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Foreword

t is quite appropriate that The Annie E. Casey Foundation and the Police

Executive Research Forum (PERF) have come together to produce this
book on the past, present, and future of community policing. The mission
of The Annie E. Casey Foundation is to improve the lives of disadvantaged
youth and their families—particularly those in distressed areas. PERF’s
mission is to improve policing services to all individuals. These missions
intersect at community policing, which brings police and communities
together to solve neighborhood problems and improve the quality of life
there. While there are many factors and entities at work that determine the
welfare of America’s children and families, certainly community policing is
a significant one. With this mutual concern for communities plagued by
violence, disorder, and fear, we have joined forces to produce this book to
demonstrate the importance of community policing and reflect on its
development, current status, and prospects for the future.

There has been tremendous speculation about the future of community
policing. Can it flourish in agencies that are still in the early stages of
implementation? In agencies that have demonstrated their commitment to
community policing, can it be sustained and even advanced beyond cur-
rent models when there are so many challenges facing innovative policing
professionals? This book addresses these important questions. The authors
provide valuable information on the implementation of community polic-
ing as well as informed opinions about what community policing may one
day become. These national experts and leaders in policing speak out on

X



X FOREWORD

critical issues and evaluate a decade of survey data. Their sometimes-dis-
parate views reveal the many obstacles that must be overcome for commu-
nity policing to meet its full potential.

Among those obstacles are the demands created by ongoing terrorist
threats and the organizational and cultural barriers to successful imple-
mentation of community policing principles. Several chapters evaluate the
impact of September 11, 2001, on law enforcement. Some observers are
concerned that the nation’s focus on antiterrorist activities will be the death
knell for community policing. This book assesses how new demands on
police related to homeland security will affect community policing; and it
underscores the very real contribution that community policing has made
and will make to advance U.S. security interests. Among the many other
factors the authors discuss are officer training, organizational changes in
police agencies, new performance measures, management-union issues,
and police-citizen partnerships.

Part I describes the community policing model. While attempts during
the past decade to develop a single definition of community policing have
been controversial, consensus has emerged on three elements common to
any community policing effort. These elements form the main themes of
Chapter 1 written by Lorie Fridell. Mary Ann Wycoff then highlights best
practices in community policing (Chapter 2), warning that the visible
accomplishments of community engagement and problem solving will not
be sustained without organizational transformation. In Chapter 3, Edward
Flynn argues that community policing is fundamentally just “good polic-
ing” and he reminds us—through reflections on his own experiences in law
enforcement from line officer to leader—of the great transformation from
traditional to community policing.

Part II examines how community policing principles are reflected in
policing practices and assesses whether community policing is “rhetoric or
reality” To conduct this assessment, PERF staff drew upon information
obtained through national surveys of law enforcement agencies in 1992,
1997, and 2002. The data were used to report not only the extent to which
agencies identify as community policing agencies, but also the specific man-
ifestations of that orientation in terms of activities, training, and reorgani-
zation. Because the three surveys were similar in content and implemented
at three different times over a period of ten years, the reader can chronicle
changes in community policing implementation in the United States for
that decade. In the 2002 survey, law enforcement agencies added informa-
tion about the impact of the terrorist threat on community policing, as well
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as how community policing practices help police address that threat. Lorie
Fridell, in Chapter 4, discusses the results from the three surveys. In Chap-
ter 5, Gary Cordner outlines the strengths and weaknesses of the survey
data and highlights the aspects of community policing that have been most
successfully implemented, as well as those features that agency executives
need to give more emphasis in the years to come.

In Part III, law enforcement practitioners and academic experts—
reflecting upon the research results and their own experiences—discuss
where law enforcement has been with community policing and where it
may be going. These commentators provide practical direction for law
enforcement professionals, particularly agency executives, on how the
promise of community policing can be fulfilled in the challenging years
ahead. Bonnie Bucqueroux (Chapter 6) draws on the survey data to
demonstrate how departments have been deficient in their partnership
work and she provides guidance on how to fully realize this critical element
of community policing. Paul Grogan and Lisa Belsky (Chapter 7) describe
the results of successful community development corporations-police
partnerships across the nation, citing activities that reduce disorder,
strengthen neighborhood social controls, increase the political power of
residents, and promote economic development. Dennis Rosenbaum (Chap-
ter 8) also addresses the importance of the relationship between police and
the community—highlighting how new technologies can be harnessed to
move community policing into the future. Barbara McDonald and Ron
Huberman (Chapter 9) then describe one such technology: a very compre-
hensive information system the Chicago Police Department uses to
advance citizen interactions with police, facilitate problem solving and
crime investigation, and promote effective performance measurement—
particularly measures of community satisfaction.

Nancy McPherson (Chapter 10) emphasizes the importance of structures
and processes internal to police agencies that support community policing
as they move into the future. She highlights the importance of leadership at
the line level; the need for research, education and technology to support
problem solving; internal organizational mechanisms that reinforce com-
munity policing; ethical competence among personnel; and management-
union collaboration. Jerry Flynn draws on his experience as a police officer
and union leader to demonstrate how community policing can be advanced
through the efforts of dedicated, creative street officers. Ellen Hanson
(Chapter 12) raises the critical issue of resources for continued support of
community policing. She emphasizes the need for partnerships among
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government agencies and private social service agencies to ensure limited
resources are used efficiently and effectively to meet common community
goals. Wesley Skogan (Chapter 13) reviews the key principles of commu-
nity policing and cautions agencies against partial, “on the cheap” imple-
mentation. He delineates reasons why some community policing efforts
fail, including resistance from officers, police unions, and police man-
agers; competing demands and expectations; lack of interagency coopera-
tion; and an unresponsive public. Richard Myers (Chapter 14) also
examines the impediments to community policing, but from the perspec-
tive of one who has fully considered the possible and preferable futures of
community policing. Based on his experience and feedback from several
working groups of police futurists, he discusses the potential impact
trends and emerging technologies could have on community policing.

Ellen Scrivner (Chapter 15) next addresses the issues related to commu-
nity policing associated with the terrorist attack of September 11,2001 and
the ongoing threat to domestic security. She describes how community
policing, including problem solving, can serve the goals of homeland secu-
rity. Chief Darrel Stephens (Chapter 16) also outlines the significant chal-
lenges to the full implementation and continued existence of community
policing, such as the potential impacts of September 11, 2001 and rising
crime rates. He calls upon practitioners to implement community policing
department-wide, to expand community involvement, and to use COMP-
STAT in a way that facilitates community policing.

In the final chapter (Part IV, Chapter 17), Mary Ann Wycoff discusses
what is required to ensure that community policing is sustained in agencies
around the country. She describes the perils of incomplete implementation
and provides guidance to ensure both internal and external institutional-
ization of community policing.

Though most law enforcement agencies across the nation believe them-
selves to be engaged in some aspect of community policing, this book pro-
vides concrete assessments of what implementing this form of policing
really means, and explores the progress and promise of community polic-
ing. It provides an opportunity to compare current practices against aspi-
rations for true community policing. We hope it will make an important
contribution to the efforts of those agents of change who want to take com-
munity policing to the next level by strengthening the bond between police
and the people they serve.

Bart Lubow Chuck Wexler
Annie E. Casey Foundation PERF
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The Defining Characteristics
of Community Policing

by Lorie Fridell, Director of Research,
Police Executive Research Forum

he Community Policing Consortium defines community policing as

“a collaborative effort between the police and the community that
identifies problems of crime and disorder and involves all elements of the
community in the search for solutions to these problems.” Community
policing is based on the premise that police alone cannot control crime and
disorder and promote residents’ quality of life (Community Policing Con-
sortium 1994). In community policing—in contrast to traditional polic-
ing—the public’s involvement is viewed as a “co-producer” of community
safety and wellness (Whitaker 1980; Parks et al. 1981; Parks et al. 1982).
Community policing also expands the role of police beyond crime fighting

1. The Bureau of Justice Assistance created the Community Policing Consortium,
which is currently housed within the Office of Community Oriented Policing Services
(COPS Office). The Consortium is composed of the International Association of
Chiefs of Police (IACP), the National Sheriffs’ Association (NSA), the National Orga-
nization of Black Law Enforcement Executives (NOBLE), the Police Executive Research
Forum (PERF), and the Police Foundation. These five organizations play a principal
role in developing community policing research, training, and technical assistance.
Each is committed to advancing the community policing philosophy.
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to maintaining order and promoting improved living conditions for resi-
dents. While traditional policing has been characterized by reactive
responses to crime, community policing emphasizes proactive problem
solving to prevent and otherwise control crime (Sparrow, Moore, and
Kennedy 1990; Sparrow 1988). The goals of community policing are to
reduce crime and disorder, promote citizens’ quality of life in communities,
reduce fear of crime, and improve police—citizen relations (Community
Policing Consortium 1994). These goals are achieved through three essen-
tial efforts: community engagement, problem solving, and organizational
transformation. The following discussion focuses on how each of these ele-
ments is understood in the community policing context and raises key
questions about their effective implementation.

Community Engagement

Sir Robert Peel said “the police are the public and the public are the police”
(Braiden 1992). This statement reflects a key tenet of community policing:
the police should not be separate from, but rather joined in partnership
with, the community. A major impetus for the move away from traditional
policing was the recognition that the police cannot control crime and dis-
order alone. With community policing, the police and community are
expected to co-produce safe and healthy communities (Parks et al. 1981,
1982). The partnerships can and should serve to empower residents to take
responsibility for their neighborhoods. As stated by Kelling (1988, 2-3),
“police are to stimulate and buttress a community’s ability to produce
attractive neighborhoods and protect them against predators.”

Important to this relationship are agency activities that promote inter-
action and familiarity with jurisdiction residents.? Agencies generally
achieve stronger links with citizens using myriad approaches including
long-term assignments of officers to specific geographic areas; foot and
bike patrols; mini-stations in communities; community meetings; citizen
police academies; and other forms of outreach such as Police Athletic
Leagues, educational programs in schools, and citizen volunteer programs.
But, however important these outreach programs are for promoting a

2. In Citizen Involvement: How Community Factors Affect Progressive Policing, Correia
(2000) affirms the need for police to pay more attention to how communities mobilize
and develop bonds of trust to involve them in community policing. His book is based
on an analysis of six sites and other survey data, interviews, and reports.
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strong police-community relationship, other activities are required to
cement a true partnership with the community. One key activity is collab-
orative problem solving. As discussed in detail below, police and citizens
engaged in collaborative problem solving join together to identify the
problems facing a community, prioritize them, and develop and imple-
ment viable responses. In a true partnership, the police and citizens make
important decisions together about agency policies, practices and direc-
tion.” This level of citizen involvement in the workings of the department
might take several forms (for instance, residents’ participation on advisory
councils to the chief or their involvement in hiring, evaluating, and/or pro-
moting personnel; developing agency policies; or reviewing complaints).

Agencies should form partnerships not only with residents but also with
organized groups and private and public agencies. These organized entities
are stakeholders in a healthy community, as well as potential resources for
addressing community problems. They include public and private service
agencies (for example, housing agencies, other public assistance agencies
and nonprofit groups serving high-need groups), interest groups (for
example, the Urban League, Mothers against Drunk Driving, neighbor-
hood organizations), and public works agencies.

Any agency that wants to gauge the effectiveness and potential of its
police-community partnerships should be prepared to answer a number of
key questions that have been raised about these partnerships across the
United States:

+ In what ways are agencies reaching out to communities to facilitate
familiarity and trust?

+ Are agencies moving beyond these outreach efforts to truly engage
the community as partners?

+ Do residents have sufficient trust in the police and understanding of
community policing to become and stay involved?

+ Is the role of involving the community relegated to a unit or team of
officers, or is community involvement a core principle of the depart-
ment, underlying all that it does?

3. “Community may be defined by the following three factors: geography (people
who live or work in a given place), shared character or identity (people share common
characteristics, such as ethnicity, age, economics, and religion), and common concerns
or problems (people tend to join together when they share common concerns or prob-
lems). Groups of people who more or less exhibit each of these three factors can be con-
sidered a community, at least for the purposes of community policing” (Flynn 1998, 9).
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+ Are agencies successfully engaging in partnerships with organized
groups and private and public agencies to cooperatively address
issues of crime, disorder, and quality of life?

The survey results presented in Chapter 4 as well as the commentaries
throughout this book address these questions and consider the challenges
for the future.

Problem Solving

The second element of community policing, and an objective of police
partnerships with communities, is collaborative problem solving. In
problem-oriented policing, police work with residents, organizations, and
agencies to identify and solve community problems related to crime, dis-
order, and the quality of life. But problem solving is not just a mechanism
for linking with the community and developing trust; it is good policing,
as Herman Goldstein, the father of problem-oriented policing, explains.
“Smarter policing in this country requires a sustained effort within polic-
ing to research substantive problems, to make use of the mass of informa-
tion and data on specific problems accumulated by individual police
agencies, to experiment with different alternative responses, to evaluate
these efforts and to share the results of these evaluations with police across
the nation” (Goldstein 1993, 5). Problem solving is essential to effective
prevention. With this tool, police are not merely responding to the same
locations and individuals over and over to address crime; they are address-
ing underlying problems that can eliminate, or at least reduce, future
occurrences.

While police could conceivably conduct their problem solving in isola-
tion, their effectiveness is greatly enhanced when the police partner with
residents, organized groups, and agencies. The community’s first critical
task is to work with the police to identify the crime, disorder, and quality-
of-life issues residents want to be addressed. Police all over the country
have found that citizens’ priorities may be very different from those that
police might identify; both sets of priorities can be addressed and ordered
in a partnership. The community can be helpful in gathering critical infor-
mation to determine the nature and scope of the problems being analyzed
for priority action (Eck and Spelman 1987; U.S. Department of Justice
2001, 2002). The community is then involved in working with the police to
identify and implement viable responses to the problems.
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Often police and individual residents lack the necessary resources and
expertise or authority to implement long-term change. Therefore, public
and private organizations and entities can be important partners in these
endeavors. As reported by Sadd and Grime (1995), the problems identified
by residents can go beyond the purview of police agencies. Alternatively, the
problems themselves may be well within the traditional reach of law
enforcement agencies, but effective responses may require external re-
sources. The regular involvement of outside entities can stimulate such in-
novative responses as using building code enforcement and other regulatory
codes to address drug dealing; training apartment-complex managers on
crime control efforts; and supporting crime prevention pacts with specific
neighborhoods. These partnerships can promote the use of non-criminal-
justice responses for even traditional crime and disorder problems.

Within some police agencies, the executives assign the task of problem
solving only to designated officers, problem-solving units, or patrol offi-
cers. Other police agencies consider problem solving to be an effective tool
for all personnel. A recent PERF project examined the involvement of
investigators in problem solving (Wycoff 2001). In many departments,
detectives now have geographic or neighborhood assignments, thus facili-
tating information sharing with officers assigned to the same areas. In
some departments, detectives and patrol officers are partners in problem-
solving teams. For example, detectives in the Spokane County, Washington,
Sheriff’s department have had the primary responsibility for working with
citizens to identify and resolve problems. Detectives in Mesa, Arizona, have
developed a number of programs that involve citizens in crime prevention.
Other agencies find that even the chief and other command staff need to
become involved in implementing problem-solving responses. Partner-
ships with other public agencies, including other components of the crim-
inal justice system, or local or state legislative changes may be required to
solve the problem.

As discussed more fully below, agencies can support or promote prob-
lem solving internally through training, policies and procedures, and indi-
vidual and agency-level performance measures. Those interested in
assessing police agencies’ problem-solving acumen should ask these basic
questions:

+ Are the law enforcement agencies engaging in problem solving?
+ Are they implementing problem solving collaboratively with resi-
dents, organized interest groups, and public and private agencies?
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+ Is problem solving relegated to a special unit or just to patrol, or are
other components of the agency involved?

+ Are agencies implementing innovative responses?

+ Do agencies support problem solving internally through training,
performance measurement, and other means?

Light can be shed on progress in the field by reviewing the survey results
in Chapter 4 and the commentators’ observations. Consideration of these
questions is also useful for any agencies interested in self-assessment and
for the citizens integral to their efforts.

Organizational Transformation

In 1988 George Kelling asked, “How will community policing fit into police
departments, given how they are now organized?” He conjectured that
“radical alterations will be required if police are to respond more effectively
to community problems.” Similarly, Goldstein (1993, 9) reported that “the
initiatives associated with community policing cannot survive in a police
agency managed in traditional ways. If changes are not made, the agency
sets itself up for failure” (see also Zhao 1996). Organizational transforma-
tion facilitates community engagement and problem solving and sustains
community policing implementation over time.

A major theme in discussions of successful agency transformation for
community policing is the need for pushing power downward in the
agency. As described in “Understanding Community Policing: A Frame-
work for Action,”

Community policing requires the shifting of initiative, decision
making, and responsibility downward within the police organ-
ization. Under community policing, patrol officers are given
broader freedom to decide what should be done and how it
should be done in their communities—they assume managerial
responsibility for the delivery of police services to their
assigned areas. Patrol officers are the most familiar with the
needs and strengths of their communities and are thus in the
best position to forge the close ties with the community that
lead to effective solutions to local problems (Community Polic-
ing Consortium 1994, 22).

Physical decentralization—in addition to the decentralization of power
and command—are important for supporting the new role of officers. This
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physical decentralization corresponds to personnel assignments. Long-
term assignments to specific geographic areas are needed so that police are
accessible to the residents they serve and acquire a sense of 24—7 responsi-
bility for their neighborhoods. They can be physically stationed within
those assigned communities in, for instance, precinct stations, beat offices,
or storefronts. Some agencies, as mentioned above, decentralize not just
patrol, but other agency components such as investigations and crime
analysis. When managers are made responsible for geographic areas rather
than police functions, all types of police services in an area can be coordi-
nated to meet objectives for that neighborhood or zone.

Other types of organizational transformation also support critical field-
level work. The role of management is not to direct the activities of the field
personnel so much as guide them and ensure that they have the resources
that they require to do their jobs (Community Policing Consortium 1994).
Some advocates of community policing recommend flattening the organi-
zation, or reducing the number of management levels, to facilitate com-
munication and decrease the amount of time and bureaucratic effort
needed for decision making. Agencies also can free up time for field per-
sonnel to engage in their community policing responsibilities by develop-
ing alternative mechanisms for handling calls for service. This can take the
form of call classification and prioritization, which reduces the number of
calls to which field personnel are immediately dispatched. Specifically,
nonemergency calls may be handled in another manner or delayed if
immediate assistance is not required.*

Other agency changes to support community policing relate to hiring,
training, personnel evaluation, and agency performance measurement. In
terms of hiring, agencies need to hire officers with characteristics well
suited to community policing. These officers have been described by
Hough (2002) as conscientious, emotionally mature and stable, influential,
amicable, service-oriented, and having practical intelligence. Police execu-
tives need to work with their training directors, academy personnel, and
perhaps even budget and legislative leaders to ensure the resources and

4. Some jurisdictions handle requests for assistance differently than emergency calls
for service. These jurisdictions provide a nonemergency call number to citizens, such as
the 311 system in Baltimore, Maryland. In addition, some agencies have provided auto-
mated burglary reports or permit nonsworn personnel to take reports, primarily for
insurance purposes, for certain routine matters. For example, nonsworn personnel may
take car accident reports in which there is no injury.
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mechanisms are in place to offer academy recruits quality training in com-
munity policing and problem solving—preferably with community polic-
ing concepts infused throughout the entire academy curriculum. In-service
officers, too, need training in community policing and problem solving,
including training in advanced topics, such as organizing groups and com-
munities, community interactions, human resources management, and
crime analysis or mapping, to name a few.

Agencies should develop job descriptions that recognize community
policing and problem-solving responsibilities. Personnel evaluations
should review and assess skills and behaviors related to these roles. The
evaluation system, as well as the disciplinary system, should recognize that
mistakes will be made. Community policing is a model of policing that
promotes well-intentioned risk-taking. In the same way that personnel
evaluations are an important management tool for promoting desired
behavior on the part of individuals, agency-level performance measure-
ment should examine community policing inputs, outputs, and outcomes
to promote and sustain its implementation.’

To find out about the nature and extent of organizational transfor-
mation in community policing agencies, one might ask the following
questions:

+ Are field personnel given authority to make decisions regarding
which activities are necessary to promote the health of their assigned
neighborhoods?

+ Has command or decision making been tied to defined geographic
areas?

+ Have patrol, crime analysis, and/or investigations been physically
decentralized?

+ Have agencies implemented alternative response methods for calls
for service?

*+ Have recruiting/selection criteria been modified to reflect the skills
and characteristics needed by community policing officers?

+ Are recruit and in-service officers trained in community policing and
problem solving?

5. Moore et al. (2002) advocate comprehensive agency-level performance measure-
ment systems that provide for both internal and external accountability. Examples of
outcome measures for agencies include the extent to which they control crime, hold
offenders to account, reduce fear, and regulate public spaces.
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+ Do role definitions and personnel evaluations reflect community
policing and problem solving?

+ Do agencies incorporate community policing and problem solving
into measures of their own performance?

This chapter has defined community policing in terms of three key fea-
tures: community engagement, problem solving, and organizational trans-
formation. The next chapter elaborates on community policing practices
and suggests that the best practices, surprisingly, may be invisible.
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The Best Community Policing
Practice May Be Invisible

by Mary Ann Wycoff, Independent Researcher/Consultant

ommunity policing, either as proclamation or practice, tends to be

highly visible, a fact that yields both substantive and political payoff.
The announcement that a department is adopting community policing is
made so that the public, press, and politicians will take appropriate note.
The new storefront office, district station, or police-community center is
opened with fanfare designed to generate press coverage and applause. The
officer who teaches a class or meets with community groups or walks
through a neighborhood is intentionally visible—and should be. An invis-
ible approach to community policing would make it difficult for the pub-
lic to know when and where to make better contact with the police. Such
an approach also would make it difficult to know that the police are
attempting to do something different.

In addition to these publicized aspects of community policing, there is a
less visible, “undercover” side. While largely unknown to press or public, this
feature is essential to identifying and successfully implementing the best
community policing practices for any given community. Philosophy and
programs are visible (or audible) and tend to be well publicized, but every
department that aspires to community policing should have an undergird-
ing all-but-invisible corporate strategy that is essential for the implementa-
tion of the best and the most enduring practice of the philosophy.

13
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The Visible Philosophy

The philosophy of community policing has received broad public acclaim.
It is likely that every major newspaper and news magazine has, by now, car-
ried multiple stories about the concept and about some of the more glam-
orous operational approaches to its implementation. The philosophy is
publicly well received. There can be nothing but applause for the notion
that police and citizens should know one another and should work
together to produce safer communities. Who (other than criminals per-
haps) would not celebrate such an idea? It has so much democratic “face”
appeal that almost all police leaders in the country embrace it publicly.
Indeed, it is such a commonsensical and appealing notion that many chiefs
claim to have been implementing it for years, if not decades. While this
might be true in some places, many chiefs supporting the philosophy
reported in a 1992 survey that they were unsure how to operationalize the
community policing philosophy. '

This uncertainty has diminished with time as community policing prac-
tices have been showcased. The 1992 survey was an unintentional part of
the publicity process. For the first time in the long career of this researcher,
there were calls to the research organization from police leaders who
wished to express gratitude for the survey. Because the survey instrument
asked questions about a number of different community policing practices
in which responding agencies might be engaged, it helped some agencies
with operational specification of the concept. The philosophy had attracted
them and they were eager to know how it might look in reality.

Since 1992 there has been a cascade of such information about the
implementation of community policing. The National Institute for Justice,
the Bureau of Justice Assistance, the Office of Community Oriented Polic-
ing Services (COPS), the Police Executive Research Forum, the Police
Foundation, the National Organization of Black Law Enforcement Officers,
the International Association of Chiefs of Police, the National Sherift’s
Association, the International City/County Management Association, the
Ford Foundation, Harvard University, and a host of other public and pri-
vate agencies—along with the media ever eager for a new police story—
have hosted conferences, funded or conducted research, produced pub-
lications, and otherwise promoted and publicized community policing and
its companion philosophy, “problem-oriented policing.” The philosophy

1. This 1992 survey conducted by the Police Foundation is described in Chapter 4.
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has not lacked publicity and with it has come a substantial body of infor-
mation about programs and practices.

Visible Programs

With the exception of notable efforts by COPS and the seminar series con-
ducted by Harvard University and the National Institute of Justice, the pri-
mary focus of the publicity about community policing has been on
programs. For example, articles have been written about storefronts in
Detroit, Michigan, or Houston or Dallas, Texas, or Madison, Wisconsin;
foot patrols in Flint, Michigan, or Newark, New Jersey; and problem-
solving units in Baltimore, Maryland. Nationwide there have been mentor-
ing/tutoring programs for struggling students; citizen police academies;
community meetings involving police and residents; citizen surveys; spe-
cific problem-solving efforts; and department websites. City after city has
had its highly acclaimed community policing officer or group of officers
made locally famous by the media for using the idea to provide better
police service in a troubled neighborhood.

Stories about programs and individual officers were easy to tell and
often could be accompanied by appealing photographs of the officers at
work, perhaps in the company of young children or an adult in need of
assistance. Fifteen years ago these stories made good copy. In one commu-
nity, a newspaper article told the dramatic tale of a neighborhood officer
who was able to lead terrified but trusting children from an apartment
building where an assailant was believed to be hiding. In another, an offi-
cer was profiled who created a storefront office in a post-Vietnam Asian
neighborhood and found volunteers to assist him, each of whom could
speak one of the three languages spoken in the community. This officer, a
Vietnam veteran, provided a wide variety of policing and other social serv-
ices to a previously neglected community. In a midwestern city, the televi-
sion news covered a group of officers and citizens who, together, waved
down speeders on a heavily traveled neighborhood street to appeal to their
sense of neighborliness and good citizenship in an effort to convince them
to drive more slowly. In a Florida community, there were newspaper and
television stories about a police department that used drug forfeiture
monies to build a recreational and learning center in a neighborhood
where families had been devastated by predations of drug dealers and by
police activity that jailed them. In a Texas city, storefront officers were
reported hosting a Halloween party for children that resulted in a child
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revealing to an officer the location of a large quantity of stolen property.
Other officers were written about because they walked door to door in
their neighborhoods, becoming acquainted with residents and asking
them whether there were any problems in the neighborhood police should
know about.

These are all compelling stories, and in 2004 community policing stories
still make good copy. We read that Arlington, Texas, has neighborhood
teams that provide a wide range of police services. We read that in Lake-
wood, Colorado, and Fremont, California, there are parenting classes for
parents who feel they do not know how to control their children. The
“Kids’ Corner” program in Reno, Nevada, helps prevent child abuse and
neglect. The Appleton, Wisconsin, police department partners with the
local Boys and Girls Club to help prevent children from running away from
home. Officers in Mesa, Arizona, work with community groups to prevent
a variety of crimes by hardening targets. Police in Portland, Oregon, work
with apartment managers who want to learn how to reduce crime and to
handle problems before they escalate. We read about community policing
efforts in Arlington, Virginia; Charlotte-Mecklenburg, North Carolina;
Portland, Oregon; and San Diego, California. Stories still abound. And we
can hope that they always will.

Best Practices: A Cautionary Note

The tales—whether told in the popular press, at conferences, or in govern-
ment or professional publications—help the public and police practition-
ers alike gain an understanding of what community policing is and what it
can do. The result, not infrequently, is that these stories elevate specific
activities to the status of “best practices.” Police practitioners, political lead-
ers, and/or community members in some other city will decide that the
activity or program described is something that should be adopted by their
own department. After all, if Community A is a “community policing
department” using this program, then adoption of the program elsewhere
should spread community policing to other communities.

Perhaps. There always is a solid argument to be made for borrowing a
good idea rather than investing resources in an attempt to develop some-
thing unique. At the same time, risks are associated with ready replication.
Six of those risks are explained in this section.

