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PREFACE

In 1975, the 0Office of Technology Transfer (OTIT), part of the National
Institute of Law Enforcement and Criminal Justice in the United States Law
Enforcement Assistance Administration (LEAA), awarded grants to six demon-
stration sites to demonstrate the concept of "full service neighborhood team

policing."”

Generally speaking, this concept involves decentralizing police
work to the coummunity level, where groups of 20 to 40 officers become famil-
iar with area residents and handle cases from start to finish. The assump-
tion is that the law enforcement officials can then prevent gnd control
crime better.

The sites LEAA chose for this demonstration were Boulder, Colorado;
Elizabeth, New Jersey; Hartford, Connecticut; Multnomah County, Oregon;
Santa Ana, California; and Winston-Salem, North Carolina.

In 197%, The Urban Institute received a grant to evaluate this projecg.
Between the last quarter oé 1976 and the third quarter of 1977, the Insti-
tute visited the sites several times and evaluated their implementation of
team policing.

Eight separate reports document the evaluation. Six are case studies
of each site that describe background and setting, planning énd implemen-
tation of team policing activities, and program results. The seventh

report describes how OIT designed and ran the team policing program, and

the last report summarizes evaluation findings for all sites.

Preceding page blank
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In the review of the material upon which LEAA designed the FSNTP program,

The Urban Institute identified 20 elements which form the FSNTP model. Plans

were originally made to implement 19 of the 20 elements.
Chief Barber ordered the patrol division to start operating in a team

policing mode in July 1975. The city was divided into a North Team area and

a South Team area. The University of Coloradoc Police Department continued

to have jurisdiction over the university campus which is in the center of

Boulder.

The element that called for the detectives to be assigned to teams was

the only one not implemented. All other elements were either implemented some

time during the demonstration period or an attempt was made to implement. By
January 1977, the major elements of team policing were still under study by

Chief Barber’s replacement, Chief David Voorhis, who assumed command in

May 1976.
Chief Voorhis returned the patrol division to the previously used watch

system and abolished the team policing neighborhood boundary line.

The main outcome objectives listed in Boulder’s grant application were:

to improve community relations

to increase officer job satisfaction
to increase Part I arrests

to decrease Part I Crime

to decrease citizen fear

Part I Crime decreased by 12 percent (1976 as compared to 1975) and

arrests for Part I Crime increased. The changes cannot be attributed to

team policing.

3. See Chapter III.
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I1I. THE BOULDER SETTING AND BACKGROUND

A. THE BOULDER SETTING

Boulder, a city of 63,000, is located on the eastern edge of the Rocky
ﬁountains about a thirty-minute drive northwest of Denver. The median income
is $15,000 per year. This reflects the presence of the major employers in
the area: a large IBM manufacturing facility north of the city; a Rockwell
International atomic plant south of the city; and numerous government research
facilities within the city including the National Center for Atmospheric
Research, units of the National Bureau of Standards, and the University of
Col;rado. The population is 92.3 percent white with the non-white groups
being 4.8 percent chicano, 0.9 percent black and 1.4 percent ot:her.l Educa-
tion level in the adult population is high: 93 percent have completed high
school, 36 percent have completed college and 16 percent have two graduate
degrees.2 In 1975, there were 79 UCR Part I crimes per 1,000 population3
in Boulder which is higher than the national average of 644 for cities in
the population range of 50,000 to 100,000. Part I Crime dropped 12 percent
in 1976 as compared to a 30 percent increase in 1975 and an 11 percent

decrease in 1974.

l.  Boulder Department of Human Resources.

2. Urban Institute telephone survey.

3. Assumes 4,992 Part I crimes in 1975 and a population of 63,000 for
the city.

4., Crime in the United States, 1975, Uniform Crime Reports. Issued by
Clarence M. Kelley, Director, FBI, and released August 26, 1976, p. 160.




B. THREE TEAM AREAS i Boulder officers as extremely conservative, retired in November after 25

d ! years with the department.
i ithi rea -
In 1975 Boulder’s population was 63,000 contained within a land a |

The 0O io report bmitted to th . .
ds the University of Colorado, a one= e Ossorio report was submitted to the city in February 1975. At that
i i . he city surrounas - | ’
of 12.9 square miles The y lati of 27,000 t time, Vendel’s replacement had not yet been selected. The report presented
i tion ’ .
i ith a maximum campus-based popula
square-mile land area W

the findings from surveys of local citizens and police officers. A list of

m sites
Because one of the criteria stated by LEAA for selecting demonstration i o f
e 5 .

