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Ms. Emily Johnson
National Criminal Justice Reference Service
Post Office Box 6000
Rockville, Maryland 20830

Dear Ms. Johnson:

I am enclosing a complimentary copy of the Summary Report .
of the High Incidence Target {HIT) program which was conducted
in eleven communities around Virginia.

HIT was funded through "block grant" funds made available
to Virginia through the Law Enforcement Assistance Administration.
LEAA funding support committed to HIT has been terminated by the
Virginia Council on Criminal Justice (state SPA supervisory board),
but a number of aspects developed during HIT have been maintained
by participating localities.

I regret that there are only a limited number of these
books so we have a severely restricted distribution of them;
however, I thought you would like to see the results of this
program.

Sincerely,

Bil1 Wood
Information Officer
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This brochure highlights the results of the Virginia
High Incidence Target (HIT) Program. Requests for additional
information and copies of the final evaluation reports for

the overall program and individual jurisdictions should be
addressed to:

Division of Justice and Crime Prevention
of the Ccmmonwealth of Virginia

8501 Mayland Drive
Richmond, Virginia 23229
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BACKGROUND

The Safe Streets Act of 1968 established the Law Enforcement
Assistance Administration (LEAA) to address. crime on a national
basis. The approach taken by LEAA was to require the establishment
of state criminal justice planning agencies to develop and administer
state and local programs using a mix of federal grant funds and
state and local matching funds.

In the Commonwealth of Virginia, the Governor appointed members
to the Council on Criminal Justice (CCJ) und the Director of the Division
of Justice and Crime Prevention (DJCP). The CCJ, which is composed of
State and local criminal justice officials and private citizens,
is responsible for overseeing the development and implementation of
the State criminal justice planning functions. The DJCP serves in
a staff capacity to the CCJ and is responsible for the planning and
day-to~day management of Virginia's criminal Jjustice program.

The DJCP made funds available to local jurisdictions and, in
coordination with these jurisdictions, established the Virginia
High Incidence Target (HIT) program to concentrate law enforcement
resources to reduce specific target crimes over a short period of
time, The HIT program was designed and implemented in two phases.
The first phase began in mid-1973 and extended through December 31,
1975, 1t included the three most populated areas of Virginia: the
cities of Norfolk and Richmond and Fairfax County. The second phase
included areas of Virginia with populations between 50,000 and
200,000: the cities of Alexandria, Newport News, Portsmcuth
Roancoke, Virginia Beach and Hampton and the counties of Arlington
and Henrico. Operations hegan as early as November 1973 and were
extended through June 30, 1976.

PROGRAM OBJECTIVES

The Virginia High Incidence Target Program was aimed at
specific crimes and had the primary objective of reducing or
stabilizing these major target crimes. In some cases the target
crime was addressed throughout the entire jurisdiction, while in
other cases, jurisdictions concentrated on target crimes within
specific geographical areas. As the projects progressed, the
program came to be perceived and managed by the local law enforcement
agencies as an experiment with the objective of testing the
effectiveness of certain operationsl strategies and tactics, such
as patrol and investigation, in reducing target crimes. This added
dimension to the program complemented the original crime reduction
objective,
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PROGRAM STRUCTURE AND RESPONSIBIiITIES

The Division of Justice and Crime Prevention and the Council
on Criminal Justice were: responsible for the conceptual framework of
the overall program, its broad management, its initial funding: and
the: decisions to extend funding.

Once the DJCE had determined the level of funding, the local
jurisdictions were responsible for submitting applications which
specified plans for project implementation. These plans defined
project gaals and objectives, the resources required in terms
of personnel and equipment, the organmizalfion of these resources
and the strategies and factics necessary to attain project goals
and objectives. After the CCJ approved grant funding, the~local
Jurisdictions had the responsibility for project management and
operationss,

Although the local Iaw enforcement agencies were respounsible
for performing periodic internal evaluations, the CCJ and DJCP
felt that it would be valuable to engage an independent evaluator
to assess the program's effectiveness on a consistent and timely
basig., Arthur Young & Company was selected to perform the HIT

program evaluation.

OVERALZ, PROGRAM FINDINGS

It is 4ifficult in any crime prevention program to directly
attribute changes in the level of crime to program activities,
However, the positive results, which were so consistent across a
wide range of jurisdictions, all point to one conclusion: +the
BIT program was a. success.,

The HIT program was successful in terms of crime reduction
and its impact on target crime. Additionally, the experimental
nature of the program enabled the local jurisdictions to ideatify
various strategies and tactics, to test thelir impacts on crime
and to identify those elements which were successful or
unsuccessful.

Of the eleven jurisdictions, eight met their primary crime
reduction objectives. 1In add*tlon, while one other jurisdiction
did not meet its stated obgectlve, the growth rate of its target
crime in relation to other crimes was reduced significantly. 1In
only two cities the HIT programs failed to meet their objectives
and had little apparent impact on crime. The specific primary
and secondary objectives and their degrees of achievement in each
Jurisdiction are presented at the end of this sectiomn.




In all cases the HIT projects provided local jurisdictions
with valuable information and lessons regarding specific anti-crime
approaches and activities. The detailed evaluation of the HIT
program results identified those elements which were successful
with respect to the crimes of burglary and commercial robbery.
The success of similar activities (for example, burglary investigation)
within different jurisdictions indicates that these elements should
be considered for replication by other law enforcement agencies.

The HIT program was alsco beneficial in other ways., It seemed
to improve communication and coordination between the DJCP and
local law enforcement agencies with respect to their mutval objectives
of crime prevention and the improvement of the criminal justice
system. Many of the strategies, tactics and activities of a
particular jurisdiction were transferred to other non~HIT segments
of the same law enforcement agency. For example, successful
investigation or patrol techniques were often adopted by other
operating units within a jurisdiction. Thus, the funds utilized for
the HIT program impacted other areas unrelated to the grant.
Similarly, techniques used to plan and manage the HIT projects had an
effect upon the management process of the overall law enforcement
agency. In many Jjurisdictions the HIT project represented the first
time that the statistical analysis of crime and workload had been
attempted, other than the Uniform Crime Report summaries. The HIT
project showed the usefulness of expanded quantified analysis in
police management, The systematic approach to problem identification
and solution development improved the day-to~day analysis and
platning activities of local departments. The training received by
HIT personnel in operational, crime prevention and managerial
processes was useful and advantageous when HIT personnel were trans-
ferred to other units.

Thus, the HIT program had, and continues to have, a positive
effect across a broad range of activities, at both the state and
local levels,

BROCHURE OBJECTIVES

This brochure presents findings based upon the experiences of
all eleven HIT jurisdictions, The objectives of the brochure are
t0o answer the following questiocns:

e What lessons can be learned from the experiences of the
HIT jurisdictions?

¢ Which strategies and tactics did or did not work, and why?

® Which elements in individual projects are wor%hy of
replication by other jurisdictions?

This brochure is meant to provide guidance and to be helpful
to members of the general law enforcement and criminal justice
community for their own management decisicas,



BROCHURE STRUCTURE

This brochure is divided into three major sections. The
first two sections, '"Management" and "Operations" are designed
0 link conclusions that have resulted from the HIT evaluative
efforts to police management and operational concerns. They are
intended to aid the decision-making processes of local law ~
enforcement agencies in terms of resource allocation and future
program activities, The third section "Selected Projects" presents
datailed information about three individual HIT projects:
Arlington, Henrico County and Newport News. For each project,
its description, management and organization, operations, results
and impact are discussed. These project examples illustrate the
wide range of approaches and activities which were undertaken and
present the detailed evaluation of various project elements.



VIRGINIA HIT PROGRAM

OBJECTIVE ACHIEVEMENT AND IMPACT ON TARGET CRIMES

PROJECT OBJELTIVES

OBJECTIVE ACHIEVEMENT

IMPACT QN
TARGET CRIMES

ALEXANDRIA

@ Primary Objective:
To reducs targst ares robberies by 25%
compared to the pravious yeer.

» Sacondgry Objective:
To pravant any increas= !t Part | crimea.

ARLINGTON COUNTY

& Primary Objective:
To reduce robberies halow the average
for the same pericd during ths pravious
five years,

® Sacondary Objsctive:

To achieve an Effectivenass index of 6.0.

