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EVALEATLIVE ARALYSTS FOR Thi RLCURCEPTFAL]ZATION or
URBAN LAW ENFORCIMNT

There is abundant evidence t swygest that public service dcliverf systems
ara noﬁ perealy dnefficient in providicg hcalth, education, law enforcemant, ‘
wellfare, wail, cete., bul that; in Lact, vest nuabers of citizens are not re-—
ceiving sorvice thitt approaches evedn tini%ully ucccptnblc levels. The cre-
ation of delivery systéms tor services such as health, education and Wolfat&
has beaen tuken>cn in all urban industrislized countrics and these systcmé are
funded aad operated by vavying combinaticrs of federal, soste, local and vol- .
untary funds. The origin and growth of s.ch publiiz servicc.institutions has
followed on the development and/or recognttion of human problems. The pat~-
tern has been the identification of a biosceisl problem {such as poverty,
housiog, 11lness), followed by public and pro’essional concern and.concluding
with the developacut of a categorical delivery systoem.  (Demone and Harshbafgor,

L9735 144-0) .

In most cases, public services arg oporchd,out of organizational models
in which the hasic form was usually designed prior to the turn of the cen-
tury. Whatever the politvical and sceial values that have maintainedtthese'
organizations, the operaticenalization of these values in such a way that tﬂe

impact of an orgarication can be reliably and validly assessced is a major

continuing problim for virtually all services.  (Drucker, 1973).

Tn the midst of this disarray of needs and services, prescriptions for

the application aof a general systoems iramewark (one that "attempts to define,

v

intepgrate, and {uterdigitate available resources, target populations, present
dolivery systess and capabilitivs, felt consmeer needs,, and organizational
; .

1. . 1 :
needs™) have aboeardeds (Dewene and Narshbarger, 1973:160).  Rescarch technologices

.
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such as, result-ovionted budpgot svstous, eperational rescarch, simulation,
social and cceonomic planning; the linkage of {unction to structure, new

forms of wrpoanizational analysis and pames theory have all been applied to

large scale social exnerimentation.

Unfortunatcly, juét as intentlions Lo wanipulate well-specificed public
service policy or treatment variusbles sowm.tires fell short, the evaluations
designed to conrribute to the etfectivenuls of such action, programs wefv‘ﬁoi
autoenatically Jccuptﬂd, audoin ﬁany cases, were ignored ov rejected by pro¥
gram aduinistrators (Bnssi, 1967:227; Reir and Weiss, 1969:287). The co-
bined failures c¢f so many planned attempts at megs: social change and the non-
use of evaluat lons which attempted to document those attempts have Been dis~
sected at pgreat length clscewhere (Care, 1971). The upshot of such autopsies

is that social reforms can no longer be expecred to produce massive results.

'

Explanations for the Tfailurce of social programs vary between administrater
and evaluator. The evaluative researcher Is often more likely to underestimate

politicsl constraints, organizational obstaclies, budgetary problems and limi-

Stavions of poersonnel and facilities. Administrators are more likely to ex-

plain progranm failure iu implementation rather than a failurce of the underlying

'

cencent.,

Frem an administrative point of view, evaluation's henefits afe'grcatest
if evaluation is an onpoing process for foeeding information back to the ad-
ministrator atl ouv}i atapge of a prograw to glive him guidance on when and how
to procceed.  In this sense, the need T91 evaluation ig not soie]y the pro-

vision of an cxperimental model employing randomization, control groups, and

pro/pest experimental data,  Evalvative aunlysis of organizational activity
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is a much broader and a much Jeso weli-defined activity., The application of

experimental desiagn co proposals For changing internal organizational features

3

may be inappropriate et the initial stepes of the evolution of a program or

program component.  What Is needad is, te borrow from E. F. Schumacher (1973),

an "interacediate technology!

of resceorch analysis appropriate to the daily
decision-naking necds of public service acencics which may never receive a

federal grant to iuitiate n massive coordinated attack on whatever the funding

ageney currently calls the "enemw.” A prllic scrvice institution is rather

under pressure Lo improve its operation c1d presumably its secvice through

incremental stages of data gatbering, anaiysis and feedback. This means that
urban public services must be regularly rtconcuptualizei if public agencies

are to function effectively and efficicntly in providing ‘the services they were
created to deliver. Public agencies nced to break out of the rcﬁcdial, re-

: B R [N T oyl e
aclive orfontation toward soclal problome.