¢ rtment serving population between 100,000 and suggested changes for the Boulder Police Department were offered. The
. . epa
was a municipal police dep (BPD) and th University of first suggested change was that "at the directiom of the chief, the entire
i PD) an e
i 1der Police Department B

500,000, the City of Bou

d rt tal t t b .
( D) ared a joint grant application that epartmental structure would be converted to conform to the team policing
i L CUP prep
Colorado Police Department

6
. concept.”"  The Ossorio report suggestions ized i bl

serving a combined population slightly ’ P P Hee ns are summarized in Table L along
A i rogram . o .
specified a team policing prog 1. Horth, South and Campus: with a brief description of the police department response. Some members of

lice teams were formed: Rorth,

less than 1009000' Three po th d t £ . . . .
" e staffed by BPD personnel and serviced the e department felt that John Barber, former Chief of Police, University of

" "aouth" teams wer ) )
The "North" and out ng " team was staffed by California at Santa Cruz, was appointed to replace Vendel only after Barber

: . h ampus
northern and southern halves of the city. 7he i agreed to implement team policin 7 The text of the Ossorio report’s section
ity The experiences of the Campus pl P e P
jced by the University.

CUPD personnel and service

on team policing is contained in an Appendix in Part IX.

. in Chapter IV.
team are dlséuSSEd in Chap Chief Barber learned of the federal demonstration program for team

policing shortly before the deadline for submitting a grant application.

C. THE O0SSORIO REPORT Until the first site visit to Boulder in March 1975 by LEAA Washington offi-

i1, formerly charac-— cials, the city did not know it was being considered as a demounstration site.
iti £ the Boulder City Councli, orm
In 1974, the composition O

"1 iperal” majority Five members of the department worked quickly for two weeks and submitted
ive" jori changed to a "libera ity.
terized as having a "eopnservative'' majority, g

ived close scrutiny a 151-page grant application on April 15, 1975.
n that receive

The police department was one city operatio

i . Ossorio .
by the new officials. In October 1974, they commissioned Peter G |

i to "provide
of the Linguistic Research Institute 1n Longmont, Colorado, P

olice
information which would be of some value to the city and to the p

Chief Donald Vendel, described by current

, 5
department and 1ts operatlon." vt . 6. Ossorio, et al., op. cit., p» 37. The full text of the suggestion
- . . d Lasater, Lane. ~Values an to implement team policing is contained in Appendix B.

5. Ossorio, Peter G.; Bush, Eérlene, an n F"al Report submitted . P poL2 g- PP
tions for the Boulder Police Department, finm - 7. Barber was hired in March 1975, one month after the Ossorio report
Implementation : '

was released.
February 17, 1975, p- 1. N

A S e s - T




TABLE 1:

Summary of

Police Department Respo nses”

c. Decisiocn of chief.

not record clerks.
e. Subsequently not izplemented.
f. Patrol officers did not get any recorders.
ge Fllled by officers during most of grant.

