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PREFACE 

In 1975, the Office of Technology Transfer (OTT), 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 

"ork to the community 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 and 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 1975, The Urban Institute received a grant to evaluate this project. 

Between the last quarter of 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 and impleoen-

tat ion of team policing activities, and program results. The seventh 

report describes how OTT designed and ran the team POliCing program, and 

the last report summarizes evaluation findings for all sites. 

Preceding page blank 
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I. INTRODUCTION AND SUMMARY OF TEAM POLICING IN ELIZABETH 

A. INTRODUCTION 

There has been interest in team policing within the Elizabeth Police De-

partment since 1970. Department administrators felt that their budget could 

not accommodate the training, overtime and team office rental expenses as so-

ciated with such a program. In January of 1976, funded by a $179,000 LEAA 

gr.ant, the Elizabeth Police Department implemented a team policing program. 

Police operations in the northeastern section of the city were decentralized 

as full service. neighborhood team policing was implemented. 

The implementation of team policing in Elizabeth resulted in few depar-

tures from traditional police policy. Those changes which were instituted 

seem to have had the greatest impact on police at the supervisory level. 

Patrol officers experienced a lesser effect. For example, the team commander 

was given 24-hour responsibility for providing police services in the team 

area. Also, sergeants undertook more responsibilities within the team struc-

ture. The detectives were no longer under the command of the central detec-

tive division and the location of their office changed from headquarters to 

the team storefront. The major change in their actual work was to·broaden 

their interaction with patrol officers. Team poliCing enabled the patrol 

officers to conduct their own follow-up investigations. However, it is 

interesting to note that, in two surveys of Elizabeth team members (before 

1 
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program implementation and a year later), officers reported no significant 

changes when describing their work. 

The surveys also showed that the officers' feelings about their job did 

not change during that time--they were satisfied before team policing and 

continued to like their jobs after the program was implemented. 

\" Police Director Joseph Brennan plans to implement team policing citywide 

in the near future. He feels it is time to stress the fact that maintaining 

a safe city is a responsibility te,\ be shared by the citizens and the police: 

"We gave them crime prevention and Operation Identification. They 
have a responsibility and if they ~.on't follow our directions as 
police professionals, they'll have to suffer the consequences." 

He also noted that the police cannot be held responsible for problems which 

are beyond their control such as thefts from unlocked cars or homes. 

B. SUMMARY OF IMPLEMENTATION AND OUTCOMES 

The Urban Institute has identified 20 team policing elements in the liter-

ature the LEAA Office of Technology Transfer (OTT) sent to the team policing 

sites. These elements encompass characteristics of team policing ranging 

from defining neighborhood boundaries and forming teams of 20 to 40 personnel 

to specifying the "full service" activities and community orientation of 

the team police approach. Since Elizabeth had been planning to implement 

some form of team policing for several years, most of their plan for the 

program was derived from sources other than the 'literature supplied by OTT. 

During the demonstration period, a police t~am of 50 personnel was 

established to work within one geographic area. Included as members of the 

team were five investigators who were responsible for investigating team area 

3 

cases and for training tea~ patrol officers to conduct investigations. A cap-

tain (and later a lieutenant) was given 24-hour responsibility for delivering 

police services in the team area. To assist them, team sergeants assumed a 

greater managerial role than they had in their previous positions. An attempt 

was made to deploy team personnel according to crime and service demand, but 

it was unsuccessful. 

For this evaluation, eleven outcome changes were identifieci in the OTT 

team policing literature. The Elizabeth proposal mentioned seven of these 

elements as local objectives; namely, 

• 
• 
• 
• 
• 
• 
• 

improve police/community relations, 
increase flow of crime-related information to the police and 
reporting rate of crime, 
increase quality and quantity of investigations and number of 
criminals apprehended and prosecuted, 
improve police service, 
improve crime prevention and control, f) 

decrease crime rates, and 
de~rease citizen fear. 

During the demonstration period, certain crimes were down in the team 

area, but were down for the nonteam areas of the city as well. The team 

commander reports that citizen fear is down and police service has improved. 

We did not measure citizen satisfaction with ,polic!e services after implemen-

tat ion of team policing because a good relationship already existed between 

the police and citizens in the team area and the residents already had a 

record of cooperating with the police. Since the police initiated no special 

activities in either of these areas, no changes were anticipated. Crime pre-

vention activities were primarily the responsibility of the crime pr,evention 

officer who concentrated his efforts in the team area. No special crime 

prevent~on was undertaken by the team. Data on the performance of the team 

detectives as compared with that of the central detective division members 

are being .collected by the local evaluator at this writing and are not yet 

available. 
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II. THE ORIGINS OF FULL SERVICE NEIGHBORHOOD 
TEAM POLICING IN ELIZABETH 

A. THE ELIZABETH SETTING 

Elizabeth, New Jersey lies 12 miles south of New York City. It is an in-

dustrial and commercial community of about 112,000 which covers 11.7 square 

miles. Port Elizabeth, the center for the largest containerized shipping 

1 operation in the world, is located within the. city limits as are a number of 

factories which manufacture products ranging from sewing machines to wine 
.Q 2 goods. Since; 1970 there has been a sizable influx of Spanish-speaking,resi-

dents and by 1977 they comprised 25 percent of the total population. An addi

tional 15 percent is black and the remaining population is white. 3 

The total crime index in Elizabeth has been climbing steadily since 1963, 

dipping only once in 1972. In 1975, there were 72 Uniform Crime Report (UCR) 

Part I crimes per 1,000 population, which is higher than the national average 

of 56 Part I crimes per 1,000 but lower than the 77 per 1,000 for cities of 

100,000 to 250,000. 

The team area covers about one-fifth of the total land area of the city 

an.d nearly 23 percep.t of the population is located there. In 1974, almost 

26 percent of the Part I crimes were committ'ed in what is now the team area. 

1. 
2. 

Redden, 
3. 

Elizabeth Team Policing Proposal, May 1, 1975, p. 17. 
Elizabeth Police Patrol Operations Staff Assistance Study. 
New Jersey State Training Commission, p. 3. (undated) 
According to Lt. Joe Hennings, October 1976. 

5 
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When LEAA was selecting sites for the team policing demonstration, 

Elizabeth was one of three sites proposed by the New Jersey State Planning 

Agency. The other two sites were eliminated and Elizabeth was notified that 

it was nominated by the L~~ regional office for funding by OTT. 4 The Public 

Safety Research Institute's (PSRI) site assessment report stated that, 
\", 

". 

lithe Elizabeth Police Department might have the potential to imple
ment the functions of Team Policing. Although there is insufficient 
data to demonstrate their capabilities, there are some good indica
tors such as: adequate, although not computerized, records; an aware
ness of the importance of systematic approaches to problems reflected 
in their small but never-the-less present Planning Division; enough 
men and equipment to complement Team Policing without interrupting nor
mal police service; some college education by some key staff members 
and specialist training having ,been received by the remainder; ap
p~rently no major corruption or internal problems present, and a 
D~rector who seems sfncerely interested in improving the delivery 
of police services. ":) 

PSRI said that if certain conditions were met, team policing could be 

implemented in Elizabeth. PSRI's primary concern was avoiding any conflicts 

or the appearance of conflicts between team policing program and the goals 

of the Police Benevolent Association. PSRI felt that "the patrolmen would 

support the Team Police Project provided that management dealt fairly with 

the rank an.d file in implementing the project and did the proper groundwork 

at the start by keepj.ng everyone fully informed of the project and its aims.,,6 

4. Horst, Pamela. "The National Role in Neighborhood Team Policing," 
p. 11, Working Paper 5054-09, Washington, D.C., The Urban Institute, 
September 1976. 

5. PSRI Site Visit Report by J. P. Horgan, Jr. and Rj.chard Korstad, 
March 21, 1975, p. 2. (unpaginated) 

6. Jbid., p. 4. (unpaginated) 
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B. DEPARTMENT PERSONNEL AND BUDGET 

No new police employees have been hired in Elizabeth since 1974 when the 

city council put a hiring freeze on the department. During that time, the 

number of police employees, notably sworn officers, 'has been dropping, as 

shown in Table 1. This decrease was against the trend of other cities with 

a population between 100,000 and 250,000 as shown in Figure 1. 