First, simple replication can result in a shallow and overly simple exami-
nation of the philosophy. When the concept of community policing was first
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gaining popularity, many people confused the tactic of foot patrol with the
philosophy, and some community leaders and police managers considered
foot patrol to be the sine qua non of community policing. Do this one thing,
and your department would be a community policing department. Indeed,
when foot patrol was discontinued in the 1980s in Flint, Michigan, the city
where this ancient practice had been modernized and popularized, there
was national crepe hanging about the imminent death of community polic-
ing. With hindsight, we now know that community policing was just begin-
ning to live, but the confusion between specific programs (such as the once
popular foot patrol) and the community policing philosophy also lives.

A second risk of adopting a seeming “best practice” is that the effective-
ness of an attractive idea is seldom evaluated in advance of program pub-
licity. There is no guarantee that it accomplishes its goal at the
implementation site, let alone in a different setting. Despite having theo-
retical or political appeal, the program might have no measurable impact,
or it might even have an impact that is the opposite of the one desired.
When the Houston Police Department was testing several fear reduction
strategies in the early 1980s (Pate et al. 1986), it experimented with calling
crime victims to see whether they had received the information they
needed about their case and whether they were having any problems with
which the department might help them. An evaluation determined that,
while the telephone contacts were well received by a majority of the exper-
iment’s subjects, they had a negative impact on Hispanic victims who
apparently feared any contact with the police. Because the strategy was well
researched, this outcome was known. But had the contact strategy simply
been described by the media or the police department, the reader might
never have suspected the Hispanic reaction.

A third risk has to do with program transferability. Project descrip-
tions— particularly, but not peculiarly, journalistic reports—seldom iden-
tified relevant conditions under which the original project was
implemented. What was the neighborhood like? How large was it in square
miles? Was there a commercial area? What were the population demo-
graphics? Did residents occupy houses or apartments? Were residents well
organized? How many were homeowners? And what were their problems?
A program that is effective in one site might be worthless in another, not
because the idea isn’t good but because it doesn’t fit the needs or conditions
of the population for which it is being adopted.

Before the crisis in Flint, a consultant to one major city police depart-
ment strongly advocated the adoption of foot patrol by that agency until he
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drove through the city and realized it had very few sidewalks outside the
central business district. The misfit of idea and local conditions was blatant
and readily identifiable. Other mismatches might not be so glaringly
apparent, but they might be just as great a roadblock to successful replica-
tion. The “right” practice (even the “best” practice”) adopted in the wrong
setting will do nothing to advance community safety or community polic-
ing. The “best practice” for any given community is the one that fits the
needs and conditions of a specific community and is compatible with the
resources of the city, its citizens, its police, and its other institutions.

A fourth risk of replication arises from the fact that programs often
come attractively packaged but without instructions for assembly. Even a
program that is “best” in terms of its local appropriateness will do no good
if it is not properly implemented. If summary program descriptions tend
to lack detailed discussion of the context in which the program has been
implemented, they even more commonly lack discussion of the organiza-
tional and community resources required for successful implementation.
What was required politically and organizationally to make the work of a
lauded community policing officer possible in the first place? And what
was required to keep him or her effective over the long run? (The story
almost never is about the long run.)

Sometimes little is required. One officer assigned to a neighborhood and
given considerable latitude to work with residents to solve problems does
not require much organizational adjustment or support. Even a dozen such
officers assigned to work out of storefronts or engage in problem solving in
neighborhoods can accomplish their tasks without significant realignment
of the organization. They can simply be added to (or subtracted from) the
routine business of the department. But even in simple applications of the
community policing concept, there is more work required than typically is
documented. These special officers have to be recruited and selected for an
assignment that someone has articulated for them and has articulated for
the communities in which they will work. These officers have to be trained
and, in the case of storefront officers, supplied with a workspace outfitted
for their needs. They have to be supervised by someone who understands
and supports the nature of their assignment and has been trained (or
selected) for the capacity to supervise in a manner less rigid than the style
of supervision that historically may have been used in the department. The
officer and supervisor must then be managed by someone who can inte-
grate the functions of the specialized officers and traditional patrol officers
so they do not work at crosspurposes.
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All of that sounds easy only if you never have attempted it. At first
glance, a police manager might assume this new effort is manageable in the
same way any number of other specialized units or details in the depart-
ment have been managed. A manager may have directed community rela-
tions units that were charged with developing positive contacts with the
community and assume that a unit engaged in community policing can be
managed similarly. But, until recently, few police managers had ever set
officers free to take charge of a neighborhood in order to know its people,
know its problems, and attempt to solve them. Few chiefs and, more
importantly, very few supervisors and managers had ever relinquished to
first-line officers the kind of operational and political power necessary to
do the job they were expected to do—or which they would come to under-
stand as being necessary to do. New management philosophies and prac-
tices are required. If they are not developed, individual officers and special
units (even those providing material for glowing newspaper accounts)
become isolated and frustrated in their efforts to deal effectively with their
communities.

A fifth potential drawback of program replication is the subsequent lack
of a sense of program ownership on the part of its participants, both police
and citizens. A proprietary feeling is important for the generation of initial
support and the maintenance of dedication to the effort. Idea adoption
does not necessarily preclude ownership, but a deliberate and structured
effort needs to be made to involve potential participants in a survey of var-
ious ideas and the selection of the one to be used locally. If resources allow,
a highly effective way to accomplish this is for a team (or teams) of officers
and citizens to visit other communities engaged in community policing,
most preferably cities that share characteristics and problems with the city
that is seeking new ideas. If the team has first researched efforts in other
communities (and there now exists a substantial body of information that
can serve this purpose), and has chosen the sites to visit, these visits can
serve multiple purposes. They can inform decision making about program
ideas and promote a sense of ownership about the ultimate choice. Just as
important, they can foster strong bonds between police and citizens.
Absent actual travel, the team research effort can strengthen working rela-
tionships and foster ownership of the adopted idea.

Perhaps the biggest hazard of adopting a “best” community policing
practice from another community is not that it will fail for any of the rea-
sons suggested above. The biggest hazard is that it may succeed, thus caus-
ing the department and community to conclude that the department now
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is engaged in community policing. Community policing is not a program.
It is not a strategy. No number of imported programs can be substituted
for the adoption of a department-wide management philosophy and orga-
nizational structure that truly orient the department toward the commu-
nity rather than toward itself.

Clearly, a philosophy without representative programs can yield no
change in the kind of policing a community receives. But tactics, practices,
or programs—even the “right” ones—that are not undergirded by a corpo-
rate strategy to guide and sustain them (the less visible but essential com-
ponent of community policing described in this chapter) will be short
lived. When the practice or program ends, because interest or resources
wane or the problem has been solved, there will be nothing to replace it but
“business-as-usual” policing and the next new idea to make headlines.
Community policing, when fully implemented, ensures that “best prac-
tices” for a given community come, not in fits and starts and not in misfits
and failures, but in a fitting and ongoing way from the nature of the police-
community relationship.

Invisible Insurance of Best Practices

The practices or programs that are “best” for a particular community will
have certain common characteristics. They will be

+ responsive to community needs,
+ capable of implementation with available (or accessible) resources, and
+ supported by citizens and police and other partnering agencies.

The organizational structure and strategy of a police agency that foster
responsiveness to the community it serves are the most essential and the
most enduring aspects of a serious (as opposed to cosmetic) approach to
community policing. And they may be all but invisible to the media and the
public. They may be invisible to police managers if they have the opportu-
nity to read only about the performance of some acclaimed community
policing department. And this is often the case because, as researchers and
publicists, we are more likely to write about a performance than about
what goes on behind the curtain to make the performance possible.

The behind-the-scenes elements critical to the performance might
include

+ first-line personnel who are capable of conducting community polic-
ing (because appropriate recruitment and training strategies were
implemented),
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+ supervisors who are selected, trained, and authorized to coordinate,
monitor, and support community policing and problem-solving
activities of officers,

+ police managers who have responsibility for geographic areas of the
community,

+ managers with authority to make decisions at the operational level
that are appropriate for the area for which they are responsible,

+ long-term assignment of personnel (first-line, supervisory, and man-
agerial) to a geographic area so that they have the opportunity to
know the residents of the area,

+ accountability of personnel at all levels for safety within the geo-
graphic area to which they are assigned,?

+ easy access to police (officers, supervisors, managers) by residents
and businesspeople in the area policed,’

+ regular structured contact between citizens and police (for example,
door-to-door visits, community meetings, surveys) to determine
community needs,

+ involvement of citizens in decision making about appropriate
responses to area problems,

+ involvement of citizens in the implementation of responses to the
problems,

+ training for citizens to facilitate their involvement in decision making
and problem solving,

+ collaboration with other city and county agencies and private organ-
izations for the purpose of problem solving,

+ organizational policies and procedures that mandate and facilitate
the above, and

+ individual and organizational performance assessment to determine
whether the practices and objectives listed above are accomplished.

The list of organizational practices, procedures, or policies that under-
gird and ensure community policing is akin to a list of best programs: some
or all of the elements may be needed in some agencies, while other subsets

2. This almost certainly will require new methods of performance measurement.

3. If a community is large, and the police department is centralized, this may
require physical decentralization of police facilities and technology that facilitates such
decentralization.
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of these elements may be required in other agencies. There is no one for-
mula for all communities, and no simple formula for any community. In
the past, when funding agencies stipulated the elements that should exist in
a police agency in order for it to be considered a community policing
department, some police managers responded appropriately that their
departments didn’t need to be structured that way in order to know their
community and be responsive to it. And they may have been right. It is a
judgment call that is difficult to make from the outside. The appropriate
mix of the elements listed above will depend on community size, popula-
tion heterogeneity, and resources. Local decision makers will have to deter-
mine the appropriate organizational characteristics for local needs and
capacities.

Whatever the mix, it must provide for close contact between police and
citizens and guarantee that police decision makers are fully aware of the
needs of the community today and are positioned to be fully aware of
needs as they change. And this last is important. There have been numer-
ous community policing efforts or “beginnings” in which the police have
made special efforts to contact the community, often through meetings
that are arranged to discuss area problems. And that’s all that happens. If
and when those particular problems are addressed, the relationship
between citizens and police reverts to whatever it was before that meeting
or series of meetings. There is no plan or structure to ensure ongoing con-
tacts that will keep police and citizens informed about changing commu-
nity conditions and working together to address them. Without structures,
procedures, and policies in place that make routine police-citizen interac-
tion inevitable, the department will always be in the position of “starting
over” with community policing. The department (or community leaders)
will always be tempted to import some other community’s “best practice”
to solve a need that seems suddenly to have sprung up. (Needs only “spring
up,” of course, when there is too little regular contact with the community
to see them developing over time.)

Conclusion

When a police agency and its community are aligned and working together,
there will not even be a need for “community policing.” As some observers
have noted, the very use of a label for a style of policing suggests that some-
thing is amiss with traditional police practice that needs to be remedied
by adopting the new approach. When alignment and partnership exist,
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community policing will become traditional policing, and adjustment to
changing conditions and needs in the community will occur automatically.
Constant improvement and reform will be the norm.

The essential, undergirding elements of community policing have been
described here as being invisible. They are not always invisible, of course. A
new neighborhood police station is going to be highly visible. Community
meetings will be visible. But many of the other procedures are internal and
are not easily seen. Certainly, they are given short shrift in the policing lit-
erature. As a result, many police administrators continue to voice the opin-
ion that community policing does not require significant organizational
change. As has been explained, the fact that they know little about the
behind-the-scenes work of well-known community policing departments
is not their fault. For the most part, they are not the authors of the litera-
ture and the “model” departments. Writers and researchers and the funders
of such research have that responsibility. They are the ones who must make
their audience as familiar with the back-stage preparations as they are with
the on-stage performance. It is a responsibility that is not easily met.

The kinds of organizational changes outlined in this chapter take a long
time to accomplish. A researcher or journalist must be familiar with an
organization and stay affiliated with it over an extended time in order to see
the changes that are made. There is little available support or institutional
structure for that kind of long-term attachment. Alternatively, the
researcher must be a skillful interviewer—and be motivated to ask the bor-
ing questions. Police organizations seldom keep records that identify prac-
tices that once existed as compared to practices that now exist, and they
seldom keep records about when the change was made. As organizations,
police departments probably are no worse than any other agencies when it
comes to being keepers of their own organizational history. For a raft of
reasons, this information is seldom written down. If the researcher is for-
tunate, the organization will have made a deliberate effort to embark on
community policing (as opposed to gradually slipping into it), and there
will exist a strategic plan that identifies the organizational changes to be
made. There will be follow-up records that document the progress made
at regular intervals. I would not want to guess how many such documents
exist in American policing today. The fact is that it is difficult to identify
the internal changes and even more difficult to write about how they were
made—the problems that were encountered and how they were overcome.
It is hard work, and it doesn’t make for especially interesting reading.
Some will even argue that if we focus on the difficulties of implementing
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community policing, we will discourage departments from taking even the
first step. “Let them begin and discover for themselves what they need to
do,” these people argue.

The result is that, for the most part, we do not write about the quiet (if
sometimes bloody) dramas of organizational change that are vital to the
institutionalization and survival of community policing. We write about
performers. We write about performances. We write about outcomes. We
write about “best practices.” The spectacle behind the curtain remains
invisible. Unless we bring those unexposed efforts to light, we perpetuate
the mistaken idea of many police leaders that major organizational change
is not required to produce effective and enduring community policing.
Unless we accept this responsibility, we may one day have to accept the
responsibility for the failure of community policing.
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Community Policing Is Good
Policing, Both Today and Tomorrow

by Edward A. Flynn, Secretary of Public Safety of the
Commonwealth of Massachusetts

ommunity policing reduces crime, helps minimize fear of crime, and

enhances the quality of life in communities nationwide. The success
of community policing lies in the development of trust-based partnerships
between law enforcement agencies, local government officials, and citizens.
It is a collaborative effort in which law enforcement and community mem-
bers identify, prioritize, and address crime and disorder problems. The
result is strong and confident communities.

Community policing recognizes that the police cannot effectively deal
with crime and disorder by only reacting to individual incidents. It broad-
ens the police mandate beyond narrow goals of law enforcement as an end
in itself. It recognizes the importance of the police in developing and main-
taining the idea of “community.” To explain why community policing is so
important to police leaders of my generation, I begin by telling my story.

A Rookie Cop’s First Experiences

In 1971 I began my police career with high ideals. I firmly believed that
every U.S. resident was either a part of the problem or a part of the solution.

25
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American cities were in a state of crisis, and I wanted to make a difference.
My police work provided me with a strong sense of satisfaction, even
though I experienced varying degrees of frustration. I quickly understood
why police officers become cynical. They deal with human degradation and
learn that people are capable of true evil. This experience can erode the ide-
alism of even the most naive rookie cop.

Despite my best intentions, I was frequently reviled by the same people
I was trying to protect. As I worked what was then called a “ghetto”
precinct, I was not only exposed to great human need, I also felt for the
first time in my life that I was hated for being a police officer. It was
unnerving. The community demanded we do something about crime, but
when we responded with conventional police tactics, that very same com-
munity accused us of harassment. No matter how many arrests we made,
crime continued to escalate. No matter how many “sweeps” or “crack
downs” we undertook, neighborhoods continued to deteriorate. No mat-
ter how fast we got to calls, no matter how many calls we answered, no
matter how many fights or disorderly groups we broke up or tickets we
wrote, things just seemed to get worse. Meanwhile, my fellow officers and
I increasingly felt frustrated, isolated, and more than a little resentful. Our
morale was further undermined by our growing awareness of the effect
partisan politics could have on the police. As city after city fell into poverty
and despair, politicians fought over patronage. As the police department
struggled with declining resources and increasing demands for service,
politicians expected campaign contributions in return for coveted police
assignments.

Yet there was some reason to hope. Federal funds were being allocated
to assist law enforcement agencies in educating officials. One example was
the Law Enforcement Education Program (LEEP). Federal funds helped to
create a generation of leaders in law enforcement who would prove more
resistant to political pressure and more committed to progressive policing.
As T stated to my friends at the time, “As long as you aren’t afraid to wear a
uniform and work nights, you can own your soul.” Further, it seemed that
many cities were gradually escaping their machine-dominated pasts. Scan-
dals, indictments, and trials were replaced by politicians’ “reform” admin-
istrations. Although reform administrations were often followed by a
return of the old order, the reforms nonetheless seemed to accumulate,
impeding a complete return to the past. Mayors and their reforms came
and went, but the police made little progress. A political reformer might
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leave a legacy of newly constructed office buildings and malls, yet some
neighborhoods continued their steady decline.

Broken Windows Theory Makes Sense

Back in 1982, while a member of a street-crime unit (a plainclothes unit
specializing in stakeouts and decoy operations), I was greatly influenced by
an Atlantic Monthly article written by James Q. Wilson and George Kelling
(1982). It was entitled “Broken Windows: The Police and Neighborhood
Safety.” Wilson and Kelling made the argument that what police did to
control disorderly behavior in the long term has more to do with neigh-
borhood safety than what the police have tried to do to control crime.
They described citizens who were fearful of using their own streets and
contributing to their neighborhood’s vitality because of what they wit-
nessed and experienced. Most people never experienced crime, but they
saw graffiti and garbage in their neighborhoods. They viewed menacing
youths hanging out on the corner; they were accosted by drunken and dis-
turbed panhandlers; and they were propositioned by prostitutes. These
behaviors led them to abandon their streets. Next, predators moved into
the neighborhoods and, inevitably, serious crime rose as criminals were
emboldened by the disorder they saw. Another neighborhood had deteri-
orated and was gone.

The observations in the article absolutely matched my own experience.
We in the police profession were always husbanding our limited resources
to deal with serious crimes: robberies, burglaries, rapes, and assaults. We
did not have the time for the “minor stuff,” even though it was the minor
stuff we always heard about from residents. As my precinct captain once
said, “When T go to community meetings I never hear any complaints
about bank robberies. I do hear complaints about noisy kids, loud music,
and disorderly groups.”

Was it possible the police could do something to save our neighbor-
hoods? Despite years of efforts to heighten police efficiency to “fight crime,”
years that had seen the police perfect the tactics of random mobile patrols,
rapid response to calls, and follow-up investigations, cities were in contin-
ued decline. Furthermore, research was demonstrating that random patrol
produced random results; rapid response to crimes did not significantly
affect arrest rates; and most criminal investigations were fruitless. Even
though the jails were full, it was clear that there was no police solution to
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the crime problem and no way that the police alone could save the neigh-
borhoods from themselves.

A Quiet Revolution in Policing

During the 1980s, what was described as the “Quiet Revolution” in Ameri-
can policing began to emerge. Police agencies soon came to realize that
although traditional policing tactics would continue to generate seemingly
impressive statistics, they would not, in fact, improve the quality of life in
neighborhoods. Strategies designed to resolve this problem were evolving,
such as “problem-oriented policing,” “neighborhood policing,” and “com-
munity policing.” These terms may be phrased and defined somewhat dif-
ferently, but they all share common elements that would advance the
delivery of police services to all members of our communities.

“Community policing” was not a new idea by any means, but one that
had been emerging for years. The community policing philosophy includes
two important assumptions. First, the most effective barrier against crime
and disorder is a healthy and self-confident neighborhood. Second, police
officers are an untapped creative resource in most police departments who
are ready and willing to develop practical solutions to neighborhood
problems by forming trust-based partnerships within the community.
Community policing recognizes the preeminence of the police role in
apprehending criminals and providing emergency services. It also recog-
nizes that the police cannot effectively deal with crime and disorder by only
reacting to individual incidents. Along with enlisting community support,
the police learn to recognize problems that lead to criminal conditions, and
they develop solutions to those particular problems.

I attended my first conference on community policing in Arlington, Vir-
ginia, while I was the police chief in Chelsea, Massachusetts. Back then,
Chelsea was in state-imposed receivership as the result of a corruption scan-
dal and the city’s bankruptcy. This conference interested me because the
topic of how community policing could improve the quality of life in dis-
tressed cities was being discussed. I was in the process of implementing a
community-oriented strategy, and I was emphasizing to my officers its
potential to “Bring down the crime, the disorder, and the ‘for sale’ signs.” In
a city where politics had been a problem, I was giving them this message:
“Before, the politicians inserted themselves between the police and the com-
munity. Now the community will be between the police and the politicians.”

Herman Goldstein gave the keynote address at the conference. The title
of his remarks was The New Policing: Confronting Complexity (Goldstein
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1993). Goldstein expressed concern that the term “community policing”
was being used widely, without regard for its meaning or substance. In his
words, “oversimplification can be a deadly enemy of progress.” Because
community policing expands the police function, police need to be aware
that “the avalanche of business that this expansion brings can invite a self-
inflicted wound.” Goldstein commented further that it could be important
for the police to reduce public expectations. Just because the police and
public identified new problems did not mean that there would be easy
solutions to them. Realistic expectations are a key to success and an inocu-
lation against despair. He observed that through the implementation of
community policing strategies, the police were redefining their relation-
ships with the rest of the criminal justice system. Finally, he warned that
“the initiatives associated with community policing cannot survive in a
police agency managed in traditional ways. . . . [O]fficers will not be cre-
ative ... if a high value continues to be placed on conformity. They will not
be thoughtful if they are required to adhere to regulations that are thought-
less. And they will not aspire to act as mature, responsible adults if their
superiors treat them as children” (Goldstein 1993, 9). Though much
progress has been made in the past decade on community policing, Gold-
stein’s remarks still stand as warnings for the future.

An Agenda for the Future

What about the future of community policing? Many challenges must be
faced before we can remove the prefix community from community polic-
ing and be assured that this philosophy has become ascendant. Among the
challenges are the following:

+ training reforms at all levels,

+ research that is current and practical,

+ measurement and data systems tailored to the elements of community-
oriented policing,

+ technology that supports community policing, and

+ leadership advances.

Training

With a few exceptions among large police departments, very few depart-
ments have control over their basic training. Most agencies participate in
regional police training academies. State training councils usually set the
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curricula for these academies. The course of study at most police academies
is overwhelmingly dominated by concerns about liability, criminal law, and
tactical procedures. While officer and public safety are paramount, at most
of the academies 90 percent of the curriculum is approximately 20 percent
of the job. The values and strategies that reflect true community policing
must be integrated into all recruit training. Engaging citizens in ways that
will build mutual trust, learning to work collaboratively to identify and
solve problems, and employing other key community policing approaches
will better prepare officers for what is truly expected of them when they
take their first assignments.

Another problem we face is the content of our management training
courses. By common acceptance, the FBI National Academy is our elite
training ground for the future leaders of community policing. Yet the
American local police establishment does not have any control over the
course content. One hopes that a Department of Justice commitment to
community policing results in a reexamination of the National Academy’s
curriculum in support of community policing initiatives.

Research

Much of the research on community policing needs to be reevaluated.
Practical research is still lacking that would advance community policing.
The valuable research done to date must be continually updated. The early
works of Jerome H. Skolnick (1966), William A. Westley (1970), Arthur
Neiderhoffer (1967), and James Q. Wilson (1968) were crucial to the devel-
opment of modern policing. Their research, however, was often based on
interviews and surveys of officers who had been retired for decades. We
should not be relying on research that is older than our officers. It is time
to conduct research that retests previous assumptions and findings in light
of the new generations of police leaders and officers who are working in a
new and very different social environment.

Performance Measurement

A challenge related to research but with political ramifications is the notion
of measuring the effects of community policing. Although the Office of
Community Oriented Policing Services (COPS) and the National Institute
of Justice (NIJ) have facilitated useful discussions in this area, additional
research needs to be conducted. The National Incident-Based Reporting
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System (NIBRS),! although tremendously valuable, is inadequate; it does
not answer the need for police to have statistical standards of accountabil-
ity beyond the 20 percent of their work that directly relates to crime
reports. We desperately need a Uniform Crime Reporting (UCR) index to
be used for making comparisons in and among jurisdictions regarding dis-
orderly conditions. We also need accurate standardized survey instruments
that can measure citizens’ fear of crime and satisfaction with the police,
measurements that can be compared over time against other jurisdictions.
Many measures can be employed to assess how police are doing their jobs,
and we need to understand and apply those measures that reflect commu-
nity policing values.

Technology

The law enforcement profession must carefully scrutinize the effects of
computer-aided dispatch and E-911 on community policing strategies.
Goldstein’s caution against self-inflicted wounds is most applicable here.
Every police agency that has attempted to expand community policing
beyond special units and into the mainstream of the patrol function has
been stressed to breaking points by the unremitting pressure of calls for
service. The COPS Office has acknowledged this tough issue and has
solicited grant applications that would address the related problems. Tech-
nological and policy-oriented research is needed to produce communica-
tions and dispatch systems that allow the police to prioritize their call load
in a way that is properly responsive yet does not undermine their ability to
engage in problem solving. The truth of the matter is that police chiefs are
more likely to lose their jobs if a 911 call is mishandled than if there is a fail-
ure to implement community policing.

Scrutiny also must be extended to the many other advances in technol-
ogy that are finding their way into police agencies. How do we best employ

1. The Federal Bureau of Investigation in collaboration with the U.S. Department of
Justice’s Bureau of Justice Statistics recognized the limitations of the Uniform Crime
Reporting system. As a summary or “snapshot” of the most serious crimes known to the
police, the UCR provides limited information (although it does give an easily under-
stood glimpse of crime). During the 1980s, a new system was developed to address the
new information needs that both police and policy makers had for a more comprehen-
sive information system. This system, the National Incident Based Reporting System,
collects incident-specific crime data on a wide range of offenses.
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and integrate crime mapping, mobile data, records management, resource
allocation, and other systems to support community policing? The chal-
lenge is formidable, but there is now an opportunity to meet this challenge
that we must not lose. It is a good time to evaluate how technology can sup-
port community policing while we are working to create standards for
interjurisdictional information sharing and joint systems integration that
will address the new terrorism threat.

Leadership

Though we examine leadership from the perspective of policing agencies
themselves, we must be willing to confront the limitations of the “great
man” or “great woman” theory of police leadership. The entire burden for
the success of community policing should not rest solely on the Executive
Office of the Chief of Police. Community policing will work only when
police managers and officers recognize that it has value for them.

Community policing is the best antidote to police cynicism that the pro-
fession can provide. It is the sole strategy that we possess that places our
officers in nonconfrontational contact with members from every stratum
of society. It should not come as a surprise when officers see the worst in
people and people at their worst that some may become cynical. By creat-
ing positive working opportunities for officers and communities, we can
prevent police from becoming demoralized and unable to inspire others to
join in their problem-solving efforts.

The impediments to implementing new strategic visions, particularly in
states dominated by strong collective bargaining laws, must be acknowl-
edged. The power of such associations should never be underestimated.
The factory union mentality, as George Kelling characterized it, under-
mines notions of professionalism and public service by concentrating on
organizational issues. This cannot be changed by enlightened police lead-
ership alone. If anything, the enlightened police chief too often becomes
the lightening rod for these associations. Given this, police officers must
accept the leadership challenge of helping create organizations more useful
to their communities. It is very easy to defy the police chief. Officers with
the moral courage to defy their peers in pursuit of elevated notions of pub-
lic service are what we need. Ironically, as the public demands more and
more accountability from police agencies, many of our labor associations
find themselves fighting to protect the marginal and even sometimes the
dangerous police employee. As a result, public confidence is undermined,
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and it may appear to citizens that police organizations put their members’
interests ahead of public interests. This long-term cultural issue cannot be
swept under the rug if we want to advance our profession in meaningful
and profound ways. Goldstein was correct: The greatest challenge in insti-
tutionalizing community policing lies inside police agencies. Ultimately,
that challenge will be won by officers, managers, and chief executives who
are brave enough to work in unison for the public interest as represented
by community policing.