HAMPTON

# Primary Objective:
To reduca burglaries helow a projectsd
figurs.

o Secondacy Objective:
To increass the burglary clearancs
rata to an averaga of 20% for the
12-month pericd,

HENRICO COUNTY

© Primary Objective:
To prevent any incraase in countywida
armad commercial robbaries.

» Secondary Objective:
To prevent any incrsase in countywide
commercial burylaries,

NEWRORT NEWS

® Objective:
To prevent any incrsese in citywide
burgtarias over the previous year.

PORTSMQUTH

e Primary Objective:
To mduca target ares burglaries by
10% from the pravious year,

o Secondary Objective:
To incrsasa the burglary cledrancs
rate to 26.4%.

ROANOKE

% Primmary Qbjective:
To pravent any increase in burglaries.
from ths pravious ysar,

® Secondary Objective:
To ineraase burglary clesrancs rats
ta 20%

VIRGINIA BEACH

s Obisctiva;
To reducs actual citywida burglaries
5% from a figurs proiactad fae the

period.

Qhiective weas mat: Robbaries were reduced
27 2%.

Objective was almost met: Part | crimes

incraased by 0.9%.

Objectives wers mat: Robberies wern
reduced 12.1% balaw the S-vear average
for the pericd.

Objective was not met: Effactiveness
Index reached 4.3,
Chjective was met: Burgiaries ware held

29.8% baelgw this target maximum.

Objective was 2imoast met: The average
clearancs rate was 19.9%.

Ohjective was met: Cammaercial Robberies

wers reduced 20.2%5 from the provious year.

Chijective was mat: Commercial Burglaries
werea reduced 13.4% from the previous year.

Chjactive was mat: Burglaries decreased
28,1% from the previous year,

Qbjective was met: Target area Burglaries
weare reduced 18,1 percant.

Ohiective was mat: A claarancs rate of
29.3% was actained,

Objective was met: Burgieries wera ra-
duced 24.2% from last year,

Objective w22 ma1: A cleatance rate of
30.5% was achiewved,

Objective was not met: Burglaries exceeded-
proiections hy 7.2%.

~ A significant impact was made aor the <rime

of robbery, which was raduced 27.2% in
the target area and 28.2% citywide.

A significant impact tyas mads on the crimé
of robhary, which declined baths in absolute
numbers and as 3 proportion of Part |
crimes, Countywida robberies declined 43,1
peresmt compared to tha pravicus yaar,
while Part | crimes less robberies declined
22%.

A significant impagt was made on citywide
busgiaries, which declined 11.9% comparsd
to the previous year. During the sams
pariod, Pare | crimaés less burglary increassd
by 5.9%.

A significant impact was made on both
targat crines, Additionally, total county-
wide robberies and burglaries declined
8.8% and 31.5% respectively, from the
pravicus yesar.

A significant impact wes made on citywids
burglaries. During ths same gariod that
burgisries decreasad 28.1%, Part | crimes
less burglary incrsased 10.6%.

A significant impact wes made on both
taroat arse and citywide burglaries,
Clhtywids burglaries declined 17 3 percent
compared to 3 1.5% reduction in total
Part | crimes less burglary.

A significant impact was nade on citywida
burglaries. During the sama period that
burglaries daclined 24.2% other Part ! crivnes
less burglary incraased 12.6%.

There did not seem to be any significant
impact on reparted citywide burglaries.
During the peried, they increased 15.3%
over the pravious year, whila total Part |
crimes igcreased 11,6 percant.

n




VIRGINIA HIT PROGRAM

OBJECTIVE ACHIEVEMENT AND IMPACT ON TARGET CRIMES

v

PROJEET OBJECTIVES

OBJECTIVE ACHIEVEMENT

IMPACT ON
TARGET CRIMES

FAIRFAX COUNTY

& Pritnary Qbjective:
To prevent any incrasss in target ares
burglaries over the previous year,

s Secondary Objectiver .
To achieve an HIT Squad Burgfary
clesrancs rats 5% highor thon non-HIT
unitx,

NORFOLK
e Primary Objectiva:
To reducs citywide hurglovies 8%
from the previcus funding peried.
o Sacondary Ubjectives:
- To raduce target araa buegiarics
by 5% during the last 8 menths
of the project,
- To increose citywide burglary arrests
by 10% during the last 8 months of
the project,

-~ Ta incressa arrests for recaipt or
passassion of stoien property by
10% during the last 6 months of
the project.

- Ta increass the citywide burglary
clearanca rate by 3% during the
iast § months of the project.

~ To clear at least 25% of all target
area burglaries assigned to SOD/
HIT officars during the last § moaths
of the project.

RICHMOND
o Primary Objective:
To reduce target acsa burglariss by
1C% from the previous funding
pariod,
& Secondary Qojectives:
-~  Rewcential burglary
- To expariencs no increass in
residential burgiaries in Cansus
Tracts 401, 407, 408, 412, 415 and
416, therafore maintaining the
level at the 1873-1974 Total.

«~ To reducn residential burglaries to
% of the 19731974 total in
Cansus Tracts 402, 403, 408 and
a0,

«» To reduca daylight residential
burglary to 80% of the 1973-1974
total in Cansus Tracts 404, 405,
411, 413 and 314,

-« To reduce avening residential
burglary to 85% of the 1973-1974
total in Cansus Tracts 405, 411,
413 and 414,

+~ To rsducs midnigh? residential
burglary to 86% of the 1973-1974
totat in Cansus Tracts 404 2ad 410,

Objective was almost met: Target area
hurglaries increased anly 2.8% aver the
provious year.

Objective was met: The HIT Squad
hurglary clearance rats was 25.2%,

significantly higher than the 14.2% of the
naa-tlT burglary investigation units.

Ohisctive was not met. Burglaries
increesad 36.8% over the previous
pariod,

QObjective was not mst., Burgiaries.
increasad 20.3%.

Objective was not met. Arrests decraased
2.6%.

Chioctive was axactly mat,

Objective was met. The clearance rats
incroased by 10.6%.

Objective was not met: A clearancs rate
of 22.3% was attained.

Objective wes not mat: Burgiaries
incrazsed 17.8%.

Cbjective wes not met: |ncreased 38.7%,

Chjective was not met: Incressed 82%.

Cbjective was not mel: Incrassed 10.9%.

Qbjective was not met: Increased 14.2%.

Objectiva was not met: Thers was no
changa.

There did ssem to be a positive {mipact on
burglaries, which Increased only 2.5% in the
target arsas, and daclined 5% countywida.

Although burglaries increased 36.8% over
the prdvious period, the trand of increasing
burgisrias ssemed to ha reversed during the
finai mortths of the praject. During the
final 3 momhs, when the invest jative afforet
had matured, burglaries were reducad 16,9%
compared t0 tha previqus year. During the
final funding phase Part | crimes less
burglary increasad 21.8% aver the peevious
pariod.

Burglaries increated zpproximataly 12% in
the target ares and citywide compared to
the previous funding period. There was no
conclusive evidence that the HIT Project
had a continuing effect on burglaries, how.
aver, analysis of burglary trends indicated
that target arsa burgiaries declined as a
percentage of ovarall city burglaries.




VIRGINIA BIT PROGRAM

OBJECTIVE ACHIEVEMENT AND‘ IMPACT ON TARGET CRIMES

PROJECT OBJECTIVES

OBJECTIVE ACHIEVEMENT

IMPACT ON
TARGET CRIMES

- Nar-residantial burglary
+< To axperienca No mcreesd In non-
residantial burglacies in Cansus
Tracts 404, 406, 407, 408, 410, 412,
415 and 418§, therafore maintaining
the leved at that of the 1973-1974
tatal.

-~ To reduce non-residentiai burgiary
to 87% of the 1973-1974 totai in
Camsus Tracts 401, 402, 403, 405,
509, 411, 413 and 414,

- Other Part | crims
-» To reduca evening robberies to 80%
of the 19731974 total in Cansus
Tracts 404, 410 and 411,

-+ To axpariencs no increass in the
levat of rape in the target areas.

- Objective was not mat; Increased 24 8%,

— Objective was not met: Dacreassd 3.3%.

— Objective was not met: Increased 3.3%.

- Chjoctive was met: Decreassd 17 6%.
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MANAGEMENT

The management of the HIT program involved these major components:

® Planning
® Organization and Personnel
¢ Evaluation

PLANNING

The first step in the HIT project planning process was to
identify the problem or problems to be addressed. Some jurisdicticas
identified these problems by analyzing crime growth rates, arrest
or clearance rates, crime-related costs or losses, and the impact
of the problem on the police, the justice system or the public.