Ossorio Report Suggestions Accepted Comments
Yes/No
1 Establish Team Policing Yes Implemented July 1, 1975
2 Experiment in Part of City with Team Policing{ No Tean policing citywide
3 Police to Transport Walking Injured to -
Hospital No [Insurance and trailning costs high
4 Polfice to Enter Public Service Tasks in Log Yes Implemented July 1, 1975
S Create Citizens Policy Advisory Board Yo Pecision left to City Council
& Citizen Complaints Handled by Citizens Board | No " b "
7 Citizen Complaints on Officers Handled by
Citizens Board No " " "
8 Apply for LEAA Funds and Start Coommunity .
Relations Program Yes .Lr'unds from team policing grant
9a Increase Staff for Training Yes Increased from one to three officers?
9b Increase Property Personnel Yes Dne officer
9¢ Increase Secretarial Staff Yes Funds from teaw policing grant
94 Increase Number of Patrol Officers No Piot needed under team policing®
9e Increase Number of Detectives No " " e
9f Additional Records Secretary Yes [Funds from team policing grantd
10 Van for Crime Scene Investigation Yes Converted from jail van®
11 Acquire Crime Scene Investigator Yes One officer assigned duty
12 Training Officer to Handle Persoanel Yes Of ficer assigned duties
13 Hire Police Acttorney Yes |Promisede £
14 Get Tape Recorders for Officers Yes Purchased March 1975 for detectives.
15 1Incentives for Education Yes Salary increases for college
. degree
16 Program for Recruiting at Colleges No lE:h:l.ef will handle recruiting
17 City Answers Own Phone Calls Tes lew switchboard
18 Comnstruct Firing Range Yes Mill share range with sheriff
19 Establish Hiring Standards No
20 Cooputerize Records Yes IConsolidated with sheriff’s
poffice
21 Establish Traffic Division Yes Got grant funds for program
22 Elidinace Dog Control Unitc Yes [Transferred to Humane Society
23 Require Polygraph Test for New Hires Yes Ef fective May 1, 1975
24 Use "9l1” for Eaergency Calls No [Cost Too High
25 Sctricter Enforcement of Bicycle Laws Yes iAssigned to team policing
26 Eliminate Hill Task Force (Officers) Yes IDi{sbanded
27 Allow Officers to Drop "Dead End" Yes Minor incidents require only
Complaints simple report
28 Create Position of Desk Officer : No Due to costs, civilian will con—-
tinue this dutyg
29 Yearly peer review process Yes Under team policing®
30 Hire Civilian Administrator No [Deputy chief will fill role
31 Chapge Way of Recruiting Captains and
Deputy Chiefs Yo Chief will hire
32 Develop Writtean Evaluation Form for Officers { Yes To be developed
33 Create Warraant Detail No [Team policing officer’s duty
34 Create Fugitive Detail No iAlready handled by detectives
35 Separate Complaint and Arrest Forms Yes Simplified form under study
36 Expand Training Yes Funded by team policing:grant
37 Make Detective Position Higher, More Yes lUnder discussion®
Rewvarding
38 Put a Lieutenant in Charge of Records Yes as been assigned
39 Develop a Policy Manual for Department Yes Committee working
40. Create Research and Development Unit No iAlready part of training unit
41 Reduce Use of Reserve Officers Yes Will operate ounly with regular
officers .
42 Give Press Greater Access to Recorda Yes Press passes issued
43 Limit Investigative Work
44 on Yes Team policing will follow new
45 Automobile Accidents procedure
46 Alter Management of Detective Bureau, Yes Detailed recommendation
Do Not Rotate Back to Pacrol folloved
47 Alter Management of Patrol Divis{ion Yes [Team policing
48 Establish Procedures for Hiring and Firing Yes Wrote new policy manual
49 Representative of DA’s Office Assigned No Police will handle task
to Police
50 Participate in Regional Training Academy Yes
51 Create Court Notification Process Yes &Heu legal officer®

3. Extracted froo memorandum daced May 23, 1975, from Police Department to City Manager.
b. Decreased to one sergeant after three conths. )

d. Planned, but not ioplemented. Grant funds covered costs of three team sergeants but

SUMMARY OF OSSORIO REPORT SUGGESTIONS AND POLICE DEPARTMENT RESPONSE
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D. PERSONNEL

sworn plus 32 non-
n-sworn) in 1976. 1Ip January 1976, the Boulder Police moved

police, county sheriff
» courtrooms and jail Abou
. t 83 percent of $2,175
, 5984,

the police b
P udget for FY 1975-1976, was allocated for personnel costs

capita expenditures in Bould
er for law enforcemen
t were $34.50 per
year based

distribution of citj
Clties arranged b i
Y Per capita expenditu
res shown in Figure 1

EXaCt yearly 81 et lgure 9 s ~5 <

growth in pers .
Al personnel between 1974 and 1976 as shown in Table 2 refl
reflects the
relative stabili
ability of the budget in recent years. Compared to oth d
er depart-

ments in 1974 7 b
and 1975, the growth of the department ip Boulder was sli htl
g y

above average as indicated in Figure 2

TABLE 2: BOULDER POLICE DEPARTMENT PERSONNEL

Total Boulder
Police Department
Year Personnel
1974 113
1975 120
1976 131

E. GRANT BUDGET

ment for their team
policing Programs cove
red an 18-month i
period. Assuming

the Boulder ¢
epartment got two-thirds of the funds, the grant re
presented less
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than 4 percent of the department’s expenses during the grant period. The

budgeted and actual expenditures of grant funds is shown in Table 3.