Our greatest resources for meeting future challenges are the skills and
ideals of police officers themselves. The leadership of officers, managers,
and chief executives is based upon teamwork, flexibility, innovation, adapt-
ability, and notions of loyalty to one another. It is a privilege to lead the
officers of today in a way that capitalizes upon their energy and idealism.
This can be done best by supporting the strategy and philosophy of com-
munity policing. If properly implemented, the community policing philos-
ophy will provide an environment in which the promise of our officers can
be best realized, and communities can be best protected. This must remain
our challenge and our mission.

Community Policing after September 11

Community policing is more important now than ever. After September
11,2001, homeland security issues (preventing and responding to terrorist
acts as well as community stabilization) became law enforcement’s primary
focus. These issues are issues of local and national importance. Although
terrorists may “think globally,” they “act locally.” I was the chief in Arling-
ton County, Virginia, and was among the first responders to the Pentagon,
which is located in that county, after it was hit by a hijacked plane. T have
been immersed in homeland security issues for some time. Through the
many briefings on resource allocations, new technologies, interoperability,
and other plans to counter the new terrorist threats, I remain convinced
that one of the greatest weapons against terrorists is community policing.

A vital component of community policing requires law enforcement
and communities to work together, to connect with one another, and estab-
lish trust. Across the country there are many communities of interest with
respect to the fight against terrorism. While some are clearly defined geo-
graphically as districts or neighborhoods, others are defined by race or eth-
nicity. For example, Arlington County has the most diverse zip code in the
D.C.-metropolitan area. After Spanish, the second most frequently spoken



34 COMMUNITY POLICING: THE PAST, PRESENT, AND FUTURE

foreign language is Amharic (spoken by Ethiopians). I know that Arlington
County is not alone in its struggle to overcome the challenges that will
result in better services to diverse communities.

Law enforcement officials appreciate that residents provide information
only when they trust the police. There have been instances when members
of the community who have provided law enforcement with information
about crime have put themselves at great personal risk, particularly in
regard to drug dealing cases and homicides. It is not difficult to imagine
that some communities are privy to information they could share regard-
ing terrorist activities or cells. If they trusted law enforcement, they would
be more inclined to cooperate with officials and provide them with critical
information regarding terrorists and other threats. If community members
believe that the police are their police and not just the police, they will
become partners in the war on terrorism as well as the war on crime.

Conclusion

The research data presented in Chapter 4 makes it possible to compare
1992 and 2002 studies. On a personal level this means a great deal. It was
about 1992, as the police chief of Chelsea, Massachusetts, that I saw the
promise of community policing. It was there in Chelsea, with the assistance
of Weed and Seed and COPS grants, that I first implemented a strategy
based on partnerships with the community as well as problem solving,
crime prevention, geographic accountability, and officer empowerment. As
a result of community policing efforts, the crime rate in Chelsea decreased,
officers’ job satisfaction increased, citizens” approval ratings of the police
improved, and the city evolved from state-imposed receivership to desig-
nation as an All-American City by the National Civic League.

In 1997 I was appointed the police chief in Arlington County. In many
ways Arlington was the antithesis of the Chelsea I knew. Arlington
County’s political environment was stable, its local government practice
was very professional, and its police force was the longest and continually
CALEA-accredited agency in the country. The community policing strat-
egy had great power and promise in Arlington—a community experienc-
ing rapid demographical diversification. Fours year after community
policing became the dominant strategy there, a decentralized, community
policing model was in place that emphasized partnerships, problem solv-
ing, crime prevention, officer empowerment, and geographical accounta-
bility. As a result of employing the community policing model, the
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Arlington County Police Department had a very high approval rating, and
twenty-year lows in crime when I left in January 2003.

As a police chief making my first attempt to implement community
policing, I can recall the rolling of the eyes and the crossed arms over chests
of doubting and unconvinced officers. I attended many conferences on the
subject of what the true definition of community policing was, and
whether or not it qualified as something new and innovative. A decade
later, the bulk of my patrol force in Arlington County had known no other
strategy than community policing. Yes, they still like to respond rapidly to
emergency calls. Yes, they still enjoy the thrill of a good “pinch.” But police
officers, managers, and chief executives all understand their responsibili-
ties. The development of trust-based partnerships in neighborhoods, the
critical importance of problem solving, and collaborative problem identi-
fication remain central components of crime control efforts. Ten years
from now, when data from 1994 to 2014 are assessed, what will be meas-
ured will not be “community” policing but rather “good” policing because
it will finally be evident that policing s about communities.
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s community policing being implemented fully by law enforcement
agencies that say they have adopted this model of policing? This is a
question that has been raised by a number of scholars and practitioners. To
determine the extent to which community policing is being implemented,
we must examine whether agency executives fully understand what com-
munity policing is, and what is entailed for the department that adopts it.
As Herman Goldstein (1993, 1-2) has noted, the term

“community policing” is widely used without any regard for its
substance. Political leaders latch onto the label for the popular
image it evokes but do not invest in the concept itself. . . .
Indeed, the popularity of the term has resulted in its being used
to encompass practically all innovations in policing, from the
most ambitious to the most mundane, from the most carefully
thought through to the most casual.

National Surveys in 1992 and 1997

The data from national surveys in 1992 and 1997 help us understand how
agency executives have interpreted and implemented the community policing

39
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model within agencies that report adopting community policing. From
these data we can see what agencies have done in the past decade to engage
the community, in terms of problem-solving efforts, and with regard to
organizational transformation.

In both surveys, agency executives were asked to agree or disagree with
this statement: “It is not clear what community policing means in practical
terms.” In 1992 and 1997, 47 percent and 31 percent of the executives,
respectively, agreed or strongly agreed with this statement.

Another issue pertains to the distinction between a department’s adop-
tion of various “tactics” or “programs” that might reflect one or more prin-
ciples of community policing versus the wholesale adoption by an agency
of the community policing strategy or philosophy to guide all that it does
(Kelling and Moore 1988).

The 1992 survey was conducted by the Police Foundation with funding
from the U.S. Department of Justice’s National Institute of Justice (NIJ).
The Police Foundation sent a comprehensive survey about community
policing to 2,337 U.S. agencies. Responding agencies indicated whether or
not they had adopted community policing. They also reported on commu-
nity policing-related programs and practices, organizational arrangements,
the nature of citizen participation, and other matters. Many of the items in
the survey, including the item assessing whether community policing had
been implemented, were included verbatim in the 1997 follow-up survey,
which also received funding from NIJ.

The 1997 survey was conducted by ORC MACRO International and the
Police Executive Research Forum (PERF). ORC MACRO and PERF sent
their survey to the same 2,314 agencies selected by the Police Foundation
for the 1992 survey. They received responses from 1,637 agencies (a
response rate of approximately 71 percent); of these 1,637 agencies, 1,264
had responded to the Police Foundation survey (Rosenthal et al. 2000).
(That is, the ORC Macro/PERF team produced a panel of 1,264 agencies
that had responded to both surveys.') The combined results of these two
surveys provide information on the extent of self-reported implementation
of community policing, as well as comprehensive information about the
nature of that implementation. 2

1. Some agencies responded to the ORC Macro/PERF survey that had failed to
return results to the Police Foundation five years earlier.

2. It is important to highlight the fact that the responses reflect self-reported com-
munity policing implementation. Experts and practitioners over the years have
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TABLE 4-1. Implementation of Community Policing, 1992 and 1997
Question: Which of the following statements best describes your agency's current
situation with respect to the adoption of a community policing approach?

Response Options 1992 1997
We have not considered adopting a community policing approach. 28% 5%
We considered adopting a community policing approach but rejected

the idea because it was not the appropriate approach for this agency. 3% 2%
We considered adopting a community policing approach and liked the

idea but it is not practical here at this time. 18% 8%
We are now in the process of planning or implementing a community

policing approach. 31% 27%
We have implemented community policing. 20% 58%

As Table 4-1 shows, both the 1992 and 1997 surveys asked agency exec-
utives, “Which of the following statements best describes your agency’s
current situation with respect to the adoption of a community policing
approach?” Response options were

+  We have not considered adopting a community policing approach;

+ We considered adopting a community policing approach but rejected
the idea because it was not the appropriate approach for this agency;

+ We considered adopting a community policing approach and liked
the idea, but it is not practical here at this time;

+ We are now in the process of planning or implementing a commu-
nity policing approach; and

+ We have implemented community policing.

Figure 4-1 presents the results for this item from the 1,264 agencies that
responded to both the 1992 and 1997 surveys. These results reflect signifi-
cant changes over time in the implementation of community policing. By
1997, 58 percent (p < .05) of the responding agencies reported that they
had implemented community policing; an additional 27 percent (p < .05)
reported that they were in the process of doing so. These results contrast
significantly with the 1992 results. Then only 20 percent of the agencies

expressed concern about whether agencies that self-identify as community policing
agencies are, in fact, implementing it, to what extent, or, indeed, whether they even
know what implementation would entail.
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FIGURE 4-1. Implementation of Community Policing, 1992 and 1997

Question: Which of the following statements best describes your agency’s current
situation with respect to the adoption of a community policing approach?
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reported that they had implemented community policing, and another 31
percent of the responding agencies claimed that they were in the process of
doing so. In 1992, 28 percent of the agencies reported that they had not
considered community policing, compared with only 5 percent in 1997.

In both 1992 and 1997, municipal agencies were significantly more
likely than sheriffs’ departments to report having implemented community
policing. In 1997, 61 percent of the municipal agencies, compared with 44
percent of the sheriffs’ departments, reported implementing community
policing. Large agencies were also much more likely to have implemented
community policing than smaller ones.

National Survey in 2002

According to the agency responses to the surveys in 1992 and 1997, com-
munity policing has been implemented widely in the United States. It was
unclear, however, to what extent and to what effect. In 2002 PERF con-
ducted a modified third survey of a subset of the agencies that had
responded to the 1992 and 1997 surveys. The goal was to collect additional
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information on how self-identified community policing agencies have
changed over time. PERF sent a survey composed of the key items con-
tained in the first two surveys to the 282 agencies that (1) had responded
to both previous surveys and (2) had reported in both of those surveys that
they had implemented community policing.> A 90 percent response rate
produced a three-wave panel of 240 self-identified community policing
agencies with information regarding their community policing implemen-
tation from 1992 through 2002.

The next section draws upon the data in all three surveys to detail the
perceived impact of community policing on police-citizen relationships,
fear of crime, crime, and other factors, and to explain how agencies have
implemented it. These data help to identify the strengths and challenges of
community policing implementation across the nation.

The Reported Effects of Community Policing

An item in all three surveys asked respondents: “To what extent has your
agency’s approach to community policing had the following effects?” Fig-
ure 4-2 shows the percentage of agencies reporting each possible effect in
1992, 1997, and 2002. Several of the items that were included in the 1997
and 2002 surveys were not contained in the 1992 survey. For these items,
there are two bars, instead of three, in the figure. The bars on the left side
of Figure 4-2 denote the community policing effects that did not manifest
statistically significant changes over time.* The bars on the right reflect the
effects that changed significantly between 1992 and 2002.> All five of the
effects for which responses did not increase significantly over time could

3. Readers are cautioned that the population of 282 agencies is too small to allow for
broad generalizations to police agencies nationwide.

4. In this and all subsequent figures, the response items in this group (solid bars) are
ordered from left to right in terms of their proportionate change over time—from least
amount of change between 1992 and 1997 (at left) to the most amount of change. To
determine proportionate change over time, we divided the difference between the per-
centages of agencies reporting the effect in 1992 and in 1997 by the percentage of agen-
cies reporting the effect in 1992. For instance, “reduced crime against persons” has the
largest proportionate change between 1992 and 2002—45.2 percent. We calculated 45.2
percent as the difference between the 1992 percentage of 59.1 and the 2002 percentage
of 85.8, divided by 59.1.

5. The items within this group (striped bars) are also ordered from left to right in
terms of the level of proportionate change over time. If the item was not included in the
1992 survey, the changes over time were calculated by comparing 1997 and 2002.
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not have produced changes because they were reported in very large per-
centages by respondents in the earliest surveys. In 1992, 1997, and 2002
more than 90 percent of the responding agencies reported that community
policing

+ improved cooperation between citizens and police,
+ increased involvement of citizens,

+ increased information from citizens to police,®

+ improved citizens’ attitudes toward police, and

+ reduced citizens’ fear of crime.

For other effects, there were significant reported increases between 1992
and 2002. These include the following (in order of smallest proportionate
change to the largest proportionate change):

+ reduced physical conflict between police and citizens,’
+ increased job satisfaction of officers,

+ increased volunteer activities by citizens,

+ reduced crime against property, and

+ reduced crime against persons.

In the 2002 survey, we expanded the response options to the question
regarding community policing effects. Instead of reporting merely whether
or not there was an effect on “increased involvement of citizens,” for exam-
ple, respondents indicated whether the effect was manifested “not at all,”
“to some extent,” or “to a great extent.” These results from the 2002 survey
indicate that the respondents perceived the greatest effects in improved
cooperation between citizens and police, and increased involvement of cit-
izens (see Figure 4-3). Close to 65 percent of the agencies responding to the
2002 survey reported improved cooperation between citizens and police
“to a great extent,” and close to 55 percent reported increased involvement
of citizens “to a great extent.” Relatively large proportions of agencies also
reported that community policing “to a great extent” improved citizen atti-
tudes toward police (48 percent), increased volunteer activities by citizens
(37 percent), and increased information from citizens to the police (31 per-
cent). More than 80 percent of the agencies (82.2 percent) reported that
community policing increased officers’ job satisfaction “to some extent.”

6. This item was not included in the 1992 survey.

7. This item was not included in the 1992 survey.
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Agencies also reported whether they experienced increased or decreased
calls for service from citizens and whether response times increased or
decreased between 1992 and 2002. In 2002, one-fourth of the agencies
reported decreases in citizens’ call for service either “to some extent” or “to
a great extent.” Three-fourths reported increases in citizens’ calls for serv-
ice. Half of the 2002 respondents reported reductions in their response
times; one-third reported increases in their response times.

The Nature of Community Policing Implementation

In this section we focus on the policies, programs, and practices of law
enforcement agencies that have self-identified as community policing
agencies. As indicated in Chapter 1, key elements of community policing
implementation include

+ community engagement,
+ collaborative problem solving, and
+ organizational transformation.

The information obtained from the 240 agencies that reported imple-
menting community policing in the 1992, 1997, and 2002 surveys provide
a glimpse into how these three core elements are finding their way into
some U.S. police agencies.®

Community Engagement

Figure 4-4 provides information from the three surveys on how the 240
agencies have involved citizens in their work. Over the 1992-2002 period,
more than 90 percent of the agencies reported citizen participation in the
form of attending police-community meetings, participating in Neighbor-
hood Watch, and helping police identify and resolve problems. ° At least 40
percent of the agencies over all three time periods reported citizens serving
as volunteers within the police agency, serving on jurisdiction-level advi-
sory councils, serving on neighborhood-level advisory councils, and/or

8. With this small number of agencies, however, the reader cannot presume that
these results are generalizeable to all self-reported community policing agencies.

9. Items included in the 1997 and 2002 surveys but not included in the 1992 survey
are indicated in Figure 4-4 by two bars instead of three.
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serving on advisory groups for the chief or other managers. The bars on the
left represent items for which no statistically significant changes occurred
between 1992 and 1997. The bars on the right indicate that, for three items
(attending citizen police academies, serving in citizen patrols, and acting as
volunteers within police agencies) statistically significant increases
occurred over time.

Small percentages of agencies involved citizens in decisions regarding
the internal workings of the department. Even as of 2002, less than 30 per-
cent of the agencies reported that citizens participated in promotional
processes, helped review complaints against police, participated in the
selection of new officers, helped to develop policies, or helped evaluate
officers’ performance. This issue is discussed further in the commentaries
and in the concluding chapter of the book.

Other survey items queried the existence of particular policies, prac-
tices, and/or programs that reflected partnerships or outreach. As seen in
Figure 4-5, more than three-fourths of responding agencies reported reg-
ularly scheduled meetings with community groups, interagency involve-
ment in problem identification/resolution, police-youth programs, and
victim assistance programs in 2002. Additionally, in 2002 at least half had
written policies on interactions with citizens and groups, had written poli-
cies regarding interactions with government agencies, provided regular
radio or television programs or spots, or engaged in interagency code
enforcement.

Although relatively few agencies reported integration with community
corrections or involvement in alternative dispute resolution, these two
activities manifested the greatest increases between 1992 and 2002.

Collaborative Problem Solving

As described above, problem-oriented policing involves police working
with citizens, organizations, and agencies to identify and solve community
problems related to crime, disorder, and the quality of life. Figure 4-6 pro-
vides the survey results for questions pertaining to problem-solving poli-
cies and procedures. By 2002 more than 80 percent of the responding
agencies reported that they work with citizens to identify and resolve prob-
lems, work with other agencies in identifying and resolving problems, and
use building code enforcement and other regulatory code enforcement to
solve problems. By 2002 at least 50 percent of the agencies reported that
they had adopted organizational performance measures reflecting problem
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solving, had integrated detectives into problem-solving efforts, worked
with other agencies to enforce various codes, and had trained residents in
problem identification and resolution.

The bars on the right in Figure 4-6 convey the extent to which problem-
solving activities and practices significantly increased between 1992 and
2002 (or in some cases between 1997 and 2002). Of the thirteen items in
the survey reflecting problem-solving activities, six showed statistically sig-
nificant increases over time. The largest increases were seen in citizen train-
ing in problem identification and resolution, landlord/manager training
programs, and interagency code enforcement. Also showing an increase
over time was the use of specialized problem-solving units. In 1992 only
33 percent of the agencies reported this specialized unit compared with
45 percent in 2002.

Organizational Transformation

Organizational changes that support community policing include pushing
power downward in the agency, physical decentralization, geographic
responsibility, and reducing levels of management. Transformation of a
police department involves changes in hiring, training, personnel evalua-
tion, and agency performance measurement.

Figure 4-7 shows the responses to the three surveys pertaining to orga-
nizational transformation. By 2002 more than 70 percent of the respond-
ing agencies reported that they had

+ a management approach to support well-intentioned risk taking,

+ fixed assignments to specific beats or areas,

+ beat/patrol boundaries that coincide with neighborhoods,

+ special recognition of good community policing and/or problem-
solving officers,

+ foot patrol as a periodic expectation,

+ alternative response methods for calls,

+ methods for classifying/prioritizing calls,

+ geographically-based crime analysis,

+ role definitions and/or job descriptions that reflect community
policing,

+ acitizen survey to help the agency identify needs and priorities,

+ permanent neighborhood-based offices/stations, and

* acitizen survey to evaluate police services.



FIGURE 4-7. Organizational Transformation, 1992,1997,2002
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Additionally, by 2002 more than 50 percent of the agencies had adopted

+ recruitment/selection strategies that target applicants who are suited
to community policing work,

+ organizational performance measures reflecting problem solving,

+ command or decision making tied to defined areas,

+ fixed shifts, and

+ employee evaluations to reinforce community policing and problem
solving.

By 2002 less than half of the agencies had given geographic responsibil-
ity to detectives, decentralized the crime analysis unit or function, physi-
cally decentralized investigations, or physically decentralized field services.

In terms of changes over time, the largest increases between 1992 and
2002 (a proportionate change of 20 percent or more) occurred in the use
of citizen surveys to evaluate police services, employee evaluations to rein-
force community policing and problem solving, permanent neighborhood-
based offices or stations, the physical decentralization of field services, and
the use of fixed shifts.

Management and Training

The agencies surveyed in 2002 were asked whether managerial levels had
been reduced to support community policing. Less than one-quarter of the
agencies (22 percent) indicated they had made these reductions.

Also of note, the 1997 and 2002 surveys solicited detailed information
related to training. Table 4-2 portrays the 2002 results indicating whether
or not various training topics were included as part of recruit training, in-
service training, or training of field training officers (FTOs). Seventy-four
percent of the self-identified community policing agencies provide acad-
emy and/or in-service training on the concepts of community policing.
Two-thirds (65 percent) of the responding agencies reported that recruits
are trained in problem solving and nearly three-fourths (74 percent) indi-
cated such training is provided to in-service officers. Recruits were most
likely to receive training in communication skills (82 percent), followed by
cultural diversity (77 percent), community policing concepts (76 percent),
problem solving (65 percent), and community interactions (62 percent).
These same topics were the ones most likely to be presented to in-service
officers; between 70 and 85 percent of the agencies reported in-service
training in these topics. About one-half of the agencies trained in-service
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TABLE 4-2. Training Topics by Training Type, 2002
Question: For each of the following types of officer training, please indicate whether initial
(recruit), in-service, and/or FTO specialized training is provided by your agency.

Topic Recruit In-Service F10
Organize groups and communities 23% 53% 18%
Community interactions 62% 70% 51%
Cultural diversity 77% 85% 35%
Problem solving 65% 74% 52%
Concepts of community policing 76% 74% 51%
Communication skills 82% 73% 58%
Human resources management 17% 59% 20%
Crime analysis or mapping 14% 48% 14%

officers in organizing groups and communities. In general, field training
was least likely to address the various topics.

Not presented in the table are the changes in training between 1997 and
2002. During this five-year period, there were statistically significant
increases in the proportion of community policing agencies that provided
training to recruits on community policing concepts, communication
skills, problem solving, and organizing groups and communities. The only
other significant increase was the inclusion of problem solving in field
training.

The Impact of September 11, 2001

In the 2002 survey, PERF asked agencies “To what extent do you think the
events of September 11, 2001, will impact your agency’s community polic-
ing efforts?” The possible responses were “to a great extent,” “to some
extent,” “not at all,” and “don’t know.” As indicated in Figure 4-8, the major-
ity of agencies (58 percent) reported that the attacks in the United States by
terrorists on September 11 would affect their community policing efforts
“to some extent.” Eleven percent conjectured that the impact would be to
“a great extent,” and nearly one-third said the events would not affect their
community policing efforts at all.

The extent of the perceived impact on community policing of the
attacks corresponded with agency size; that is, the smaller the agency, the

less likely it was to report an impact of September 11 on its community
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FIGURE 4-8. Extent of the Impact of 9-11 on Community Policing Efforts, 2002

Question: To what extent do you think the events of September 11,2001,
will impact your agency’s community policing efforts?
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policing efforts. Approximately, 61 percent of small agencies reported an
impact “to some extent” or “to a great extent,” compared to 72 percent of
medium-size agencies, and 80 percent of large agencies."

Agencies indicating an impact of September 11 events on their commu-
nity policing efforts were asked to explain. Two themes predominated in
these open-ended responses. First, many agencies reported that commu-
nity policing activities had been negatively impacted because personnel
had other priorities and because of military call-ups of their department’s
staff. Representative comments include the following:

+ “Line officers moved from patrol to security assignments (i.e., airport
security).”

10. Small agencies serve jurisdictions up to 49,999 residents; medium agencies have
populations of 50,000 to 149,000, and large jurisdictions have 150,000 or more resi-
dents. Again the reader should be cautioned about the small sample size and thus lim-
ited ability to generalize these results.
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The need to “focus on domestic terrorism in terms of training, pro-
tection, etc. may pull time and resources away from community
policing initiatives.”

“Activation of members to military service created many holes in the
schedule.”

“For the time being, our personnel are reassigned to a much higher
level of routine patrol—such as patrolling the villages’ infrastructures
such as government buildings, schools, water supply, etc. This takes
away from some of the time-heavy community policing activities.”

The second theme was much more positive. Many agencies reported
greater support from residents. They attributed this to the heroic actions of
law enforcement personnel in response to the terrorist attacks of Septem-
ber 11, 2001, and a renewed appreciation for the dangers associated with
the job. A few of the respondents linked the increased support and appre-
ciation to new opportunities for partnerships and trust building. Repre-
sentative comments include the following:

“Overall, I feel the community has a greater respect for the officers
that serve them. I believe the impact will increase the cooperation
that we receive from the community.”

“The events of September 11" have increased the public’s awareness
of our department and concern for our officers. This has created an
atmosphere that fosters cooperation. Community-based program
involvement has increased.”

September 11 “brought the community and different agencies
together . . . to work towards new goals and better preparedness.”
“The rekindled respect for public safety professionals will allow us to
overcome some of the pre-existing barriers to communication in our
community.”

“9-11 further solidified a strong community bond already in place.”

Some comments referenced activities after September 11 that reflected
community policing:

.

“The terrorist attacks of September 11, 2001, have made it increas-
ingly vital to increase community policing efforts in order to remain
aware of potential terrorist threats which may exist within the com-
munity.”

“[We] must get in touch with new immigrant populations and estab-
lish trust and collaboration in order to fight terror and reduce crime.”
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+ “September 11* has made our department realize that problem solv-
ing is not just about drugs, gangs, robbery, etc. It is now about a much
greater problem—terrorism. We are working with businesses and
other government agencies more closely to help prevent terrorism.”

Conclusion

There are myriad interpretations that one can draw from the 1992, 1997,
and 2002 survey data. PERF asked practitioners with diverse perspectives
and academic experts in law enforcement and community development to
reflect on the implementation and future of community policing in the
United States. In this book they have aptly drawn on the survey data and
their own experiences to put forward interpretations that can help guide
law enforcement into the future.
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The Survey Data:

What They Say and Don’t Say
about Community Policing

by Gary Cordner, Dean of the College of Justice and Safety
at Eastern Kentucky University and Director of the
Regional Community Policing Institute

he data presented in this chapter are based on three national surveys

of police agencies and can be used to describe the current state of
community-oriented policing (COP). The data also track changes in COP
during the past decade. Of course, surveys of police departments, typically
completed by one individual per agency, have their shortcomings. It is dif-
ficult to discover complex organization-level phenomena, not to mention
the reality of programs implemented on the street and in neighborhoods
(see Maguire and Mastrofski 2000 for a discussion of these issues as they
relate to community policing; see also Maguire and Katz 2002). Although
the surveys described in this chapter have those shortcomings, they also
have a particular advantage: they were administered to a panel of agencies
three times between 1992 and 2002, and this permits at least an estimation
of change over time.

59
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Limitations of Survey Data

It should be emphasized that these data do not cover the whole history of
community policing. In particular, it would be inappropriate to regard the
1992 survey as a real baseline measurement of community-oriented polic-
ing in the United States, since community policing began its ascendancy in
the early 1980s (Wilson and Kelling 1982) and was being widely promoted
and debated by the late 1980s (Greene and Mastrofski 1988; Kelling 1988;
Kelling and Moore 1988).

A further limitation of these data should be acknowledged at the outset.
Most of the survey items asked police executives whether their agencies
had or had not implemented specific aspects of community-oriented
policing. There are at least two consequences of this methodology. One is
that it takes a reductionist approach to defining and measuring commu-
nity policing. It assumes that the sum of the parts accurately reflects the
whole. It assumes that an agency that has implemented more of the parts
of COP has more fully adopted community policing than an agency that
has implemented fewer of the parts. Similarly, it assumes that if an agency
(or the sum of all agencies) has implemented more of the parts of COP
over time, then community policing has been more fully adopted over
time. To use a well-worn cliché, community policing is a philosophy, not
just a program. Therefore, this reductionist approach has some obvious
weaknesses in measuring the real quality and quantity of community
policing implementation.

The second specific limitation of these survey data derives from the
yes/no nature of most of the items. These items measure whether agencies
do or do not employ certain COP activities, but not the extent to which
they are employed. For example, more than 90 percent of agencies had cit-
izens participating in Neighborhood Watch in 1992, 1997, and 2002 (see
Chapter 4, Figure 4-4). The proportion of agencies using this program
increased somewhat in 1997 and then decreased somewhat in 2002, but
those changes were not statistically significant. The reader should conclude
from the data presented that there were no changes over time, due to the
lack of statistical significance, although the reader might also be concerned
about the small decrease from 1997 to 2002. Missing from the figure, how-
ever, is any measurement of the number of organized neighborhoods, the
number of citizens participating, or the intensity of participation. Thus, a
police department might have responded “yes” to this item on all three sur-
veys (as most did), suggesting no change, when in fact the number of
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organized neighborhoods or the number of participating citizens might
have increased (or decreased) dramatically.