In Henrico County data was collected and analyzed by offense, offender,
location and time, Based upon these analyses by local jurisdictions,
problems were sufficiently identified to permit the development of
project objectives and tactical strategies.

Those jurisdictions which had maintained a criminal data base
including many of the above elements were better able to make’
planning decisions concerning the identification of target crimes,
However, in general, the initial data bases of most jurisdictions
were extremely limited. Jurisdictions not having adequate data bases
had to develop them. In all HIT jurisdictions, detailed analyses
were developed to meet the current needs and were performed manually.

Once the target crimes were identified it was necessary to
determine the geographical areas of activity. Many of the HIT
project efforts chose specific target areas in order to test the
effects of concentrating resocurces in the target areas and in
comparison to the neighboring areas., In Norfolk, the target crime,
identified through problem analysis, was burglary. The HIT
target area was designated on the basis of calls for service and
the frequency of burglary. Additionally, a fringe area was
identified to help determine whether HIT activities were responsible
for the geographical displacement of crime,

After defining the target crimes and areas, each jurisdiction
established goals and objectives and defined the actions necessary
to attain them. Goals were developed which related to the basic premises
or the hypotheses to be tested. For example, in Henrico County,
one of the goals was to determine the effects of covert patrvl on
commercial robbery. In Richmond, the basic premise was that
citizen involvement would reduce burglary.



Objectives, relating to the specific desired impact of project
actions, were then established. In Henrico County, the primary
objective was to stabilize commercial armed robberies and the secondary
objective was to stabilize commerical burglaries. In Richmond, the
primary objective was to reduce burglaries by 10 percent. These
objectives, as opposed to goals, were, in most cases, quantified.

The HIT program showed that the quantification of objectives
was advantageous and contributed to project success. Some objectives,
however, could not be quantified., Objectives such as improving
coordination, communication, education and case processing were
important and had to be evaluated on a gualitative basis., The results
of the HIT program showed that these quantitative or qualitative
objectives were most effective when they were directly related to
and consistent with program goals, were both achievable and challenging,
stimulated operational activity and represented an improvement over
existing conditions,

After the objectives were established, tactical apprecaches
were defined which were designed to focus on the problem and were
structured to satisfy project objectives. For example, the objective
of the first phase of the Richmond HIT project was to reduce burglary
rates in a given area through increased citizen participation.
Specific tactical activities included publishing a newsletter for
residents, meeting with citizen organizations, using motorbikes on
patrols, and improving street lighting., 1In Henrico County the
objectives were to stabilize commercial armed robbery and commercial
burglary. The tactics used to attain these objectives stressed
covert operations including clandestine air, ground and electronic
surveillance of commercial establishments by specially trained
personnel whose sole responsibility was to detect, confront and
apprehend:ocffenders during the commission of crimes.

Almost all of the HIT projects involved the tactical elements
of patrol or investigation or a combination of the two. The
specific tactical project elements used and their degrees of success
or failure are discussed later. The more successful projects
involved the use of operational level personnel, including HIT unit
managers, in the development of tactical approaches.

ORGANIZATION AND PERSONNEL

Once specific tactical approaches had been defined, the
organizations for executing these activities were established, Most
HIT projects involved the establishment of a small specialized
police unit., In Norfolk this unit included the following major
elements: a HIT detective squad, a specialized patrel unit, a
legal advisor and a planning analyst. The Roanoke project
organization included a surveillance team, an investigation unit
and a public information unit. The organization in Virginia Beach
included a citywide burglary investigation team with K-9 and youth
officer support.

190



Success in organizing the variocus HIT projects varied. The

© Alexandria HIT project exhibited many elements which made for an
excellent organization. Officers were highly motivated, knowledgeable
and well~trained. Morale was good and officers exhibited a

dedication to the basic objectives of the HIT project. These results
occurred because only highly qualified volunteers were assigned,
officers were directed to work in areas where their efforts could be
effective, a continuing variety of patrol tactics were applied and
supervisors developed a "team” concept which was very effective.

Other projects showed the importance of selecting unit
commanders who were experienced and competent police officers, were
well-liked and respected by members of the department and could
communicate freely with officers from other units. Successful HIT
units included volunteer officers who were used on a full~time basis,
approved by HIT unit commanders, specially trained, subject to
disciplinary action as the result of unsatisfactory performance,
and interested and previously successful in the types of activities
which were assigned to the HIT unit.

Once the organizational structure was defined and the personnel
selection process was complete, it was necessary to determine how
to use these resources to conduct the operations and take the
necessary actions to meet the stated goals and objectives. Some
HIT projects tested the following features of tactical operations
management:

® Assignments were made for a long period of time.

® Deployment was made to a high crime area in anticipation
of future crime problems.

® Officers focused attention on one or two specific offenses.,

® Assignments were limited to specific geographic areas,

o Officers had specific assigpments at all times,

These features resulted in the following:

® Officers came to know those persons in the community
who were likely to commit or had committed target offenses.

® Officers developed an indepth knowledge of the area where
they were assigned to work,

®# Officers developed an indepth knowledge of the target
crime.

¢ Local criminals became aware of police efforts and were
less likely to commit target offenses.

As previously stated, the specialized police units of the
various HIT jurisdictions varied considerably. However, one problem
consistently arose: the interaction and relationships between the
unit and the remainder of the department. In most instances these
problems arose because of misunderstandings concerning the role of
the HIT unit in relation to existing activities and because of the
additional resources and recognition given to the HIT unit, Most
of these problems were eventually resolved, Coordination and
cooperation between units was improved by continuocus personal inter-
action and communication between personnel at all levels, Some

11



specific activities which were successful in alleviating this
. "special unit jealousy" were: .

® The commander of the HIT unit attended staff meetings
with commanders of other operational units.

® At least one officer from the specialized unit attended .
patrol or investigative roll calls daily.

® Officers from the unit were tasked with training res-~
ponsibilities in the area of unit specialization.
Tianining programs were prepared and operated in entrance
level training programs, and at the in-service level.
Roll call training programs were particularly suited to
this latter activity.

# The unit prepared commendations to officers from other
units who provided assistance or accomplished outstanding
work in the unit's area of specialization.

® The specialized unit communicated followup activities
or results back to officers from other units who were
involved in initial efforts or provided intelligence
or useful data.

¢ The specialized unit produced a routine informational
bulletin for dissemination to other operational units.

EVALUATION

In order to evaluate the program on a uniform and independent
basis, the firm of Arthur Young & Company was selected to provide
the necessary evaluative and consulting services. The procedures
followed by Arthur Young & Company in the evaluation of each
project were uniform with respect to the methods of data gathering
and apalysis. The first step in each jurisdiction was to develop,
in conjunction with local officials and project personmnel, a detailed
plan for the evaluation of the various phases of the HIT projects.

The evaluation of the planning process of each HIT project
was structured to determine whether or not the process was logical,
systematic and comprehensive.

The major part of the evaluation effort however, related to
HIT operations and their results for each HIT project. An
operation evaluation plan included the following major characteristics: .
¢ Categorization of project activities, personnel and
equipment -
e Definition of objectives and priorities for the overall
project and each of its major elements
@ Definition of measures for assessing overall project
effectiveness and individual project elements
¢ Identification of data sources
¢ Identification of techniques for the analysis of project
effectiveness and efficiency.



For purposes of individual and comparative evaluations, Arthur
Young & Company classified the various activities, personnel and
equipment used within. the HIT project into one of three major
categories as follows:

e Tactical project elements which were directly related
to the tactical activities directed at crime prevention
and criminal apprehension.

e Citizen awareness and crime prevention elements which
involved planned interaction witk the community in
terms of increased overall security or improved police-
community cooperation,

¢ Planning and support elements which provided support or
planning assistance for the implementation of the above
tactical and citizen awareness elements.

Evaluation measures were developed for all project objectives
and classified into one of the following categories; measures of
effectiveness to assess overall and project element results;
measures of efficiency to assess tactical and citizen awareness
elements; and subjective criteria to assess planning and support
elements.

. Measures of effectiveness indicated the impact of overall
project activities upon the target problem, They related to what
was ultimately desired. For example, the measures of effectiveness
of the Portsmouth HIT project centered on the incidence of burglary, -
burglary clearance rates and burglary arrests.