Reconceptuvalising the thrust of a service agency is seen as a means to-
ward altering the pattern of service system dysiunction. Evaluative analysis,
using the ongodng data collection comson to public agencies as well as gen-
erating new daLa is scen as o necessary sunport element ﬁo the tusk of

roconceptual ization.

The purpose of this paper is to describe sceveral illustrations of way;
in which such rcuonvvptﬁali%uLinn and cvaluative analysis can be done~with
respect Lo the eriminal justice system.  The Tirst cxample traces the his-
torical oriyins oé police patrol and’ the effect. of those origins on practice. -
The second example cites data’ from on analysis of juvenile first offenders
in the Kansas Gity, Missouri Poliece Department whjcﬁ way used as o omeans of

fwproving decloion-naliing.,  The Finad example illuztrares the integration of
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reconceptuniization ad anelysis relevant to dnproving police dinterventions

in domestic distirbancos,

Orie way the process of rccc‘»nvuptua:]irr:'ing;' a p-ll‘t]i.f'.ul;ll‘ urban public s"er-—
vice can be initiated Iy throupgh exowination of the assumptions on which cur-
rent operation is based. Police patrol is a good cxample for illustrating
this prbgess as, until quite recently, Lvo ccntury—old practices were widely

accepled as standard operational procedurd.,

Assumptions that good police patrol e onmipresent, random and rapid-
rcspénding have thelr souvce in the historical ovigins of American poiice.
The nodel for American pollicing came from the Miglisa preventive polide, the
New Police, as the Metropolitan Police of London cstablished in 1829 were
called. "Between 1830 and the Civil War, every imﬂortant American.EOWQ ad-
opted the territorial organizotion and strategy of the preventive police.”
(Rubrustein, 1973:12).  The adoption of this apypreach then has been an unques-
tioned assunption of ﬁanyAaf tho developmcnés which followed. For example,
introduction of the patrol car and the development of the wireless radio were
heralded as a way of allvwiug the police officer to cover his tcrritofy morc
evenly and rQspund move rapidiy. (Bordua, 1967:48). Similarly, the more .
recent adoption of radar—operated car-locator syétems aud conputer-aided dis;
patelh systems are technological rvffncments which advocates belicve will inQV

erecse the efficiency of police rvesponte In terss of omipresence, rvandom and

ey

rapid-responding patrol.  Thue, assumptions aboulb the relationship of police

response and crime control made two hundred years ago are still guiding the

form of patrel today,
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Tt dis only recently that these dassumptions have been questioned by em-~

pivical reseavch, For example, the controversial South Preventive Patrol

Study suggests that changes in the amount of randam preventive patrol in warked

cars does not, by itself, scem to affcet, ¢ver one year's

how much erive occurs or how safe citivens

study, also in Kansas City, the coffects or

cxamined,  AMnalysis hiere ds dncompleteo,

fvel. (Kelling, 1974)

time in Kansas City,

In another

cesponse-~time coh crime are being

but early data may suggest that re-

spone-time by itsell does ael ecessarily oonsititute good" service.

This bLody of patrel regecarch has dwpor-:ant dmplications foy defining what

ot

police service finectims should be doiapg anl how ey

quality police service can no Tonper

can bo best deployed. 1£

“

assume to be charactorized by omnipresent,

random and rapid-responding patroel, then a re-examination of police service is

»3 }"

- o

11 L N 1
Pl Lo, L0 Uy

Ccd

ulating standard deployuwent jpolicy iz o naturval outgrowth of

1f aofficers

imize preventive patvol, then thedr tinre con

tiowm in informed volice cirecles

toward. reform-—

such re-examination.

no longe” nead to be deploved te optimize response time and to max-

be used din other activities deewcd

notre productively related to crime-contral functions, The benefit of exam-

ining the asaumptions of patral is ddentification of practices which can be |

improved,

Historically, the juvenile court movement has

been under attack since

the first juvenile court was foumally éntablishied by the 13linois State leg-

islature in 1899, In addition to the eriticisms that juvenile court statutes-

deprive ehitdren of basie eriwminal law rights, there his also been a shift

away -from the governmeantal agency of fast resort dn dealing with children.