These comments are not meant as criticisms of the surveys. They merely
acknowledge the surveys’ limitations. All research methods have strengths
and weaknesses. It is important to be aware of the limitations of the data
being used to describe the state of community policing in America today
and to assess what progress has been made over the past decade.

A Snapshot of Community Policing in 2002

One way to use these survey data is to identify those COP activities that, in
2002, were most and least commonly adopted. This can provide a recent
snapshot of the state of community policing.

Out of a total of fifty-six community policing activities that were ana-
lyzed, the sixteen most common listed below were claimed by at least 75 per-
cent of responding agencies on the 2002 survey (see Figures 4-4, 4-5, 4-6,
and 4-7):

+ Citizens attend police-community meetings,

+ Citizens participate in neighborhood watch,

+ Citizens help police identify and resolve problems,

+ Citizens serve as volunteers within the police agency,

+ Citizens attend citizen police-academies,

+ Police hold regularly scheduled meetings with community groups,

+ Police have interagency involvement in problem solving,

+ Police have youth programs,

+ Police have victim assistance programs,

+ Police use regulatory codes in problem solving,

+ Police work with building code enforcement,

+ Agencies use fixed assignments to specific beats or areas,

+ Agencies give special recognition for good community policing work
by employees,

+ Agencies classify and prioritize calls,

+ Agencies do geographically based crime analysis, and

+ Agencies use permanent neighborhood-based offices or stations.

These most common activities characteristic of community policing
paint a fairly positive picture of citizen participation, partnerships, out-
reach, problem solving, and organizational change in place in American
policing in 2002. More than half of these activities had registered below the
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75 percent implementation threshold on the first survey in 1992, indicat-
ing that real progress has been made over the past decade in the imple-
mentation of community policing.

The seven least common community policing activities listed below were
claimed by less than 25 percent of the responding agencies on the 2002
survey:

+ Citizens help prepare work agreements for problem solving,
« Citizens participate in the police promotional process,

+ Citizens participate in a court watch program,

+ Citizens help review complaints against the police,

+ Citizens participate in the selection process for new officers,
+ Citizens help evaluate officers’ performance, and

+ Agencies have decentralized crime analysis.

These COP activities that were the least common illustrate the limited
role that the community has thus far taken in police administration and
policy making. It has become common for citizens to participate in neigh-
borhood watch and neighborhood problem solving, attend meetings with
the police, attend citizen police academies, and do volunteer work within
the police agency. It has not become common for citizens to play a role in
evaluating their neighborhood police officers, selecting and promoting
police officers, or reviewing complaints against the police.

Changes in Community Policing over Time

The survey data not only give us a snapshot of community policing in
2002; they also allow us to assess changes in the implementation of com-
munity policing activities during two time periods: 1992 to 1997 and 1997
to 2002. While increases in the implementation of COP are indicated dur-
ing both time periods, it appears that increases were more common during
the earlier period (see Table 5-1).

TABLE 5-1. Community Policing Activities Showing Increases in Implementation
by Time Period

Time Period Percent of Activities Showing Increases

1992-1997 82%
1997-2002 62%
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This picture of when COP implementation changes occurred is not sur-
prising. The 1992-1997 time period seems to correspond with increased
awareness about community policing throughout the police profession and
the wider community (Oliver 2000). Certainly, it coincides with the first
three to four years of federal funding for community policing through the
Office of Community Oriented Policing Services (COPS) in the U.S.
Department of Justice.

The lower numbers for the period from 1997 to 2002 should not neces-
sarily give rise to a gloomy interpretation, however. First, more than half of
COP activities showed increased implementation during this period, so the
general direction was still forward. Second, because of the yes/no measure-
ment method, there was no way for agencies that had reported “yes” about
implementing a particular COP activity in 1997 to register any increase in
2002. Thus, a suggestion of a plateau over time is inevitable even if there is
no backtracking.

The Nature of Changes in Community Policing

Survey items were broken down for both time periods into four categories
of COP activities: citizen participation, partnership outreach, problem solv-
ing, and organizational change (Table 5-2). In both periods, COP activities
in the organizational change category were most likely to show increased
implementation, as indicated in Chapter 4 (Table 4-7), while those in the
citizen participation category showed the least increase in adoption (Table
4-4). Within each category of COP activity, increased adoption was greater
in the 1992-1997 time period than in the 1997-2002 time period.

A positive interpretation of these patterns in changes would be that
police agencies are becoming more serious about implementing and insti-
tutionalizing community policing, as reflected by the increased emphasis

TABLE 5-2. Categories of COP Activities Showing Increases in Implementation
by Time Period

Activities 1992-1997 1997-2002
Citizen participation 73% 38%
Partnership outreach 80% 60%
Problem solving 80% 62%

Organizational change 93% 81%
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on organizational change. A more critical interpretation would focus on
the decreasing emphasis on citizen participation as evidence that there was
less community involvement in community policing in 2002 than in the
earlier period.

None of the fifty-six COP activities analyzed for this report showed a 10
percent or greater decrease in adoption between 1992 and 2002. The com-
munity policing activities listed below showed a 10 percent or greater
increase in implementation between 1992 and 2002 (or between 1997 and
2002, if the item was not included on the 1992 survey):

+ Citizens participate in citizen patrols,

+ Citizens attend citizen police academies,

+ Police engage in interagency code enforcement,

+ Police work with community corrections,

+ Police work with alternative dispute resolution,

+ Police use regulatory codes in problem solving,

+ Police work with building code enforcement,

+ Agencies have a disciplinary system to support problem solving,

+ Agencies have a specialized problem-solving unit,

+ Agencies have landlord training programs,

+ Agencies provide citizen training in problem solving,

+ Agencies classify and prioritize calls,

+ Agencies do geographically-based crime analysis,

+ Agencies have job descriptions that include community policing,

+ Agencies do citizen surveys to determine needs and priorities,

+ Agencies do citizen surveys to evaluate police services,

+ Agencies use fixed shifts,

+ Agencies have physical decentralization of field services,

+ Agencies use permanent neighborhood-based offices or stations, and
+ Agencies use employee evaluations to reinforce community policing.

The nature of the preceding activities that became more widely adopted
over the past decade lends solid support to the positive interpretation of
COP progress since 1992.

Overall Assessment

According to these surveys, circa 1997, the vast majority of U.S. police
agencies (85 percent) were at least in the process of implementing com-
munity policing, and most (58 percent) had implemented it. As of 2002,
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police executives whose agencies had adopted community policing
expressed very positive views about the effects of this model of policing on
community relations, fear of crime, police officer job satisfaction, and even
crime. It might seem to be time to declare victory in the campaign to pro-
mote the diffusion and adoption of community policing throughout
America.

The other side of this coin is that police agencies have tended to adopt a
relatively modest version of community policing, according to the surveys.
Increases in the implementation of internal organizational aspects of COP
have outpaced the adoption of most forms of citizen participation. Police
agencies have been more willing to engage citizens in problem solving and
citizen patrols than in police performance evaluation, complaint review,
and personnel decision making.

Information from other sources tends to corroborate the sometimes
limited or modest nature of community policing as implemented. For
example, community police officers seem to spend relatively little time
actually engaging citizens (Parks et al. 1999). There is little evidence that
community policing affects community processes in ways that would be
expected to subsequently affect fear, disorder, and crime (Kerley and Ben-
son 2000). The adoption of community policing strategies at the manage-
rial level does not always lead to the utilization of community-based tactics
in the field (Bennett 1998). Everyday problem solving by police officers
typically does not conform very closely to the analytical and collaborative
problem-solving model promoted by the advocates of problem-oriented
policing (Cordner 2002). These sources support the picture of modest
implementation presented in the surveys.

The Next Level of Community Policing

For the past several years, community policing enthusiasts have often dis-
cussed “taking COP to the next level.” There has not been much consensus,
however, about what the next level is or how to get there. The survey data
do not help directly in that respect, but they provide a useful description of
what community policing is today, and how it has changed over the past
ten years.

One aspect of “the next level” might be continuing efforts to push
toward the adoption of community policing by 100 percent of police agen-
cies. As of 1997, 15 percent of agencies reported that they had either not
considered implementing COP or had rejected it for some reason. Since the
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2002 survey only included agencies that had implemented community
policing, we do not have an updated measure of the number of non-COP
agencies. Although the Office of Community Oriented Policing Services in
the U.S. Justice Department may have made inroads with these recalcitrant
agencies since 1997, it is also likely that some agencies have moved away
from community policing following the change in administrations in
Washington, the continued uncertainty of COPS Office funding, and the
new demands on police agencies after September 11, 2001.

Another aspect of taking community policing “to the next level” might
entail further elaboration of basic community policing (Cordner 2000).
The tendency of the COPS Office and others at the national level to limit
the officially endorsed version of COP to community engagement, prob-
lem solving, and organizational change has had the positive effect of retain-
ing flexibility in community policing and not scaring agencies away with a
rigid national model of COP. However, this loosely defined model has had
the negative effect of not providing much guidance to those agencies look-
ing for direction in their community policing efforts. Perhaps the list of
sixteen COP activities implemented by 75 percent or more of the surveyed
agencies in 2002 would be a good starting point for describing basic com-
munity policing in more detail. Such elaboration would provide police
agencies with specific ideas for enhancing their approaches to community
policing.

“The next level” also could entail efforts to promote adoption of those
aspects of community policing that the 2002 survey showed were least
common. In particular, few police agencies seem to have been willing to
engage in real power sharing with the community (Brown 1985), such as
by inviting the community to help select, promote, and evaluate officers.
Police agencies have taken great strides over the past decade in welcoming
citizen participation in community meetings, neighborhood problem solv-
ing, and even citizen patrols. The next frontier of community policing
might be characterized by greater input and participation by citizens in
police department policy making and decision making.

Another avenue for COP enhancement could include improvements in
the quality of police officers’ implementation of community policing. Offi-
cers could allocate more of their time to interaction with citizens and com-
munity engagement instead of falling into the easy habit of motorized
patrol. They also could devote more time and energy to identifying and
analyzing problems and demonstrate more creativity when trying to solve
those problems. Field studies of community policing and problem solving
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consistently reveal shortcomings in how these strategies are implemented
at the street level.

To improve the quality of community policing at the street level will
require improvements in police selection, academy training, field training,
supervision, and performance evaluation. A few police agencies have sys-
tematically changed these aspects of their infrastructure in support of com-
munity policing (Oettmeier and Wycoff 1998), but most have not. Revising
the academy training component is particularly problematic for those
many agencies that send their recruits to a regional or state academy. Agen-
cies often have little input into the academy’s curriculum and modes of
instruction. Some of these academies have been slow to change, despite the
availability of model curricula that integrate community policing through-
out all classes and documented examples of the use of problem-based adult
learning techniques in police training (Himelfarb 1997; Barbian 2002).

New approaches to training might provide an important means of tak-
ing community policing “to the next level,” although we should be careful
not to harbor unrealistic expectations about the extent to which training
can accomplish changes in policing philosophy (Buerger 1998). Exhorta-
tion aside, police academies today have an opportunity to introduce an
entirely new body of knowledge into police training. They can use COP
case studies and the elaborate series of problem-solving guides currently
being published by the COPS Office that are focused on specific crime and
disorder problems. Officers whose education and training about their new
jobs is totally oriented around community engagement and methods for
solving specific types of community problems might be able to implement
better quality COP than officers whose indoctrination into policing took a
more traditional form.

Finally, in the years ahead community policing must find a way to be
more relevant to the experiences of teenagers and young adults, especially
young males of color (Williams 1999). For reasons that are not entirely
clear, the increased implementation of community policing over the past
decade has coincided with heightened concerns about racial profiling and
excessive use of force by police. Some regard this situation as a sad coinci-
dence; others see it as the result of two worlds of policing (COP vs. SWAT,
or COP vs. zero tolerance). Still others see a sinister motivation within
community policing itself. Regardless of the explanation, it seems clear that
community policing, although popular with many residents, has not
worked for everyone. As police agencies strive to implement COP more
fully in order to more effectively control crime, disorder, and fear, they
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need to figure out how to improve their relationship with all segments of
the community, not just young kids, soccer moms, and old folks.
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The Future of Community Policing






Community Policing in the
Years Ahead: And Now
for the Really Hard Part

by Bonnie Bucqueroux, former associate director of the National
Center for Community Policing at Michigan State University

or the tens of thousands of police officers who are working hard to
make the most of community policing, the title of this chapter must
be disconcerting. What do you mean the hard part has yet to be done?

The reality is that the hard part of making the community a full partner
with the police has not happened. The results of the 1992, 1997, and 2002
surveys presented in Chapter 4 confirm that departments are doing a good
job of reaching out to the community for help and support. They also indi-
cate that there is still an obvious reluctance to share power and decision
making with citizens. These features of community policing are ultimately
necessary if community residents are to shoulder their fair share of the
work of and responsibility for making their communities safer.

The good news is that, of the departments that say they embrace com-
munity policing, the vast majority have implemented basic outreach strate-
gies. More than 90 percent participate in Neighborhood Watch and nine
out of ten also have their officers regularly attend community meetings.
Four out of five community policing agencies conduct citizen academies
and encourage people to volunteer.
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But when it comes to true power sharing, the numbers are consistently
far lower. Fewer than one in five self-described community policing agen-
cies allow citizens to help evaluate officers or review complaints. The num-
ber of community policing departments where citizens participate in
producing the work agreements for problem solving has actually dropped,
from roughly 25 percent in 1992 to 21 percent in 2002. The number of
agencies that allow citizens a role in the promotional process has also
declined slightly to below 20 percent.

Departments clearly find it easier to engage the community as volun-
teers who help, rather than as partners who share in decision making. Only
through building equal partnerships with the community, however, can the
full power of community policing be unleashed. The hard part is to make
this most democratic form of policing as open and inclusive (and thereby
as powerful) as it can be.

The Importance of Informal Social Control

The ultimate goal of community policing is to strengthen communities so
that they have the power to police themselves. Studies uniformly confirm
that a small percentage of people commit the vast majority of crimes.
Moreover, this small group typically gravitates to high-crime hotspots that
are not strong enough to repel or control them. Unfortunately, when the
lawbreakers achieve the upper hand, the downward spiral gains momen-
tum. A brief exploration of how this happens and what role the police can
play in reversing such trends helps to highlight the importance of informal
social control.

Face-to-Face Interactions

Sir Robert Peel, the renowned British policing theorist, said it best when he
argued that the people are the police and the police the people. Not only is
it cost prohibitive to have a cop on every corner; most of us do not want to
live in that kind of society. The ideal is when the community enjoys the
leadership, structure, and resources necessary to deal with most of its prob-
lems; occasionally, the community’s efforts to resolve its problems will be
supplemented as needed by the police, whose unique authority spans the
broadest possible range of options, including arrest and deadly force.

Yet during the past 50 years in the United States, as the policing profes-
sion modernized and professionalized, two profoundly dangerous but
unanticipated results occurred. First, proliferation of the telephone, the
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police radio, and the patrol car inadvertently severed the relationship
between people and their police. In the past police officers who walked the
beat knew they had to form personal relationships with the people in their
communities. The officers needed to have citizens who were willing to
share information—and to watch the officer’s back if trouble erupted.

Second, as the police applied scientific management to policing, the per-
ception grew that it was the police department’s job to keep the commu-
nity safe. In the past the community understood that it was ultimately up
to its citizens to establish and reaffirm certain norms of behavior that pro-
mote public safety.

At the same time the police role was changing, many of those same
forces created a culture of alienation and atomization within many com-
munities. Geographic aggregations of isolated strangers often replaced
cohesive neighborhoods where people felt they shared a common destiny.

Particularly in high-crime neighborhoods, the face-to-face interactions
that support and strengthen informal social control declined as the crime
rate skyrocketed during the 1960s and 1970s. While the rates of violence
nationwide have recently declined, the gains have still not taken us back to
the demonstrably safer era of the 1950s, a time fondly remembered by
many who are still alive today.

Examples of Social Restraints and Mechanisms

Many of us are old enough to remember firsthand the power of informal
social control. In earlier times, if Mrs. Smith looked out her window and
saw young Bobby abusing younger kids, she might well march Bobby home
to his mother, even if Mrs. Smith did not have a child in the fray. Through
such informal interactions, communities wielded enormous power to set
standards and to raise the next generation within them.

In rich neighborhoods as well as poor ones today, however, Mrs. Smith
is far less likely to have a personal relationship with Bobby’s parents, for a
variety of reasons. Where we once had stay-at-home moms, we now have
two wage-earner and single-parent families. This means fewer people have
the time for frequent face-to-face interactions with their neighbors. Adding
to that dynamic is the reality that people today spend hours in front of the
TV, hours that were previously spent out in the community or visiting
friends who lived within walking distance.

The rising crime rate has also driven Mrs. Smith indoors, where she lives
behind dead-bolted doors and barred windows. She may have good reason
to fear that Bobby’s parents will not welcome her intervention. Indeed, she
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may have evidence to support the fear that young Bobby himself will draw
a gun on her if she challenges him alone.

When people like Mrs. Smith, who previously reinforced good behavior,
retreat from community life, the downward spiral accelerates. Neighbor-
hoods can spin out of control, emboldening the handful of lawbreakers to
the point where they overwhelm the law-abiding majority.

Indulging in a nostalgic yearning for a safer past is not the answer. But
we need to remember that informal social control is the most effective and
affordable way to keep communities safe. Community policing asks police
departments to explore ways to harness the power of social control by bor-
rowing from the best of the past, filtered through today’s reality.

Ways to Promote Positive Social Norms

Police agencies have yet to fully embrace the community. One reason may
be a continuing undercurrent of thought within some police agencies that
“there are communities that want crime.” During the early 1990s, when
violence was reaching its peak, I spent more than 18 months working with
some of the most crime-riddled housing developments. I can say unequiv-
ocally that in those 18 months I never met a mother who thought it was OK
for children to die by gunfire. What has happened in high-crime commu-
nities is that the law-abiding majority has effectively been silenced. Dr. Carl
S. Taylor of Michigan State University calls this the dangerous and increas-
ing normalization of ignorance and violence.

As Robert Axelrod’s The Complexity of Cooperation (1997) reminds us,
coercion, force, and punishment are not the only (or the best) ways to pro-
mote positive societal norms. Others are as follows:

Law: The law serves as a framework for defining and codifying
proper behavior. It enshrines the rules in a formal system that
has the power to employ punishment to enforce compliance.

Dominance: Dominance means that a group with superior
power and status can enforce compliance from groups with less
of both. This is the underlying relationship between parents
and children, as well as between groups in the dominant culture
and the so-called underclass.

Deterrence: This approach promotes compliance by using
individuals as examples of the bad things that happen to peo-
ple who do not follow the rules. Holding up those who pay the
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penalty—whether that means doing time, losing a job, or being
shunned by neighbors—is designed to keep others in line.

Membership: Rules can be enforced through contracts,
covenants, and alliances.

Internalization: This occurs when the rules are so well incul-
cated in the individual that they become a part of him or her.
Instead of outside coercion, a person’s conscience dictates to
the person what he or she should do.

Reputation: People follow norms for fear of harming their rep-
utations if they stray.

Metanorms: When a norm becomes so widely embraced that it
reaches metanorm status, community members enforce com-
pliance by challenging and even punishing anyone who dis-
agrees.

Social proof: When an individual sees people in the commu-
nity exhibiting behavior that supports the norm, this reinforces
the idea that these are rules everyone should follow.

The police and the rest of the criminal justice system traditionally have
relied almost exclusively on strategies involving the law, dominance, and
deterrence to promote public order. Community policing instead encour-
ages police to become the catalyst to empower the Mrs. Smiths, so that the
law-abiding but often silent and intimidated majority can use tactics like
membership and reputation to promote the norms that support commu-
nity safety. Community policing needs to encourage and protect the Mrs.
Smiths who intervene with youngsters, so that they grow up to internalize
law-abiding behavior. The police have a valuable role to play in ensuring
that the Mrs. Smiths and Mr. Smiths achieve critical mass on the streets so
that they provide the social proof that the community will not tolerate
being victimized.

The Need for Nonarrest Strategies

The late Dr. Robert Trojanowicz, a renowned community policing pioneer,
recognized the importance of informal social control. “Arrest must always
be an integral part of police work—it’s what makes the police what they
are,” he said. “But we have ignored the power of the police to support com-
munity-based non-arrest strategies to solve problems” (Trojanowicz n.d.).
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Trojanowicz viewed arrest and incarceration as precious but expensive
tools best used sparingly.

If he were alive today, Trojanowicz would no doubt be heartened to see
that the vast majority of police agencies have embraced some form of com-
munity policing. But he would be horrified to find that we now have more
than 2 million people behind bars, arguably the highest incarceration rate
in the world, in large part because of mandatory drug sentences. The brand
of community policing that he and other progressive police leaders pro-
moted was one that urged police to do more to help struggling communi-
ties harness informal social control in the service of public safety.

The Challenge Ahead

The community policing philosophy adds two new strategies to traditional
police work—collaborative, community-based problem solving and com-
munity building. The Police Executive Research Forum (PERF) has been
instrumental in training police in the SARA (Scanning, Analysis, Response,
and Assessment) method of collaborative problem solving advanced by Dr.
Herman Goldstein. The U.S. Department of Justice’s Office of Community
Oriented Policing Services (COPS) reinforces those skills and also helps
police departments connect to communities, offering much-needed infor-
mation and advice on how to help crime-ravaged communities build the
infrastructure they need to be partners in the problem-solving process.

Police professionals have done a good job of partnering with other gov-
ernment, private, and nonprofit professionals. Many have also done a good
job of connecting with the community. But what has been lacking is that
last crucial link where the community becomes a participating partner in
the problem-solving process, so that residents can contribute the power of
informal social control to long-term strategies.

If we think about low-level drug dealing, for example, there are limits
to the strategies that professionals alone can implement. The most suc-
cessful long-term interventions may include police sweeps and code
enforcement to close dope houses, but those that survive the test of time
typically involve community efforts to change the prevailing norms. When
the community takes a stand that it will not tolerate open drug dealing
and drug use, the tide turns. Tactics can range from developing citizen
patrols to having former addicts talk to kids in school, but the bottom line
is the community’s commitment to doing whatever it can to make a pos-
itive difference.
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Those of us fortunate enough to live in safe, well-tended, middle-class
communities know that there may well be drug dealing and drug use
within our midst. But it is a not a visible and dangerous presence that cor-
rodes community life and teaches youngsters the wrong lessons. If an
armed drug dealer decides to open shop on a corner of my street, the com-
munity would rise up as one to do whatever it takes to solve the problem.

We would demand that the police spend whatever times it takes to work
with us on a variety of strategies. If we did not receive satisfaction from the
police, we would pressure every politician within reach—and communities
like mine have the clout to be taken seriously. It wouldn’t take long to
organize citizen patrols and telephone trees, and we have the money to buy
our own jackets, two-way radios, cell phones, and laptops.

The challenge for police in dealing with communities that lack struc-
ture, cohesion, clout, and resources is to help them build from within so
that they can function as true partners. What has not been made clear is
that even seemingly unrelated community-building activities, such as start-
ing a Police Athletic League or a faith-based mentoring program for kids,
are not worthwhile only for their own sakes. They also serve as the first
steps toward building the foundations for future community-based prob-
lem solving.

Educating and Nurturing New Community-Based Leaders

For community members to function as full partners at the problem-solv-
ing table requires nurturing a new generation of leaders. In the mid-1990s,
the U.S. Department of Justice’s Bureau of Justice Assistance and the U.S.
Department of Housing and Urban Development’s Office of Resident Ini-
tiatives funded the community policing training for public housing devel-
opments. The training was delivered by a consortium composed of the
Police Executive Research Forum, the International City/County Manage-
ment Association, the National Center for Community Policing at Michi-
gan State University, and the Institute for Law and Justice (1994). The
training was unique. At least two community residents were required to be
part of the ten-person training team that attended the three-day training
sessions. More than sixty public housing developments around the coun-
try were involved in the training.

The training proved that the collaborative problem-solving process ben-
efits tremendously from participation by community residents. Residents
often identified why plans considered brilliant by professionals would
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founder on the rocks of reality in their neighborhoods. They also con-
tributed innovative strategies that involved having the residents deal with
the problems on their own, often asking only for modest resources and
support.

But what the training also made clear was that nurturing this next gen-
eration of leaders requires special effort and understanding. For example, a
common challenge for facilitators was often to carve out a space for the res-
idents to speak. While a few community participants were eager to hold
forth, many were hesitant to speak up. Some appeared to be intimidated by
the highly educated professionals at the table for whom such sessions were
second nature. Another challenge was to ensure that the residents’ ideas
and needs were acknowledged by the rest of the group.

The training provided some skill-building sessions for residents on
organizing and hosting community-based meetings. However, it was clear
that these sessions would not be enough. For full and sustained participa-
tion by residents, additional opportunities over time to build their leader-
ship skills are needed.

Professionals, too, need training in working with the community.
Action-oriented police are often quick to skip over some of the steps
required to implement their plans. Police may not recognize that some
community residents do not understand their inner workings or their
lingo. While many professionals at the training sessions quickly realized the
importance of the residents’ input, others needed to learn the importance
of patience in building consensus and to accept people whose grammar,
idioms, experiences, and lifestyles differed from theirs.

Perhaps the biggest obstacle to full community participation is the dan-
ger that community voices will be marginalized. Reserving seats at the table
for community participants can end up being little more than a token
action if decisions are reached by quick votes. As anyone who has been on
the losing side knows, a 51-49 vote may be fair, but it is hard to get mem-
bers of the forty-nine-person group enthusiastic about helping to imple-
ment the plan. The challenge is to stay at the table and work together until
a plan that everyone can endorse and sell to others is reached.

Professionals and community members alike would also benefit from
sessions that explore the power of informal social control. Many of the
community policing strategies employed around the country still place too
much of the burden on the police and the other professionals. The result is
over-reliance on expensive and time-consuming arrest and incarceration
strategies to solve problems.
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Educating the Community about Community Policing

As attention shifts to new concerns about homeland security and the threat
of terrorism, some fear many police agencies that have done an excellent
job of taking community policing as far as they have will not be eager to do
even more. It may be time to train the community about its power to
implement the community policing philosophy. In addition to attending
skill-building and leadership sessions, community residents need to be
provided with the tools to make the most of informal social control, to aug-
ment, supplement, and even supplant the efforts of professionals.

As Internet visionaries Greg Kearsley and Ben Shneiderman (1999)
explain, a sense of community is developed by providing opportunities for
people to create, relate, and donate. Given the chance, people are inspired
by the chance to create something new, to relate with one another, and to
donate to something bigger than themselves, something that offers the next
generation a better chance at the American dream. We can do a better job
of tapping into those universal human impulses by giving people the tools
they need to engage in problem-solving efforts that can make their neigh-
borhoods better and safer places in which to live, work, and raise families.

Perhaps the most appropriate goal for the next decade is to give com-
munities the training they need to take the lead in problem solving. Maybe
it’s time to educate and empower community residents so that they are the
ones who approach the police to join them.
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The Promise of Community
Development Corporations

By Paul Grogan, President of the Boston Foundation,
and Lisa Belsky, Senior Program Director at
Local Initiatives Support Corporation in New York

first reading of the survey results presented in Chapter 4 reveals an

important milestone in the evolution of law enforcement: According
to the comparative findings, community policing, as policy, finds itself
increasingly in the mainstream, perhaps even part of the new “conventional
wisdom.” This is welcome news for all those working on the broader revi-
talization of urban America.