Measures of efficiency indicated how adequately project
activities were carried out. These measures were used to assess
the performance of project activities falling within the categories
of tactical project elements and public information elements.
Measures in this category included number of arrests, property
value recovered, average response time, investigative caseloads,
number of presentations, etec.

Subjective criteria were used to assess planning and support
elements that did not lend themselves to quantitative measurement.
For example, criteria such as value of curriculum and instruction
were used to assess project training activities.,

. In order to effectively measure project performance, data
concerning project activity and results were gathered, tabulated
and analyzed,



Data was collected on a month and year-to—date basis., Simple

- mathematical and statistical measures -were calculated for the

target areas, peripheral areas, remainder of the jurisdiction and
the total jurisdiction, where appropriate, These me.sures were

then compared to the corresponding time period in prior years and
the differences were analyzed. The analyses centered on the
attainment of major objectives, the efficiency of project activities,
the existence of cause and effect relationships and the degree, !

if any, of crime displacement.

To conduct the evaluation Arthur Young & Company made monthly
site visits and developed monthly monitoring reports on each project.
As the projects matured, these visits and analyses were conducted
quarterly. The evaluation effort also produced in-~depth interim
evaluation reports which determined the progress of the projects
toward their objectives and served as the mechanism for isolating
problem areas and recommending adjustments in their design and
management,

The basic premise of this evaluation effort was that the
evaluator should serve as a source of ongoing and immediate
feedback to project planners and managers, based upon the results
of interim evaluations of project activity. Throughout their
involvement in the HIT program, the evaluators attempted to serve
as agents of corrective action at the project level. Their role
was to present their findings on a continuing basis to the
management of the law enforcement agencies responsible for the
individual projects. If the findings appeared to support the need
for corrective action, recommendations to that effect were made.
This emphasis was taken in order to ensure fthe role of the
evaluation in the decision making process and to maximize the
benefits of the evaluation effort.

14



OPERATIONS

This section describes the results of the specific project
elements of the eleven HIT projects. Some, such as burglary in~
vestigation, were common to most of the projects. Others, like
the fingerprint specialist in Portsmouth, were unique to particular
projects. These elements have been divided into tactical project
elements, citizen awareness and crime prevention elements and
project support elements, as defined in the previous section.

TACTICAL PROJECT ELEMENTS

Each HIT project developed a specialized police unit as the
majcr element of its strategic approach to reducing crime., All
of these units employed a variety of tactics and operations as
elements of their respective projects, The results of these tactics
are described in the following paragraphs,

Burglary Patrol

Burglary Patrol was at one time or another an important element
of the antiburglary efforts of several HIT projects. It was not
found to be a particularly effective tactic. Patrol activities
(whether semi-cover’ or visible) seemed to influence the rate of
burglary only when a large number of officers were concentrated in
a very small area; thus, this activity was not cost beneficial.
There seemed to be no effect on burglary cutside the area where
patrol activities were concentrated.

In Newport News, Norfolk and Roanoke, resulfs improved signifi-
cantly when the emphasis was changed from patrol to investigation.
For example, when the Newport News project increased its investi-
gative emphasis, the clearance rate doubled and the level of burglary
was significantly reduced. Richmond, the only jurisdiction to emphasize
burglary patrol without investigation throughout the life of the
project, neither met its objectives nor was able to significantly
retard the growth of burglary.

Burglary Investigation

Effective burglary investigation was the most successful
operational tactic of the antiburglary projects. Results indicated
that as the clearance rate increased, the number of burglaries
declined. In other words, the most successful tactic in terms of
preventing or reducing burglaries was the apprehension and
incarceration of burglars. The single most productive technique
of successful HIT investigators was timely and thorough investigations,
including extensive neighborhond canvassing. In the course of their
investigations, these investigators often made use of crime analysis,
an informants' fund, surveillance equipment, and other project



elements that are evaluated further on in this report. The exhibit
on the following page shows the second phase jurisdictions that
addressed burglary as the target crime., The exhibit permits a pre-
HIT and mature-HIT comparison. The pre-HIT periods vary since the
projects began at different times., The mature-HIT periods vary
slightly because it was felt that the comparison would be most
valid if only the final mature investigative phase of the pioject
was included and this phase began at different times with each
project, The exhibit shows that the burglary clearance rate improved
in all but one jurisdiction, and in three cases, substantially.

The average number of arrests increased gignificantly everywhere
but in Portsmouth. Further, the average number of burglaries per
arrest decreased in every jurisdiction. In other words, during the
mature-HIT perloa a burglary was more likely to result in an arrest
than it was in the pre-HIT period.

Robbery Patrol

Robbery was the target crime in Alexandria and Arlington and
one of two target crimes in Henrico County. A mix of aggressive
covert and visible patrol operations had a significant effect on
the crime of robbery.

The three projects differed in the following ways:

® Alexandria employed a combination of covert and
visible patrol.

¢ Arlington employed a task force approach with both
patrol and investigation.

¢ Henrico County employed covert patrol exclusively.

All three projects were successful in meeting their obJectlves and
reducing the target crime.

Robbery Investigation

0f the three antirobbery projects, only Arlington included
investigation as an element of its specialized HIT unit, This no
doubt explains why, although all three antirobbery units were
successful, Arlington had the highest clearance rate. The task
force approach that combined both patrol and investigation was
the most successful strategy in reducing robberies.

Stakeouts and Surveillance

Most stakeouts and surveillance activities demonstrated little
productivity when they were based on inadequate intelligence, but
these activities did prove useful when they were based on solid
information and careful planning. The HIT projects demonstrated
that covert surveillance combined with aggressive patrol can have
an influence on commercial robbery and on commercial burglary,.
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Average Clearance
Rate

Average Number of
Arrests

Average Number of
Burglaries per
Arrest

Average Clearance
Rate

Average Number of
Arrests

Average Number of
Burglaries per
Arrest

*Based on clearances by arrest only,

HIT PHASE II PROGRAM

PRE-HIT/MATURE-HIT COMPARISON
BURGLARY COMPARISON

HAMPTON HENRICO

Pre-HIT
(i/73-1/74)

Mature-HIT
(2/75-6/716)

Pre-HIT
(7/73-6/74)

Ma ture-~-HIT
(7/74-6/76)

9.9% 19.6% 10.7% 7.6%
16.6 26 .4 N/A N/A
7.3 5.0 N/A N/A
PORTSMOUTIL ROANOKE
Pre-HIT Mature-HIT Pre-HIT Mature-~-HIT

(1/73-3/74) (4/74-6/75) (1/73-6/74) (9/75-6/176)

6.1% 24.7% 11.7% 28.7%
23.9 21.9 18.2 35,3
7.6 7.1 7.2 4.1

exception as well as arrest.

NEWPORT NEWS

Pre-HIT
(1/72-10/73)

Mature-HIT
(2/75-6/176)

25.3% 30.9%
26.0 48.0
4,8 3.3

VIRGINIA BEACH

Pre-HIT
(1/73—3/71)

Mature-HIT
(4/74-6/76)

14.9%%* 17, 0%+
36.3 49.0
4,7 4.1

A1l other clearance rates are baéed on clearances by



It was also demonstrated in Henrico County that conducting these
operations in a target area can have jurisdiction-wide effects,
providing that the criminal element is unaware of the location
of the target areas. ‘

Air Support

Air Support was provided to the Portsmouth HIT project using
a helicopter and to Henrico County using a fixed wing aircraft.

The use of the helicopter assisted thée Portsmouth HIT project
both in surveillance and tracking activities., However, it was
expensive to operate and only used for a limited number of hours.

The Henrico County Air Support Team and the air support capability
provided little in terms of assistance to and impact on HIT activities,
The positive aspects of air support were in providing an air patrol
capability to the overall Police Division. The size and geographic
dispersion of Henrico County made the aircraft particularly suited
for county-wide patrol operations.

These two situations demonstrated that air support, dedicated
solely to special operations, was not cost-effective.

K-9 Activity

K-9 activity was an integral part of HIT operations in Portsmouth
and Virginia Beach. In Portsmouth, there was little use for the
actual K-9 capability in the burglary investigative unit. However,
the officer was well utilized in specific investigative assignments.