TABLE 1: ELIZABETH POLICE DEPAT, TMENT EMPLOYEES 

Year Sworn Officers Civilians Total 

1974 336 125 461 
1975 318 129 447 
1976 308 120 428 

'i!J 
Law enforcement expenditures per capita in Elizabeth were $46.20 for 

1974. This is higher than comparable axpenditures for other cities in the 

same population range of between 100,000 and 250,000. (See Figure 2.) 

Personnel costs (salary and fringe benefits) in the department from 1974 

to 1~77 are shown in Table 2.7 Given the growth rate of under 9 percent 

TABLE 2: PERSONNEL COSTS a 

Year Personnel Cost 
1974 $5,111,745.49 
1975 $5,061,893.37 
1976 $5,550,000.00b 
1977 $5,605,139.0Qc 

a. Excluding fringe benefits. 
b. Budgeted costs (actual did not exceed budgeted costs by 

more than ~25,00O). 
c. Budgeted costs (actual will not exceed budgeted costs by 

more than $25,000). 

7. Typically, personnel costs comprise between 80 and 90 percent of the 
total police budget. 
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between 1974 and 1977, even with the decrease in personnel, it is unlikely 

that the budget is keeping up with the increase in the cost of providing 

police services. 

C. PLANNING FOR TEAM POLICING 

In 1970, Police Director Joseph Brennan first became aware of the poten-

tial benefits of team policing based on the experiences of the New York City 

8 Police Department. Other department executives were aware of the team po-

licing concepts and had been planning the implementation of such a program 

in Elizabeth since the early 1970s, but had not fo~mally taken any action in 

that, direction because they felt that they could not implement it within 

their budget. 

Deputy Chief Patrick Maloney, who oversees the planning unit, noted that 

the LEAA demonstration grant funding enabled Elizabeth to implement team 

policing earlier than would otherwise have been possible. Maloney said thaI: 

OTT did not shape Elizabeth's program implementation plan, with the exception 

of some information the department received at the spring 1975 OTT-sponsored 

demonstration cities workshop in Denve.r, Colorado. Rather, the department 

relied on three other sources to shape its plan-~aloney's visit to three 

team policing projects in California, the results of the Elizabeth Police 

Patrol Operations study and senior department officials' cumulative knowl-

edge of team policing. Planning unit staff concur with this picture of the 

8. Bloch, Peter B. "Site Summary Through April 20, 1976 for Elizabeth, 
New Jet'sey, I! p. 2. 
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background of team policing in Elizabeth but note that, during the preassess-

ment visit, PSRI staff also made some suggestions on team size and how to go 

about setting objectives. 

D. TEAM POLICING GRANT BUDGET AND EXPENDITURES 

The team policing demonstration in Elizabeth was supported by a grant 
for $179,000. The major expenses were for salaries,' services (overtime and . 
consultants); and equipment and facilities. Table 3 summarizes the grant 

expenditures. 

TABLE 3: TEAM POLICING GRANT EXPENDITURES IN ELIZABETH 

ITEM 

Personnela 

Purchase of Servicesb 

Travel 

Consumable Supplies 

Facilities ., 

EquipmentC 

Total 

a. 
b. 

Includes one lieutenant 
Includes $24,328.17 for 
evaluation. 

EXPENDED AS OF JULY 1. 1977 

$65,634.31 

39,978.17 

~,962.19 

3,549.06 

14,944.64 

49,908.33 

$178,976.70 

and the team analyst. 
overtime and $15,650 for the local 

Includes purchase of bil h ! a mo e ome, three radio cars", two and five radios. scooters 1 

c. 
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III. IMPLEMENTATION OF TEAM POLICING ELEMENTS 

A. SUMMARY OF ELEMENTS 

The features of the Elizabeth team policing program are examined here in 

light of the 20 elements identified by The Urban Institute. Table 4 lists 

the elements and briefly answers the following questions: 

• Was the element operational prior to the team policing grant 
application? In Elizabeth only one team policing concept, empha
sis on foot patro1 1 was already in operation prior to the demon
stration period. 

I 

• Was there a plan to implement the element during the demonstra
tion period? Elizabeth demonstrated their intent to institute 
full service neighborhood team policing concepts by planning 
to implement 15 of the 20 elements. 

• What was the source of the plan? Elizabeth already had a basic 
plan for implementing team policing when they heard of the 
demonstration. 

• Was the element implemented during the demonstration period? 
Elizabeth implemented 12 of the 15 elements they planned to 
to address. 

• What are the post-grant plans for the element~ The demonstration 
period for Elizabeth was extended until June 30, 1977. On July 1, 
1977, the depar..tment received a 12-month $100,000 grant from the 
State l,aw Enforcement Planning Agency to introduce their team po
licing program. 

13 
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TABLE 4: Su}U1ARY OF ELIZABETH POLICE DEPARTMENT EXPERIENCE WITH IMPLEMENTATION OF TEAM POLICING ELEMENTS 

Was The Ele- Wa!» There A What Was Was The What Are 
ment Operational Plan to Imple- The Source Element Plans For 

Element No. Description of Elements In Prior To Teall ment The Of The Implemented Post-Grant 
in Federal Federal or Local Policing Grant Element During Plan? During The Use I)f Comments 

Hodel Team Policing Hodel Application? The Demonstra- Demonstration Element 
tioo Period? Period? 

1 Define Neighborhood No Yes Prior police Yes define boundaries team area formed by 
Boundaries for Team Areas department for rest combining two radio 

phnning. of city patrol districta 

2 Establish Teams of No Yes Los Angeles. Partially e.tablish teams I teall of 50 lien 
20 to 40 Personnel Oxnard & Rlch- for rest of established 

mond. Calif. city 
Police Depu. 

3 Teams Deliver Services in No Yea PSRI on preas- Yes continue 
Neighborhood Only sessm\~nt visit 

4 Training for Teall Policing No Yes Prior ""lice Yes plsn training 40 hours training 
department for rest conducted for team--
planning. of 8 hours for rest of 

department department 

5 Assign Detectives to Teau No Yes Los Angeles. Yes continue five detectives as-
< 

\ 
Oxnard & Ricb- signed to team 
mond. Calif. 
Police DepU. 

6 Detectives Train Teall No Yes Denver Yes ccntinue 3 team officers ro-
Officers Conference tated to work with 

-. team detectives 
every two weeks 

7 Team Officers Conduct A No , 'I'ee Existing Yes continue officers conduct lim-
Degree of Investigation practice for ited followup investi-

limited number getions because of 
of cases time constraints on 

t~' 
patrol officers 

8 Hake Linkages With Social No Ye~ Prior police No none 
Services ~ ; department 

. & planning 

9 Make Systellatic Referral. No 
? ... 

Yea Prior police No none 
department 

I planning 

10 Emphasize Service Activities NI£ No not No not 
applicable applicable 

.. . . 
. , 

\ 
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r TABLE 4: SUMMARY OF ELIZABETH POLICE DEPARTMENT EXPERIENCE HTTH INPLEMENTATIO~ OF TEAM POLICING ELEMEnTS 

CONTINUED 
::=-=~ 

Was The Ele- Was There A What Was Was The What Are 
llIellt Operational Plan to Imple- The Source Element Plans For 

Element No. Description of Ele~~nts In Prior To Team ment The Of The IlllpleOlented Post-Grant 
in Federal Federal or Local Policing Grant Element During Plan? During The Uoe of Comments 

Hodel Team Policing Hodel Application? TIle Demonstra- DelllOnat:ration Element 
tion fedod? Pedod? 