As paper policy, the pragmatism and promise of community policing
precepts are difficult to argue. Indeed, as Commissioner Paul Evans of the
Boston Police Department recently noted (Geller 2002b), “it’s common
sense that economic vitality and safety go hand-in-hand. So it’s just more
common sense to align police and community.” Unfortunately, in too
many places, concepts of community policing remain just that—well-
intentioned (at best) yet superficial notions of amorphous connections
between street-level officers and community residents. Community polic-
ing may be defined more by meetings held than by collaborative problem
solving and concrete action.

The good news, however, is that for those departments that do seek
meaningful and productive alliances with their communities, highly capable
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neighborhood partners—in our lexicon “community development cor-
porations” (or CDCs)—stand at the ready to help transform philosophy
into action.

This basic notion arises from our experience working at the Local Ini-
tiatives Support Corporation (LISC), based in New York. It was founded
more than twenty years ago by the Ford Foundation. LISC’s mission is to
deliver private-sector financial support and technical help to inner-city
revitalization efforts nationwide. These efforts are carried out by CDCs—
neighborhood-based, citizen-formed organizations that have a broad mis-
sion of rebuilding communities. The first of these groups appeared in the
late 1960s, and their numbers have grown exponentially since then. Today
more than 4,000 community development corporations operate through-
out the country. They have become a major positive force for the recovery
of very damaged and distressed inner-city neighborhoods.

The founders of LISC believed there was enormous potential for ordi-
nary people—the residents of these largely poor, minority communities—
to take the lead and accomplish things that neither the public nor the
private sector had the will or capacity to do. But they also believed that
without access to expertise and capital, even the most courageous and tena-
cious of these efforts would be limited. The Local Initiatives Support Cor-
poration is a cross between a foundation and an investment bank. It was
created to provide just such access. Since its inception, the organization has
been able to deliver more than $4 billion of private capital in the form of
grants, loans, and equity investments to several thousand of these commu-
nity development corporations around the country. This money has been
used to build or renovate more than 100,000 homes and apartments and
more than 20 million square feet of commercial facilities.

CDCs and Community Policing

Our views on community policing come largely from the perspective of
our long-term engagement in LISC and in the community development
field more generally. They derive, as well, from what that experience tells us
about the prospects for safety in these communities and for partnerships
with police. On that topic we offer three basic arguments.

1. Ordinary people in poor communities intuitively ascribe to the “bro-
ken windows” theory (Wilson and Kelling 1982). If you look at how
CDC:s have evolved and behaved over time, at their strategy, and at
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what they do on the ground in low-income neighborhoods, what you
find is an overwhelming implicit confirmation of what has come to
be known in the criminal justice world as the “broken windows” the-
ory. This is the idea that disorder, often in the form of blighted and
abandoned property, produces fear, spawns crime, and speeds the
decline and deterioration of troubled communities. This is by no
means the only negative force at work in these neighborhoods, but it
is an extraordinarily powerful one. CDCs believe very strongly that
this is the case and addressing it is at the core of their strategy.

2. CDCs help control crime. The rise of the CDC phenomenon—the
development of a robust community revitalization movement in this
country—is enormously good news for the prospect of safety, tran-
quility, and order in inner-city communities that have historically
seen chaos, even virtual anarchy. By themselves, even leaving aside
any particular relationship they have to the police or to any other part
of the criminal justice system, community development corporations
are making enormous progress in changing whole environments in
communities.! We ought to understand what this movement is all
about and learn from it.

3. Enduring, stable partnerships between police and CDCs should be
central to community policing. A particularly promising frontier in
community policing is the creation of formal, systematic, compre-
hensive alliances between police departments committed to commu-
nity policing and these kinds of community organizations. We have
already seen tremendous results from such partnerships in Seattle,
New York, Boston, Toledo, Kansas City, Missouri, and elsewhere.

Halting Physical Signs of Disorder

Residents who form CDCs absolutely embrace the broken windows theory,
although few if any have ever read the 1982 Atlantic Monthly article by
James Q. Wilson and George Kelling. They’ve never read Disorder and
Decline by Wes Skogan (1992), nor, for the most part, are they familiar with

1. We maintain that networks of CDCs are largely responsible for the spectacular
recovery of formerly ravaged neighborhoods like the South Bronx and Harlem in New
York City, and significant rejuvenations of neighborhoods in cities as diverse as Boston,
Kansas City, Houston, and Seattle.
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the host of other literature on problem-oriented policing. But instinctively,
given what life in these communities is like, the residents who form CDCs
understand that disorder is not only a symptom but also a cause of neigh-
borhood decline and rapid increases in crime. Wes Skogan captures their
viewpoint well when he says that disorder has a social and a physical con-
nection evident in the widespread appearance of junk and trash in vacant
lots, in decaying homes, boarded up buildings, and the vandalism of pub-
lic and private property, and in graffiti and the stripped and abandoned
cars that litter streets and alleys. Disorder is signaled by bands of teenagers
congregating on street corners, by the presence of prostitutes and panhan-
dlers, by public drinking, by verbal harassment of women, and by open
gambling and drug use. All of these conditions indicate a breakdown in
social order.

Such evidence of decline prompted the formation of many of the com-
munity development corporations in existence today—by churches, neigh-
borhood coalitions, block clubs, and civic associations, or merely by groups
of neighbors sitting on a stoop and saying, “We can’t let this go on. We've got
to do something. We can’t wait to be rescued by some outside force. We’ve
got to take action now.” Initially focused on something concrete and perhaps
quite small, like cleaning one vacant lot of garbage, these groups often grow
to be large forces in their communities by piling one small accomplishment
on another. For these groups, generating positive physical change in com-
munities—usually begun by rehabilitating and building housing—is a
bedrock element of their strategy. They regard boarded-up buildings and
vacant, weed-filled lots as blights in their neighborhood. If you think of a
neighborhood as a living organism, these are the wounds in which social
infection gathers, becomes more virulent, and spreads, taking the entire
community down. CDCs believe that they can start to replace these very
negative “signal senders” with positive ones. This will begin to affect the
whole perception of the neighborhood, influencing behavior in the process.

Rebuilding Social Norms

The downward spiral of community disintegration is propelled not just by
the physical condition of an environment but also by the behavior residents
display—behavior often licensed by the physical disarray (Skogan 1992).
This is the breakdown of social norms. The community development cor-
porations seek to rebuild and recreate the civic norms and sanctions that
are at the root of secure community life. They often try to establish what
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political scientist Richard Nathan in 2000 called “the mutual obligation
society.” In other words, CDCs recreate the web of reciprocal relationships
that marks healthy communities.

These CDCs are effective for many reasons. They bring tangible benefits
into communities—quality housing, jobs, and revitalization. They produce
visible victories that can begin to replace the psychology of decline that has
taken hold in communities with a contagion of success, progress, and pos-
sibility, infecting people with a new spirit that is critical to true revitaliza-
tion and order. CDCs repair damage to private markets. The private
economy, as most Americans know it, is severely impaired in most inner-
city communities. But by bringing housing, new investments, and hope,
CDCs capture the attention of merchants, entrepreneurs, and bankers.
Retail businesses in inner-city communities—supermarkets, pharmacies,
apparel stores, and other shops—begin to reappear.

Recapturing Political Power

Community development corporations also help communities recapture
lost political power. It is axiomatic that declining communities lose public
services. They don’t get good schools, the police don’t respond as quickly,
and garbage doesn’t get picked up as often. Why does that happen? Is it
because local government is somehow perversely invested in a given neigh-
borhood’s decline? No, it is not that conscious. People get good services
because they insist on getting them and have the power to enforce that
demand at the ballot box and in all the informal ways that our political sys-
tem allows.

In declining communities, that ability has been lost or eroded. But
CDCs begin to restore that ability. Part of the multiplier effect of commu-
nity development is seeing public services and investment reappear. This is
happening across America. One example is Linwood-Prospect in Kansas
City, Missouri, the heart of the African-American community, the site of
the TV movie of twenty years ago entitled The Day After. The producers
looked for the site in America that most resembled the aftermath of a
nuclear holocaust, and they found it at the intersection of Linwood and
Prospect Boulevards. Go there today, and you'll find two thriving shopping
centers, hundreds of new homes and apartments, community centers, and
more—all produced by CDCs.

One of the largely uncredited aspects of the great crime-success story in
New York City is the huge rebuilding process that went on in neighborhoods
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across the city. There are tens of thousands of homes and apartments,
developed by community development corporations and now backed
heavily by private capital and public investment. The steepest drops in
crime in New York neighborhoods occurred precisely where the redevelop-
ment activity was most concentrated.>

The Potential for Future Alliances

So what is the potential of formal cooperation and alliance between such
groups and the police? Police all too often look out at a community and see
merely a host of conflicting interests. They hear a chorus of confusing and
disparate voices—most of which are raised in complaint. We want to argue
that within that cacophonous mass, CDCs—builders and owners with the
power, capital, credibility, and capacity to get things done—are a special
class of community institution that ought to be of great interest to police.
CDCs have existed in a kind of parallel universe, often getting street-level
cooperation from police as part of their community-building programs
but not penetrating the command structure or strategy of police depart-
ments in any significant way.

Historically, a key factor inhibiting progress on crime has been the deep
and long-held mistrust between some community residents and police. As
we have described, CDCs generally seek to create stable, healthy, economi-
cally vibrant, and safe communities. Police share this goal and know the
characteristics of a healthy community are vital to their own core mission.
However, despite the natural confluence of goals, police and CDCs are, in
the context of this country’s cultural, racial, and economic history, seem-
ingly unnatural allies. Community groups often organize against institu-
tions. Perceptions of racism, other prejudice, or misconduct can make
them wary (at best) of police. Police operate within a rigid bureaucracy.
Too often they experience the streets they patrol as war zones, and they see
some community organizations as one of many voices demanding change.
Real cooperation can be elusive with these types of organizations.” The

2. While many factors were no doubt at work (including an improving economy),
the dramatic abatement of blight in the neighborhoods, along with the creation of sig-
nificant new housing, played a larger role than acknowledged.

3. Many police agencies, however, have successfully partnered and involved citizens
eager to support their law enforcement officers. Neighborhood watches, Police Athletic
Leagues, and citizen volunteer programs are just a few of the positive partnerships that
are routinely formed with police agencies.
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challenge has been to overcome historic mistrust and help each see the
other as a valuable and trustworthy partner.

Beginning in the mid-1990s, the Local Initiatives Support Corporation
engaged in a national effort to help communities rise to that challenge.
Since then LISC has demonstrated that once cooperation is achieved, much
can be accomplished. The menu of positive outcomes is long: new and pro-
ductive partnerships and programs, physical improvements (less graffiti,
better street lighting, fewer crack houses), housing and economic develop-
ment opportunities, real reductions in crime, and attitudinal changes (less
fear and better rapport between police and CDC members).

The national program is called the Community Safety Initiative (CSI).
Launched with crucial assistance from PERF, the CSI has a straightforward
mission: put CDCs and police together to create and sustain the kind of
concrete outcomes described above. The methodology for achieving this
mission is also deceptively simple: create robust working partnerships
between CDCs and police officers and managers.

Police-CDC Partnerships

With its collaborators, LISC identifies like-minded or potentially like-
minded partners among police departments and CDCs; provides resources
to staff the partnership and fund the myriad creative ideas and projects that
emerge from it; offers technical assistance on an on-site and off-site basis;
and documents the progress. A body of learning is created that can be
shared not just within the CSI network, but more broadly throughout the
community-development industry, the policing world, and beyond.

What is unique is not the strategy per se but what the partners bring to
the table. An astonishing positive spiral of benefits flows from the partners’
work together—benefits no individual could have achieved alone. This col-
laboration has had lasting effects.

At the outset of the Community Safety Initiative, there was more
emphasis on building relationships than on getting results on the street.
But the program’s core methodology—grow the partnership, nurture it,
support it for the long term, and, most of all, exercise patience as it stum-
bles—has fostered its most notable successes. As the older CSI sites have
demonstrated—and as we expect the newer sites will confirm—staying the
course pays off.

“Police-CDC partnerships are not simply another version of the
police-resident partnerships that have become popular in community
policing,” writes David Thacher (2002) in a paper published by the John F.
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Kennedy School of Government at Harvard University. “They are a specific
type of relationship that commands the distinct resources of an important
institution. They also are not simply a separate ‘security’ program of the
sort that a few CDCs have added to their portfolio. They are a tool that
helps CDCs to pursue sustainable revitalization and influence a range of
conditions relevant to neighborhood quality of life. Looking to future proj-
ects like those in Seattle and New York, it seems especially important to rec-
ognize the breadth of strategies that police and CDCs can pursue together.
In sum, these projects offer ample evidence for the value of police-CDC
partnerships.”

Progress in policing comes at various paces in various places. Something
as ambitious as the partnerships described in this chapter is probably not
for every police department—at least not until its leadership or its service
population sees the need for a deeper and more meaningful engagement
with community change agents. But many police agencies are ready, will-
ing, and able—and have local CDCs comparably positioned, even if the
two have not yet met—to forge potential strategic alliances for safer, more
livable communities. Enlightened police leadership bolsters our confi-
dence. The former chief of the Charlotte-Mecklenburg Police Department,
Dennis Nowicki, describes CDCs and police as “key allies” (Geller 2002a).
“If a police agency is doing real community policing and problem-solv-
ing—spending its resources and reputation to support officers who work
effectively with the community,” he writes, then it “should jump on oppor-
tunities to significantly improve the neighborhood, which is just what a tal-
ented CDC is good at. . . . [W]orking with CDCs is just common sense”
(Geller 2002a).

In considering the fears engendered by the current domestic and inter-
national landscape, some wonder whether meaningful community—police
partnerships can survive, or, more pointedly, are even appropriate. Our
view is well expressed in the words of Boston’s Commissioner Evans: “Our
best defense against terrorism is healthy communities in which residents
know each other, and key stakeholders work with the police. The terrorists
thrive in an atmosphere of anonymity. Nothing could be more to our
advantage than strong working relationships. . . . [T]he investment is not
trivial, but it can pay huge dividends” (Geller 2002b).

The good news is that most major cities now have thriving networks of
CDCs. To launch a productive partnership in your city,

+ identify a high-potential partner CDC (feel free to contact LISC for
assistance),
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+ craft together an ambitious statement of your shared mission,

+ hire a project coordinator to do the leg work of the partnership,

+ procure support from technical assistance providers who can help
guide the strategies and day-to-day operations of your partnership,
and

+ document your progress.

A successful CDC—police partnership will

+ bring together community groups and police departments in a non-
confrontational atmosphere,

+ bridge communication gaps within and between the organizations,

+ bolster organizational infrastructures with specially tailored assis-
tance and training,

+ pinpoint systemic and persistent neighborhood crime problems,

+ integrate the participating CDCs” development agenda with broader
public safety goals,

+ develop and maintain a strong advisory committee and community
participation,

¢ identify and utilize technical assistance (from CSI, for example, or
other experts in this brand of partnership),

+ craft dynamic plans to resolve identified problems,

+ achieve real accomplishments on both the safety and community
revitalization fronts,

+ facilitate long-term cooperation, strategic planning, and bold think-
ing by participants,

+ assess progress periodically with participants,

+ provide opportunities for learning, documenting, and disseminating
“best practices,”

+ engage in public relations to broadcast results, and

+ leverage resources from within the community and beyond.

As noted at the beginning of this chapter, today community policing char-
acterizes the mainstream of the policing profession. It is our hope that in the
not too distant future collaborations between police and community devel-
opment corporations also will become firmly embedded in the mainstream.
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Community Policing and
Web-Based Communication:
Addressing the New
Information Imperative

by Dennis P. Rosenbaum, Professor and Director, Center for
Research in Law and Justice, Department of Criminal Justice,
University of Illinois at Chicago

merican policing in the twenty-first century has embraced commu-

nity policing and experimented with myriad other approaches,
including data-driven policing, problem-oriented policing, “broken win-
dows” policing, zero-tolerance and paramilitary policing, and even tradi-
tional policing—obviously not all at the same time or by the same agency.
To support these orientations, American policing has also adopted new sys-
tems of accountability and state-of-the-art information technology. At
times, these major trends have clashed, masqueraded as one another, or
provided mutual support; but regardless, they represent the diverse faces of
organizational change (and stability) in municipal policing today.

The future of community policing cannot develop independently from
these other trends, and its ability to survive and flourish will depend on its
ability to successfully accommodate, assimilate, or, if necessary, challenge
these coinciding forces. The history of policing suggests that technological
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innovation, such as the introduction of automobiles and radios, is among
the few forces able to alter the nature and style of policing in Western
democracies. Today the world is witnessing how information technology
can alter the way we engage in everyday social and commercial transac-
tions. Seeing the power of this technology, reformers and change agents
have high expectations about the capacity of technology to improve
municipal policing (Brown 2000; Dunworth 2000).

Beginning with the premise that information will be a driving force in
future police organizations, I address in this chapter a key question about
the future of community policing: What types of information and data sys-
tems are needed to facilitate the goals of community policing and improve
public safety? Technology has the capacity to either undermine or
strengthen community policing. Neither outcome is inevitable. One way
for police organizations to harness the power of technology is to address
one of the most persistent problems in urban neighborhoods—namely, the
problem of poor police—community relations. More generally, I will discuss
how information is important to building genuine anticrime partnerships.

The Future of Community Policing: Strong or Weak?

The prospects for community policing are strong or weak, depending on
how one reads the current evidence.

Reasons for Optimism

On the strong side, there is little question that, over the past decade, the
language or discourse of community policing has become fundamentally
ingrained in the psyche of American police executives, politicians, and the
public. Mother, apple pie, and community policing are good for America.
Police executives also report that their organizations have changed sub-
stantially in structure and function since the early 1990s in response to the
community policing agenda. The national surveys presented in Chapter 4
show that self-reported implementation of police—community partner-
ships, collaborative problem solving, and organizational change more than
doubled between 1992 and 1997. Other studies (for example, Roth et al.
2000) confirm sizable self-reported changes in police organizations during
the 1990s in a direction favorable to community policing.

In addition, there is growing evidence that community policing, if
implemented with high integrity and intensity, can make a difference in
public safety outcomes (Rosenbaum 1994; Skogan and Hartnett 1997).
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Arguably, the success of problem solving is also linked to community polic-
ing and the ability to identify problems that are a priority to the public, and
not just the police. Finally, support for this model of policing comes from
outside the public safety arena. Internationally, there appears to be growing
support for community roles in local governance and for interagency part-
nerships (Crawford 1997; Rosenbaum 2002). Citizens are becoming
increasingly dissatisfied with traditional bureaucracies and their inability
to be responsive to the needs of the public. The general public likes the idea
of community policing and wants municipal police to continue on the road
to full-scale implementation.

The Critics’ Perspective

Critics would argue that the findings from national studies are little more
than self-promotional smoke and mirrors from police executives who
know what people want to hear. There is little doubt among police schol-
ars that these self-reports overestimate the amount of real change in Amer-
ican policing, and anyone who spends time riding along with police officers
knows that the basic style of policing and how police bureaucracies
respond to problems have not changed fundamentally for decades.

If anything, we have witnessed the split of many urban police forces into
several functional groups. Traditional patrol and detectives have been sup-
plemented by specialized units, including problem solvers/community
policing officers and aggressive tactical units. Despite all the rhetoric about
compatibility or similarity, where zero-tolerance policing is practiced, it
rarely reflects a community-sensitive or prevention-oriented approach to
solving crime problems. It more often resembles a unilateral quasi-military
assault on specific target populations and hot spots. Nevertheless, these
actions can be proactive, problem-oriented, and information-driven, rely-
ing on state-of-the-art information technology, modern data systems, and
good undercover work.

Finally, the real challenge to community policing is evident on the faces
of community residents in every major city. If community policing has
been so successful, why are inner-city neighborhoods across America so
often disappointed in the police? Why are many African-American and
Hispanic communities so angry today? Why does the Justice Department
feel compelled to order consent decrees in so many cities? Is community
policing only for middle-class neighborhoods, while many low-income
neighborhoods are required to have zero-tolerance policing? The success
of community policing in the future will be linked to the capacity of
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municipal police organizations to seriously address the festering problem
of police-community relations.

The IT Factor

Granted, the problem is complex, but improved communication and
greater public accountability are essential ingredients for strengthening
police—community partnerships and improving the institutional legiti-
macy of the police. Given the availability of Internet-based information
technology, a more transparent police organization, with fast two-way flow
of information, has never been easier to achieve. Thus, the future of com-
munity policing will depend, in part, on how effectively police agencies can
integrate and exploit new IT in the service of community policing goals.

Defining Community Policing and Its Objectives

To see how information technology might help or hurt the future of com-
munity policing, we must first decide how to define this style of policing.
Notwithstanding a range of definitions, I argue that future conceptions of
community policing must give more attention to the most distinctive
aspect of the model-—namely, the police’s relationship with the “commu-
nity.” Therefore, a working definition should include but not be limited to
(1) organizational changes that encourage a closer relationship between
police officers and the neighborhoods they service, such as decentralization
of authority, attendance at community meetings, and, yes, foot and bike
patrols; (2) serious problem solving that is based on the real concerns and
problems expressed by neighborhood residents rather than police priori-
ties; and (3) community engagement designed to stimulate and empower
community residents in the prevention of crime and disorder.

In theory, the community policing model gives special attention to a
variety of related objectives: empowering the community; expanding the
police function to emphasize crime prevention; building partnerships
between law enforcement, community residents, and public and private
agencies; personalizing services based on community needs; engaging in
data-driven problem solving; and being accountable to police “customers”
for the services rendered (Cordner 1997; Rosenbaum, Lurigio, and Davis
1998; Skogan and Hartnett 1997; Greene 2000).

Why have progressive police leaders faced such resistance when seeking
to adopt these functions? An organizational analysis of the many factors
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that restrict change in bureaucracies cannot be attempted here. One thing,
however, is clear: change is much more difficult when management does
not have the information it needs to shape and reinforce the desired behav-
iors. At present, municipal police organizations are not driven by informa-
tion that will enhance and support the community policing model.

The Information Imperative

Community policing engenders a new information imperative. If policing
organizations are serious about decentralization of authority, then beat
officers must be empowered with up-to-date information about neighbor-
hood characteristics, and they should be accountable for their relationships
with neighborhood residents. If data-driven problem solving is a priority,
then police officers and supervisors need timely geo-based information rel-
evant to all phases of the SARA process—scanning, analysis, response, and
assessment. Especially important (and often neglected) are data about the
concerns and priorities of local residents and community organizations, as
well as factors in the local environment that are either preventative or crim-
inogenic. If community engagement is a priority, then police officers need
reliable information about the crime prevention behaviors of neighbor-
hood residents, as well as data on local resources that can be leveraged to
help prevent crime and disorder.

The information imperative of community policing is larger and more
demanding than I have suggested here. The Information Systems Technol-
ogy Enhancement Project, funded by the Office of Community Oriented
Policing Services in the U.S. Justice Department, is examining how infor-
mation technology can be applied to community policing and has grouped
these information needs into seven major categories: community interface,
interorganizational linkages, workgroup facilitation, environmental scan-
ning, problem orientation, area accountability, and strategic management
(Dunworth et al. 2000). Here I will give primary attention to the “commu-
nity interface” category because of its importance and relative neglect.

The community interface is critical for achieving two missing elements
in community policing: (1) strong and positive relations between police
and the community and (2) serious community-based crime prevention.
Both are needed to create the partnerships that theorists tell us should be
at the heart of community policing (Cordner 1997; Rosenbaum 2002).

Police—community relations are the first priority. From Rodney King
in 1992, to Amadou Diallo in 1999, to the sixteen year-old in Inglewood,
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California in 2002, media coverage of excessive force incidents has tainted
the image of police professionalism. Research has shown that these rare
incidents are followed by dramatic increases in unfavorable attitudes about
the police (Weitzer 2002) and thus contribute to a crisis of confidence in
the institution of policing. Looking beyond these cases, however, I am sug-
gesting that the day-to-day interactions between police and average citizens
also play a critical role in solidifying lasting impressions of local law
enforcement agencies. Too often, some municipal police organizations
have not responded appropriately and professionally to citizens as victims,
witnesses, suspects, complainants, and concerned human beings.

If the philosophy and values of community policing were communi-
cated and reinforced at all ranks of the organization, citizens who have con-
tact with the police would be less disgruntled than they are today.! The
history of tension with minority communities is long and repetitive. Some
of the hostility in both directions is unavoidable given the ugly job that we
ask police officers to do in high-crime communities. But the severity, per-
sistence, and pervasiveness of the problem demand that we give it greater
attention than we have in the past. One of the biggest “neighborhood prob-
lems” that needs to be addressed in urban America is the troubled rela-
tionship that exists between the police and local residents, especially
persons of color who live in high-crime neighborhoods. Again, without
data systems that collect relevant community-based information about
police performance and local community issues, and without new channels
of communication, behavior on both sides is unlikely to change.

The second priority is the creation of self-regulating neighborhoods
where citizens play the primary role in maintaining a safe environment.
Despite the many community-oriented activities engaged in by police
organizations today, a serious gap remains in their knowledge of the com-
munities they serve and their knowledge of “best practices” with respect to
creating true partnerships in the fight against crime and disorder. Com-
munity input, for example, is critical for empowering local residents and
transforming them from passive recipients of service to co-producers of
public safety. Again, police organizations need new types of information to
build both organizational and community capacity for preventing crime.
Thus, understanding and measuring citizens’ perceptions, beliefs, attitudes,

1. I am not suggesting that all citizens are unhappy with the police. In fact, most are
quite satisfied. However, minority race, lower class status, and any type of contact with
the police are factors that are associated with dissatisfaction.
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and behaviors with respect to neighborhood conditions become an impor-
tant police function.

Various methods have been employed for collecting new information
from citizens, ranging from surveys to beat meetings (Skogan and Hartnett
1997). According to the national data presented in Chapter 4, one of the
largest changes in police organizations between 1992 and 1997 was the use
of citizen surveys to gauge public reactions. By 1997 roughly three out of
four departments used citizen surveys to help them identify needs and pri-
orities, and nearly as many used them to evaluate police services. The chal-
lenge, as laid out here, is to institutionalize this process using Web-based
technology.

Technology and Accountability

A convergence of forces in the public and private sectors has resulted in two
big trends in policing today: (1) the desire to use advanced information
technology more effectively, and (2) a push for greater accountability and
hard evidence of success in achieving goals.? While these organizational
changes could be used to support community policing, they also have the
capacity to derail it. At present, technology and accountability are combin-
ing forces in a way that seems inconsistent with the primary goals of com-
munity policing. As Janet Chan and her colleagues note (Chan et al. 2001),
police are investing in information technology for three main reasons: to
improve effectiveness and efficiency (see first trend noted above), to meet
the requirements of new forms of management and accountability (second
trend noted above), and to satisfy external demands for information. The
first two reasons are dominant and deserve elaboration.

Improving Effectiveness and Efficiency

Police organizations are building bigger and faster data systems. The basic
idea is that better analysis of crime patterns and a more integrated data
warehouse will increase the efficiency of resource deployment and improve
investigations, which will, in turn, lead to the arrest of more criminals and
reduce crime at certain hot spot locations. While I applaud the efforts of

2. These forces include public pressure for greater openness and accountability in
government, private sector advances in information technology, and police success sto-
ries using technology like COMPSTAT.
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administrators to develop information-driven organizations, I am con-
cerned about this trend. These new systems tend to reinforce the long-held
misconception that police can win the war on crime alone, without any
additional information or support from the community. Information sys-
tems that are built around offender databases may encourage in-house,
reactive searches with a focus on solving known crimes. These systems
restore the traditional authority of the investigative function (although not
necessarily the detective role per se) and unintentionally divert the organi-
zation’s attention away from more important questions about how neigh-
borhood crime can be prevented. Either way, feeling empowered to catch
the “bad guy” faster, and witnessing quick results from their investment,
police organizations will be less inclined to see the value of long-term pre-
vention or community involvement. Unfortunately, as most seasoned law
enforcement executives will admit, we cannot “arrest our way out” of the
urban crime problem. Increasing the number of arrests, given the virtually
unlimited supply and demand for drugs and guns, is only a partial answer
to the problem of neighborhood crime and disorder.