In Virginia Beach, the K-9 squad, consisting of 12 officers
and a supervisor, accounted for 18,5 percent of the burglary arrests
during the final funding phase, and was particularly valuable in
burglary scene apprehensions. It should be emphasized that these
officers did not act as investigators but as patrol officers, although
they provided valuable operational assistance to burglary investi-
gators, particularly by their timely response to burglary-in-progress
calls and in some surveillance situations. However, their wvalue
to the project was as trained policemen and not as K-9 officers.

The results in Portsmouth and Virginia Beach showed that X-9
operations had little value in a program of this type.

Fingerprint Specialist

Only the Portsmouth HIT project had a fingerprint specialist
assigned. In addition to specialized activities, the Portsmouth
fingerprint specialist received specific investigative case assign-
ments. However, there was too little specific work to justify the
full-time assignment of a fingerprint specialist to a burglary
investigation unit.
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Electronic Surveillance Equipment

The electronic surveillance equipment @larms, night vision
scopes, sensors, etc.) was not particularly productive, especially
in relation to its high cost. These devices were not used often
and, when they wore, were not effective when measured in terms of
related arrests.

Truant Emphasis Program

In their initial analyses,; a number of jurisdictions found
that a substantial number of daytime residential burglaries were
committed by truants. Virginia Beach and Portsmouth decided to
deal directly with the problem by beginning a Truant Emphasis Program.

In Virginia Beach the truant emphasis program was an important
element of HIT operatiocns and had a direct effect on the reduction
of residential burglaries. The program was very successful when
officers were assigned that had demonstrated interest and effective-~
ness in dealing with youths.

In Portsmouth the results of the HIT truant emphasis program
were mixed, although this activity was well received and supported
by school officials.,

It was concluded that truant emphasis does have an effect both
on the crime of residential burglary and with respect to improving
relations with schools. However, it probably is not required on
a full-time basis throughout the school year and is a tactic which
should be utilized periodically,

Informants"' Fund

The informants' funds generally proved to be successful,
particularly in support of burglary investigations. Althbough only
limited information is available, results indicate that, in addition
to directly assisting in case clearances, these payments resulted
in the recovery of large amounts of stolen property. In Hampton,
for example, this amounted to $3,800, a total of 19 times the $200
which was paid out.

CITIZEN AWARENESS AND CRIME PREVENTION ELEMENTS

Each of the Virginia HIT projects used some form of a compre-
hensive citizen awareness and crime prevention program to make
citizens aware of and eventually a participant in improved security
procedures designed to prevent crime, This subsection presents
comparative evaluative findings about these project elements,.

Types of citizen awareness or crime prevention project elements
included premise or security checks, crime prevention presentations
to citizens' groups, advertising campaigns, public service announce=



ments, leaflzts and pamphlets, neighborhood security groups, crime
- prevention vans, Operation Identification and burglar alarm
assistance,

The overall evaluative findings were that these elements had
little effect on the crime reduction objectives of most of the
individual HIT projects, although they were successful in terms
of police~community relations. These findings are summarized as
follows:

e The overall effort applied to crime prevention and
community awareness activities, in terms of level
of activity (number of security checks, use of a
crime prevention van, etc.), was usually less than
adequate to reach the number of citizens necessary to
achieve a possible impact.

® Although not totally successful, the attempt at crime
prevention through public education and involvement
has a place in police operations., There is a distinct
need for the police to educate its citizens to the need
for crime prevention efforts.

¢ The installation of alarm systems in private homes,
as in Portsmouth, was not successful, Alarms fell
into disrepair, and residents did not replace the
batteries or take proper care of the alarms. The
police did not follow up to ensure that alarms re-~
mained in working order; however, they received no
complaints from citizens,.

e The comprehensive citizen awareness effort in Norfolk,
which involved the Chamber of Commerce as well as the
Police Department, did seem to have a positive impact on
reducing burglaries, particularly in areas where a high
proportion of homes were involved in Operation Identi-
fication. This success can be attributed to the
involvement of the entire uniform patrol force and
the Norfolk Chamber of Commerce.

® The success of the Arlington robbery awareness and
prevention program indicates that a crime prevention
effort aimed at commercial robbery has a better
chance of success than a burglary prevention progran.
The robbery prevention effort in Arlington was very
thorough and professional, Individualized presentations
were developed for the major types of commercial
establishments describing the robbery threat and steps
to follow in case of a robbery. These efforts, com-
bined with the aggressive and successful tactics of
the Robbery Task Force, contributed significantly to
the decline of robberies in Arlington.




Other than inadequate level of effort and citizen apathy,

- the chief weakness of the less successful community awareness

and crime preventicn programs was the lack of planning in terms

of sectting objectives and measuring progress toward those objectives.,
Sometimes no objectives or priorities were set, so while much
activity seemed to be generated, not much in terms of community
awareness and crime prevention was really being accomplished.

In summary, three basic conclusions resulted from *he evaluative
efforts associated with community awareness activities:

e Community awareness activities probably have little
or no direct impact on crime, although these
activities can result in a significant improvement
in police/community relations, an improved police
image and enhanced support for police activities,

® Community awarsness activities require broad police
participation and should be assigned as a part of
the role of all police officers.

® Community awareness activities should be directed
toward specific neighborhood or community conditions.

HIT SUPPORT ELEMENTS

This subsection presents the evaluative findings of the support
elements of the 11 Virginia HIT projects.

Data Processing Assistance Systems

A npumber of HIT jurisdictions included some aspect of data
processing assistance in their initial funding phase. The primary
evaluative finding regarding these data processing assistance
systems during the initial funding phase was that they were costly
and generally less than successful since they did not provide HIT
personnel with accurate and timely information necessary to menitor
crime trends and to make informed operational decisions. Most
jurisdictions dropped this element from their funding requests for
the second funding phase. This general lack of success was a result
of the following:

¢ The implementation of some data processing assistance
systens was delayed until well into the period of HIT
operations,

¢ The sophistication of systems eventually developed
was considerably less than had been expected.

@ Most data processing reports received little use
by HIT operational personnel,

¢ The capabilities of these systems were misunderstood
by most police personnel,
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Crime Analysis

Crime analysis was an important and successful element of many
of the HIT projects. Alexandria, Norfolk, Richmond and Virginia
Beach had crime analysts formally assigned to their projects., All
HIT projects performed c¢rime analysis to some extent, with varying
degrees of success. The general purpocse of analysis was to provide
timely information to HIT operational commanders on crime trends
and other crime or criminal characteristics which would enable
these units to better plan and allocate their personnel and to be
productive. This type of planning can be considered to be
"operational planning" as opposed *to the standard police department
planning function which is primarily concerned with grant planning,
acquisition, and monitoring.

The overall finding, concerning the development of this
capability, is that a continuing operational planning capability
contributed significantly to the productivity and effectiveness
of the respective HIT police units., These operational planning
functions were generally most productive when the planners were
assigned directly to operational units.

The major drawback to this operational planning function was
the lack of avallable criminal information and crime data suitable
for further apalysis and planning purposes. One of the most positive
results of the HIT program has been the recognition by operational
personnel of the value of crime-related data base and analysis
capabilities to the operational units themselves.

Assistance of Commonwealth Attorney

The jurisdiction of Alexandria, Newport News and Portsmouth
included, as elements of their indiviuual HIT projects, the funding
and participation of an assistant Commonwealth's Attorney. Attorneys
were included in the projectsin anticipation of increased prosecution
workloads,

The nature of the Alexandria HIT project and the low level
of arrest activity did not justify assignment of a full-time
prosecutor. Results in Newport News and Portsmouth were considered
successful as a result of aggressive prosecution of burglary cases
and cooperation with the HIT Squad in terms of providing assistance
and guidance.

Internal Evaluation

HIT project administrators generally felt that informal con-
tinuous internal evaluation was sufficient. In some jurisdictions,
however, informal internal evaluation often had little or no impact
on the HIT projects. The only attempt at regular formal internal
evaluation was in Hampton where the Planning and Analysis Unit
prepared a thoughtful and candid formal quarterly evaluation of the
HIT project.
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- Training

Most HIT jurisdications conducted some training for HIT unit
personnel., Some HIT jurisdictions developed a sound pre-HIT
implementation course that included a2 thorough review of the nature
of the target crime, expected HIT operations, and other applicable
topics., External training was generally considered effective.

The National Crime Prevention courses, for example, served as the
basis for the techniques attempted in many crime prevention and
community awareness HIT project elements.