TABLE 3: TEAM POLICING GRANT FUNDS IN BOULDER
(NORTH, SOUTH AND CAMPUS TEAMS)

EXPENDED
ITEM BUDGETED as of
April 15, 1977

Personnel#® 59,219 62,408.11
Operating#*#* 75,012 ) 76,746.47
Travel 15,242 12,450.39
Equipment+ 6,140 3,922.87
Professional Services++ 23,387 21,645.31
TOTAL 179,000 177,173.15

*# Tncludes one analyst/evaluator and three clerk typists.
*% Largely for overtime for officers attending training.
rental of storefront office.
+ Primarily for office equipment.
++ Consultants for training

Some for

F. TASK FORCE EXPERIENCE

The team policing grant application authors referred extensively to a

special task force that Chief Vendel formed in March 1973 to combat a serious

crime problem in Boulder’s so~-called "Hill" area.8

adjacent to one side of the university campus. It contains small stores

and private housing occupied predominantly by university students. In the

summertime, the Hill area filled with 10,000 to 15,000 transients, many of

whom stayed on through the year. Radical individuals advocating the violent

overthrow of the government also frequented the Hill. There was a heavy

traffic in drugs on the streets in addition to bombing incidents.

8. As evidence of the success of the task force, a 35 percent reduction
in street crime was reported for the first year of the task force”s operation.
Street crime was measured by reported cases of assault, robbery and burglary.

i ot S

The Hill is a small area.
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The task force differed from the grant period teams in many aspects
such as personnel turnover, services provided, and dress. The task force
had nine positions which were filled with specially selected officers; however,
only after considerable turnover did a smoothly working team develop. Team
policing teams had 25 to 30 positions and, since all patrol officers were
assigned to one team or anotker, there were limited options for special selec-
tion of team members. During the demonstration period, there was no turnover
on the teams except when vacancies were filled with new hires. Task force
officers were not permitted to amswer any routine calls so that they could
concentrate on regular community meetings, burglary prevention, and foot patrol
in 6ne neighborhood. The two team policing units answered all the routine
calls and were also expected to conduct community meetings, crime prevention
programs and patrol on foot. The task force officers wore standard uniforms
with the exception of a pocket patch identifying them as task force personnel.
Team policing officers wore standard uniforms. The task force used saturation
patrol against specified crimes while the regular officers would patrol the

area. Saturation areas could be changed from day to day.

G. PLANNING PERIOD ELIMINATED

The Ossorio report suggested that the city be divided into four areas
for team policing and that one area--preferably the downtown business sec-
tion~-be used as an experimental neighborhood for team policing, while the
remainder of the city would operate in the traditional mode. The grant ap-

plication specified that the city would be divided into a northern half and

"l\
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a southern half with one team assigned to each after a six-month period for
planning and training between July 1975 and December 1975. Contrary to the
plans presented both in the Ossorio report and the grant application, Chief
Barber announced that team policing would be implemented July 1, 1975; hence
the planning period was completely eliminated. Imn preparation during June
1975, 42 designated team members each attended one of two team policing ori-
entation sessions (June 9 or 12) lasting 1-1/2 to 2 hours. The objectives,
pitfalls and benefits of team policing were discussed and a videotaped presen-
tation by Chief Barber was run. In June, trainers from the Public Safety
Research Institute, St. Petersburg, Florida, gave a 3-day orilentation to ten
team members. On June 25-27, organizational development sessions were held
for midmanagement. The dispatchers were briefed on methods for stacking calls
for service on a priority basis and the need for confining team assignments

to team areas.

H. ORGANIZATIONAL CHANGES

1. SUMMARY

Prior to July 1975, the Boulder police were organized along a tradi-
tional design. Under a patrol captain, there were three shifts, each with
one lieutengnt, one sergeant and the patrol officers. Under team polic-
ing numerous organizational changes were made. In general, a patrol captéin
commanded two teams and a traffic unit, each of which was headed by a lieu-
tenant. The teams were divided into three shifts. A pre- and a typical post~
team policing organization chart are contained in Figure 3, which reflects

the following changes:
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BOULDER ORGANIZATION PRE~TEAM POLICING

