,
Fublie Adminisbration Review., 32:
O30

A
Amhiye 11 et Fopee:
Folice, dan Francleco:

Poerapeoctives on the
Hinehart Prosus.

ehind the Shield., Garden City:
Doubleday.

A Uancbool of Social Chanpe. Ohicago:
Adline Publishing Company.

5 ok




AR ll’l.‘twu..“&._ux .‘,Q‘L!...

i h Neden or ML AT widadTa a0 AV R L W BEA A E PR RN R Duly s LB AP AL Y0 BT

" £y
. 77
Norris, Dk, Police mmmnnil, Iinl'ﬁicm“' A Pro-
N 1973 gram thab il Texing ton s Lexing~
= Patrick, C. The ¥‘011m, Ceime and Soelehty.  Spring-
’)'/ FLeld:s CharTeo 6, Thomas Presa,
Peter, 1. Cemparabtive Theories of Dnelal Change.,
“L%fw fnn Arbor: Foundation for Research on
Human Behavlor.
Presidents Commission on Taw Fnforcement and Admin’atration
ol Jughice,
1967 'I"]_”k \u)‘p(\“ T{;\pﬁﬂ{ .... 'Ih“ I‘(ﬂ ‘pfa Vv'l 'hingw
ton? I) (o UVEL dovernment Printing
Urlf\
Proctdents Commicsion on Law Eaforooment and Administration
of uu‘ bive,
1.96Y Tasl Faree Hepoph:s  Juvenil: Delinguency.
Wluhlllé,iml, DL Y TUOE dovornment” Fring-
ing Oftice,
Presidents Commiselon on Law #Enforeccment and Administration
b . \e
" of Justhice.
’ 196Y ko Foree Hopordis The Challenge of
| - e N a iree :‘cww{m Mz,ah:n*ton
| D C. i U.o. tovermment, Printing Oi‘f‘tw
Reion, A, The Tolice and the nablic,  ew Havens:
Loy yahe Hniversiiy lrouc.
r
Report of the American Bar Acsooistion
172 !’1?0.1‘%.%% on Standard:s foar Uriminnl Die-
Bices  Uhandarde Relating to_the Tebhan
Poline vat inll,  New York: American
fnr Assoniation.
Report of the Natbional Alvicory Commi-csion on ivil IMaorders.
1963 New York: Tinn b Tress,
Repord of Wational Advisory Commiccion on Criminod Thehiee
1973 Sbandards ol Gonds dn Gpiminal  Jughize
Tyotem.  wWar Lington, D.C.¢ U.B. Dépari-
ment of Justice., ,
. Rokench, M. Wihe Yalne fap ol Pollce anl Policeit
‘)”i Jovenal of Coaninl Tames, M0 155171,
L




-

S

R A L A e S mﬁﬁn

LR

pkolnlck, Je

@Mﬂf W&’ift@?yﬁfﬁ”&fﬁ Y&"Qﬁ‘m’ R

C e : i

| oahdlca", Go , M.Ll’l’t? E.

197 : "Police Organizations their Changing
Internal and FExternal Relationships'",
Journal of Police Science and Adminl—
stration. 2: 4 8~M63 '

Sherman, L. Milton C. and Kelly? T,
: ]97é Team Policing: BSeven Cage Studies.
Washington, D,C.: The Police Founda-
tion.

Justice Without Trial: TLaw Fnforcement
196 in a Democratic Society. New York:
John Wiley and Sons, Inc.

gbuth Bnd Neighboriwod Pollco Unit Proposal.
1971 - ‘Unpublished Grant Award Application.

Westley, W, Violence and the Police: A PSociological
1970 Study of Law, Custom, and Morality.
a : Chicago: University of Chicago Press.

=

Whisenand, P. bergugon, R.

1973 Managzing of Police Organlzatlon¢.
’ Inglewood Cliffs: Prentice Hall, Inc.

Whisenand, P. Future Direction and Administration of
1973 Community Relations Programs: Police
Organizations for Tomorrow. Paper
presented before Police Community Rela-
tions Seminar IF.B.I. Academy, Quantico
Virginia.

"Dilemmas of Police Administrationt.

Wilson, J.Q
: é Public Administration Review. 28:

Lo7-417,
Wilson, J.Q. Varieties of Police Behavior: The
1970 Management of Lnw and Order in Fight

Communitieys. New York: Atheneum Press,

i







END