At the foundation of community policing theory (as well as community
crime prevention theory) is the recognition that violent crimes and prop-
erty crimes are preventable, in large part, by modifying the informal social
actions of local citizens, changing the physical environment, and leveraging
social services to address human needs (Rosenbaum, Lurigio, and Davis
1998). Citizens are not only the best informants for the police; their terri-
torial surveillance and intervention can limit criminal opportunities.
Hence, when we think about “measuring what matters” and creating new
IT-driven performance measures for policing, we should think about
strategies that are likely to achieve important police goals such as prevent-
ing crime, increasing the public’s sense of safety, and improving
police—community relations. Information and accountability systems
should reflect a police department’s commitment to strengthen commu-
nity through the monitoring, evaluation, and revision of police (and citi-
zen!) activities that promote community engagement and that strengthen
residents’ feelings of “collective efficacy” in fighting crime (Sampson 1998).

Management and Accountability

When police organizations believe they can solve neighborhood problems
with police resources alone, they are more likely to get themselves in trou-
ble with the community. Policing without the consent or knowledge of the
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community can result in inequitable policing (for example, racial profil-
ing), aggressive and insensitive policing (for example, verbal abuse, exces-
sive force), and corrupt policing (for example, theft, false testimony, tainted
evidence, coerced confessions). The price paid by the police organization is
high: loss of the community’s trust and confidence, damage to the agency’s
legitimacy, weakened capacity to prevent civil unrest, costly civil and crim-
inal litigation, and greater political scrutiny from external agencies. The
price paid by individual officers also must be considered: alienation from
the community, compromised safety, increased risk of punishment, and
lower morale.

Traditionally, police accountability has been an internal and legal
process, focusing on the control of officers through punitive enforcement
of rules, regulations, and laws. Today police organizations are under pres-
sure to be responsive to the public both for crime control and police con-
duct. As Chan et al. (2001, 4) note, this new public accountability “has
transformed the traditional police force into organizations with mission
statements, business plans, marketing strategies and a new emphasis on
crime management, customer service and performance measurement.”
While police administrators have expressed a growing interest in customer
satisfaction, they unfortunately have yet to systematically measure and mon-
itor the important dimensions of customer satisfaction. In contrast, we
have seen widespread interest in computer-supported measurement of
police performance in changing traditional crime indicators, following the
lead of New York City.

The apparent success of New York’s technology-driven COMPSTAT
model has made “accountability” the new buzzword in policing. Account-
ability, an undeniable good, is arguably something that has been lacking in
law enforcement agencies for some time. But two important questions
must be posed. To whom are the police accountable? For what are they
accountable? Unfortunately, the COMPSTAT model requires the beat offi-
cers and their supervisors to be accountable primarily to central manage-
ment in the traditional police hierarchy. Hence, information systems are
being used to reinforce the quasi-military bureaucracy rather than to help
decentralize decision-making authority or open the organization to public
scrutiny, as called for by community policing.

For what are officers accountable? By far, the biggest problem for com-
munity policing involves the type of performance standards used for
accountability. Despite new technology systems, police organizations con-
tinue to rely on the traditional “big four” to measure their performance:
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reported crime rates, overall arrests, clearance rates, and response times
(Alpert and Moore 1993).? Police departments also reward individual offi-
cers for activity associated with drug and gun seizures and for income-pro-
ducing activity such as traffic and parking tickets. In general, too many law
enforcement agencies have blindly followed the narrow application of
COMPSTAT technology to hold police managers and officers accountable
for jurisdictional crime rates. The use of information technology is a good
thing, but for what purpose is it being used? What end does it serve?
Traditional measures of police performance are grossly inadequate for
satisfying the new information imperative of community policing and for
taking urban police organizations to the next level of performance (Dun-
worth 2000; Rosenbaum 2002). Simply put, these indicators of perform-
ance do not address the key factors that contribute to public safety or
attempt to gauge in a meaningful way the satisfaction of customers with the
quality of police service. Because law enforcement agencies are assumed to
be the experts on crime and public safety, and because they receive the lion’s
share of the funding for these issues, they carry the biggest responsibility for
educating the community and involving the community in both enforce-
ment and prevention activities (Rosenbaum, Lurigio, and Davis 1998).
Some cities, like Chicago, have taken this responsibility seriously by institu-
tionalizing community beat meetings and other activities (Skogan and
Hartnett 1997; Skogan et al. 2000). Unfortunately, when the community
becomes involved in problem solving, traditional police data systems are
not capable of incorporating the new data that are generated. As Skogan
(2002) notes, the community’s assessment of disorder problems often does
not fit neatly into existing police data fields, and consequently the assess-
ment does not get recorded in any systematic and representative way. This
suggests, again, that new data systems are needed to capture what is impor-
tant to community residents and what should be important to the police.
Once the overall “bean counting” system changes, the behavior of the
typical front-line police officer will change, but not before.* While police
chiefs regularly talk about the importance of community policing at
public meetings, their police officers are in the streets being rewarded for

3. See Moore et al. (2002) for an extensive discussion of who holds police account-
able and what measures are appropriate for assessing police performance.

4. Many officers engage in the “right” behaviors without a new evaluation system,
either because of their personal orientation or because they are situated in a special unit
that rewards such behavior.
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a completely different set of behaviors. Only when the performance eval-
uation system changes can we expect police—community interactions to
change. The implication is clear: we need to collect and monitor new
types of information about police and community performance in achiev-
ing goals.

This system of accountability must expand to incorporate new per-
formance standards based on the goals of partnership building, commu-
nity engagement, and problem solving—outcomes being demanded by the
public in the twenty-first century. Today there is considerable public pres-
sure on government to be open and responsive to community priorities.
Indeed, the legitimacy of the police as a public institution depends heavily
on its ability to strengthen public confidence and trust in them at a time
when police practices are being heavily criticized.

Public confidence in the institution of policing will be strengthened
only when police organizations engage in an open, honest, understandable,
and mutually beneficial dialogue with the public. There are many avenues
for creating this dialogue. One of them is sharing information through the
use of new technologies. This can dramatically increase the transparency of
the police organization (Fulla and Welch 2002) and strengthen its partner-
ship with the community.

New Web-Based Reporting System

In order to satisfy the information needs of community policing and prob-
lem-solving models, police organizations need to exploit the Internet more
fully. Although information technology has been promoted as the vehicle to
help catch the bad guy, little has been said about its capacity to expand com-
munication with the public, build stronger partnerships, and prevent crime.
A growing number of police departments nationwide now offer online
information about their services, programs, and crime statistics. Some
departments even offer crime mapping for the public.” To date, however,
few police departments nationwide have moved beyond simply posting
information to embracing the Internet as a proactive tool for obtaining
new information about neighborhood conditions, solving problems, build-
ing partnerships, evaluating programs, and assessing unit performance.

5. Two examples are the Chicago Police Department, http://www.ci.chi.il.us/
CommunityPolicing/Statistics/Statistics.html, and the San Diego Police Department,
http://www.sannet.gov/police/stats/index.shtml.
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For departments that are ambitious, I suggest adding the following five
components to your Web-based initiative: Incident-Reporting Program,
Citizen Monitoring Program, Neighborhood Profile Report, Enhanced
Police—Community Program, and the Public Service Links. Each compo-
nent will be discussed in turn.

Incident Reporting

Reporting incidents through the Internet is now a reality. In some loca-
tions, citizens are given the opportunity to use online reporting for traffic
accidents, property crimes, and a broad range of quality-of-life problems.®
My impression is that these services are offered more frequently in smaller
cities and towns where the volume of activity is more manageable,
although there is little, if any, research on this topic.”

Using the Internet for taking minor crime reports will allow officers to
devote less time to filling out reports, thus freeing them to address more
pressing issues. A faster method for filing reports, it will also allow police
departments to build a more representative database quickly and move
toward the goal of a “paperless” agency. Providing citizens with the option
of reporting criminal activity confidentially opens an avenue that previ-
ously has been denied to those residents who fear retaliation. Online
reporting and anonymous tips may lead indirectly to improved clearance
rates for violent crime, notably in neighborhoods where visible coopera-
tion with the police is problematic. If new crimes and new leads come to
the attention of the police, this information may help detectives solve more
cases. Entirely new patterns of crime may be observed and strategically
addressed through targeted crime prevention initiatives.

Citizen Monitoring

The public should be the primary source of data for any community-
oriented police organization, and Web-based surveys represent the
preferred methodology of the future. Hundreds of police departments

6. For online reporting of traffic accidents, see, for example, Colorado State Police,
http//crash.state.co.us/splash.jsp. On property crime reporting, see, for example, San
Jose Police Department, www.sjpd.org/. The Philadelphia Police Department encour-
ages online reporting of quality-of-life problems. See www.ppdonline.org/.

7. My colleagues and I are conducting a national study of law enforcement Web
pages to answer this question.
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nationwide conduct telephone and mail surveys (see survey data reported
in Chapter 4), but Internet surveys are much less common. Some depart-
ments choose to evaluate specific police functions, such as the performance
of the communications division,® while others seek a wide range of data on
diverse topics.” Instead of merely offering the public information, these
agencies are actively seeking community input and two-way communica-
tion to improve the delivery of police services.

Despite these promising developments, the state of the art in police
Web-based surveys remains very primitive. Efforts are needed to establish
(a) representative samples of community residents, (b) regular reporting
periods, (¢) comprehensive survey content to measure the important
dimensions of policing and public safety, (d) data analysis or feedback
mechanisms, and (e) plans for the systematic use of these data for strategic
or tactical planning.

I recommend a model for Web surveys in urban or suburban commu-
nities: Web survey data should be collected from a randomly selected panel
sample of households that can serve as “beat monitors.” The sample should
be clustered or stratified so that households are randomly selected from
each block or from each police beat. (The time has come to move beyond
the biased samples of civic-minded residents who regularly attend com-
munity meetings, belong to church organizations, etc.) Such a sample can
be achieved through a random-digit-dialing telephone survey of all listed
and unlisted phone numbers; households willing to serve as survey respon-
dents are sought. For families that do not have a personal computer or
Internet access, the necessary equipment and services should be provided,
along with some minimal compensation, in exchange for their participa-
tion in monthly surveys over a twenty-four-month period. These individ-
uals will serve as the primary source of data for the new information
system proposed here. By providing equipment and Internet access, at least
for randomly selected households, the government can begin to close the
large “digital divide” that separates Americans by race and class (U. S.
Department of Commerce 2000, 2002)—a divide that will prohibit the cre-
ation of representative samples of urban households.

This system of citizen monitoring will allow police departments to insti-
tutionalize previously sporadic efforts to “measure what matters” in the
twenty-first century (Masterson and Stevens 2002; Mirzer 1996). These

8. See Metropolitan Nashville Police Department, www.police.nashville.org.

9. See South Pasadena Police Department, www.sppd.org.
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new data elements, if collected systematically and shown to be reliable and
valid over time, should gradually achieve legitimacy as “official police data.”
A citizen monitoring program could do the following:

+ Monitor neighborhood conditions. Citizen performance measures
should capture levels of community involvement, collective efficacy,
perceptions and fears about safety and crime, problem-solving skills,
and preventive behaviors. Knowing the level of community efficacy
and involvement will allow police to determine the scope of commu-
nity development needed before satisfactory community—police col-
laboration can occur. Reductions or increases in citizens’ perceptions
of crime problems and fears will help direct and evaluate policing
efforts for particular communities. The early identification of crime
and disorder patterns is possible with this reporting program, thus
enhancing proactive policing. Tracking changes in levels of physical
disorder (abandoned cars, graffiti, and broken windows, for example)
and social disorder (for example, prostitution, youth loitering, loud
music) can alert police to developing problem areas and may indicate
communities in a “cycle of decline” (Skogan 1990).

+ Monitor police performance. These measures gauge citizens’ per-
ceptions of police performance. They essentially capture three
aspects of police performance important to the community: effec-
tiveness, equity, and efficiency (Eck and Rosenbaum 1994). Assessing
police responsiveness, demeanor, fairness, and effectiveness, these
items measure citizens’ overall satisfaction with police. A wide range
of attitudinal (trust and confidence) measures can be employed, cap-
turing the public’s sentiments about the organization, the local
precinct, and beat-level performance.

+ Evaluate anticrime interventions. By conducting surveys on a
monthly or bimonthly basis in every neighborhood, police will con-
tinually receive data suggesting whether problems are increasing,
decreasing, or staying the same. Also, with data collection in compa-
rable neighborhoods that did not receive localized police interven-
tions, a built-in evaluation design can be employed to increase
confidence in any conclusion that observed changes in problem lev-
els were caused by the intervention.

+ Offer recommendations. Web-based surveys present a great oppor-
tunity for police agencies to receive new ideas and suggestions from
citizens. Multiple perspectives on problems, programs, and policies
should be welcomed.
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In sum, a citizen monitoring survey program serves many functions. It
can monitor neighborhood conditions, identify emerging problems, evalu-
ate the performance of both police and citizens, evaluate anticrime inter-
ventions, and solicit new ideas.

Neighborhood Profile Report

Police departments are ready to receive information from the public, but
many are not skilled at giving information back to members of the com-
munity. A two-way flow of information is critical. If citizens take the time
to participate in a Web reporting system, the police should provide some
analysis and feedback on the information supplied. A neighborhood pro-
file report might include crime information, such as aggregate information
about incidents, arrests, and locations (mapping is an excellent example),
and citizen monitoring results, such as summary reports of the data col-
lected from citizens’ Web surveys. This feedback might include neighbor-
hood or beat profiles and performance summaries for both police and
citizens. Sharing information via neighborhood profile reports should
increase “organizational transparency,” thus fostering greater trust among
local residents and increasing their desire to collaborate.

Enhanced Police—Community Program

Departments that have institutionalized community policing programs
(for example, community beat meetings, neighborhood watches, police cit-
izen academies, school programs), can use the Internet to extend the reach
of these programs and to improve the efficiency of communications with
participants. The Chicago Police Department, for example, is exploring the
idea of using the Internet to enhance its well-known CAPS beat meetings. '

10. CAPS stands for the Chicago Alternative Policing Strategy. The Chicago Police
Department (CPD), famous for its success with community policing (Skogan and Hart-
nett 1997; Skogan et al. 2000), is now developing a state-of-the-art advanced information
technology system called CLEAR (Citizen and Law Enforcement Analysis and Reporting
program). This initiative should dramatically strengthen the department’s ability to
deliver services that are efficient, effective, and equitable. To date, the focus has been on
internal performance—using information for police management and operations. In the
final analysis, the most difficult test will be whether the Chicago Police Department can
address the information needs of local residents and beat officers in the context of com-
munity policing. Given that CLEAR is largely a Web-based information system, the CPD
is ready to explore new Web-based avenues of communication for building information-
driven, crime-fighting partnerships with the community.
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Beyond maintaining pertinent information about CAPS meetings (meet-
ing times, locations, agendas, guest speakers), “Virtual CAPS” might serve
as a communication center for beat officers and residents. A virtual com-
munity might complement the physical community fostered through beat
meetings. For reasons ranging from work schedules to disabilities, many
citizens cannot attend beat meetings. This inability to participate physically
should not preclude these residents from participating in police—community
decision making.

Efficient and inexpensive, chat rooms allow for synchronous communi-
cation, or conversation between two or more individuals, and would enable
police officials to hold “virtual meetings” at the neighborhood or citywide
levels. “Live chats” can be arranged with featured speakers, such as the chief
of police. Listservs and message boards, both asynchronous forms of com-
munication, are also possible. In addition to reminding residents of com-
munity meetings and relaying current information, a listserv can alert
them to immediate threats to their community. An initial means of notifi-
cation in emergency situations, a listserv merits special consideration since
the terrorist attacks of September 11, 2001. Message boards allow partici-
pants to post questions and suggestions to which others may respond.
These postings remain visible to eliminate duplication and provide a
forum for citizens to engage in proactive problem solving.

Public Service Links

If police departments are seriously committed to preventing crime (as
opposed to reacting to reported incidents of crime), they should be willing
to address the root causes of crime (child abuse and neglect, poor nutri-
tion, poor education, unemployment, and lack of treatment services, to
name a few). Criminologists have clearly documented that public safety is
not achieved by defensive or offensive anticrime measures alone. Rather it
is the product of a larger constellation of personal, social, environmental,
economic, and political forces that impinge on neighborhoods (Rosen-
baum, Lurigio and Davis 1998; Sampson 1998). Given this reality, police
agencies should use the Internet to link residents with a wide array of
resources that might assist them in solving personal problems and thereby
reduce their risk of offending or being victimized.

The public services component of the Web page would extend beyond
the boundaries of traditional policing efforts, providing links to websites
that offer information on social, educational, health, and public safety
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services. Residents could be linked to other city services as well as services
provided by local, state, and federal agencies. For active citizens who want
to expand their knowledge of community crime prevention and police
practices, the page could provide links to other criminal justice sites, locally
and worldwide.

The Web and the Future of Community Policing

As citizens become aware of the multiple purposes of Web-based commu-
nication—incident reporting, citizen monitoring, neighborhood profiling,
enhanced police—community relations, and public service links—they will
begin to access resources that can contribute to the empowerment of both
the individual and the community, thereby enhancing public safety. Neigh-
borhoods may be better equipped to organize local residents via the Inter-
net and strengthen informal social controls, thus having less need for police
intervention. In sum, the proposed Web-based initiative, by facilitating the
exchange of new and timely information and intelligence, promises to fos-
ter the goals of community policing.

Organizational Implications of Web-Based Communication

When a police department invites the public to participate in a reporting
program of this nature, it inevitably creates new expectations. The agency
is expected to manage the database, provide certain reports to the public,
and function as a more open, transparent organization. To meet both inter-
nal and external expectations, the police organization will need to restruc-
ture itself. Some police administrators and supervisors may become
information managers, with responsibility for handing specific functions
(such as responding to email inquiries, facilitating virtual beat meetings,
analyzing survey data patterns, mapping perceptions and incidents, and
preparing accountability reports). Each agency will need to make person-
nel adjustments as the demands for specific types of information change.
The start-up costs may be substantial, but so too may be the payoffs.
Expanding Web-based services will require allocating additional
resources to manage the wealth of new information flowing to and from the
organization. The initial challenges include developing the data collection
system, field testing it, making modifications, and achieving “buy in” from
police personnel and the community. Some community advocates question
whether the police should be the repository of this type of community-
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based information. They argue that an outside, neutral party, such as the
university, would be better suited for this task. There is not room to debate
this issue here, although it merits discussion.

Obstacles and Challenges

The Web-based survey, a very new methodology for querying the public,
must address several obstacles and challenges that lie ahead. The main
issues include response rates and generalizability, confidentiality, and tech-
nical issues (for example, bandwidth, connection speeds). Because Internet
users are not a representative sample of residents in most cities or neigh-
borhoods, local government officials (perhaps in collaboration with the IT
private sector) must be willing to invest in closing the digital divide, at least
for those who participate in this type of reporting program. Such an invest-
ment seems sensible and feasible. As technology costs continue to decline,
the digital divide will begin to close on a larger scale, as it did with access
to telephones in the twentieth century. Sills and Song (2002) estimate that
there will be one billion Internet users worldwide by 2005.

Although the reliability, validity, and security of Web survey data require
further study by research methodologists, this modality seems to be the
primary choice for the future. The telephone survey has nearly run its
course as a method for tapping public sentiment. It has been the primary
vehicle for survey research for decades, but with the emergence of Caller
ID, privacy managers, cell phones, and telemarketers, response rates have
plummeted. Survey research laboratories have shown strong interest in
Web surveys as a future methodology for measuring public perceptions,
concerns, and behaviors. Web surveys are cost effective, fast, efficient, and
convenient for respondents; they are capable of geographic specificity and
can handle complex survey questions with skip patterns (James 1999;
Perkins 2001; Sills and Song 2002; Tierney 2000).

In sum, community policing can be constrained or facilitated by infor-
mation technology depending on how it is used. Our ideas about what is
important to measure in twenty-first century policing should drive the
development of information technology, not the other way around. New
community-based data elements must be conceptualized, operationally
defined, and systematically collected as possible elements in an official data
warehouse. The proper analysis of this information and feedback should
create a police organization that is viewed by the public as responsive, legit-
imate, transparent, professional, and highly effective. Whether these
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hypotheses are supported by empirical evidence must await the results of
future field tests in multiple jurisdictions.

References

Alpert, Geoffrey P., and Mark H. Moore. 1993. “Measuring Police Performance in
the New Paradigm of Policing.” In G.P. Alpert, and A.R. Piquero, eds., Commu-
nity Policing: Contemporary Readings, 215-232. Prospect Heights, IL: Waveland
Press, Inc.

Brown, Maureen. 2000. “Criminal Justice Discovers Information Technology.” In
LaFree, G., James F. Short, R. J. Bursik Sr., and R. B. Taylor, eds. Criminal Justice
2000. Vol. 1: The Nature of Crime: Continuity and Change, 219-259. Washington,
D.C.: National Institute of Justice.

Chan, Janet B.L. 1999. “Governing Police Practice: Limits of the New Accountabil-
ity British Journal of Sociology 50(2): 251-270.

. 2001. “The Technological Game: How Information Technology is Trans-
forming Police Practice.” Criminal Justice 1(2): 139—159.

Chan, Janet B.L., David Brereton, Margot Legosz, and Sally Doran. 2001. E-Policing:
The Impact of Information Technology on Police Practices. Brisbane, Queensland,
Australia: Criminal Justice Commission. Available at www.cjc.qld.gov.au.

Cordner, Gary W. 1997. “Community Policing: Elements and Effects” In G.P.
Alpert, and A.R. Piquero, eds. Community Policing: Contemporary Readings,
45-62. Prospect Heights, IL: Waveland Press, Inc.

Crawford, Adam. 1997. The Local Governance of Crime: Appeals to Community and
Partnerships. Oxford: Oxford University Press.

Dunworth, Terence. 2000. “Criminal Justice and the IT Revolution.” In Horney, J.,
D. Mackenzie, J. Martin, R. Peterson, and D. P. Rosenbaum, eds. Criminal Justice
2000. Vol. 3: Policies, Processes and Decisions of the Criminal Justice System,
371-426. Washington, D.C.: National Institute of Justice.

Dunworth, Terence, Gary Cordner, Jack Greene, Timothy Bynum, Scott Decker,
Thomas Rich, Shawn Ward, and Vince Webb. 2000. Police Department Informa-
tion Systems Technology Enhancement Project ISTEP. Washington, D.C.: U.S.
Department of Justice, Office of Community Oriented Policing Services.

Eck, John E., and Dennis P. Rosenbaum. 1994. “The New Police Order: Effective-
ness, Equity, and Efficiency in Community Policing.” In Rosenbaum, D.P,, ed.
The Challenge of Community Policing: Testing the Promises, 3-21. Thousand
Oaks, CA: Sage Publications.

Eck, John E., and William Spelman. 1987. Problem Solving: Problem-Oriented Polic-
ing in Newport News. Washington, D.C.: Police Executive Research Forum.

Fulla, Shelley, and Eric Welch. 2002. Framing Virtual Interactivity between Govern-
ment and Citizens: A Study on Feedback Systems in the Chicago Police Department.
Hawaii International Conference on System Sciences, Lectures in Electronic
Government, IEEE Computer Society Press.

Goldstein, Herman. 1990. Problem-Oriented Policing. New York: McGraw-Hill.




112 COMMUNITY POLICING: THE PAST, PRESENT, AND FUTURE

Greene, Jack R. 2000. “Community Policing in America: Changing the Nature,
Structure, and Function of the Police.” In Horney, J., D. Mackenzie, J. Martin, R.
Peterson, and D. P. Rosenbaum, eds. Criminal Justice 2000. Vol. 3: Policies,
Processes, and Decisions of the Criminal Justice System, 299-368. National Insti-
tute of Justice. Washington, D.C.: U.S. Government Printing Office.

James, Dana. 1999. “Precision Decision: Speedy New Standard on Web Research
Feeds Accuracy, Privacy, Concerns.” Marketing News 33(20): 23-25.

Kelling, George L., and Mark H. Moore. 1988. “From Political to Reform to Com-
munity: The Evolving Strategy of Police.” In J. R. Greene and S. D. Mastrofski,
eds. Community Policing: Rhetoric or Reality? 3-26. New York: Praeger.

Masterson, Michael E, and Dennis J. Stevens. 2002. “The Value of Measuring
Community Policing Performance in Madison, Wisconsin.” In Stevens, D.J., ed.
Policing and Community Partnerships, 202-217. Upper Saddle River, N.J.: Pren-
tice Hall.

Mirzer, M.L. 1996. Policing Supervision in the 21* Century. FBI Law Enforcement
Bulletin 65, 6-10.

Moore, Mark, with David Thacher, Andrea Dodge, and Tobias Moore. 2002. Recog-
nizing Value in Policing: The Challenge of Measuring Police Performance. Wash-
ington, D.C.: Police Executive Research Forum.

Morgan, Gareth. 1997. Images of Organizations, 2d ed. Thousand Oaks, Calif.: Sage.

Perkins, Gay. 2001. “A Comparison on[al] Web-based and Paper-and-Pencil
Library Satisfaction Survey Results.” College ¢ Research Libraries 62(4):
369-377.

Rosenbaum, Dennis, P. 1994. ed. The Challenge of Community Policing: Testing the
Promises. Newbury Park, Calif.: Sage.

.2002. “Evaluating Multi-Agency Anti-Crime Partnerships: Theory, Design,
and Measurement Issues.” Crime Prevention Studies 14: 171-225.

Rosenbaum, Dennis P., Arthur J. Lurigio, and Robert C. Davis. 1998. The Pre-
vention of Crime: Social and Situational Strategies. Belmont, Calif.: Wadsworth
Publishing Co.

Roth, J.A., J.E Ryan, S.J. Gaffigan, C.S. Koper, M.H. Moore, J.A. Roehl, C.C. John-
son, G.E. Moore, RM. White, M.E. Buerger, E.A. Langston, and D. Thacher.
2000. National Evaluation of the COPS Program: Title I of the 1994 Crime Act,
NCJ 183643. Washington, D.C.: U.S. Department of Justice, National Institute
of Justice.

Sampson, Robert J. 1998. “What Community Supplies.” In Ferguson, R.E.,, and W.T.
Dickens, eds. Urban Problems and Community Development. 241-292). Wash-
ington, D.C.: Brookings Institute Press.

Scott, Michael S. 2000. Problem-Oriented Policing: Reflections on the First Twenty
Years. Draft summary report prepared for the Office of Community Oriented
Policing Services (COPS). Washington, D.C.: Office of Community Oriented
Policing Services.

Sills, S., and C. Song, 2002. “Innovations in Survey Research: An Application of
Web-Based Surveys.” Social Science Computer Review 20(1): 22-30.

Skogan, Wesley G. 1990. Disorder and Decline: Crime and the Spiral of Decay in
American Neighborhoods. New York: Free Press.




COMMUNITY POLICING AND WEB-BASED COMMUNICATION 113

. 2002. Luncheon address at Police Executive Research Forum conference
on Information Technology. Chicago, IL., July.

Skogan, Wesley G., and Susan M. Hartnett. 1997. Community Policing, Chicago
Style. New York: Oxford University Press.

Skogan, Wesley G., Susan M. Hartnett, Jill DuBois, J. Comey, K. Twedt-Ball[a2],
and J.E. Gudell. 2000. Public Involvement: Community Policing in Chicago,
National Institute of Justice, NCJ 179557. Washington, D.C.: U.S. Government
Printing Office.

Tierney, P. 2000. “Internet-based Evaluation of Tourism Web Site Effectiveness:
Methodological Issues and Survey Results.” Journal of Travel Research 39(2):
212-219.