Chief
Deputy Chief
| d
Captain Captain Captain
Records Patrol Investigations
{Property l
Juvenile
| | |
Lieutenant Lieutenant Lieutenant Narcotica
Clerks lst Shift 2d Shift 3d Shift 4
Lab T [ [ -
Radio
Sergeant Sergeant Sergeant Lieutenant
Patrolmen Patrolmen Patrolmen Sergeant
‘ Detectives
TYPICAL
BOULDER ORGANIZATION UNDER
TEAM POLICING
RADIO
(Separate From Department) Chief
—————————————— Deputy Chief
1 |
Captain Captain Captain
Staff Services Patrol Investigations
Lieutenant Lieutenant Lieutenant - Lt. Lt.
Records Sgt Sgt
gii;g;gs ]~ [ ] Detec~- Detec-
Lab North Team South Team Traffic tives tives
Juvenile 1st Shift 1st Shift PROPERTY PERSONS
2d Shift 2d Shife Crime
3d Shift 3d Shift =¥ Preventian

FIGURE 3: COMPARISON OF BOULDER ORGANIZATION CHARTS BEFORE AND AFTER
TEAM POLICING WAS IMPLEMENTED




BOULDER POLICE DEPARTMENT

PRE-TEAM POLTCING ORGANTZATION

CHIEF
SCTY,
DERUTY
CHIEF
RECORDS PATROL INVESTIGATION
CAPTATN CAPTAIN ROPERTY CAPTAIN
I | [ l l
11 12 SHIFT 1| |SHIFT 2 SHIFT 3 _
CLERKS LAB RADIO LT. LT. LT, JUVENILE LT., NARC'S
SGT. SGT. SGT. SGT.
PTLMAN PTLMAN PTLMAN DETS
FIGURE 4: ORGANIZATION CHART #1, PRE-TEAM POLICING

9T
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® The patrol officers were moved from a citywide, three-shift organ-
ization into two teams, each with three shifts. Each team covered
its half of the city.

e A separate traffic unit and a crime prevention unit were added to
the patrol division.

® The radio dispatch unit was taken out of th~ Boulder Police
Department, and is now part of a combined city-county dispatch

center.

o The juvenile unit moved from "investigations" to "staff services."

In addition, the detective bureau increased from 14 personnel (pre~team

policing) to 21 (with team policing).

2. CHRONOLOGY OF ORGANIZATIONAL CHANGES

The organization charts illustrate the numerous changes in the management
during the grant. The frequency of these organization changes hindered imple-

mentation of neighborhood team policing.

a. THE PRE-TEAM POLICING PERIOD

The pre~team policing organization chart is shown in Figure 4 as Organi-
zation Chart #l. Prior to team policing, the department organized in the
traditional separation of patrol and investigative functions. The patrol
division was divided along a traditional time sequence of three shifts, each
shift managed by a lieutenant or shift commander.

At this time, the department had divided thg city into 13 geographical

districts, but cfficers were not permanently assigned to districts.

b. THE FIRST ORGANIZATIONAL CHANGES
The first team policing organization, in effect July 1975 through

September 1975, is shown in Figure 5. The city was divided into three

~F

o

¢t
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CAPTAIN CAPTAIN CAPTAIN
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RECORDS TRAINING ADMINIS-
TEAM A | TRATIVE INVESTI-

Sgts. (4) LT. GATION

Officers o
— RECORDS . L TRATNING (25)
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LT. || Analyst .|  SGT.
Evaluation PROPERTY
CRIME TEAM B
— — RESEARCH
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FIGURE 5:

ORGANIZATION CHART #2,

JULY 1975 TO SEPTEMBER 1975
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CRIME
REVENTION
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geographical areas: Team A, Team B and Team C. [Team C was the University
of Colorado Police Department which is not shown in the organizational charts.]

Team leaders of Teams A and B answered directly to the Captain of Patrol,
who was also the Project Director for team policing. Team leaders had 24-
hour responsibility for their geographical areas.

At this time, all investigative functions were under the authority of the
Captain of Investigations. The Administrative Lieutenant’s position was not
filled. Had it been filled, it may have alleviated a number of coordinative
problems between the two teams.

The special unit which was "ghosted" from Team A was in reality the
Narcotics/Vice Unit delineated in investigations under the authority of the
Crime Prevention Lieutenant. The unit was intended to offer special resources
and manpower to the teams for either operational or training needs.