11 Use Street Stops, Field Inter- No No not No not there is a very ag-
rogations Sparingly appUcable applicable gresslve policy toward 

IItretlts stopa and 
~ield investigations 

12 Emphaoize Foot Patrol Yea Yes Safe and Yes continue foot patrol emphasized 
Clean Streets prior to team policing 

Program 

13 Encourage Community Contacts No Yes Prior police Yes emphasize 
department citywide 

planning 

14 Eatablioh Continuity of No No Grant Yes none teaal peraollllej. 
Assignment to Teams application retained aasignmentB 

IS Deploy Personnel Based On No Yes Elizabeth No uncertain 
Crime and Service Demand police patrol . 

operation 
study 

16 Decentralize Authority/ No Yell Prior poU,ce Yea decentralize teaw commander views 
Accountability to Team Leader department citywide - himself as chief of 

planning mint-poltce department 

17 Eliminate QUilsi-lIilitsry Style No No not No not 
of Command applicable applicable 

18 Use ~articipative Management to No Yes 
«-,-

PSRI Yes do team lIIeetinge 
( Set Objectives, Plan snd Evalu- Itraining citywide scheduled monthly t 

ate Team Performance _. 
19 Set Incentives Compatible No Yt, Denver No none no new evaluation 

With Team Policing Conference c~iteria generated 
, l under team policing 

'--l!}'~' 
20 Increase Team Interaction and No fCc?' not No establish channel 

Information Sharing ap;'licable of communication 
alllong teams and 
between teams 

snd beadqU&rtera 

\ 
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With the implementation of team policing in Elizabeth on January 12, 

1975, certain changes were immediately evident. 

• 

• 

• 

• 

A lieutenant, four sergeants, thirty-seven patrol officers and 
fi,ve investigators were assigned to the team police unit under 
the twenty-four hour command of a captain. 

Team members began working out of a storefront in the team area 
and no longer attended roll call at police headquarters about, a 
mile away. 

The patrol beat size was almost doubled (from about one and a 
naIf square miles to about three miles) when two radio car districts 
were combined to form the team area. 

Officers began patrolling the streets in cars marked with a team 
police emblem. 

A number of other, less readily visible, changes also occurr.ed as a result 

of team policing. They are discussed in the follm-1ing sections. 

Th~ following sections also discuss the elements as they were planned, 

implemented and experienced in Elizabeth. The 12 element,s of team policing 

fully or partially implemented by the Elizabeth department include the 

following: 1 

• General 

• 

• 

Define Neighborhood BO/.lndaries for Team Areas 
Establish Teams of 20 to 40 Personnel 
Teams Deliver Services in Neighborhood Only 
Training for Team Policing 

Change in Officer Role 

Assign Detectives to Teams 
Detectives Train Team Officers 
Team Officers Conduct a Degree of Investigation 

Change i,n Service Delivery 

Emphasize Foot Patrol 
Encourage Community Contacts 
Establish Continuity of Assignment 

1. Although the emphasis on foot patrol predated the team policing 
demonstration, it is included here. 

v 

il 
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• Change in Management Style 

Decentralize Authority/Accountability to Team Leader 
Eliminate Quasi-Military Style of Command 

The titles in the following section give our conclusions about the 4epart-

ment's experience with'the elements discussed. 

B. DATA AVAILABTI.ITY 

This case study examines the Elizabeth team policing project in light of 

what was implemented and what the outcome was. The primary data sources for 

the case study were interviews with Elizabeth Police Department personnel, 

both team members and headquarters staff. Table 5 summarizes the other data 

sources and notes how they were used. 

The main data sources for answering questions about implementation 

activities were: 

• interviews with department personnel; 

• team schedules; 

• The Urban Institute patrol surveys administered in 1976 and 1977; 

• department annual reports; 

• quarterly g'rant reports; and 

• demonstration grant application. 

Questions pertaining to the outcome of the program were answered mostly 

from the following data sources: 

• interviews with department personnel; 

• crime map s ; 

• Uuiform Crime Reports for Part I crime statistics; and 

• The Urban Institute patrol surveys administered in 1976 and 1977. 
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TABLE 5: SUMMARY OF DATA SOURCES--ELIZABETH POLICE DEPARTMENT 

Type of Data Desired Use 

Telephone Survey of Planned pre/post administration and 
Citizens (by The analysis of survey results to measure 
Urban Institute) changes in cit:f.zen attitudes, etc. 

Patrol Officer Survey Planned pre/post administration and 
(by The Urban analysis of survey results to measure 
In.stitute) chacges in job satisfaction, etc. 

First wave (N=80) administered 
January 1976. 
Second Wave (Nu 27 officers who were 
assigned to teams) administered 
February 1977 (4 months before end 
of grant period) • 

Annual Reports To determine changes in department 
(1974, 1975, 1976) structure and strength. 

,", 

Crime Maps To ascerta:i.n'changes in crimes in 
team area versus the rest of the 
city before and during team policing. 

Grant Application To identify process for implementing 
team policing and statement of local 
level goals and objectives. 

UCR Part I Crime To ascertain changes over time. 
Statistics 

Reports Prepared by Analysis of crime trends and timing 
Craig Wanner (t'eam of calls for service. 
analyst) 

--
Team Schedules To determine manpower allocation 

patterns over time. 

.' 

;,l 
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The team analyst, Craig Wanner, produced two reports from which the 

data used to examine service demand were extracted. He plans a third 

report measuring any changes in crime rates over time in the team area and 

the rest of the city. 

C. SITE FORMS TEAM AREA BY COMBINING RADIO PATROL DISTRICTS 
(ELEMENT ill) 

Two Elizabeth radio patrol districts were combined to form an approxi-

mately three square mile team area encompassing several neighborhoods and ., 
splitting others in the downtown part of the city just south of Newark (see 

Figure 3). The team area contains several residential, commercial and 
... 

industrial neighborhoods. It was chosen by the department because it is 

characteristic of the city as a whole, with residents from all income 

levels and from a variety of ethnic backgrounds. 

Consistent with the decentralization associated with team policing, 

the team has opened two offices in the team area. The team headquarters 

is a store,front located near the Newark line on a commercial street. Of-

fieers report for duty at team headquarters and maintain lockers there, 

a privilege they did not enjoy at main headquarters. The storefront head-

quarters has one small office that is shared by the team commander and 

assistant commander, a second office with a desk for the civilian clerk 

and an additional office for the sergeants. A large room in the back 

is used for roll call (one corner is partitioned off for lockers, some-

thing headquarters personnel do not have) and contains four desks for 
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the detectives and one spare for anyone who needs it.2 The second team 

office is located in an apartment complex which a local bank owns as a 

result of a foreclosed mortgage. A two-bedroom apartment is provided to 

the team free of charge. The department crime prevention specialist uses 

it regularly and team members occasionally use it for meetings with area 

citizens. 

D. TEAMS WERE ESTABLISHED AND 
CONTINUITY OF ASSIGNMENT STARTED 

(ELEMENTS 1112 AND 1114) 

In the site assessment report, PSRI stated that the department intended 

"to change from one team of approximately 55 men to two teams of approximately 

30 each" to fit federal guidelines for il team strength of 20-40. This wiU-

ingness to adjust team size was cited as an indicator of Elizabeth's interest 

in the demonstration.
3 

The grant proposal stated that 22 men and 2 team 

4 leaders will be used in each district of the team area. In fact, Elizabeth 

set up one team of fifty men distributed as shown in Table 6. 

During the preimplementation planning, Lt. Joseph Hennings was designated 

project director and team co~ander. On December 16, 1975, three weeks before 

team policing was to begin, Captain Fred Grimm was named team commander, re-

p.lacing Lt. Hennings who became assistant commander. On April 6, 1977, Grimm 

was reassigned to a patrol platoon and Hennings assumed command of the team 

as had been originally planned. Both men came from the patrol division. 

2. There is no separate room for conducting interviews or working 
uninterruptedly which the team detectives say makes their work more difficult 
due to overcrowding and noise. 

3. Public Safety Research Institute, "Site Assessment Report," Elizabeth, 
New Jersey, March 21, 1975. 

4. Elizabeth Proposal, ~.~, p. 39. 
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TABLE 6: NUMBER OF TEAM PERSONNEL--JANUARY 1976 

Team Commander (captain) 1 
Lieutenant 1 
Sergeants 4 
Radio Patrol Officers 21 
Walking Officers 14 
Traffic Officers 2 
Investigators 5 
Criminal Analyst (civilian) 1 
Clerk Typist (civilian) -1 

TOTAL 50 

According to Captain Grimm, most team members were selected because they 

already worked in one of the two radl.·o patrol di i str cts in th~ team area. He 

noted, however, that approximately 10 percent of the team were volunteers 

from other patrol units. The t b eam mem ers are representative of the rest of 

the department in seniority and education. 