The overall finding concerning HIT project training was that
it was- gssentially positive and provided a necessary basis for
the eventual general operaticnal success of the specialized BIT
units, Training also had a positive impact on productivity in
that the training upgraded or developed necessary police skills and
effective training programs seemed to improve morale by demonstrating
interest in the HIT officer's career development.

Mobile Headguarters Facilities

Four jurisdictions purchased mobile headquarters facilities
for their HIT projects (Hampton, Newport News, Virginia Beach,
and Richmond). 1In general, these trailers, although small, were
successfully outfitted as police office facilities, These head-
quarters facilities were a necessary part of the HIT projects,
since other office space was limited. Prior to the completion of
the HIT projects, both the Hampton and Virginia Beach HIT Squads
were able to move into more spacious quarters,
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ARLINGTON

PROJECT DESCRIPTION

The Arlington HIT project employed a specialized Robbery Task
Force (RTF) that used tactical surveillance, immediate response,
investigation, and crime prevention to deter, detect, and apprehend
robbery suspects.

The Task Force operated in three target areas within Arliﬁgton
County:

® Crystal City - Jefferson Davis Highway Corridor
® Columbia Pike Corridor
¢ Lee Highway.

From July 1975 to January 1976 the RTF operated in the Shirlington-
Claremont area rather than Lee Highway. Increasced robberies in the
Lee Highway area led to the change.

All robbery cases in the target areas were the responsibility
of the Task Force. Robkery cases occurring outside the target areas
were the responsibility of the regular Arlington County Criminal
Investigation Division.

The original objective of the Arlington County Robbery HIT
project as presented to the DJCP in 1974 was to reduce the number
of robberies to the level of the prior five year average, i.e, 1969~
1973. The revised objective for calendar year 1975 was to reduce
the number of robberies to the level of the average for the five
years 1970-~-1974. Following this precedent, the 1976 evaluation of
the RTF was based on a2 comparison with the five year average for the
years 1971-1975. The goal of this project was to continually de-
crease the incidence of robbery as compared to prior years.

In 1975 a secondary objective was established: to reduce the
ratio of robberies in task force areas to county-wide robberies by
a significant amount, As a measure of this activity an effectiveness
index was computed monthly. The index was computed by dividing the
number of robberies in the county by the number of robberies in the
target area, As the index rose, the Task Force was considered to
be more effective. When the index reached a level of six or
higher, and the level was maintained for a month, a shift of target
areas was considered. As mentioned, one target area was changed at
the end of January, 1976.

PROJECT MANAGEMENT AND ORGANIZATION

The Arlington HIT project was commanded by a lieutenant who
reported directly to the Chief of Police and consisted of an inves-
tigation unit, a tactical patrol unit, and a robbery prevention unit.
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The organizational structure of the Arlington HIT project is shown
on the following page.

The BIT team, known as the Robbery Task Force (RTF), was
staffed as follows:

Lieutenant -- 1

Sergeants -— 2

Investigators (P.0O., II) == 5
Police Officers (P.0. I) -- 14,

Of these, grant funds supported salaries for two sergeants,
four investigators, and three police officers.

The Robbery Task Force additionally received support from the
lieutenant, police planner, and others in the Research and
Development Section of the Arlington County Police Department.

PROJECT OPERATIONS

The Robbery Task Force of the Arlington HIT project employed
a team policing concept with individual officers responsible for
specific sectors in the target area. The patrol officers staffed
two shifts, one from 9 a.m. to 5 p.m, and the second from 4:30 p.m.
to 12:30 a.m. and performed visible and covert patrol activities.-
Three investigators worked the day shift and two the evening shift,
concentrating their efforts on banks, One investigator was on call
between 12:30 a.m. and 9 a.m. and all officers were scheduled to be
off duty on Saturday and Sunday. Duty hours and days off were
altered to address special crime problems or trends. Duty shifts
rotated weekly.

PROJECT RESULTS

The primary objective was to reduce robbery below the average
for the same period during the previous five years., This objective
was attained. For the 12 month period ended June 30, 1976, robbery
was reduced 12,1 percent compared to the five-year average.

The secondary objective, to achieve an effectiveness index
of 6.0, was not met., The actual result of 4.9 indicated that the
project probably also had a significant impact in the nontarget
areas as well.

The Arlington HIT project included the following elementfs:

® Robbery Task Force (RTF)
® Crime Prevention Unit

The results of these elements are described in the following
paragraphs.
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® Hobbery Task Force

The RTF employed tactical surveillance, immediate
response, investigation, and crime prevention to deter,
detect, and apprehend robbery suspects. The positive
results of the Arlington HIT project in reducing robber-
ies were attributed primarily to the effectiveness of

the RTF, the quality of its management and staff and its
aggressive tactical operations. The exhibit on the
following page indicates the productivity of the Arlington
Police Department both hefore and during HIT.

The task force concept proved to be very successful in
Arlington County. It demonstrated that an effort com-
bining tactical patrol and surveillance, immediate
response, investigation and crime prevention can have

a significant impact in reducing robberies. Successful
implementation of the concept was also a result of:

- (Close cooperation with the Commonwealth Attormney,
other units in the department, and surrounding
jurisdictions.

~ Effective use of participatory management style
within the RTF.

¢ Crime Prevention Activity

The Crime Prevention Unit of the RTF was a very success-
ful element of the Arlington HIT project. This success
was attributed to the following:

~ Dedication and professionalism of the officers
involved

- Thorough planning

- Excellent cooperation and support from the Chief
of Police and members of the RTF

- Favorable citizen response, particularly in the
robbery prevention effort.

An important element of the crime prevention effort was
the use of specialized sound and slide presentations in
the van to impart robbery prevention information to
employees of businesses that were most frequently robbed
such as banks, supermarkets, convenience stores, motels,
etc. These presentations were very professional,
pertinent and well received in Arlington County.

PROJECT IMPACT

The overall impact of the HIT project was significant both in
the target areas and countywide. Robberies declined both in
absolute numbers and as a proportion of total Part I crimes. During
the second funding period countywide robberies declined 43.1 percent
compared with the previous year. During the same period Part I
crimes less robbery declined 2.2 percent.



ARLINGTON COUNTY HIT

PRODUCTIVITY COMPARISON MOﬁTHLY AVERAGES

Number of Robberies
Number of Clearances
Clearance Rate
Number of Arrests

Number of Robberies Per
Arrest

First Second
Funding Funding
Pre-HIT Period Period
1/74-12/74 1/75-8/75 7/75-6/76
27 .4 23.5 17.5
7.7 8.3 8.1
28 .0% 35.5% 46 .,2%
3.7 9.2 7.1
7.5 2.6 2.5






HENRICO COUNTY

PROJECT DESCRIPTION

As a part of the original HIT project planning, various offense
statistics were compiled by Henrico County personnel over a number
of years and analyzed to identify significant crimes that would be
likely targets for a concentrated law enforcement effort. Analysis
of data revealed the following facts:

¢ From 1968 through 1972 commercial robbery rose from
25 to 113 offenses which indicated an increase
of 352% over a five-year period. On the other hand, the
national incidence of commercial robbery increased only
60% during the same period of time,

® In 1972 Henrico County's non-residential burglaries
accounted for 43% of all reportad burglaries. Based on
the total number of residential and commercial structures
in the County and the associated number of burglaries,
the residential burglary rate was 2% whereas the commercial
burglary rate was 17%, i.e., 1 out of every 53 residences
was burglarized versus one out of every six commercial
establishments.

¢ Commercial robberies continued to increase in 1973 and
1974, from 63 offenses in 1972 to 112 in 1974, an increase
of 78 percent. The incidence of commercial -burglary
increased 62 percent during the same period,

Consequently, commercial robbery and commercial burglary were
selected as the target offenses to be addressed by the Hemrico
County HIT Project.

The primary goal of the Henrico HIT Project was to stabilize
the 54 percent average annual increase in commercial armed robbery
which had occurred in the County during the five-year period,
1970-1974. :

The secondary goal was to stabilize the 14.8 percent average
increase in the rate of commercial burglary which had occurred
during the period 1970-1974.

These two project objectives were stated on a countywide basis,
and amounted to effecting a zZero percent increase in commercial
robbery and commercial burglary in Henrico County.

The Division of Police attempted to combat these target crimes
by decreasing the opportunity to commit the crime and increasing
the offender's risk of capture. The emphasis was on the use of
covert operations using clandestine air, ground, and electronic
surveillance of commercial establishments by specially trained
personnel whose sole responsibility was directed at detecting,
confronting, and appreaending offenders during the commission of
crimes.