Note that this general organizational development was instituted in July
1975 at the time when, according to the grant guidelines, the department was
to have maintained a traditional structure in order to accomplish the plan-
ning and training necessary to implement team policing on the target date of
January 1, 1976.

Even though the investigative aspects remained separate from the teams,
the allocation and deployment of manpower along team policing lines at this
time required that the Project Director (captain of patrol) and the Team
Leaders (lieutenants) not only deal with the operational problems of such an
organizational comstruct, but also attempt to provide training and planning
at the same time.

Planning, training and research located under the Lieutenant of Training

had no personnel.

S SRR ot o
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C. CHANGES IN THE FALL OF 1975

Organization Chart #3 is shown in Figure 6 which depicts the department
from October 1975 through November 1975.

The patrol or team function was placed under the control of two captains.
Each captain was in control of not only his respective team, but also of a
specialized unit.

One captain supervised the lieutenant of the North Team (formerly Team A)
and the Special Traffic Enforcement Program (STEP). STEP was a unit borm out
of a grant which mandated a specialized unit whose function was to emphasize
target driving offenders such as the drunk driver. This specialized unit
came about at the time when much discussion, planning and training revolved
around the generalist concept and the need for de-specialization. The insti-
tution of this specific program did much to add to the confusion of mid-level
management and line officers in the department and brought about concerns as
to departmental commitment to team policing. The Captain of Patrol-North was
also Project Director for team policing. However, his functiomal authority
extended to only half of the division.

The captain in charge of the South Team (formerly Team B) also was in
charge of the Mobile Resource Team (MRT). The MRT was to function as a group
of officers and detectives who could provide specialized resources to the
teams in the areas of narcotics and surveillance, as well as provide uniformed
patrol personnel to the teams so that each team could, as a team, move into
training and organizational development.

The necessity of the MRT was mandated by the fact that team policing
implementation was effective July 1975 and that the department had not

provided adéquate team policing training.




e w0 T

.

CHIEF OF

POLICE
ASSISTANT CHIEF Analyst
OF POLICE Evaluation
I | L] _l
CAPTAIN . CAPTAIN
STAFF SERVICES CAPTAIN CAPTAIN INVESTIGATION
1
[ | ]
LT. STEP
SGT.
RECORDS (Special LIEUTENANT
£co TRAINING Trafric) RESOARGE INVESTIGATION
= Lt. (1) = TEAM | |
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CRIME
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FIGURE 6: ORGANIZATION CHART #3, October 1975 to November 1975
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The MRT was nominally under the supervision and command of the Captain of
Patrol-South. Yet the MRT continued to function in an investigative mode for
the majority of the time. The MRT was yet, by MRT preference and training, a
unit of the investigative division. The MRT had two supervisors; the Captain
of Patrol-South for those functions falling under patrol, and the Captain of
Investigation for those functions which fell under investigative/vice/narcotics
areas.

A Juvenile Specialist was assigned to each team during this time. The
Juvenile Specialists had geographical limitations similar to those of each
team. The Juvenile Specialists were intended to act as resource aid training
officers for each of their respective teams. However, the training mode was
not implemented due to operational requirements and caseloads. The Juvenile
Specialists, like the MRT, experienced two lines of supervision: one through
the team leaders and the other through the investigative division. Both of
these lines of supervision were nominal, however, and the Juvenile Special=-
ists functioned primarily on their own.

At this point, all investigations (either initial or follow=up) were
being handled by specialists located in the teams (Juvenile Specialists,

etc.) or located in the investigative division.

d. FINAL CHANGES IN 1975

The structure during December 1975 is shown by Organization Chart #4 in
Figure 7. During this month the department moved back to one Captain of
Patrol. This position also carried with it the title of Project Director.

The Traffic Lieutenant was in charge of the STEP program and parking en-—
forcement. Note that the Special Unit (formerly the Mobile Resource Team)

was moved under the investigation captain.
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During the latter part of November 1975, personnel of the MRT were per=-
manently assigned to the investigative division, thereby increasing the per-
sonnel size of the investigative division by some eight officers and one
supervisor. This change occurred at a time when the department should have
been preparing to deplete the personriel strength of the investigative divi-
sion in anticipation of the teams incorporating some investigative functions
within the scope of team duties.