Grimm and Hennings stress thel.·r belief h t at the Elizabeth team was not 

"stacked" for success by t ff' i . h s a l.ng· t Wl.t the best officers from around the 

city. They feel that by retaining the officers who already had worked in the 

area and adding volunteers, they were able to maintain a mix of personnel 

representative"of the department as a whole. When asked in a January 1976 

survey of patrol officers if "the best officers have been assigned to the 

neighborhood police team to support the new program," those who dis<;lgreed with 

the statement outnumbered those who agreed by almost 2 to 1. However, when 

asked the same question about supervisors, the responses were almost exactly 

the opposite,' they felt th t th b a e est supervisors were assigned to the team. 

See Table 7. 
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TABLE 7: PERCEIVED QUALITY OF PERSONNEL ASSIGNED TO TEAM 

Strongly Agree 
Agree 
Agree Somewhat 
Disagree Somewhat 
Disagree' 
Strongly Disagree 

TOTAL 

Team Has 
Best Supervisors 

(%) 
7 

25 
36 
18 
13 

1 

100% 
(N=80) 

L*Does not equal lOCi;' "':cent due to rounding. 

Team Has 
Best Officers 

(%) 
1 

15 
22 
22 
29 

-1!L 

99%* 
(N=80) 

According to team leaders, team assignments have been very stable. As 

h had t~me to learn the neighborhood and for residents a result, police .. ave .... 

to become familiar with individual team officers. Table 8 shows that the 

number 'of officers who recognized most or some of the people who live in 

the team area increased during the demonstration and the number of police 

who recognized only a few of the area residents dropped to only 4 percent. 

TABLE 8: POLICE OFFICERS' RECOGNITION OF TEAM AREA RESIDENTS 

Proportion of Residents Recognized Winter of 1976 Winter of 1977 
Percent Percent 

Host 15 38 

Some 53 58 

Few 32 4 

Total 100% 100% 
(N=34) (N=26) 

..\ .' 
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E. POLICE SERVICE DELIVERY BY TEAM IN DEFINED AREA 
(ELEMENT 113) 

Having a team which is responsible for the provision of major police 

services in a specific area is a basic principle of neighborhood team polic-

ing. Prior to the implementation of team poliCing in Elizabeth, all follow-up 

investigations were conducted by the headquarters detective division and all 

traffic functions were handled by the traffic division. Also, patrol officers 

generally did not participate in community meetings. The Elizabeth grant 

proposal specifies functions reserved for the team and those shared with head-

quarters personnel as shown in Figure 4, "Functional Responsibilities of 

Neighborhood Team Police, Headquarters Personnel and Detective Personnel at 

5 the Elizabeth, New Jersey, Police Department." 

The original plan was to have the team turn over all investigations to 

headquarters personnel after 48 hours. The plan was subsequently dropped, 

according to the team commander, because there was a consensus that the 

team was adequately staffed to handle complete follow-up investigations. 

During the demonstration period, all follow-up investigations were handled 

by team personnel. 

One problem encounter.ed during the demonst:ration was in dispatching 

procedures. During peak hours, dispatchers were supposed to implement a 

predefined stacking system which gave priority to e~ergency calls and sus-

pended work on routine cases until team officers were available. "However, 

during the grant period, the centralized sta.cking procedure was unsatis-

factory. As a result, excess calls were referred to the team sergeants who 

in turn were required to determine priorities themselves. 

5. Elizabeth Proposal,.2.E..!. cit., pp. 35-37. 

i 
I
~ 
l 
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FUNCTIONAL RESPONSIBILITIES OF NEIGHBORHOOD TEAM POLICE, 
HEADQUARTERS PERSONNEL, MID DETECTIVE PERSONNEL AT THE 

ELIZABETH, NEW JERSEY POLICE DEPARTMENT 

TIIOSE RESERVED FOR THE NEIGHBORHOOD TEAM POLICE EXCLUSIVELY: 

.! traffic functions 

• juvenile problems with the 
exception of psychological 
counseling to be conducted 
by the juvenile office 

• basic patrol 

• community meetings a4d 
interaction (with residents) 

• crime prevention (techniques) 

• domestic family disputes 

• family crisis intervention 

• break and entries 

• disorderly persons 

• auto thefts 

• stolen bicycles 

• violations of city ordinances 

• larcenies 

c minor gambling 

• industrial accidents (other than homicide) 

THOSE SHARED WITH HEADQUARTERS PERSONNEL: 

Investigations of all incidents, with the exception of those covered by 
section 83 (reserved exclusively for Detective Personnel at Headquarters), 
will be initiated by Team Police Personnel and investigated in depth by 
them for a period of 48 hours from the inception of the incident. At 
that time, the on-going investigations will be turned over to Headquarters 
Personnel. Progress in the investigation of shared incidents during the 
next 72 hours, for evaluation purposes wil~ be shared by both Units. 
they will include the following: 

• communication functions 

• field identification will 
be a cooperative effort 
with few exceptions 

• minor frauds, involving 
misrepresentation 

• flim flams 

• missing persons 

• major disasters 

• serious accidents, where 
dismemberment or fatalities 
occur 

• arson investigations 

• all other sex offenses 

• internal affairs 
investigations 

• trai~ing 

• recordkeeping (permanent) 

• conflict management (civil disobedience) 

THOSE RESERVED EXCLUSIVELY FOR HEADQUARTERS PERSONNEL DETECTIVE BUREAU~ 

• investigation of ,homicide 

• investigation of rape 

• investigation of robbery 
(wi th firearms) 

• investigation of kidnapping 

• investigations of thefts 
from interstate shipments 

• investigation of checks and 
large-scale frauds 

• investigation of organized 
c~lme operations 

• investigations of large
scale narcotic operations 

• investigation of industrial 
accidents (homicides) 

Source: Elizabeth Police Department Proposal, Hay 1. 1975 

-" 

FUNCTIONAl. RESPONSIBILITIES OF NEIGHBORHOOD TEAM POLICE, HEADQUARTERS 
PERSONNEL. AND DETECTIVE PERSONNEL AT ELIZABETH POLICE DEPART}mNT 
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The Urban Institute patrol survey, administered before and after team 

policing was implemented, asked "How good a job do you feel the dispatchers 

are doing?" The proportion of team members who were satisfied stayed the 

same, but those who were somewhat unsatisfied increased 28 percent during 

the demonstration and the proportion who were very satisfied dropped from 

29 percent in 1976 to 7 percent in 1977. Furthermore, when asked if they 

had any problems with th~ work of the dispatchers, 41 percent said yes 

as the program was beginning; a year later 72 percent of the team members 

said they had problems with the dispatchers' work. All calls for service 

are dispatched from police headquarters. Figure 5 outlines the communi('.a-

tions and dispatch procedures to be followed under team policing. 

F. TEAM ~1EMBERS GIVEN 40 HOURS OF TRAINING 
(ELEMENT /14) 

The team policing literature emphasizes the importance of training in 

team policing princlples. participative management and organizational devel'-

opment. The Elizabeth proposal notes the need to provide all members of the 

department an overview of team policing and what effects its implementation 

would have on team and nonteam members. To th 4 s end e4 ght h rs f t i . ~ ,~ ou 0 ra n~ng 

were planned for all nonteam department members. The team members were 

scheduled for 48 hours of training. Specifically, the team members' courses 

were planned to include: 

• Team police concept: structure, responsibility, motivation 

• Police and the public 

• Professi.onalism in t.eam policing 

• Dyn~mics of team policing 
(;; 

• Contemporary police problems 
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COMMUNICATIONS AND DISPATCH 

The first responsibility of communications under neighborhood 
team policing is to determine whether a call involves: 

1. A crime in progress or just committed. 

2. Any other emergency rp.quiring immediate attention. 

If the call is not an emergency, then the police team unit will 
be sent when it becomes available. Although this may result in a 
backlog of assignments, the receiver of the complaint must be given 
an explanation so that the complainant will be made aware of the 
department's policy to delay services slightly in order to have 
the Neighborhood Team Police Unit handle most of the calls for 
service in the Team Police area. 

When reports of stale crimes are received, i.e., thefts from 
auto for insurance purposes, lost property, lost credentials, etc., 
and there is no immediate unit available, thi~ information should 
be taken by phone by the headquarters reserve officer. These 
reports will be referred to the Team Police Unit. In all instances 
when applicable, on non-emergency calls, foot units will be dispatched. 