U. S. Department of Commerce. 2000. Falling through the Net: Toward Digital
Inclusion. Washington, D.C.: Author. Available at: http://search.ntia.doc.gov/
pdf/fttn00.pdf

. 2002. A Nation Online: How Americans Are Expanding Their Use of the
Internet. Washington, D.C.: Author. Available at: http://www.ntia.doc.gov/
ntiahome/dn/anationonline2.pdf.

Weitzer, Ronald. 2002. “Incidents of Police Misconduct and Public Opinion.” Jour-
nal of Criminal Justice 30(5), 397—408.







Taking Community Policing
to the Next Level: Adopting
Technology Lessons Learned
from the Corporate Sector

by Barbara McDonald, Deputy Superintendent, and Ron Huberman,
Assistant Deputy Superintendent, Chicago Police Department

n early 1993 the Chicago Police Department (CPD) began to change the

way it provided police service with the introduction of the Chicago
Alternative Policing Strategy (CAPS). The goal was to move from a largely
centralized, incident-driven, crime suppression agency to a more decen-
tralized, customer-driven organization dedicated to solving problems and
preventing crime. The implementation of CAPS has been a long and ardu-
ous journey, and there are still “miles to go before we sleep.” However, the
original vision, outlined in Together We Can: A Strategic Plan for Reinvent-
ing the Chicago Police Department (Chicago Police Department 1993), is
still robust. New ideas and opportunities have emerged that show promise
for further strengthening CAPS and other community-oriented policing
models. Key among these is the use of technology to advance our commu-
nity policing goals.

In the 1990s, America’s corporate sector underwent a transformation
stimulated by the widespread use of technology to reduce costs, increase
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the effective use of resources, and increase the capacity to meet customer
needs. This effort proved so successful that many of the world’s largest
companies restructured their framework to take advantage of these pow-
erful new capabilities. And while the widespread implementation of
community-oriented policing models during this last decade has also
changed the way many law enforcement agencies do business, they may
well reach their full potential if they take a page from the corporate expe-
rience and embrace technology. This chapter will examine some of the use-
of-technology lessons learned from the private sector and delineate their
relevance to community policing.

The Chicago Approach: Information-Driven Policing

In 2000 Chicago Police Superintendent Terry G. Hillard challenged his
command staff to take the Chicago Alternative Policing Strategy to the next
level. Largely successful for almost a decade, CAPS needed new momentum
to keep the strategy fresh, effective, and responsive to emerging needs. The
superintendent’s call to action led to an evaluation of what elements of the
model were working and where change was needed. One product of this
examination was the development of a new paradigm dubbed “informa-
tion-driven policing,” defined as “the use of real-time, relational infor-
mation' to drive operations, inform policy decisions and strengthen
partnerships.” Information-driven policing does not replace the philoso-
phy, mission, or guiding principles of CAPS. Instead, it dictates a different
way of operating that will enhance the logic and structure of CAPS by inte-
grating private sector “lessons learned” into law enforcement business
practices.

CAPS: Making a Difference

Early in the development of the information-driven policing paradigm, it
became obvious that an enterprise information system was needed to inte-
grate and manage all of the information needs of the organization. There-
fore, in 2000 the Chicago Police Department conceptualized and began
developing a technology tool to support the folding of information-driven

1. Relational information refers to the comparison of any one data point or points
with any other data point or points.
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policing practices into Chicago’s community policing strategy. This enter-
prise information system was named Citizen and Law Enforcement
Analysis and Reporting (CLEAR). Although CLEAR has not been fully
implemented, the department has already seen significant changes (see Box
9-1). Some of these include substantial time savings from eliminating
redundant data entry, the ability to solve crimes that were previously
unsolvable, increased intra- and interdepartmental communication, and
real-time data sharing with 132 suburban law enforcement agencies.

Lessons Learned—Adopting Private Sector Technology

Believing that technology will drive the community-oriented policing rev-
olution, the Chicago Police Department gleaned six relevant lessons from
the private sector to apply to CAPS:

Lesson 1: Customers drive and must be active participants in product
development.

Lesson 2: Accurate and complete information is needed for effective
decision making.

Lesson 3: Real-time information enables proactive responses.

Lesson 4: Effective performance measures result in continually evolv-
ing strategies.

Lesson 5: In the absence of process re-engineering, technology imple-
mentation will not result in efficiency gains.

Lesson 6: Information sharing leads to win—win scenarios.

A closer look at the department’s application of these lessons from the
private sector can illustrate how technology could take community polic-
ing to the next level.

Lesson 1: The customer drives and must be
an active participant in product development.

The advent of the Internet provided the business world with the ability to
directly communicate with the majority of its customers. This enabled
businesses to better incorporate consumers’ needs and desires into product
development. While the new policing models of the 1990s emphasized the
importance of law enforcement personnel partnering with their cus-
tomers—the community—law enforcement has failed to take advantage of
technology to optimize communication with them.
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Box 9-1. Recent Changes in the Chicago Police Department

The impetus for the Chicago Police Department’s information system, Cit-
izen and Law Enforcement Analysis and Reporting (CLEAR), was the
department’s community policing strategy—CAPS. In implementing the
Chicago Alternative Policing Strategy, the department recognized that to
fully realize the potential of its new policing model, it needed to change its
business practices. CLEAR and its related business and information-sharing
practices reflect a major step forward in the department’s implementation
of community policing.

The resulting changes in the Chicago Police Department over the past
decade have been the subject of one of the most rigorous long-term evalu-
ations in recent history of any police agency or policing model. The depart-
ment used as a benchmark the components of change outlined in Together
We Can: A Strategic Plan for Reinventing the Chicago Police Department
(Chicago Police Department 1993). The CPD then succeeded in accom-
plishing many of the objectives set out in its stated vision:

+ The department’s mission statement and philosophy of policing have
been stated in concrete terms in widely distributed documents.

+ Roles, responsibilities, and procedures have been delineated for the
department’s Beat, District, Area, and Citywide Management Teams.

+ An around-the-clock team of officers is assigned to serve each of the
city’s 280 beats.

The Internet has the capacity to transform police and community inter-
action. To date, most law enforcement departments provide only one-way
communication via the Internet, presenting the community with descrip-
tions of services, prevention tips, and basic crime statistics, but not allow-
ing for community input. The true potential of the Internet is two-way
communication. It can be used to exchange ideas and report findings and
other information that can shape strategies, and it can facilitate as many
adjustments as necessary to overcome a problem.

The department is designing CLEAR with the community to ensure that
residents are integrated into the system via the Internet. This dynamic and
accessible communication link will provide an open exchange of ideas and
information that will be the cornerstone for information sharing in the
future.
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+ Beat officers meet monthly with the community to prioritize, analyze,
and strategize chronic crime and neighborhood disorder problems that
exist on the beat.

+ CAPS community organizers mobilize community members and organ-
izations to participate in problem solving.

+ Essential city services are provided on a fast-track basis for problems the
police and the community identified. (This process is now fully auto-
mated and accessed via the city’s 311 system.)

+ Supervisors and command members are held accountable for crime and
disorder strategies through an Office of Management Accountability.

+ Several interagency task-force initiatives address a variety of code viola-
tions—targeting locations that are the subject of ongoing criminal activ-
ity (for example, gang and drug houses and problem taverns), addressing
abandoned buildings, eliminating graffiti, etc.

+ The Chicago Alternative Policing Strategy is marketed through regular
television, radio, and print media venues, including a half-hour televi-
sion show that airs several times a week at various times to tell success
stories resulting from CAPS.

+ Point-and-click crime analysis is available to officers with a special ver-
sion for the community on the department’s Internet website.

Lesson 2: Accurate and complete information
is needed for effective decision making.

Competition during the 1980s and 1990s forced corporate America to
invest billions in information systems to enable accurate decision making
based on sound, quantitative data. Likewise, community policing is based
on the premise that the police and community will have enough informa-
tion to attack a problem at its root. All too often, the information needed
to address a problem is not available. Therefore, decisions are often made
based on limited information, leading to strategies that prove to be only
partially effective, at best.

Through the use of information technology, problems can be analyzed
in greater depth—identifying patterns of crime, specific offenders, victims,
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incident locations, and more. CLEAR enables CPD members to use a wide
range of real-time, accurate information in their decision making. The
department has now centralized all information into one relational data-
base so that it can be easily queried. To make it readily accessible, informa-
tion is now available through a Web-based interface that is as simple to use
as surfing the Internet. The availability of large amounts of data is proving
invaluable. Queried more than 10,000 times a day, the relational database
has significantly increased and improved the department’s decision-making
capacity, leading to reduced crime and increased community satisfaction.

Lesson 3: Real-time information enables proactive responses.

Microsoft guru Bill Gates coined the term “business at the speed of
thought” to describe a new paradigm in the business world. Technology has
provided access to real-time information, allowing corporations to imme-
diately react to changing market conditions. This flexibility, in large part,
was responsible for America’s booming economy in the 1990s. It is now
incumbent on law enforcement to make use of this same technology to
“solve crime at the speed of thought.”

Real-time information can greatly influence how officers work. Let’s
imagine an officer responding to a call for service using real-time informa-
tion; he or she is now armed not only with a gun, but also with a virtual
arsenal of automated information. The technology instantly makes avail-
able relevant data about the caller, the address, the type of call, and its asso-
ciation with community-identified problems. With this new “big picture”
view, the call is no longer treated as just another service call, but rather as
an event that is associated with the larger crime and disorder problems the
police and community are attempting to address.

CLEAR has been designed to provide department members with real-
time information to guide their actions in three ways. It makes possible dif-
ferential response, information links, and predictive analyses.

+ Differential response. Chicago, like many other communities, is
made up of multiple diverse neighborhoods. Therefore, a “one-size-
fits-all” approach to service cannot be applied to community priori-
ties. For CAPS to be effective, officers must be able to analyze and
properly identify the community’s priorities on their beats. While in
some high-crime areas, street drug-dealing is the priority, in other
neighborhoods the concern may be panhandlers. CLEAR alerts officers
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as new information about a specific problem enters the system. This
information may come from a 311 or 911 call, a case report, an inves-
tigator’s supplementary report, a community member’s information
update via the Internet, or one of many other sources identified as
relevant to the problem. The officer is then ready to begin immediate
collective action with his or her community partners, adjusting prob-
lem strategies when appropriate.

Information links. If police departments had good information
about every incident they investigated (call-for-service, offender, wit-
ness, victim, and crime scene information, etc.), most criminal acts
would result in an arrest or other appropriate disposition. Very often,
however, vital information is missing. Frequently, a police depart-
ment’s capacity to solve and address crime and disorder problems is
dependent on its ability to link and associate disparate elements from
multiple cases. The effectiveness of CLEAR is based on its capacity to
conduct, in real time, analyses using every piece of information in
the system. This linking provides immediate feedback to investigat-
ing officers and places them in a better position to ask questions and
follow tips likely to point them to an offender. Without technology,
making these links is a cumbersome and often inaccurate process
that rarely informs officers of relevant information as incidents are
occurring.

Predictive analyses. In uncertain economic times one of the greatest
challenges law enforcement personnel face is combating crime and
disorder with ever-shrinking resources. Improving the capacity of
police to reduce crime will require using real-time data to deploy offi-
cers when and where they are most needed. A weather forecaster pre-
dicts the weather with a certain degree of accuracy based on certain
climatic conditions; Chicago’s analysis work suggests that crime can
be predicted in much the same way. Historically, predicting crime has
not been attempted. There are three possible reasons for this: the nec-
essary data never existed in one relational database; the data were not
real time, and technology had not caught up with the processing
needs required to run the necessary algorithms.

As part of the CPD strategy, CLEAR is being designed with a pre-
dictive analysis component. This technology tool will automatically
assess data from the computer-aided dispatch system, incident sys-
tem, offender database, and more than 200 other data sources to
proactively identify hot spots. It will alert officers of emerging crime
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patterns and of crimes that are statistically likely to occur. Integrating
this analysis with resource availability will provide managers with the
information necessary to make decisions about police response. Ini-
tial statistical analysis of this concept shows a great deal of promise.
In the near future, the CPD will be deploying personnel using real-
time data to identify where officers will have the greatest impact in
reducing crime.

Lesson 4: Effective performance measures
result in continually evolving strategies.

During the 1970s and 1980s, many large American manufacturers lost
valuable business to foreign competition. This occurred for a variety of rea-
sons, including competitive wages from abroad. Business was lost, however,
because these corporations did not have the appropriate performance
measures to identify their competitive advantages. For many corporations,
the sole measures were product output, costs, labor, and overhead. The
missing measures of performance often included predicting customers’
future requirements and identifying those areas in which domestic manu-
facturing could overcome foreign competition.

These lessons have significance for law enforcement. Policing has yet to
evolve from basic performance measures (levels of reported crime, clear-
ance rates, operational costs, etc.) that do not inform our strategic think-
ing.? A new focus on developing performance measures to assess the
community’s satisfaction with our “products,” our effectiveness, and our
strategies is needed. While some departments have implemented phone
and on-line surveys, using technology to truly capture effective real-time
feedback is still missing.

The department is currently working to develop performance measures
to judge the effectiveness of strategies, policies, and daily operations, as well
as their impact on the community. To garner input from the community, a
series of Internet access points are being created (for example, terminals in
public facilities). As the “digital divide” in some of Chicago’s most troubled
neighborhoods persists, new partnerships are being formed with the cor-
porate community to ensure that all residents are connected.

2. For more detailed discussions on effective performance measures, see Langworthy
(1999) and Moore et al. (2002).
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Lesson 5: In the absence of process re-engineering, technology
implementation will not result in efficiency gains.

Using the power of technology, many Fortune 500 companies have intro-
duced new business practices that have saved them hundreds of millions of
dollars in operating costs. Key to corporations’ ability to add value to their
operations has been process re-engineering. This entails an in-depth analy-
sis of business processes. Waste, duplication of effort, and other coordina-
tion problems or breakdowns in the flow of information are identified. The
analysis leads to a new technology-driven workflow in which only those
functions that add value remain. A streamlined process of completing tasks
is then adopted. This results in a more efficient work force, greater pro-
ductivity, and increased profit.’

Such progressive re-engineering has not been evident in most police
agencies, however. They still attempt to develop technology to fit the way
they do business today. Although most police departments have changed
the focus of their policing strategies (community interaction, problem
identification, partnerships, etc.), they have failed to change the core func-
tions of information collection and analysis. For community policing to
reach its full potential, departments must change the way they do business
by incorporating technology. All aspects of police operations must be
examined—from incident reporting, to prioritizing calls for service, to
deploying resources, to streamlining information flow to other agencies
and the community. New, flexible, and powerful technology systems will
also enable law enforcement to quickly adapt to arising concerns, prob-
lems, and strategies. This proactive response represents the essence of effec-
tive community policing.

To change the way it does business, the Chicago Police Department is
throwing out its cumbersome, half-century old case-reporting system. The
twelve paper forms currently used to capture all criminal incidents are
being replaced by one electronic application that “guides” officers through
the preliminary investigative process—exposing them only to those ques-
tions that have bearing on the case they are investigating. This re-engineering
will result in more accurate and timely data that will link information to
solve more crimes and strengthen our partnerships.

The bedrock of community policing is a trusting relationship between

3. On Chicago’s early efforts and the process mapping experiment, see Fraser et al.
(1998).
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the police and the community. Nothing erodes trust more quickly than an
officer’s inappropriate or unlawful action. Therefore, the CPD is in the
process of reforming its personnel systems to improve its capacity to deal
with problem employees, to reward outstanding performers, and to man-
age discipline fairly and impartially.

Lesson 6: Information sharing leads to win—win scenarios.

While law enforcement was developing stronger community and govern-
ment partnerships throughout the 1990s, the corporate world was also
building partnerships. There were technology-based, information-sharing
partnerships to reduce costs, leverage customer relationships, and build
industrywide information for long-term strategic planning. Large corpora-
tions invested in information systems that integrated their different supply
chains—reducing costs by using information to limit inventories, purchase
exact quantities of necessary goods, and reduce the administrative over-
head associated with manual job functions.

Integrating systems in the criminal justice community has the potential
to achieve the same savings and increase effectiveness. To take advantage of
the private sector lessons learned, the CPD approached its information-
sharing strategy as though it were a supply chain—a criminal justice sup-
ply chain. Two supply chain failures were identified during the process
re-engineering phase of CLEAR. The first failure was internal—no tools
existed for the meaningful exchange of information among department
divisions. The second failure was external—no mechanism existed to share
information with the department’s partners (other law enforcement agen-
cies, courts, corrections, community members, and others).

To address the internal problem, CLEAR was developed to manage all of
the department’s activities from start to finish. This enables smooth hand-
offs between divisions and the sharing of critical information. To address
the external problem, the department adopted multiple strategies. It is
common knowledge that criminals don’t respect jurisdictional boundaries;
CLEAR integrates arrest information from 132 suburban agencies into one
database that is updated in real time. This enables any officer from any
agency to track the activities of an offender regardless of jurisdictional bor-
ders. In the near future the system will expand to include information from
federal and state agencies, as well as other agencies throughout Illinois.

To improve the department’s records and the efficiency of information
exchange among non-law enforcement agencies (courts, corrections, other
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city departments, and others), the CPD designed CLEAR as an information
clearinghouse. While CLEAR will not become the records management
system for other partners, it will integrate their information so that any
agency can track an offender from the front end to the back end of the
process. This will not only result in better information; it also will greatly
reduce administrative overhead. In 2001 and 2002 the CPD reduced its
civilian clerical staff by more than 250 through the efficiencies gained from
CLEAR. In addition, base-line studies of officer productivity have revealed
a 20 percent increase in efficiency, as measured by the time it takes to com-
plete tasks.

Conclusion

Although the use of technology is only one element in a sound community
policing strategy, it is clear that its potential impact can be significant. The
private sector’s successes and failures using technology should serve as a
case study from which the criminal justice system can benefit. While
Chicago’s community policing strategy has proven successful, the imple-
mentation of a strong technology infrastructure will ensure that CAPS
remains vital and effective.
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Reflections from the Field
on Needed Changes in
Community Policing

by Nancy McPherson, Director of Services,
Portland Police Bureau

he “basics” of American policing have changed drastically since Sep-
tember 11, 2001. Decisions regarding individual rights in the context
of local and national security are shaping the role of police in all of our
cities. Today Department of Homeland Security dollars are allocated to
shore up the local response to terrorism and emergency preparedness.
Intelligence units search for terrorist connections in local communities as
the country debates the merits of war against its enemies. In the past, offi-
cers in riot gear provoked thoughts of the police as occupying forces in the
community. Today officers are deployed in personal protective gear as stan-
dard equipment to deal with groups of individuals bent on using violent,
unlawful behavior in crowd situations.’
Citizens and police alike are re-examining the question “Is community
policing still relevant?” Community policing—which includes solving

1. The protesters at the World Trade Organization conference in Seattle are one
example.
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problems, improving social connectedness in neighborhoods, and forming
police—community partnerships—is more relevant than ever in a profes-
sion that was unable to fire a single shot to stop the events of 9-11.

The question from the field in this new era is “Are we focusing on the
right things?” If we are, what are the challenges to moving community
policing forward? In spite of a resistant police culture, community policing
progressed during the past two decades. From this practitioner’s perspec-
tive, the following issues must be addressed to ensure continued progress
in community policing:

+ developing front-line professionals’ leadership abilities,
+ conducting problem-solving research and employing technology
effectively,
+ strengthening core systems that reinforce community policing values,
— generalist problem solving
— crime analysis that is accessible to the beat officer
— performance evaluations premised on clear expectations, ongoing
coaching, and acknowledgment of the value of community prob-
lem solving
— structured and meaningful community involvement
— adult learning and values-integrated training
— field training programs
+ ensuring ethical competence, and
+ working with police unions.

Developing Front-Line Professionals’ Leadership Abilities

One has only to observe the musical chairs at the top of the law enforce-
ment profession and the brevity of new chiefs’ honeymoon periods to real-
ize that however important top cop leadership is—and it is—it is not the
leadership that has staying power inside the culture. Several years ago an
officer patrolling a beach community in southern California was asked if
his sergeant was supportive of the department’s five-year-old problem-
oriented policing initiative. He said, “My sergeant said this has been around
about five years. That’s about the average life of a program in our depart-
ment. You just hang on and we’ll ride this one out, too.” There are “fence
sitters” in every organization who know that change can be outwaited.
Efforts to reform policing have been based on the assumption that change
at the top levels of police leadership would result in change throughout the
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police system. While some of the progress visible today is a result of com-
mitted and visionary police leaders, it is also true that “progress” is redefined
each time a new leader steps into the role. Line-level officers know this.
Every new chief wants to leave his or her imprint on the organization.

An internal look at innovation in the law enforcement profession reveals
that much of the visible progress is the result of pragmatic and innovative
front-line practitioners—the “leaders in the field”—who put their credibil-
ity on the line to try something new or to blaze a trail on their own. It is the
“street cop culture” that remains constant, while police chiefs pass through
revolving doors, federal consent decrees mandate change, crime rates go up
and down, elected officials are seated and unseated, and critical incidents
occur regularly that exacerbate racial tensions and other societal problems.

Men and women on the front line who have earned respect and credi-
bility through bravery and competence in the performance of their duties
have great influence, often informally, inside the police culture. They are
the ones with access to the locker room, the inner sanctum of a patrol car,
informal meetings in the field, or off-duty socializing. It is in these settings
that the most powerful learning about the organization and what is
expected of officers takes place. Many officers will not choose formal lead-
ership during their police careers, while a number will advance to the rank
of sergeant—a formal leadership role considered “untainted” by politics.
Yet the influence of these officers in the field will be much greater than that
of the “higher ups” who are occasionally seen at a roll call, a reward cere-
mony, a disciplinary hearing, or a social event.

Front-line officers, the backbone of police operations, are the messengers
to the American public about police authority, actions, and attitudes. Their
“routine” contacts with individuals in the performance of their duties shape
community members’ feelings about the police role and the feelings and
attitudes of those with whom they share their experiences. If one can unleash
the potential of these informal leaders to inspire the changes still needed in
the police profession, the future of community policing will be ensured.

Are we currently preparing informal leaders in the rank-and-file for
future leadership on the front line or as they advance through the ranks?
Review the training budgets of most police departments. Note who attends
training outside the organization. It is not the officers who do the work
everyday. Truthfully, most police departments struggling to maintain mini-
mum staffing levels in the field and to keep overtime costs down cannot
afford to have patrol officers gone from their daily responsibilities. Yet to per-
form effectively in their informal or formal leadership roles, police officers
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need to reflect on how policing affects them and how their policing affects
others. The potential for looking internally to rank-and-file officers as
“agents of change” is enormous. The means to develop them must come
from resources outside of their own organizations. There is a compelling
case for creating a national leadership institute to pull officers out of their
agency culture and to expose them to ideas outside their own organizations
so that they understand the larger context of policing.

Conducting Problem-Solving Research
and Employing Technology Effectively

The strategies of community policing have been overlaid on the traditional
model of policing in which a police presence, rapid response, and follow-
up criminal investigations are still the priority for patrol operations. Prob-
lem solving (that is, addressing the underlying conditions that create crime
and disorder) is still difficult to fathom for harried patrol supervisors and
their officers who are tasked with responding to community members and
elected officials who demand an immediate response to recurring inci-
dents. Yet spending time on understanding a problem before responding to
it is critical if a long-lasting solution is to be reached. “Just tell me what you
want me to do,” a comment often heard in the field, suggests that a guide-
book on problem solving would be helpful to these practitioners.

Research on Best Practices

The Office of Community Oriented Policing Services (COPS) in the U.S.
Department of Justice has published Problem-Oriented Guides for Police
Series by a group of highly respected researchers.? This body of knowledge

2. According to the COPS Office website (www.cops.usdoj.gov), in spring 2004 nine-
teen problem-oriented guidebooks in this series were available for immediate down-
load: Acquaintance Rape of College Students; Assaults in and around Bars;; Bullying in
Schools; Burglary of Retail Establishments; Burglary of Single-Family Houses; Clandestine
Drug Labs; Disorderly Youth in Public Places; Drug Dealing in Privately Owned Apart-
ment Complexes; False Burglar Alarms; Graffiti; Loud Car Stereos; Misuse and Abuse of
911; Panhandling; Rave Parties; Robbery at ATM Machines; Shoplifting; Speeding in Res-
idential Areas; Street Prostitution; and Theft of and from Cars in Parking Facilities. Also
available is a companion guidebook that focuses on assessing and measuring response
strategies. It is entitled Assessing Responses to Problems: An Introductory Guide for Police
Problem-Solvers.
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regarding problem-solving efforts is one of the most encouraging develop-
ments in the field. These COPS publications provide a wealth of informa-
tion for detectives and patrol officers on current practices and innovations
to deal with old and new problems. A continued commitment to research-
ing current problems such as identification theft and computer crimes will
support patrol efforts to respond effectively to community concerns and
will engage reluctant investigators in problem-solving strategies.

For fourteen years the Police Executive Research Forum held an Inter-
national Problem Oriented Policing Conference. At this tenured learning lab,
practitioners and researchers met to discuss the latest problem-solving
research and tools. Herman Goldstein Awards for Problem Solving were
given at the conference. A credible panel of evaluators for the awards
helped to define problem solving and set standards of excellence for aspir-
ing professionals. Although the analysis of problems is still minimized in
the real world of everyday policing, the evaluation standards from this
panel of experts have demystified the analysis step of the problem-solving
model for field practitioners. PERF’s publication of case studies from the
conference and the work of the award winners are valuable contributions
to local training efforts. Research and opportunities for dialogue of this cal-
iber are vital to maintaining a commitment to problem solving. Agencies
should take advantage of these existing resources to boost their officers’
efforts to do quality work in the field. Although there is a new federal focus
on emergency preparedness and terrorism, there is still hope that funding
will continue from the U.S. Department of Justice for organizational devel-
opment. This funding has been instrumental in shoring up local commu-
nity policing efforts.

Technology

Officers’ ability to solve problems in the future will be aided with the avail-
ability of mug shots, crime analysis information, hot spot notification, and
e-communications on their mobile data computers. Performance evalua-
tions that link satisfactory performance to the application of these data to
field work are essential. Federal grants supporting technology advances,
which are not tied to the redeployment of officers, will also ensure the
availability of these new and exciting tools that encourage patrol problem
solving. With an infusion of new grant dollars, a number of model agencies
could pilot technology projects that might be replicated by others. Tech-
nology advances could address safety concerns as well as the analysis of
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crime and disorder problems. The National Institute of Justice’s Technology
Centers are well-positioned to provide support for such efforts.

Strengthening Core Systems that
Reinforce Community Policing Values

Structures inside each organization are needed that reinforce the “philoso-
phy” of community policing. One area of great frustration to those
involved in implementing community policing is the lack of core system
development. The thoughtful design and development of such structures
require a change in the way business is done and a change in spending pri-
orities; yet no long lasting changes occur without them. Structural changes
guide the most recalcitrant practitioner toward behaviors that support the
values and strategies of community policing. Which systems should be
developed? The answer lies in answering two questions: (1) “What do we
want our officers to do?” and (2) “What is hindering or supporting them in
doing that?” While cost is a concern, the internal talent inside most agen-
cies is abundant. When this talent is harnessed and directed, there is no
limit to what it can accomplish.

Generalist Problem Solving

During the past decade, local police departments have received substantial
federal funding to hire and train specialized “community policing officers.”
While this was a gain for police departments and for communities, it
increased the gulf between these specialist officers and the men and women
who perform the daily routines of uniformed police work in the more than
17,000 police and sheriffs’ departments in the United States. The result is
unfortunate—“community policing” is still seen by most officers as what
they do when not doing “real police work.” Many agencies are encouraging
all officers to engage in problem solving. Such encouragement, however,
must be structured through systems that ensure that “real police work”
includes engaging with the community to find long-term solutions to
problems.