At this time, there was a sergeant in charge of training. The sergeant
was also the nominal supervisor of the Juvenile Specialists who were, on

paper, assigned to the teams.

e. ORGANIZATION DURING FIRST THREE
QUARTERS OF 1976

From January 1976 until September 1976, the department operated under
Organization Chart #5 shown in Figure 8.

During this phase of team policing, the Juvenile Specialists were moved
to Staff Services Division under the command of the Juvenile Sergeant (who
at this time also functioned as the Training Sergeant).

A Crime Prevention and Analysis Unit (CPAU) was formed in February 1976

to serve as resource to both teams. The CPAU functioned as a resource and

_coordinative unit to the teams. As delineated in Organization Chart #6, Fig-

ure 9, personnel assigned to the CPAU consisted of:
e Crime Prevention Coordinator (CPC)
e Crime Analyst

e Two Crime Scene Investigators (CSIs)
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FIGURE 9:

ORGANIZATION CHART #6, FEBRUARY 1976
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The CPC functioned as a channel for all community and neighborhood crime
prevention programs and presentations and coordinated community crime prevention
efforts for the department and specifically for the teams.

The Crime Analyst provided crime analysis and statistical data to the
teams to insure deployment and allocation of officers on a demand/need basis.

The CSIs functiomed to provide expertise and training to team members
in the area of crime scene, initial investigation and followup investigation
of residential burglaries. In Feburary 1976, teams became responsible for
investigation of all residential burglaries. Through September 1976, the
CSIs continued to‘provide this expertise to their respective teams. However,
the training aspect of the CSI function was never fully implemented despite
training classes and changes in departmental procedures. The CSIs continued
to provide the bulk of the investigation, rather than the team members. It
was hoped that, over time, team members would pick up the investigative as-
pects of this crime category and eventually replace the CSIs.

A possible reason for the lack of team member respomse to CSI attempts
to involve them in crime scene investigations may be the fact that officers

often did not take such changes seriously especially in light of the numerous

changes which had occurred previously for short durations of time.

£. CHIEF VOORHISf FIRST CHANGES

In September 1976, the new Chief Executive determined that the team con-
cept as envisioned by the Boulder Police Department was unwieldly, unstable,
lacking in communications, and failing to provide the basic law enforcement

functions for which it was instituted. Accordingly, the CSis”’ functions were

T

relegated to the investigative division--as the CSIs had functioned as team
investigators despite their efforts to train officers in the use of investiga-
tive techniques.

The communications difficulties eéncompassed in the team leader approach
were mitigated by instituting a more traditional organization based on time
with a commander of each shift responsible for that shift.

Specific geographical assignments continued to be utilized based on
crime analysis of need/demard, although the line dividing the North and South
Teams became less of a "brick wall" than Previously and team members were

allowed to cross the team boundary lines.

g POST-GRANT CHANGES

Organization Chart #7, shown in Figure 10, depicts thé department as of
April 4, 1977 after the team policing grant.

With the exception of a four-person Major Crime Squad, all detectives
were placed within the Patrol Division under the operational command of the
Shift Supervisors (sergeants and lieutenants). The detectives continue to

function as the primary investigative resource to the patrol officers. It is

and detectives.
Each shift is divided into two "work groups" composed of patrol officers,

detectives and a supervisor. The "work group”" will maintain the same working

schedule (days off, times of shift) to allow the "work group" to function as

a working team. All officers and investigators will be on duty on Wednesdavs

J= e

This will allow the department to conduct training, organization development
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training, patrol meetings, and formalized information processing meetings be-
tween investigators and officers of other shifts.

The "work group" or team is defined by time rather than geography. This
is not to say that geographical boundaries will not be instituted in the fu-
ture. The Boulder Police Department is experimenting with the Patrol Car Al-
location Model utilizing geographical boundaries determined by the Hypercube
Simulation Model.

As envisioned, this particular organizational deployment is closely
aligned to neighborhood team policing concepts as implemented in Multnomah
County, Oregon; Winston-Salem, North Carolina; and Hartford, Conmnecticut.
Additionally, the investigators of each shift will handle all investigations
of the department, save those assigned to the four-member Major Case Squad.

The Major Case Squad related directly to the concepts delineated in the

Rand Corporation Report: The Criminal Investigation Process, Volume l:

Summary and Policy Implications. Cases will be assigned to the Major Case

Squad on the basis of their severity and/or complications. The Major Case
Squad will in