Gfational lustitute of Mental lUealth, 1271:1-12). The ucw emphasis now is

toward woinumr diversion of eanes,
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cand given form by the recommendatior of the President's Commission on Law

Enforcement and the Administration of Justice for the establishment of a = °
Youth Service Dureau outsnide the ceriminal justice system. Such a buredu is
intended to coordinatle youth services Ly <ther community agencies,

Paraliel to the changss in preveation scrategy has come a procedural rev-
olution in juvenile cvoure law which has hid its cffcctﬁ on the pre-judicial
process at the police point of intuku. Mile the pracerical effects of rhé
requirermients of duc process with regard t: juvenile offenders. is uncertain,
the iwporiauce of the dintake process beoconzs wore apparcent. Uﬁdcr the new
£

rulings of Gault and ¥Miranda, now conside-2d biraing on police in dealing with

Juveniles, the intake process is to sevve as'a screening and filtcring device.
NIMiH, 1971:13), FExercvisce of police discreticn in the individualized handling
of vouths based on the principle that divcf%jnn from the criminal justice .
system io desireble when oo recidivica resulisy puts the officer in the very

vulneraitle positica of making decisions without firm legal grounds wnd few

eapirvical guldelines te dnform his own judgients.

Such use of palice discretion net to invoke the eriminal process has been
characterized as resulting in low-visibility ‘decisious in the administration

!
[Q

{ justice. (Coldscedin, 1960:544). ‘The term “"low-visibility decision" has:
been used to refer to decicions like those made by ﬁnlice nfficers'at the
juvenile's initial intske into the system; the characterization has beqn made
because so litele duformation is readily available to the public for consid-

evation oad oriticism,

Within the context of tha above situatioanl pressures, the Kansas City,

Missouri Police M partwment. Youth Unit undervteok an examination or the Youth:
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AN
Mits vole within the jovenile justice svatem,  One aspecet of“.this examin-
ation was an annlrsis of the youth officer's disposiLiﬁn docisions on juven—
ile intake after arrvost. here are Esscntinlly two options open to the Youth
Unit officer: hLe can "warp-and-release,” ussvutiﬁlly a decision to scnd the
youth home with his pareats, or ke can reler the youth to juvenile court for
services md adiwdiicarion.

The officer's referral decision is a eritical one both in terms of uéé‘
of orgauizutionul resources and thoe broader issue of which course of action
is a more appropriate recidivisn prevention strategy. Tn oa city vhere refer-
rai to (ke juvenile court is Lthe principle resouree for counscling and other
sociul services, the officer's dilemsn is coapounded. Advocates of a divern-—

sion strategy stress diverting the corly, winer offcender from the criminal

[N

3 dnvelved with the Juvenile court probation

’

i QSRS N e fnee Lie or she
and rehabilitation dustitutioas. On the other hand, youth crime diagnoscd
as symplonatic ol chronie wolti-nreblom fandily onvironments may well demand

attention from the only resource avallable, the juvenile court.

In this sctting, the officer is faced Il a c¢lassification prohlem: -
which juvenile Tirst offender can be sately warned-and-released without
future rearrests and which offenders are Jikely to recidivate, i.e., be ar-

rested a second or even third time. Tt weuld Ve useful for police youth of--

ficers iY they kaew which offender characteristics or combination of char-

acteristics wore wore Likely to be associaled with futuve recidivism,

In an effore Lo analyze and improve current decisibn-moking, youth of-
ficers were Inturviewed to find out what criteria they carrently used to assign

a youth to awarn=and-refease catepory (esseutially a prediction of non-vecidivism)
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versus 4 roferral to Juvenile court {(a
used by officers were found to he veit

most often cited were demeanor or atti

dlousness of the offense and parental a

The relative weights assigoed by
is any reliable delinition of "acrtitud

' Howover, if wo assume th

background. '
are prodicted recidivicts by youth off

arce predicted non-vecidivists, then we

officers to the actual recidiviem rote

In 1973, the Youth Unit processcd.

years and undor).  Dzxamination of the
the comparicon of just how accurately

first offcender recidivism., The Lable

offenders were re-arvested at least a

to carvectly predict which youths woul

caves,  Sixiy--one percent of juvenile.

youth oftic rs correctly predicted the

0

the cases.  Bssentially, Table | shows
prodicting fivse 5ffondvr recidiviasm o
that they do somewhat botter in predis
ready have two offensces.  They corvect

ivists and 73 percent of the non-recid

v

At this point, consideration was

mipht help dmprove offdicer performance

242

prodiction of vecidivism), Criteria

her standard nor consistent. Criteria

Lude of. the vouth, the nature or ser-

ttirudes and/or family background.

vfficers to cach favror is unknown as
e,'" Yoffense seriousness' or ”family.
ot youths referred to juvenile COuytv‘
icers and youths "warncd—and—re]éused”

@t compare the predictions of youth

.