PROJECT MANAGEMENT AND ORGANIZATION

The Henrico County HIT unit was headed by a Lieutenant who
reported directly to the Chief of Police. In the capacity of
Special Action Force (S.A.F,) Director, the Lieutenant was
responsible for the overall administration and management of
project personnel and activities.

The S.A.F. Director was assisted by three Sergeants who
acted in the capacity of first line supervisors of S.A.F, officers.
Two supervisors were responsible for the day-to—-day direction and
coordination of ground operations, while the third was responsible
for aircraft operations, safety, maintenance and supervision of

pilots.

There were a total of 16 S.A.F. f£field officers assigned to
the unit., Of these officers, 12 were primarily responsible for
conducting covert surveillance of commercial establishments, two
were assigned to pilot the fixed wing aircraft, and the remaining
twe officers had dual responsibilities of conducting covert sur-
veillance activities, and the placement, installation, testing and
maintenance of electronic surveillance devices.

The organizational structure of the Henrico County HIT project
is shown on the following page.
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The elements of the Henrico County HIT project included
tactical project elements, public ‘information elements, and planning
and support elements.

Tactical Project Elements

The; tactical project elements of the Henrico County HIT
Project were:

(1) Ground Surveillance Unit

The Special Action Force (SAF) Ground Surveillance Unit was
responsible for the primary operational empha51q of the Henrico
County HIT project. This unit's primary mission was to conduct
covert surveillance operations of suspected target crime targets
within the County, thus resulting in on—-scene apprehension of
criminal offenders and deterrence of target crimes because of the
criminal community's knowledge of the increased risk due to these
surveillance operations. The Ground Surveillance Unit operated
on staggered shifts during evening hours which represented a chanve
from the original single shift arrangements.

(2) Air Support Team

The Air Support Team utilized a fixed-wing aircraft and
was responsible for patrolling and surveillance duties in support
of the Special Action Force Ground Surveillance Unit., This unit
provided aerial operations on both a day and nighttime basis., As
the project continued, additional pilots were trained and assigned
to the team.

(8) Electronic Surveillance Equipment (TAC-II)

The electronic surveillance equipment, purchased at the
beginning of the HIT project, included various sensors and sensor
monitors designed to sound an alarm at the occurrence of a break-in.
The use of this equipment was expected to produce a quick response
capability, thus resnlting in on-scene apprehensions,

Public Information Elements

Public information elements of the refunding phase involved
an educational program for projected victims (commercial establish-
ments) of target offenses in order to better equip them to present
a more difficult opportunity for the criminal and to report offenses
more effectively and rapidly to the Henrico County Police Division.

Planning and Support Elements

The planning and support elements of the Henrico County HIT
Project included an Intelligence Officer who was assigned to the
Special Action Force and was responsible for gathering, developing,
and maintaining intelligence information concerning criminals and
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criminal activity related to target crime occurrences. In addition
to. this information processing responsibility, the Intelligence
QOfficer was expected to maintain liaison with other units of the
denrico County Police Division and with neighboring police agencies.

PROJECT OPERATIONS

The primary strategy that was employed by the Henrico County
HIT Project to reduce target crimes centered on covert operations
using clandestine ground, air and electronic surveillance of com—
mercial establishments. Offenses were combatted through an
aggressive approach consisting of specially trained personnel whose
sole responsibility was directed at detecting, confronting and
apprehending offenders during the commission of crimes.

Four target areas were selected for the conduct of operations
for the following reasons:

® They encompassed a significant number of commercial
‘establishments, and :

® Collectively, they accounted for 64% of all commercial
robberies and 26% of all non-~residential burglaries that
occured in the County during 1973.

There were four schedules of operatioms for S.A.F. personnel
which depended upon individual responsibilities and assignments.
Generally, the schedules were as follows:

® The S.A.F. Director, systems analyst and clerk/typist
worked five days/week from 8:00 a.m., to 4:30 p.m.

® The air support team operated on a two-shift basis:

=~ One pilot worked five days/week from 9:00 a.m. to
6 p.m. His primary responsibility was to assist
the uniformed patrol division.

- Two pilots worked six nights/week from 8:00 p.m. to
4 a.m. Duties were shared between piloting the air-
craft and acting as observer. Their primary responsibility
was to support S.A.F. ground units,

& The communications officer worked six nights/week from
9:00 p.m. to 5:00 a.m.

# Tactical ground units functioned in two-man teams in each of
the four target areas. Six-day coverage was preovided
from 8:00 p., m. to 4:00 a.m,

Over the duration of the project, the operating hours of

tactical ground units and areas under surveillunce were frequently
modified to conform to the changing patterns of target crimes.
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PROJECT RESULTS

The primary objective during this period was to stabilize
the increase of coutywide commercial armed robbery. This objective
was achieved. Robberies were reduced 20.2 percent. The secondary
objective was to stabilize the increase of commercial burglary in
the county. This objective was also achieved. Countywide commercial
burglaries were reduced 13.4 percent from the previous year.

The results of projects elements were:

Special Action Force (SAF) Ground Surveillance Team

The overall success of the Henrico County HIT Project can
be attributed primarily to the activities of the SAF ground
surveillance unit. These activities appeared to influence the level
of target crimes both inside and outside the target areas. It
should be noted that SAF operations were not limited to the target
areas during the final months of HIT. SAF efforts remained
concentrated in the target areas; however, personnel were assigned
to work in other areas of the county in response to specific target
crime activity or emerging crime problems,

Alr Support Team

The Air Support Team and the air support capability provided
little in terms of usable resources to the Special Action Force.
SAF personnel, and for that matter Air Support Team personnel, saw
little impact on the day-to-day operations of the SAF by the air
support capability. The positive aspects of air support were not
ip assisting the covert operations of the Special Action Force, but
in providing an air patrol capability to the overall Police Division.
The size and geographic dispersion of Henrico County made the
aircraft particularly suited for county~wide patrol operations.

Electronic Surveillance Equipment

Although not overwhelming in terms of successful hits, the
use of the TAC-II surveillance equipment was more effective as the
project matured. Two arrests were made as a result of TAC-II
initiated alarms, The false alarm rate continued to be a problem.
The overall finding was that the equipment was not effective.
Although there is probably some truth to the claim by SAF personnel
that the TAC-II equipment had a deterrent effect on the criminal
communifty, the claim is difficult to substantiate. This equipment
might have been more successful if its use had been combined with
useful intell.gence and crime analysis data.

Public Information Program

Public Information Activities associated with the Henrico
County HIT Project received little attention. Plans for accelerating
these efforts were not implemented.



Intelligence Officer Activities .

The intelligence efforts associated with the Henrico County
HIT Project did not lend themselves to the development of informants.
SAF¥ personnel did not interview persons who were arrested, inves~
tigate cases or chance being compromised by talking with perscas
on the street. As a result informants, and subsequent intelligence
data, was difficult to obtain.

PROJECT IMPACT

The Henrico County HIT Project had a significant impact on
the target crimes during this phase. Countywide commercial armed
robberies were reduced 20.2 percent from the previous year.
Coutywide commercial burglaries were reduced 13.4 percent. Part
I oifenses less the larget crimes increased 4.7 percent during
the same period., TFurther indication of the success of the project
is found in the exhibit on the following page, which compares
burglary and robbery productivity during the period prior to HIT
and during both years of the project. The nature of the Henrico
County HIT Project, covert operations without investigation,
seemed to be more successful in addressing robbery than burglary
in terms of solving crimes. This was also the case in other HIT
projects,
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HENRICO COUNTY HIT

COUNTYWIDE BURGIARY AND ROBBERY COMPARISON

Total Burglary
- Burglaries
- Burglary Clearances

- Burglary Clearance Rate

Total Robbery
-~ Robberies
- Robbery Clearances

- Robbery Clearance Rate

Target Crimes
= Commercial Burglary

- Commercial Robbery

First Year

Second Year

Pre-HIT oFf BiT
(7773-6/74) (7/74=6/75)
1981 3117
211 232
10.7% 7.4%

133 194

22 40
16.5% 20.6%
754 995

87 114
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of HIT

(7/75-6/76)

2134

7.8%

177

53
29.9%

862
9l



NEWPORT NEWS
PROJECT DESCRIPTION

The primary objective of the Newport News HIT project was to
stabilize the incidence of burglary as compared to the previous
year.,

The project consisted of a concentrated effort combining tactical
operations (investigations, patrol, and surveillance), citizen
awareness, and prosecutorial activities designed to address the
crime of burglary in a specific target area of the city. Some
features of the program, such as the c1tlzen awareness effort, were
funded directly by the city,

PROJECT MANAGEMENT AND ORGANIZATION

The exhibit on the next page illustrates the organization of
the Newport News HIT project. Following is a brief description of
each organizational unit.