It is very essential that the radio room personnel are apprised 
of the extreme importance of their tasks. They must be cognizant of 
the assigned beats on a given tour. At no time are they to commit 
the Team Police Unit to immediate response to a call for service 
until it is determined that: 

1. Manpower is available. 

2. It is a priority call of a nature that must be answered 
immediately. 

These are the duties and functions of the dispatcher and his 
responsibility alone. The telephone operator must be courteous and 
profp-ssional in his manner at all times. 

Source: Neighborhood Team Police Procedural Guidelines 

FIGURE 5: COMMUNICATIONS AND DISPATCH 
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Team members received 40 hours
6 

of training during the first week of the 

grant period. The training was conducted by the team commander, assistant 

commander and team sergeant, with special presentations by other department 

staff and the director of the Health, Housing and Welfare Department for the 

city of Elizabeth. Figure 6, a training agenda, shows the subjects covered. 

The rest of the departmertt received the eight-hour team policing overview 

training as planned. 

When team members were interviewed prior to the training, only slightly 

over half felt they had been prc'vided as much information as they would like 

concerning team policing. A year later, 87 percent of the team members felt 

they had been provided as much information as they would like. Since much 

information about team policing was presented during the training, it can 

be concluded that the team members believe they benefited from the training. 

Elizabeth was one of the demonstration s~tes which took advantage of the 

training offered by OTT's training contractor, PSRI. At the end of September 

1975, Ronald Lynch of PSRI conducted a week-long "very basic training" workshop 

there. Thirty-five of the department's fifty-six superior officers (captHins, 

lieutenants, sergeants and other managers) attended the workshop which 

stressed: 

~ a review of different styles of management; 

• basic concepts in neighborhood team policing; 

• management by objectives; 

• the Johari window, a communications technique; and 

• the managerial grid. 7 

6. Total hours equal more than shown on the schedule because sessions 
ran late every day according to Hennings. 

7. Horst,.£E.!. cit., p. 37. 

" f 
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9:00 
to 

9:50 

10:00 
to 

10:50 

11:00 
to 

11: 50 

12:00 
to 

1:00 

1:00 
to 

1:50 

2:00 
to 

3:00 

3:00 
to 

3:50 

HONDAY 
1-5-76 

Orientation 
Lt. J. Hennings 

Team Police 
Concepts 

Structure and 
Responsibility 

of Team 
Capt. F. Grimm 

LUNCH 

Motivation 
Horkshop 

Team Sergeants 

Role of 
Supervisor 

Sgt. Highsmith 

Para 
Supervision 

Sgt. Highsmith 

FIGURE 6: 

TUESDAY 
1-6-76 

Team Workshop 
Setting Of 
Objectives 

" 

Team Schedules 
Capt. F. Grimm 
Sgt. Highsmith 

LUNCH 

Tips on Public 
Speaking 

Lt. J. Hennings 

Bicycle 
Registration 

Mr. F. Puma 

rream Procedures 
!Arrests Records 

Team Staff 

WEDNESDAY 
1/7/76 

Field 
Identification 

Homicide 
Investigations 
Det. J. Kornicki 

Auto Squad 
Det. Luxich 
De,t. Scutro 

LUNCH 

Team 
Investigation 
Procedures 

Team 
Investigators 

Crime 
Prevention 
Techniques 

Off. H. Scott 

" 

THURSDAY 
1/8/76 

Emphatic 
Dynamics Of 
Team Police 

Police and 
Community 
as a Team 

Family Crisis 
Intervention 

Lt. R. Froel ich 
St. Highsmith 

LUNCH 

Referral 
Services 

Dir. J. Surmay 

Community 
Panel 

" 

.. 

FRIDAY 
1/9/76 

Social Problems 
Lt. Froelich 

Basic Psychology 
for Police 
Lt. R. Baum 

" 

LUNCH 

Program 
Monitoring 
'ream Staff 

Critique 
Team 
Staff 

Awarding of 
Certificates 

TEAM POLICING TRA:tNING AGENDA--ELIZABETH, NEW JERSEY 

t t IT 
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The only systematic ongoing training for team officers is in investiga-

tions. It is reported that team members occasionally use the training keys 

distributed by the International Association of Chiefs of Police on such 

topics as report writing, information gathering and investigative techniques. 

No information was readily available on the frequency with which those keys 

are us~~l:: 

G. TEAH DETECTIVES TRAIN TEAl! PATROL OFFICERS TO CONDUCT INVESTIGATIONS 
(ELEMENTS #5, #6 AND #7) 

The Eli;~abeth proposal stated that detectives would be assigned to the 

team and would serve a dual role. They would investigate crimes and they 

would tlt:ain other team members in investigative work. Then patrol officers 

would be expected to conduct investigations themselves. 

At the beginning of the demonstration, five investigators (detectives) 

were aSf;jLgned to the team; an additional investigator was assigned six 

months later. The majority of follow-up investigations are handled by these 
i: 
", 

inves:I:.:Egators. Initially, patrol office':t's were expected to do more follow-

up work, but experience showed that other demands on the radio 'patrol car 

officers,' time took precedence and it has bien the foot patrol officers who 

have h,ad the opportunity to do follow-ups. 

The team has its own procedure for assigning investigations. All 

cases are reviewed by the sergeants and assistant team command~r and then 

forwarded to police headquarters for entry into the case log book. The 

Centl:al Detective Bureau supervisor reviews all cases each morning and sep-

arates them by department unit, e.g., gambling, narcotics, juvenile, team po-

lice, etc. All team cases are returned and again reviewed by a'serg~ant and 

'" T II 
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either assigned for follow-up or "non-assigned" which means the case is no 

longer being actively investigated. The team commanders and sergeants report 

that the review procedures and solvability factors are not specified. Decisions 

on further action depend on police judgment concerning the merits of individ-

ual cases. At this time, the department is considering adapting the preliminary 

investigation report form developed by the Rochester, New York Police Department 

in an attempt to better manage the investigative function. 

In order to train patrol officers for investigative work, every two weeks 

three team officers are rotated to work directly with the team investigators. 

One week, these officers work the day shift (9:00 a.m. to 5:00 p.m.) and one 

week they work the everdng shift (3:00 p.m. to 11:00 p.m.). The detectives 

first discuss ':~interviewing, taking statements, report preparation and other 

relevant topics with the officers,then the officers are responsible for working 

a case all the way through und,er the guidance of a detective. However, the 

team detect:l.ves retain prim.ary responsibility for atrocious assaults, holdups 

involving a shooting, and rape cases. 

The quality of patrol officers' preliminary investigations was discussed 

wi~p. three team investigators on February 23, 1977. They noted that the quality 

of the officers' preliminary investigation reports has improved under team 

policing. A poss:l.ble reason for this is an increased awareness of the lmpor-

tance of the forms on the part of the officers. One officer present during 

part of these conversations commented that he was willing t'o take part in 

the investigative ro,tation because it is part of team policing but he woulg, 

not like to do detective work on a regular basis. Another officer noted that 

he likes the variety :l.t brings to his work routine. 

~--~--~--------~--~----------------------------~---
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H. NO SYSTEMATIC LINKAGES WERE ESTABLISHED AND REFERRALS 
TO SOCIAL SERVICE AGENCIES WERE NOT El-IPHASIZED 

(ELEMENTS 118 AND 9) 

The team policing literature mailed,!;o the sites called for an increased 

emphasis on diversion tactics by establishing strong linkages with social 

8 service agencies and developing systematic referral procedures. The Elizabeth 
\'; 

proposal addresses these elements in two ways. One of Elizabeth's basic program 

obj ectives is to "make the public aware of the availability of governmental, 

state, county, and social agencies.that may serve their needs on a referral 

basis.,,9 Also, one of the functional responsibilities of the team is an on-

going dissemination of information which includes "aid to youth programs, 

10 referral services and security of self and property." 

The city director of the Health, Housing and Welfare Department partici-

pated in one team policing training session and presented an overview of the 

social services available. 11 However, no systematic social service linkages 

or referral procedures have been developed as part of team policing. Rather'l 

referrals are done on an officer's or investigator' s o~m initiative if a prob~' 

lem occurs during the social service agencies' wot'king hours. If something 

occurs after hours, a regular report is submitted and the referral is picked 

up the next business day. No records are kept of those referrals made. The 

team commander noted that most police officers do not feel that "social work" 

is part of their responsibility. However s whan team members were asked if 

they felt referring a citizen to a social service, health or welfare agency 

is a waste of a patrol officer's time, 90 percent disagreed. 