1753 juvenile first offenders (aée 17
twe columns dn the left of T;ble 1 shows
vouath offscers in 1973 were predicting
shnws.tbat 39.2 percent of the first
ScuOnd tire.  Youth officers were able
d be re~urrvgted in 50.5 percent of the
first of fenders were not re-arrested;
se non-recidivists in 48.2 percent of
that youth officors are corvect in
bYouit half of the time. Table 2 shows'
ting the recildivism of youth who al-

1y predicted 31 pereent of -the recid-

JVISLS.

siven to what kind of data analysis

. Presunably . the more accurately a
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PIRST OFFERDIR YOUTH RECIDIVISM (N =

ACTUA L

VERSLS PREDLCTED

i)
-——

"

1753)

Reoldivists
altor

Firat Of {tnse

o e e P e 1 4 % b 3 A s e

o
(e
3

7 Correctly
Yrediated hy
Youtrh Officors

% Correetly
Predictoed by
Disceriminate

Tunction Annlvsis

61,7

I Non-recidivists

frem i o o e -y a—

:'lf.t\‘l'
i Fizst Oflense i 60.8 hid, !l 94.5
| - . - —
Talble 2
ACTUAL VERSUs PRIDICTED
N £
SECOMD OFFLNLER YOUTH RECIDIVISH (8 = 1753
% Correcctly
74 Correctly Predicted by
S Prodicted by Discriminate
Actuni Youth OfTicers Function Analysis
Recidivists
after .
Second Ut iense 22.0 31.3 98.5
Non-recidivisty
after
Second Urtense 774 72,9 -79.8

243




<

i

youth oliicer can predict vouth rocidivian the better service decis

ion he

can make. Unfortuaately, the only variables of the juvenile arreet which’

are computerized are:  age, race, sex, charge (or of fease), consus

-

trudt of

Juvenile's Lione address, previcus record and previous disposition (warn-and-

release versus juven:ile court).  If we koow these variables for

r

oflender, the probleny o how to assion ioodividual first offenders

each first

and von-recidivier groups. Disceriminant .nalysis is a way of maximizing

prodiction betwoen these tvo groups.

to recidivist

éa

The vesalts of applving discoiniasnt nualysis to the 1753 juvenile first

offenders in 1973 are shown o the right column of Tables 1 and

2. Table 1

shows that the seven variables of (ard thoir dinteractions) successfully pre-

dict future recidiviom of fivst offénders in 62 pereent of Lhe cases.

.

five pereeat of  the youths whe do net recidivite efter the Cirvs

be correctiy predicted.

t offonse

Ninety-

can

The predictions are eavea moere accurate for the agsignment of two-time

of fenders to recidivist/non-recidivist eategorices.  Table 2 shows that dis-

eriminate analysis correctly predicte youths who recidivate after the second

offonse in 99 percent of the coascs in 1973; cighty porcent .of youths who

roacidivate alter two offenses can be corrcatly predicted.

1

Tﬁin example of a methad Ffor dmproving youtheofffver ducgsiuﬁ_mnking il-
lustrates the ind of intermedinta evaluntive analysis advocated hoere as a
wiry uf.i pproving the quality of public servicees, In this case, the drgani~
zatien, having identificd the need to dwprove dccisinn~mak5ug¥ utilizod data
collected on aa onpodng hasis.  Applicailivn of appropriate analysis techniques

produced information which . can now infore and dheprove of ficer's decisfon-maliing

in this delicate area. By usive the welphts derived from analysis, he cane
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predict roecidivism wen o acenvately than before and he can do so on the basis
of a rolatively foevw objoective variables. 1t follows, of wourse, chat sub-
sequent implerentation of the wndysis-derived decision critveria shonl.d also

be subicet to cveluative analysis and the feedback loop of informatic

maintained.