The Newport News HIT Squad was headed by a lieutenant who
reported directly to the Commander of the Detective Bureau. The
HIT Commander was responsible for the overall management of the
HIT operational activities of the Newport News HIT effort and
for coordination with the burglary squad commander who was responsible
for target crime investigation in nontarget areas.

The HIT Commander was assisted by a secretary and an admini-
strative assistant. These positions were responsible for pro-
cessing, review, and maintenance of all HIT burglary-related records
and files, and for general administrative and clerical support.

The operational units of the Newport News HIT Squad consisted
of two shifts of burglary investigators (each staffed with four
officers), a burglary prevention team consisting of two uniformed
officers, and two officers who were assigned to conduct preliminary
investigations at the scene of burglaries (one of these officers
was assigned to work 12 midnight to 8 a.m.). A sergeant was assigned
to one shift and had supervisory responsibility over all HIT
operacional activities,

The Assistant Commonwealth's Attorney funded by the Newport
News HIT grant worked under the direction of the Commonwealth Attorney.

PROJECT OPERATIONS

Qperational activities of the Newport News HIT project consisted
of investigations, patrol and surveillance, Following is a brief
review of these activities.
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NEWPORT NEWS HIT
PROJECT ORGANIZATION

DETECTIVE BUREAU

CAPTAIN
HIT SQUAD
LIEUTENANT
ADMINISTRATIVE
ASSISTANT
SECRETARY
" SERGEANT
DAY SHIFT " BURGLARY | EVENING
PREVENTION SHIFT
SERGEANT* TEAM

* THE SHIFT éE§ééANT HAS SUPERVISORY RESPONSIRILITY OVER BOTH DAY AND
EVENING SHIFTS.
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Hit Investigations

The HIT investigative function was organized into two
shifts (one on duty between 8 a.m. and 5 p.m., and the
other from 4 p.m. to 12 midnight). Shifts rotated every
28 days.

Investigators worked in two-man teams and were assigned
permanently to specific districts. These officers were
responsible for all follow-up investigations of burglary
offenses reported in their respective districts. They
conducted preliminary investigations of reported burglaries
during the time they were on duty, provided that they were
not engaged in other investigative activities and no
specialized investigators, who were normally assigned

these duties, were available.

HIT investigators, in addition to other duties, performed
burglary crime scene processing and canvassed nelohbor~
hoods where offenses were reported

HIT Patrol

Two officers assigned to the Newport News HIT Squad
performed uniformed, visible patrol in the target area.
One officer worked from 9 a.m. to 5 p.m. and the second
from 1 p.m. to @ p.m. Between 1 p.m. and S p.m., the
two worked together as a team. These duty hours were
selected to address daytime and evening residential
burglary problems in the target area.

The uniformed officers patroled both in a marked police
vehicle and on foot, concentrating in specific areas
where residential burglary was a significant problem.
Officers were assigned to prevent burglary through a
highly visible presence and obtained investigative
information by completing field interview cards on
suspicious persons.

HIT Surveillance

Two officers from the Newport News HIT Squad were assigned
to perform covert surveillance activity in order to
gather intelligence information relating to burglaries

or to apprehend suspects while committing offenses. Duty
hours for these officers were varied to address specific
problems or needs, however, when not assigned to a
particular surveillance or activity, one officer worked
from 9 a.m, to 5 p.m. and the second from l.p.m. to

9 a.m, A rental vehicle was used for covert surveillance
activity. The surveillance activity of the Newport News
HIT project started in October 1975, and was terminated
in April of 1976 due to a low level of productivity.



PROJECT RESULTS

The objective of the Newport News HIT project was to prevent
any increase in burglary over the previous year. This objective

was met.

Compared to the same period in the previous year, citfy-

wide burglaries decreased by 28.1 percent.

The results of the various project elements are described in
the following paragraphs.

&

HIT Investigations Unit

HIT Squad productivity in terms of total arrests, burglary
arrests, and clearances, was very good. The average.
clearance rate for the period in the target area was 38.8
percent, compared to 22.8 percent during the same period
the previous year,

The Newport News HIT project changed in character a number
of times since its beginning, from an initial patrol
orientation, to an investigative program in specific tar-~
get areas, then to a citywide investigative effort, and
finally to a concentrated investigative effort in a fixed
geographic area. Although some of these approaches wers
tested for only a short period of time, and could not be
fully analyzed statistically, it appeared that the final
tactic was successful while the others were not. The
final tactic was generally the most productive in terms

of clearances and arrests, and produced by far the most
successful burglary per arrest ratio. This conclusion

is substantiated statistically by the information presented
in the exhibit on the following page.

HIT Patrol

Some HIT Squad management personnel believed that the use
of a single marked patrol unit manned by HIT Squad in-
vestigators would have a significant impact. This may
have been the case, but it was extremely difficult to
separate its effects from that of the significant in-
vestigative effort., It was true that this unit provided
a high level of support to regular patrol operations in
the target area, but productivity in terms of arrests and
clearances were low and probably did not justify the
resources asSsigned to the activity.

HIT Survéillance

The surveillance effort associated with the Newport News
HIT project did not result in a high level of arrest or
clearance activity, and the effort was terminated in
March, The lack of success, as previously reported, re-
sulted because the officers assigned to the activity had
little intelligence data and patrolled or staked out in
high crime areas rather than watching known burglars or
specific locations where informants had indicated that
burglaries would take place,
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(

Actual Burglaries

Burglaries Per
Month .

Clearances

Clearances Per
Month

Average Clearance
Rate

Arrests
Arrests Per Month

Burglaries Per
Arrest

PRE HIT
JAN« 72"‘
ocT 73

22 mos.)

2778

126

704

32
25.3%

573
26
4‘85

NEWPORT NEWS HIT

' A
PROGRAM PERFORMANCE COMPARISONS

HIT PATROL

PROGRAM
NOV 73 -
DEC 73

{2 months)

285
|, 143

52

26

18.2%

28

5.18

INITIAL HIT
INVESTIGATIVE
PROGRAM

JAN - OCT 74
(10 months)

le661
166

344

34
20.7%

406
41
4'09

CITYWIDE HIT
PROGRAM NOV

74 - JAN 75

(3 months)

694

231

104

35
15%

146
49
4.75

REVISED HIT
INVESTIGATIVE
PROGRAM FEB 75 -
JUNE 76 (16 months)

2488

156

768

48

3.26
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¢ HIT Informants' Fund

The informants' fund was available for nine months, Use
of the fund resulted in fourteen arrests and twenty-two
clearances. Although only nine purchases of information
were made, the availability of these funds proved valuable.

8 Citizen Awareness Activities

The citizen awareness effort associated with the HIT pro-
ject in Newport ¥ews was funded entirely by the city and
performed by the Administrative Services Branch of the
Police Division. HIT personnel (and many administrators
in the division) were involved in the citizen awareness
effort to the extent that they made public presentations
when invited and encouraged citizens to participate in
Operation Identification and security surveys.

The HIT-related citizen awareness effort was not partici-
ularly aggressive since few resources were available for
the work. During the last year of the project only 902
individuals attended the meetings, so the impact on crime
reduction was probably minimal, although the meetings no
doubt promoted police-community relations.

¢ Assistant Commonwealth's Attbrney

HIT management and operations personnel agreed that the
additional Assistant Commonwealth's Attorney funded by
the grant was a valuable element of the project. They
attributed part of the project's success to the excellent
cooperation of the Commonwealth's Attorney's Office who
aggressively prosecuted burglary cases, and the courts,
who cooperated by putting many burglars behind bars,

PROJECT IMPACT

The Newport News HIT project had a significant impact on city-
wide burglaries which declined during the second year of funding
by 28.1 percent compared to the same period in the previous year.
During the same period, total Part I crimes less burglary increased
10.6 percent. Target area burglaries were reduced by 37.5 percent
compared to the previous tweleve month period. The most significant.
factor in this decrease was the burglary investigation efforts.
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