8. Horst,.2£. ill., p. 27. 
9. Elizabeth Proposal,~. cit., p. 30. 

10. Ibid., p. 4f-
11. Only the Safe Streets foot patrol officers had received such specialized 

training in the past. When their unit was formed in 1974, they spent two days 
at Elizabeth General Hospital being trained in how to recognize and deal with 
mental cases. 

" '''' 
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I. COMMUNITY CONTACTS EMPHASIZED BY TEAM 
(ELEMENT 1113) 

The Elizabeth proposal cites community contact as an important mechanism 

for promoting cooperation between the police and the team area neighborhoods. 

When interviewed just prior to program implementation, team members said they 

thought that team policing would improve community support and citizen in

volvement. 12 Team members also were asked how many times they or a member 

of their shift had attended a meeting with community residents--nearly 90 

d " " percent answere none. One year later, more than half the team members in-

terviewed had been to one or two community meetings in the past month. 

Community contacts were fostered primarily through the scheduling of 

periodic community meetings. Team representatives (usually the commander or 

assistant commander) talked about such subjects as the team policing pro-

gram (what the public should expect from the police and what the police ex-

pected from the public), significant crime problems in the team area and some 

crime prevention tips. Further discussion ~vould result from questions or 

comments by the audience. In practice, however, establishing and maintaining 

community contacts was a one-sided effort; according to the team commander, 

some 90 percent of the contacts have been police initiated. A letter sent 

by the team to both area city councilmen suggesting the formation of a police 

advisory committee has gone unanswered. Monthly meetings at a local church 

were discontinued when the officers no longer made the arrangements and the 

local residents did not pick up this responsibility. 

To provide the team'with a portable facility for team area community 

meetings, the grant proposal included $7,800 for the purchase of a portable 

12. On the other hand,' a statistically significant number of nonteam 
members interviewed did not think the program would improve community sup
port and citizen involvement. 
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trailer. The proposal stated that the trailer "could also be used as a com-

13 mand post in the event of a major disaster or police problem." Purchase of 

the vehicle was delayed until February 1977 when the city council approved 

spending the grant funds for a 24-foot used mobile home which cost $5,800. 

The mobile home had to be refurbished at an expense of about $5,000 before 

it could be used. '. 

J. FOOT PATROL CONTINUED AND STREET STOPS EMPHASIZED BY TEAM 
(ELEHENTS 1111 AND 12) 

Since late 1973/early 1974, Elizabeth has participated in the Safe and 

Clean Streets Program. Like team policing, this program emphasizes foot,pa-

trol. The Safe and Clean Streets Program provides funding for 50 percent of 

the salaries of patrol officers with fixed walking beat ~ssignments and street 

cleaners. The team has six Safe Streets officers and eight other walking 

patrolmen. The Safe Streets officers must walk their duty tour or the city 

will not receive funds to pay their salaries. 14 The other eight foot patrol 

officers occasionally patrol in radio cars if the scheduled patrol officer 

is out sick or injured. 

The January 1976 Urban Institute survey of citizens 15 in Elizabeth 

showed that 67 percent of the interviewees saw a police officer patrolling 

in their neighborhood in the previous week. About half the people l-lho did 

see an officer said that the officer was on foot. 

Street stops and field investigations are used regularly in Elizabeth 

as a way of checking suspicious persons who the police don't reSognize as 

13. Elizabeth Proposal, ~. ~., p. 12. 
14. lli£., p. 22. 
15. Citizen Telephone Survey, The Urban Institute, January 1976. (A 

survey of 100 citizens from the team area contacted by random digit dialing.) 
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residentS or workers in the team area. Police officials feel that, used 

h t street stops and field investi-properly and not as methods of arassmen, 

gations are among the most effective tools they have. 

K. PERSONNEL NOT DEPLOYED ACCORDING TO DEMAND 
(ELEMENT illS) 

I t of officers based on ser-Team policing theory calls for the dep oymen 
~ 

vice demand. The Elizabeth grant proposal states that the "initial concen-

based on results of a recent staff assistance tration of manpower will be 

I 0 ti ,,16 It goes on to say that study of the Elizabeth Police Patro pera on. 

changed as patterns of activities requiring police reassignments will be 

sponse are revealed by daily analysis of team area problems. It should be 

noted here, however, that the police union contract requires that, unless 

h i they must be scheduled to work one week officers volunteer to do ot erw se, 

of day shift assignment every three weeks. 

ff i t study discusses the Patrol function, present man-The sta ass s ance . 

power deployment and patrol manpower allocation and distribution. It pro-

I based on work load (calls poses an alternative allocation of radio car patro 

I bl An analysis of radio car deployment for service) and personnel avai a e. 

I d significant variance between the between July 1972 and June 1973 revea e a 

I . d per shift and the proportion of total work proportion of per sonne ass~gne 

load per shift. (See Table 9.) 

the Elizabeth Patrol Operations Study, and The grant application cites 

i' response to actual workload, as Table 10 proposes to allocate manpower n 

However, t,eam personnel were not assigned as planned. suggests. 
17 Table 

the first year of the demonstration, more than 11 shows that in March 1976, 

16. 
17. 

Elizabeth Proposal, .2£. cit., p. 39. i 
. ld b d for day of week o~ area of c ty. A ,similar analysis COil e one 
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TABLE 9 : PERCENT OF TOTAL WORK LOAD AND PERCENT RADIO CAR PERSONNEL 
ALLOCATED BY SHIFT, JANUARY 1972-JULY 1973* 

Shift % Work Load** % Radio Car Personnel 

7:00 A.M. - 3:00 P.M. 30 36 
3:00 P.M. - 11 :00 P.M. 45 34 

11 :{)O P.M. - 7:00 A.M. ~ ~ 
TOTAL 99%*** 100% 

* Source: Elizabeth Pol ice Patrol Operation Staff Assistance Study, 
John L. Redden, New Jersey State Training Commission, p. 36. Undated 
copy attached to Elizabeth Proposal. 

** Based on a 20 percent sample of work load records. 
*** May not equal 100 percent due to rounding. 

TABLE 10: PROPOSED WORK LOAD AND l-fANPOWER* 

Shift % Work Load % Manpower 

7:00 A.M. - 3:00 P.M. 33 33 
3:00 P.M. - 11: 00. P.M. 46 44 

11 :00 P.M. - 7:00 A.M. -ll_ ~ 
TOTAL 100% 99%** 

* Source: Elizabeth Police, Patrol Operation Staff Assistance Study, 
John L. Redden, New Jersey State Training Commission, p. 54 .. Undated copy 
attached to Elizabeth Proposal. 

** May not equal 100 percent due to rounding. 

half the personnel were on duty for the: 7:00 a.m. to 3:00 p.m. shift which 

experienced less than a third of the major calls for service. During the 

evening shift (3:00 to 11:00 p.m.), 46 percent of the major calls for ser-

vice came in, but only 19 percent of the team members were on duty. A year 

later, almost half the team was still on the day shift an'd the evening re-

mained understaffed in relation to demand. Based on this evidence, it must 

be concluded that this element was not implemented. 

II 

'0 
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TABLE 11: PERCENT MARCH 1976 WORK LOAD FOR 11 MAJOR SERVICES (a) 
AND PERCENT MARCH 1976 and 1977 AVAILABLE TEAM 
PERSONNEL BY SHIFT 

Shift 

7:00 A.M. - 3:00 P.M. 
3:00 P.M. - 11:00 P.M. 

11:00 P.M. - 7:00 P.M. 
TOTAL 

% 
Calls for Service* 

March 1976 

30 
46 
24 

100% 
(N=92 calls) 

% 
Personnel** 
March 1976 

. 53 
19 
~. 
100% 

(N=798 
personnel 
shifts) 

% 
Personnel** 
March 1977 

44 
15 
~ 
100% 

(N=720 
personnel 
shifts) 

* Source: Memorandum from Craig Wanner, Team Analyst, to Captain Fred 
Grimm, dated January 12, 1977, and titled, "Timing of Calls for Service." 