The Dinal exanole of reconcepluclizof foa sopported by data ‘analysis is
again drawn from the experience of the pelice.  The connection between family

disturbances aad bhomicides has hoeon well-cocumented (Wolfgang, 19538), but

suth bomicides oud aggravated assaulls, parricularly thoese of a domestic nature,

have traditivaaliy been held to bLe non=nicventable by police action. Re-

peatedly, the FBL in its Unifery Crime Leport notoes:

.« . police are powerless Lo provent a large number of these
1

" O S | [P T H 3 . . T . 2 % h ey .
coens, wnieh us wade veadity anraronl {row o the clircumstonces
e T T . [ o mr ey Y e g T, A, - O v ivwy 4t A e
Of BeFives which survound orikiaal bomioides.  The signiliconc

faclt veerpges that most auvderss are ceamdtred by relatives of
the visthn or persens acouainted withy the vicelm, 1t follews,
therefore, that eviminal hoxicdde is, to a major oexteat, a
natiecnal secial prublem beyond pelice prevention.  (1971:9).

This viewpoint s accepted because it is belicved that these crimes are
erinies cof passion, occurring spnutanvuumlf, usually out of the view of. the .
police. The police ave usually called to the seene of a hémicide or assault
only aftor the act.  Thus, the attitude prevails that traditional police

patrol of fers ne means of preventing these erimoes. When the scope of patrol

is, however, hroadened beyond traditicon, son-preveontability conclusions can
be questioned.  In cunsidering any crime, fucluding an act of violence, two
factors wmust he considered: 1) the opportunity {envivenmentl, situntion) for
1
L}

Lhe ast 1o oceur, aml 2) ¢

Qo pet. The traditional palice preventive approach has been to remo o« Lhe

opportunity. With thin approcch, it fs indeed wost difficult to have an effect

245
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4. Tu the twe vears pricr to thy domestic assault or hom-
i oy the police had been ¢t the residences of the

ims and suspects for disturbance ealls, at least once
in §57 Oof the cases and {ive or ore times in 49, 7%,

~
oy
-

5, Diseriminant analvsis indicated that the presence of a gun,
the prior disturbande history of the individual and the use
of nlcoboel vere the strengest eirgle factors accouating for
the variance boetwoen disturbences in which physical force
and no phvsical foree occurred., In layvman terms, knowledge
of the prescnce of a pon coutld Dnrove the forecasting of
violoneo Ly 1174, rnmowledge of thy individual's prior dis-
turbancea hiistory ov an avarcuoss of the use of alecohol jw-
proves forccasting of violence by 6%,

6. Maltivariate analysis of distoerbaace data identifdied pattoerns
of situat{cnal dnteractions and -ae frequency with which
puvsical force was emploved in cath.

7. In addressiag disturbances, patre o offfccrs normally seek tem-
porary deiasion of the sitnation chrousy two means.  The first,

-

infovimal disposition, includes the separavion or warning of

the dispontavts and the possible refcerence of the partivs to an

atterndy Lo resolve civil disapieements.  The sccond disposition

is avrect o one or-both parties.  Arvvest usually occurs when

certain single variables (d.0., the presence of a gun, the use

cfoaleobied or u dlspuie covcerndny a thind poarty) are presont.

The translatioun of theso prelimivary findings dinto operational revision:

of police domestic disturbance intervention procedures has been formulated
to dncelude: 1) traiuning the of{icer in the recopnition of high violence
poteaticl dicturbance situations; 2) getting information to the of Ficer so .
he can be Torewarned when dispatched to disturpances where participants have
a bistoryv.ol such involvemonts and posgibly a history of violence; 3) orgaon--
izing social service resources whiich can be supnlicd to dewestic disturbance
situations whose participants' needs go, bevond the momentary defusion procass;

and 4) evaluating the way in which the above components of training, infor-

o0
nation and social soivices can be intograted into a coordinated effort ro
reduce Titure vielenee by the use of police discurbance calls as case—-finding.

Once againg (hese eximples d1Tuctrate «the way in which preliminary evoaluative
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dota analr<is can guide the veconcepiualization of service and so dmprove

their delivery.

‘ This paper hao endeavorcd Lo precsent some wini-case studies from the ox-
perience of an in-bousc rescareh unit of the Konoas City, Missouri Police De-
partient in which the interact lon of c¢val. ation snd analviic reconceptualization

of wervices takes place. When applied to particular operational aspeets of

a department, it is sceon that this approasch appears o result in improvad
service delivery guch as patrol, juvenile referral ond donmestic disturbance
intervention. More than just eoperational modiflirniciens, these mini-cases il-

Llustrate ways in which examination of assumptions about the way in which ser-

vices are handled, when supported by cvalastive analyses of the sarvice, lead

s

-
. . .
Lo rejoioen

At iy of their detivory.
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