** Source: Team Schedules Harch 1976 and 1977. 

(a). Major services defined as: disorderly persons, assault and 
battery, breaking and entering, larceny, alarms, suspicious persons, juve
niles, malicious damage, auto accidents, stolen vehicles and service to 
citizens. 

L. MANAGEMENT STYLE CHANGED 
(ELEMENTS #16, #17, #18, #19) 

There are four management principles commonly associated with neighborhood 

team policing. They deal with decentralization of authoritY to the team com-

manderj elimination of the traditional quasi-military command style; use of 

participative managament to set team objectives and plan and evaluate team 

performance; and setting of incentives compatible with team policing. The 

Elizabeth proposal addressed it~elf to all but the elements calling for the 

elimination of quasi-military style of command. 
" 



a j 44. 4* • 

38 

Typically, an Elizabeth patrol captain is in charge of a platoon of of

ficers for the duration of his shift only. Once the eight-hour shift is 

over, he relinquishes his command responsibility. The proposal states: 

"the team leader will be responsible for the provision of full-time police 

,,18 
services in the team araea. In practice, the team command.er has 24-hour 

responsibility for the provision of police services in the team area. 

Captain Grimm stated that he considered himself the commander of a small 

police department and, in fact, the team unit is larger than some of the 

police departments surrounding Elizabeth. 

In discussions with two of the team sergeants on February 23 and 24, 1977, 

some details about how their ~oles have changed and their responsibilities 

increased under team policing wer~ provided. These sergeants report enjoying 

broader responsibilities than they had in the patrol division, including: 

• 
• 
• 
• 
• 

supervising detectives 
assigning follow-up investigations 
reassigning officers based on needs in the field 
authorizing days off 
sole responsibility for team area during night shift )1, 

One sergeant summarized his feelings when he said, "At headquarters you have 

responsibility only; here you have responsibility and authority with less red 

tape." 

With respect to participative management, the Elizabeth proposal says: 

"An in-depth analysis of police records to determine the major 
causes of concern within the confines of [the] neighborhood and 
a summary presentation of the above analysis to the members of t~e 
team to establish immediate goals and to review methods to best 
achieve these very same goals."19 

18. Elizabeth Proposal, ~~ cit., p. 25. 
19. Ibid., p. 43. 

-j 
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No formal presentations of team area crime analysis were made to the team 

members so that particular opportunity for partl.·cl.·patl.'ve management did not 
materialize. However, team meetings were held on one' h evenl.ng a mont during 

which time team members' suggestions for dealing with area crime problems 

were soliCited. At the same time, work schedules were discussed as were any 

officers' complaints. The ti h" h mee ngs, w l.C usually lasted about two hours, 

were paid for out of the team poliCing grant. 

An Urban Institute survey of team officers at the beginning of the 

demonstration and one year later showed that officers felt that they had 

somewhat more influence on what goes on" h" "b l.n t el.r JO during the demonstration. 

The officers reported feeling they could influence d "" b eCl.Sl.ons a out things 

which concerned them and that thev did participate" d 
J l.n ecisions affecting 

how they carried out their work. 

The Elizabeth proposal stated that the team members would "be evaluated 

,,20 on their ability to achieve the team objectives . . . . Hot.rever, in 

Elizabeth, police personnel do not recel."ve formal f per ormance evaluations. 

Promotions to supervisory pOSitions are governed b y a list generated by results 

of a test administered by the state Civil Service Commission which has nothing 

to do with team policing. 

20. Elizabeth Proposal, ~ cit., p. 43. 

I I 
I tj 
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INFORMATION FLOW INCREASED 
(ELEMENT 1120) 

TIle Elizabeth proposal made no reference to plans to increase interaction 

and information. flow, another principle of team policing. The team commander 

does think that information sharing among team members is not a problem--they 

keep in touch at shift change, during team meetings and by posting notices as 

needed. This is verified by results of a survey of team members at the begin

ning of the demonstration and a year later. When first interviewed, only 

36 percent of the respondents reported having met formally with their team 

or platoon during the past month to discuss problems or develop solutions. 

A year after team policing began, 84 percent of the respondents said they 

had participated in such meetings. According to the commander and line team 

members; however, the formation of the team does seem to have resulted in a 

lack of communication between team and nonteam personnel. 

IV. OUTCOME CHANGES 

Eleven elements reflecting the expected benefits of team policing were 

identified by The Urban Institute in a review 6f the literature OTT sent to 

the demonstration sites. Table 12 lists the elements and summarizes the ex-

perience with each one in Elizabeth. Seven of the eleven elements were cited 

in the proposal as local objectives of the Elizabeth team policing program, 

but no mention was made of how the department would measure whether the objec-

tives were met. The Urban Institute collected data to measure two of the 

anticipated changes: 

• improve police/community relations; and, 
• decrease crime rates. 

Data about officer job satisfaction also were collected. 

The local evaluation team and The Urban Institute planned to collaborate 

on answering the other ques.tions about the outcome of the Elizabeth team po-

licing program. However, since the contract for the local evaluation was 

not sig1\ed until March 1977 due to difficulties in insuring student inter-

viewers, the report was not aVailable until after this case study was 

completed. 

From examining available data, we find that certain crimes are down in 

the team area, but this holds true for the nonteam areas of the city as well. 

Also, Lt. Hennings reports that citizens in the team area have less fear of 

crime than they did prior to team policing--we did not measure this. 

41 
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TABLE 12: S~rnARY OF ELIZABETH POLICE DEPARTMENT EXPERIENCE WITH OUTCOME CHANGES 

Elements of 
Outcome Change 

in Feders! or 
Local Team Policing Hodel 

1 Improve Police/Community Relations 

2 Increase Officer Job Satisfaction 

1 Increase Productivity 

4 Increase Flow of Crime-Relsted 
In fo rmation to Police, Increase 
Reporting Rate of Crime 

'5 Increase Quality and Quanti~y of 
Inve.stigations, Increase Number 
of Criminsls Apprehended and 
Prosecuted 

6 Improve Police Service 

-' 
7 Improve Crime Prevention 

and Control 

a Mo!:'e Effective Law Enforcement 
.-----.. - .. --- ~- .'----_._---_. __ .. . - ~--. 

. 9 

, 
10 

11 

Decrease Crime Ra.tes 

--
Decrease Ci tizen Fear 

Improve Community Services 

II 
'.\ 
\\! 

Was Element 
Stated As 

a Local 
Objectives 

Yes 

No 

No 

Yes 

Yes 

--~--,--- -
Yes 

Yes 

No 
- -

Yes 

----- --"-
Yes 
-
No 

Conside.ing the Number, 
What Were The Types Of Timing and Uagnitude Of What Dsta 

Measures For The The Implementation Were Collected 
Change Used In Cnanges, Is·A Signifi- To Measure 

The Local Objective cant OUtcome Chsnge Change? 
Plausible? 

Not Specified No--police/community UI Pre-
relations already good Citizens Survey 

-- Perhsps UI Pre and Post 
Patrol Surveya 

-- -- None 

Not Specified Perhaps ,None 

Not Specified Perhaps None 

.-
Officers become Using department None 

generalists' criteria--yea 

No t Specified No None 

-- -- None ._--_ ... -.----~---- --------
Not Specified Perhaps Crime Hapa 

-"----- _ ...... 
Not Specified Perhaps None 

_., 

-- -- None 

.. 

.. 

Do The Data 
Indicate 
A Change? 

What Direction? 

--

Fewer officers 
dissatisfied, 

more neutral 
about their job 

--
--

--

Officers conduct a 
degree of 

inv es tig:l tiODS 

--

--- . 
Some crime went 
down throughout 

,the city 

~-

--

Ii b 
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A. POLICE/COMMUNITY RELATIONS ENCOURAGED 
(OUTCOME Ill) 

"Und.er the Team Policing concept, the Department will strive for 
community interaction between the police and public in serving their 
needs and getting to know its residents, the Neighborhood Team Offi
cer will try and emulate the thinking of the neighborhood as the 
'Corner Candy Store' has done for years."l 

The January 1976 Urban Institute survey of citizens in the team area of 

Elizabeth indicated that police/community relations already were good there; 

91 percent of the citizens said they felt the police were doing a very good 

or good job providing police services in the neighborhood. Furthermore, 

about half the respondents reported that they recognized the police who . 
worked in their neighborhood. Specifically, 9 percent recogniz:ed most of 

the police there; 15 percent recognized some; and 23 percent recognized a 

few. Also, more than half the respondents said they respected the police in 

their neighborhood a great deal (an additional 37 percent said they respected 

the police "s0!l1e"). 

When surveyed by The Urban Institute at the beginning of the demonstration 

and a year later, team members were asked, "How good a. job of working with 

the community would you say your unit is doing now7" As can be seen in Table 

13, even before team policing began, more than two-thirds of the team members 

felt they were doing an average or better job. However, a year after team 

policing began, no one reported doing a poor job and those who thought they 

were doing a good job increased. 

It is interesting to note that in January 1976~ 34 percent of the 

citizens interviewed in Elizabeth reported having talked informally with a 

policeman in their neighborhood during the previous month. This indicates an 

1. Elizabeth Team Policing Proposal, pp. 23-24 •. 

~ ~---~------- ----
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TABLE 13: TEAM MEMBERS' RATINGS OF HOW CONSTRUCTIVELY THEY WORK WITH THE 
COMMUNITY 

Very Somewhat Somewhat 
Poor Poor Poor Average Good Good Exceptional 

% % % % % % % 

Winter 1976 
N=33 3 3 12 33 15 33 0 

Winter 1977 
N=26 0 0 0 15 38 42 4 

already frequent rate of informal contact between the citizens of Elizabeth 

and the police prior to the implementation of team policing. In the other 

five demonstr&tion cities, only 14 to 19 percent of the citizens reported 

having talked informally with a police officer in their neighborhood during 

the previous month. 

Because citizen opinion of the police in Elizabeth already was high, and 

since specific activities to improve police/community relations were limited, 

a second wave citizens survey was not administered. 

B. JOB SATISFACTION 
(OUTCOME 112) 

The Elizabeth proposal did not list "increase officer job satisfaction" 

as one of the program's objectives. However, job satisfaction was examined 

here as an indicator of team members' reaction to team policing after one 

year of operation. 

When surveyed just prior to program implementation, team members said 

that they expected team policing to give them more choices on their job. 

A year later they reported that, in fact, they do have more choices--their 

expectations of the program, in that respect, were met. 

t 

;, ! 
I ! 

\ 

f 

45 

Team Policing is expected to broaden the scope of a police officer's job. 

Table 14 is a scale showing how the team officers categorized their job scope 

prior to program implementation and one year later. 

TABLE 14: TEAM MEMBERS' CATEGORIZATION OF JOB SCOPE 

Narrow Job Wide Job 
Scope <-- I 2 3 4 5 --> Scope 

% % % % % 

Winter 1976 
(N=34) 38 12 3 26 21 

Winter 1977 
(N=26) 12 8 23 46 12 

" 

The proportion of team members who felt their job was narrow in scope 

decreased 26 percent during the demonstration. At the same time, the propor-

tion of those who felt their job had an especially wide scope decreased by 9 

percent. Both shifts were to the middle of the scale. This would seem to 

indicate that the team members are developing more realistic expectations 

about what they can expect to do within the scope of their work. 

The same survey mentioned above also asked, "How do you feel about your 

job?" Once again, after one year of team policing team members' responses 

shifted somewhat to the middle. As Table 15 shows, the people who were dis-

satisfied disappeared and those who were neutral increased. 

When asked "How do you feel about your job this year compared to last 

year?," there was no change between the two years. Overall then, it appears 

that the team members are satisfied in the work and feel that the work they 

do is compatible with what they expect from their job. 

.. ' 
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TABLE 15: TEAM MEMBERS' JOB SATISFACTION 

Winter Winter 
\. 

Response 1976 1977 
% % 

completely satisfied 0 8 
well satisfied 68 54 
neutral 18 38 
a little dis~atisfied 12 0 
very dissatisfied 3 0 

N=34 N=26 

C. CRIME INFORMATION AND ARREST 
(OUTCOMES #4 AND #5) 

One of the program objectives stated in the Elizabeth grant proposal was 

to improve the public's attitude toward the police and increase the flow of 

crime-related information from citizens to the police. A Neighborhood Watch 

Program was mentioned as one way of accomplishing this objective. There was 

no Neighborhood Watch Program started during the demonstration period, but at 

community meetings team members stressed the importance of crime-related infor-

mation they receive from the public. Captain Grimm said he was unaware of an 

increase in such information since team policing began. 

Since no specific activities were undertaken to increase the flow of 

crime-related information to the police, Grimm's observation is not surprising. 

It is interesting to note, however, that when Elizabeth citizens were asked 

if residents in their neighborhood 'would report crimes they observe to the 

police; 72 percent said "usually" they would. In three of the other demon-

stration cities, just under two-thirds of the citizens made the same response 

'~I , 
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as in Elizabeth; one city had the same rate of response and in the sixth city, 

84 percent of the citizens said they would usually report to the police. 

Data on team area arrests and dispositions are being collected by the 

local evaluator and are not available at this writing. As a result, it is 

not possible at this time to judge whether Elizabeth was successful in 

achieving this·outcome. 

D. IMPROVEMENTS IN POLICE SERVICES 
(OUTCOME 116) 

The Elizabeth proposal states that the team policing program "will seek 

to improve police service through the dev~lopment of generalist police offi-

cers, capable of determining realistic goals through participation in the 

2 decision-making process." The proposal defines a generalist as one who per-

forms more diversified functions over time. 3 In fact, our observations show 

that team officers' functions have diversified with their involvement in 

follow-up investigations, and the team structure does allow for participative 

management. Because the Elizabeth department defines "improved services" 

as synonymous with the existence of generalists, Lieutenant Hennings reports 

that the team policing obj ective of improving police serv.ice has been met. 

2. Elizabeth Proposal, ~ cit., p. 25. 
3. Ibid., p. 40. 

\ . 
i i 
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E. CRIME PREVENTION 
(OUTCOME 117) 

• 

Most .team crime prevention work is done at community meetings where 

team members discuss ways for citizens to increase their personal security 

at home and on the street. A crime prevent~0r:.._o{~~_~,::~._ has office space 

in the auxiliary team office. He is responsible for crime prevention 

activities citywide, but spends most of his time in the team area and 

accompanies team members to community meetings. Also, burglary victims 

are urged to contact him for information on how to prevent future break-

ins. Since the team did not mount a specific crime prevention campaign, 

one would not expect a significant deterrence impact to occur. 

F. SELECTED CRIMES DOHN THROUGHOUT CITY, CITIZEN FEAR DOWN 
(OUTCOMES 119 AND #10) 

A heightened sense of security for residents of the team area is one of 

the goals of the program expressed in the proposal. At a team policing tech-

nology transfer conference in Winston-Salem during late February 1977, the 

assistant team commander reported that it appears ~hat crime in the team area 

is going down with the exception of aut.o thefts. He noted that fear of crime 

in the neighborhood seems to have gone down. As evidence, he cited the fact 

that 12 new businesses have opened up and nearby liquor stores are closing 

at 10:00 p.m. rather than 5:00 p.m. The "post" citizen survey, which would 

have provided data on the question of citizen fear among others, was cancelled 

because no specific activities of a magnitude expected to produce a change 

in citizen attitude were implemen~ed by the police. 
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Table 16 shows the percent change in four crimes between 1974 and 1976 

in the team area and in the rest of the city. The most striking difference 

between the team and nonteam areas is the offense rate for breaking and 

entering, where the city experienced a 7 percent increase between 1975 and 

1976 wni.le-t.he-team--a-t=aa--rate- increased 31 percent. However, since most 

of the crime rate changes in the team area are not markedly different from 

those in the rest of the city and since no specific team activities against 

these crimes were initiated, there is no reason to expect the crime rate 

changes resulted from the team project. 

TABLE 16: PERCENT ClLWGE IN FOUR CRIMES IN 
TEAM AND NONTEAM AREA 

1974-1975 1975-1976 
CRIME 

Rest of Rest of 
Team City Team City 

Robbery + 4% 0 -40% -33% 
Aggravated Assault and Battery - 6% - 8% -15% -12% 
Breaking and Entering +13% +22% +31% + 7% 
Auto Larceny +12% +12% 0 +10% 

*Source: Yearly Crime Maps, Elizabeth Police Department Annual 
Reports 1974-1976. 
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