Accessible Crime Analysis

Many patrol officers are well-educated and self-motivated individuals who
are innovative and critical thinkers. Yet there remains a barrier to their
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problem-solving efforts. This barrier is the inaccessibility to crime analysis
information in the field in most cities. In some cities, crime analysis is
available only to management, specialized units, or supervisors. The aver-
age patrol supervisor, who has little discretion to use overtime and worries
each shift about fielding the minimum number of officers to ensure officer
safety, cares little about the analysis of problems. Patrol officers need a
bridge over this barrier, a bridge that links officers to information.

One such bridge would involve decentralizing crime analysts to
precincts or area stations where informal conversations about crime prob-
lems could occur, and data were available to answer officers’ questions
about problem locations and crime patterns and trends. With timely infor-
mation and accessible crime analysts, officers can begin to understand the
conditions that create crime and disorder problems in their geographic
areas of responsibility. The research shows that one effect of community
policing is an increase in officers’ job satisfaction. Providing resources to
encourage the analysis of patrol problem-solving efforts will result in more
effective problem solving, and more satisfied officers.

Performance Evaluation Reforms

Accountability for problem solving must be part of meaningful perform-
ance evaluations. For performance evaluations to be meaningful, they must
be linked to select assignments and promotions. The relevance of any per-
formance evaluation system is still debated by a profession plagued with
paperwork. Supervisors who attempt to hold employees accountable in a
performance review and then have their evaluations disregarded or over-
turned view the process, not surprisingly, as a waste of time.

A good performance evaluation system is not merely an annual review
of an employee’s performance. It starts with clear expectations, and it is
reinforced by ongoing coaching and support. The culmination is a written
evaluation containing no surprises for the rater or the employee. Ask par-
ticipants in any training class how many were told of expectations con-
cerning the job they currently have. Ask how many were given regular
feedback on their performance. Ask how many of their departments have
credible performance evaluation systems. Few raise their hands.

PERF has developed a supervisors’ problem-solving course that intro-
duces the first step in a solid performance evaluation system—expressing
to officers clear expectations concerning problem solving and the use of
discretionary time. PERF’s work, however, has yet to make its way into
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most agencies. Officers and those who are accountable for their perform-
ance will not take community policing seriously until a meaningful system
of performance evaluation is firmly in place to reward, recognize, or cor-
rect inadequate performance. Agencies need to implement performance
evaluation systems that recognize competencies supportive of community
policing (for example, ethics, problem solving, leadership, and interper-
sonal, technical, and communication skills).

Community Involvement

In light of recent concerns about national security, citizens are again being
asked to be the “eyes and ears” of federal, state, and local law enforcement.
For agencies committed to community policing, this phrase is disturbing.
It seems to signal a return to the past and a failure to recognize the progress
made in expanding the role of the community in policing. The image of
neighbors peeking out from behind their curtains to identify suspicious
activity is an image that does not capture the meaningful actions occurring
today. Residents are taking ownership of the problems in their neighbor-
hoods and are inviting the police to be partners in the solutions to these
problems.

An important lesson from the case studies in problem solving is that
there are no long-lasting solutions to crime and disorder problems when
the community’s role is passive and reliant on police presence. Even with
the federal funding for 100,000 new community policing officers during
the past decade, the net gain in actual staffing locally is minimal due to
retirements and other attrition. The likelihood of having a police officer on
every corner now is no greater than when neighborhoods reclaimed their
streets from gangs in the late 1980s and early 1990s. Many of the gang
members who were incarcerated then are now being released back into the
community. The community must keep a proactive role in partnership
with the police to prevent fear and crime problems from recurring.

With new immigrant populations and their diverse languages, customs,
and concerns, social connections in neighborhoods and positive relation-
ships between police and community members are more important than
ever. Many immigrants bring with them a fear of police officers because of
personal experiences with corrupt and brutal police regimes in their for-
mer countries. At a time in U.S. history when fear of differences has
upsurged, the police must work harder than ever to connect with all com-
munity residents.
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In fifteen American cities, the COPS Office’s Value-Based Initiative is
strengthening linkages between communities and the police. In Portland,
for example, a model for dialogue developed at the Massachusetts Institute
of Technology is being used to link police and members of diverse faith
organizations. They are engaging in conversations about individual rights
in a time of heightened national security. Community members who have
not interacted with the police are volunteering to participate in these dia-
logues. Local corporations in most cities, and some newly formed local
police foundations, are also interested in lending a hand to ensure these
positive relationships continue. It is incumbent upon police leaders to
identify new stakeholders, and to engage faithful ones, to support these
connections.

Adult Learning and Values-Integrated Training

A few departments have accepted the challenge of adopting new training
methods that encourage adult learners to take responsibility for their own
learning. As noted earlier, problem solving and community partnerships
require competencies such as creative thinking, innovation, ethics, and
leadership. Although there are protests to the contrary, traditional learning
is still the method of choice in most state police training academies and in-
service training courses. This is a source of great frustration to enlightened
police executives. Many changed their recruitment and selection processes
to identify thoughtful, innovative candidates only to have the basic state
training reinforce a “group think” and “just enforce the law” approach to
policing. To counter this, one police chief sends a clear message to all new
recruits, “We didn’t hire you to come along for the ride. You’re here because
you have the leadership to do the right thing no matter what anyone else is
doing.” This admonition is backed by a new performance evaluation sys-
tem that recognizes leadership as a core competency for every police offi-
cer in the organization, from the patrol officer to the chief of police.
Police training should incorporate the values of the organization, and
community policing, into every module of training curricula. Stand-alone
training for cultural competency, ethics, problem solving, and community
partnerships is passé. Values such as respect, compassion, integrity, excel-
lence, problem solving, and service must be integrated into every aspect of
police work. Attractive posters on agency walls that espouse the corporate
values are meaningless to officers when they are engaged in a routine or
deadly encounter. Their focus is on being mentally and physically alert and
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relying instinctively on their training to carry them safely through the
encounter. When training integrates the organizational values into every
practicum or scenario, the officers will be better prepared to withstand the
scrutiny of their actions once the Monday morning quarterbacking begins.
Training of this caliber requires courage to challenge the sacred cows in
training units, but it has been developed in some agencies and should serve
as a model for others to follow.

Field Training

In most agencies, community policing is not integrated into field training
where the most powerful learning for new recruits takes place. “Skip what
you learned in the academy; I'll show you how it’s really done” is the
mantra police commanders most dread when releasing new recruits into
the field to their field training officers (FTOs). Accountability is increasing
with such tools as daily on-line evaluations of trainees through all phases
of field training and evaluations of FTOs by trainees once their phase train-
ing is complete. The changes needed to support community policing in
field training programs may be just around the corner. A model program
and curriculum have been developed by the Reno Police Department and
PERF with funding from the COPS Office. The role of field training offi-
cers is pivotal as these rank-and-file leaders acculturate new cops into the
profession. Agencies must closely examine their FTO programs, and lead-
ers, to see if community policing efforts are undermined or supported by
this influential structure.

Ensuring Ethical Competence

Starting with the hiring process, police departments make a valiant attempt
to screen for candidates with the highest integrity. In the basic academy and
throughout field training, raters are on the alert for any sign of aberrant
behavior from the trainees. An assumption is made once the trainee
becomes a tenured officer that the individual’s integrity has been thor-
oughly checked for flaws.

A single event can destroy the reputation the idealistic young officer
intended to earn. Media images and newspapers highlight these critical
points in an officer’s life, and in the life of the organization he or she rep-
resents. Dramatic accounts of police misconduct in cities across our nation
abound. Why do these destructive incidents occur? Was something over-
looked in the screening process? If only it were that simple.
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The complexities of the world in which police officers work put good
people to the test every day. The ethical dilemmas that they will face can-
not be understood by rookie police officers. Only with time and experience
under their belts can officers gain a deeper understanding of the signifi-
cance of their authority and power, and the complexity of their role. Only
then can officers make informed choices about how policing will affect
them and how their policing will affect others.

Officers need opportunities to build ethical competence. What does that
entail? Work is under way in the field, not just in the classroom, to design
a model for developing ethical competence, just as one develops tactical or
interpersonal competencies. This work is challenging but exciting. It can
help officers understand that community policing is not just a job but a call
to service. The call requires that officers comprehend how to perform their
role, how to predict the harm that could occur from wrong choices, and
how to inoculate themselves to ensure wellness in the profession.

Fostering ethical competence among police professionals does not mean
sending agency personnel to an ethics seminar. It involves daily lessons in
ethics, utilizing learning moments that occur in the course of everyday
work. Opportunities for reflection and discussion of ethical dilemmas are
needed. Ethical competence also involves structured accountability. One
idea is an annual audit for work units in which police managers are
required to engage the people they supervise in an inventory of their work-
place behaviors, attitudes, and environment. It is sensitive work because it
touches the core of a proud and committed culture. The return on invest-
ment, however, is high. Good people will not be lost from our profession
because they were unprepared to make appropriate decisions when they
were under pressure.

The relationship between the community and the police is a fragile one
and one that must be carefully nurtured. An organization made up of indi-
viduals who are ethically competent is an organization that will work effec-
tively with its communities through the most difficult of times.

Working with Police Unions

There is no single formula for ensuring successful relationships between
management and labor unions. The role of police unions or associations
varies greatly from state to state. When these relationships are successful, it
is a result of hard work by two committed and value-based leaders—the
police chief and the union president. These successes are rare. Advances in
the labor—management relationship found in some industries (advances
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characterized by interest-based bargaining) have not found their way into
most police organizations. City officials, not police executives, set the lim-
its for labor negotiations. The labor—-management relationship is still based
on position bargaining, which is win—lose in nature and is combined with
processes that further exacerbate the conflict inherent in such relation-
ships. The current framework for the police labor—-management relation-
ship runs counter to community policing strategies that emphasize
teamwork, problem solving, collaboration, creativity, and innovation.

Police administrators with progressive agendas often find them crushed
by labor leaders’ priorities that focus on pay and working conditions. Pro-
gressive labor leaders who promote ethical decision making and commu-
nity partnerships often find their tenure in office as short as those of the
top cops. Labor represents an internal culture that is powerful, resilient,
and accustomed to outlasting incumbent chiefs. Those inside see firsthand
what happens when progressive chiefs who are committed to the highest
ideals of democratic policing leave their agencies after short tenures. Busi-
ness-as-usual returns in short order.

Union leaders must be treated as police professionals. Indeed, union
leaders have an interest in contributing to the dialogue about the evolving
nature of police work, as well as in developing appropriate strategies to best
meet their communities’ expectations. A respectful relationship between
police management and labor leaders, even when disagreement is
inevitable, is in the best interest of the police and the community. As a
union president from Arizona said, “If the community likes what we’re
doing, they’ll be supportive of my officers when it’s time to discuss pay
increases.”

Summary

A patrol sergeant in the Los Angeles Police Department told me recently,

I have seen many issues surface, and many changes occur, as a
result of scandals, uses of force, or political agendas. Many of
these issues have risen to the surface due to the traditional style
of police work and management, both reactive in nature. If law
enforcement would adopt more proactive styles of policing and
managing such as those used in community or problem-ori-
ented policing, many of our problems—the result of our own
tactics—would be minimized or eliminated.
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A crossroads for community policing is imminent. One road will lead to
greater tension with all communities over individual rights, police author-
ity, and the exercise of discretion. The other road will give police the oppor-
tunity to engage communities in dialogue about individual rights in the
context of national security and about ways to work together to identify
and solve crime and disorder problems of mutual interest. We must choose
this second path. It is our responsibility as a profession and as a society to
advocate for the additional support needed from government at all levels.
Police and community leaders must ensure that the progress made to
implement community policing continues.






The Merits of Community Policing
in the Twenty-First Century:
The View from the Street

by Jerry Flynn, National Vice President/ Executive Director,
International Brotherhood of Police Officers, SEIU, AFL-CIO

Ithough the future of community policing is uncertain, the achieve-

ments of this nationwide philosophy and organizational strategy are
undeniably a success.! As the executive director and national vice president
of the International Brotherhood of Police Officers (IBPO), I hear from
thousands of police officers who have known traditional policing and
believe it can be enhanced by community-oriented efforts.? Police officers
know that it is frustrating and fruitless to respond to the same calls for
service over and over again without addressing the cause or the concern of
the citizen’s initial call. As an original member of the community policing

1. The uncertainty is largely due to threats to federal funding of community polic-
ing officers and efforts.

2. The International Brotherhood of Police Officers represents federal, state, and
local officers across the country. The IBPO, an affiliate of the Service Employees Inter-
national Union (SEIU), is the largest police union in the AFL-CIO. The IBPO is a full-
service public employees union representing 55,000 police officers nationwide.
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unit of the Lowell, Massachusetts, police department, I saw firsthand com-
munity policing benefits: the dramatic decrease in crime, the overall
improvement of a neighborhood, and the renewed quality of life of resi-
dents. Perhaps the most remarkable transformation was not the neighbor-
hood we protected nor the citizens we served but the change in police
officers themselves and their renewed commitment to performance.

To assess the future of policing, we must look to where we have been to
understand where we are going—by evaluating both our successes and our
failures. Community policing will continue to change as communities
change: it is from within those communities that real or perceived prob-
lems will evolve.

Traditional Policing

Traditional policing generated calls for service that were continuously
repeated. Street-line police officers were often subjected to unwarranted
stress because of their inability to curb the problem or reach real, long-
term solutions. With a rising crime rate came more calls for service. Street-
line police officers could do little more than respond to the call, quickly
assess the scene, make a decision based on information collected and obser-
vations, and then proceed to the next call. In fact, the officer gave little
thought to the problem-solving process because he or she was given little
latitude, short of making an arrest.

Under the traditional policing model, a community member’s only
interaction with a police officer was likely to be as a victim, witness, or sus-
pect of a crime, traffic violation, or accident, or as the recipient of news
about a loved one. Regardless of the incident, the interaction was probably
not a pleasant experience for the community member, and for the police
officer it was probably just another call for service. Unfortunately, the
memory of the incident may have forever tainted the community mem-
ber’s image of police. This attitude and demeanor toward police are
brought into focus when contrasted with the same community member’s
interactions with the other arm of public safety—firefighters.

A firefighter is often perceived as the person who rescues tenants from
burning buildings or frees people trapped in their automobiles. A fire-
fighter may have given your child a tour of the firehouse or, as part of a
community program, wrapped holiday gifts or put together kids™ bikes.
Firefighters were the first to speak to our children in schools about fire
safety. Their well-publicized “stop, drop, and roll” program explained what
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to do if your clothes caught on fire. The other well-known public safety
message was to “pick a spot to meet” in the event family members escaped
from a fire at home.

Firefighters have been in the forefront when it comes to community
involvement and public safety programs, and police can learn a lot from
the way they have been working at public relations. They have been involv-
ing the community for a longer period of time and have had a tremendous
amount of success.

Public Perceptions

Public perceptions of the police can make or break law enforcement efforts.
The community’s perception will dictate citizens’ reception of policing
efforts and their demands for service. If citizens trust and respect police,
they are more likely to help identify and solve problems that lead to crime.
If they believe that crime and disorder are out of control, their fear levels
will dictate what kind of police services they want, and their fears will limit
how much they are willing to be out in the community to thwart disorder
from progressing.

The Lowell, Massachusetts, police department has received national
attention for its community policing initiatives. The following mission state-
ment reflects the understanding that public perceptions are critical to polic-
ing efforts: “The mission of the Lowell Police Department is to work with the
community to reduce crime, the fear of crime, and improve the quality of
life in the City of Lowell.” The fear of crime, especially elderly and school-age
citizens’ fear, is as compelling as actual crime. One only has to remember the
fear that permeated the Washington, D.C., area during the sniper case in
2002 to understand the impact of the fear of crime. Entire cities were para-
lyzed by the threat of shootings in their area. Isolated criminal acts generate
debilitating fear that can wreak havoc in an entire community. Fear is one
premise of terrorism, and it is unfortunately very effective.

An Example of Community Policing

The initial success of the city of Lowell’s community policing program was
based on two critical factors:

1. The citizens of this crime-ridden community wanted the police offi-
cers there.
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2. The police officers assigned to the community policing unit wanted
to be there.

Several other factors were of importance, yet none was more essential
than the community’s direct involvement and its support of this new and
aggressive initiative. Residents, the school district, the business community,
politicians, and the local newspaper played a part. The two elements listed
above are crucial to community policing in any city. Lowell’s program was
not without problems, including union issues and political considerations,
and cities committed to community policing should be aware of issues that
can affect their new community-oriented initiatives.

A section of Lowell was selected by the administration for the police
department’s first community policing efforts. The area was approximately
one square mile, and it was chosen for several reasons. Although this part
of Lowell had an extremely high crime rate, it included both a business dis-
trict and a densely populated residential community. There were several
schools and places of worship, and the area was a main artery in and out of
the city. It was overrun with prostitutes and drug dealers who worked the
street corners day and night. The area also was selected because residents
came together to take back their working-class community from the crim-
inals. Finally, the level of agreement between management and labor to
work in this area is noteworthy.> The union made a commitment to the ini-
tial program and became an integral player in the community policing phi-
losophy. In fact, union leaders often spoke of the successes of this program
as it grew and became a national model of community policing. For com-
munity policing to succeed anywhere, there must be union-management
collaboration from the beginning.

The initial selection of Lowell’s community policing officers was a
process not without political ramifications. In the end, six police officers
and one supervisor were assigned to a storefront precinct in the middle of
the community, within the same impoverished business district the unit
was designed to improve. The final unit selections were as diverse as the
community itself. In the beginning, the community policing unit was
deridingly called by other officers the “Grin and Wave Squad” because of
the unit members’ friendly demeanor toward the public and their limited

3. Richard Johnson, the former city manager, promised additional personnel as well
as additional resources and equipment through grants and other funding sources, in
exchange for concessions on several contractual provisions.
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role in response to calls for service, even calls in their assigned area.
Although those assigned to the unit could have developed an elitist type of
mentality, community policing actually became the kind of policing
method most of the other police officers loathed. Police officers are crea-
tures of habit, and community policing was a foreign method of policing
designed to change their way of thinking. It would be several years before
most police officers in Lowell understood and believed in the positive
ramifications of community policing; some, however, would never
endorse it.

Perhaps the greatest obstacle facing management was a contractual ben-
efit that allowed police officers to select their assigned position every two
years. The administration’s lack of understanding regarding the strength of
the union’s position with respect to a seniority provision and the assign-
ment of positions contributed greatly to the negative aspect of many union
members’ positions. Furthermore, management’s perception that some
police officers were better suited for a specific geographic area or position
based on ethnicity or prior police experience—their idea of placing “round
pegs in round holes” with respect to assignments—created a backlash of a
“good-ole-boy” mentality among the union loyalists. This management
style led many union members to wonder whether community policing
was just a disguised attempt to take away a long-standing contractual pro-
vision. Some viewed with skepticism management’s claim to be matching
assignments to officers’ characteristics.

As the unit rid the community of drug dealers and prostitutes, it became
involved in community policing-based initiatives such as after-school bas-
ketball clinics, business community activities, and forms of assistance to
the elderly. Officers promoted these programs while continuing to work
with citizens and other partners to address the problem individuals who
lived in the community’s abandoned houses or worked the streets. The
team concept of partnering with other city departments (including build-
ing and inspectional services and the parks department) quickly rid the
area of disruptive and criminal actors. It also ensured a long-term com-
mitment to the community by addressing the problem of absentee land-
lords. A Neighborhood Watch program as well as beautification of the
business district continued the transformation of this part of Lowell.

As George Kelling and Catherine Coles (1996) observed in Fixing Bro-
ken Windows, since the 1970s, “we have known that 6 percent of the youths
who commit crimes in the United States account for more than 50 percent
of all crimes committed.” Yet police continue to concentrate on ways to
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combat the 6 percent problematic minority and refuse to focus on the over-
whelming 94 percent majority. Our customer base, not unlike Wal-Mart’s,
is multifaceted, and we need to address the needs of those customers, not
just the problematic side of business. In fact, our approach to business has
been effectively spending the majority of our time and resources on what I
like to call the “shoplifting approach” to policing, while ignoring the “cus-
tomer service” portion of the job. If the CEO of any corporate 500 com-
pany spent 94 percent of his or her time addressing shoplifters and only
6 percent of the time addressing customer service, the only thing the per-
son would be the head of would be the unemployment line. However, this
is exactly what administrators and police chiefs across America not
engaged in true community policing have been doing regarding the issue
of crime and policing in general.

Agencies nationwide have numerous community policing programs,
often started by inspired and dedicated officers who solve community
problems affecting repeat calls for police service. These officers, frequently
on their own initiative, create meaningful responses to crime and disorder
problems. In my agency an officer implemented a program to deal with
graffiti, a problem in many communities because of related clean-up
expenses and because it invites additional disorder. Graffiti signals to resi-
dents and criminals that an area is ripe for criminal activity.

Members of the business community, frustrated with the “tagging” of
their property, demanded police action from my agency. An officer who
responded to numerous calls regarding graffiti noted that the business
community was spending an obscene amount of money “cleaning up” their
graffiti-laced buildings. The officer began a campaign to rid the business
community of this unsightly graffiti and to assist taggers in a way that
would direct their talents to a more constructive outlet. He devised a plan,
with funds and donations from the community, to provide a competitive
forum for these youths. He provided the artists with paper, paint, and sup-
plies, and he secured the corporate sponsors who provided food and soft
drinks. The competition was professionally judged by members of the cul-
turally diverse artistic community, including several well-known and
respected artists.*

4. Officer Michael Miles called the effort the “Off-Street Art Program.” He later
became a finalist for the national Herman Goldstein Award for Excellence in Problem
Oriented Policing.
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In order to participate in this competition, each of the aspiring artists
was required to participate in a class on the new laws and penalties per-
taining to “tagging.” They also had to sign a contract saying they would not
participate in any future tagging in the city. As a result of this program, the
two-time winner of this competition was awarded a full four-year scholar-
ship to the esteemed Philadelphia School of Art. But perhaps the greatest
change was not recognition for the magnitude of the taggers’ talent, but the
difference in their attitudes toward the officer who once arrested them.

Changing Our Ways

Our ideas and concepts of community policing may have evolved, but we
have lost our focus along the way. Like many corporate businesses, we need
to get back to basics. The remarks of newly appointed Los Angeles Police
Chief William Bratton underscored the importance of community. He
stated, “There is no police department in America that needs the commu-
nity more than this Police Department.” Perhaps the need to regain the
community’s trust may be more compelling in Los Angeles than in some
other jurisdictions, but it is critical for any other city or town in this coun-
try committed to progressive policing.

Since September 11, 2001, the approach of the law enforcement profes-
sion to crime has changed as well. No longer can we address local problems
only, and state and federal agencies can no longer operate without us. Local
law enforcement is best positioned to collect and understand locally gener-
ated information and intelligence. We must integrate our community
policing principles to meet the demands of our work in an antiterrorism
context.

Failure to ensure that community policing principles permeate home-
land security efforts will hurt not only our communities but also ourselves.
We must work together to guarantee the survival of this important and
vital initiative. Those in leadership, whether management or labor, must
realize that differences of opinion are something to be built on and that
diverse perspectives can address mutual concerns and provide a positive
outcome. If community policing is going to survive, management must
learn that the unions are an integral and necessary component; the unions
must realize that any change in management’s anti-union philosophy is
predicated on the mutual success of labor and management. If police are
truly the keepers of the peace, they cannot be distracted by personal agen-
das or they will be overcome by internal conflict.
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Obstacles to Community Policing

As Tom Ridge, the Secretary of the Department of Homeland Security, con-
tinuously states across this country, “If we keep the hometown secure; the
homeland will be secure.” Yet there are a number of obstacles to the future
success of community policing, and the following are just a few of them:

+ possible elimination of the COPS program because of a lack of
funding;

+ the administration’s decision to have federal grants for first-respon-
ders dispersed to governors, not individual police departments; and

+ overall cuts to police funding at the federal level and reorganization
of the oversight function to entities without experience in overseeing
local policing issues.

Community policing is a complex and unique dynamic. Numerous enti-
ties with different ideas and concerns act together as a cohesive unit for the
betterment of the community. Community policing is a long-standing
commitment, not a political aberration. We must resist the notion that any
change is good or that we must change for change’s sake. To obtain the
information we will need in the fight against terrorism, we must seek
proper support for community policing. In fact, information received
because of improved relations between police and citizens achieved
through community policing may be vital.

The COPS program has been highly successful. It placed more than
100,000 police officers on the streets across this county, and it has thrived
within the Department of Justice. This program should remain fully
funded and under the same domain. Proposals to change the control and
very existence of this successful program should be opposed.

Budgetary threats and reorganization plans are not the only threats to
community policing’s survival. At least three principles relevant to
police—-management relations should be addressed:

1. Police managers and executives need to include officers in decision
making regarding community policing plans. Rank-and-file officers
are the ones who will realize the vision of police leaders or even pro-
vide them with a vision that will serve the community and the
department best. Community policing depends on officers using
good decisions based on discretion. Make sure there is an environ-
ment where risk taking in efforts to solve problems is encouraged and
officers are supported.
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2. Police managers and executives need to ensure that there is a reward
system that matches the department’s goals. Officers should be
rewarded for their community policing efforts.

3. Police managers and executives should not underestimate the union.
Unions can be an agency’s best asset or biggest obstacle to change.
Including the union in early discussions about community policing
plans can thwart many later problems. Decisions about assignments,
promotions, and performance evaluations are going to be top union
concerns. Therefore, address them up front by making the union part
of the solution rather than part of the problem.

Management and labor should effectively coordinate their efforts for the
betterment of citizens and police.

Conclusion

It is ironic that the professional security and support that we found so
important in the days immediately following September 11, 2001, have
become political rhetoric. The law enforcement community still struggles
today with the same problems. Hopefully, the blueprint for success with
community policing will be ensured with future accomplishments, not
hindered by past failures or the refusal to address the basic needs of the
police community. Although the uncertainty of our times and the power
struggles from within will undoubtedly continue, those of us policing
America will continue to serve those we are sworn to protect and protect
those we are sworn to serve.
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Community Policing

During a Budget Crisis:

The Need for Interdisciplinary
Cooperation, Not Competition

by Ellen T. Hanson, Chief of Police, Lenexa,
Kansas Police Department

hen I speak with fellow law enforcement executives, several topics

come up with great regularity. One is how community policing is
working in our departments as well as in our communities. Another is how
this approach to serving the community affects officers. Police executives
are concerned that the resources necessary to run their operations are at an
all-time low, and that leads to the final topic: Where do we cut?

This chapter focuses on the resource issues. I believe the current fiscal
state for public entities has reached a crisis point. Because the budget crisis
is so profound, it touches every operational factor of policing and perhaps
even a number of philosophical ones. This fiscal downturn will impact not
only public safety agencies but also public schools, mental health providers,
and many other social service agencies and the communities they serve.

Resources in all service fields are shrinking at alarming rates, creating
strong interdisciplinary competition for available funding. The law
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enforcement consensus is that this phenomenon will get worse before it
gets better. It follows that the continuation of many of our community-ori-
ented enterprises and the morale of community policing officers will be
challenged by these circumstances. New and expanded partnerships
between public entities are certainly the key to minimizing the negative
impact of these budget constraints. Better planned coordination of
resources is paramount to ensuring the continued success of community
policing. The real challenge is to determine where community partnerships
can be used to share resources more efficiently. Ideally, these partnerships
will minimize the negative impact created by the lack of funding for pro-
grams and personnel.

The Fiscal Downturn since September 11

The 2002 survey by the Police Executive Research Forum (see Chapter 4)
asked agency respondents to what extent they believed the events of Sep-
tember 11,2001, would impact the agency’s community policing efforts. As
indicated in Figure 4-8, 69 percent of agencies surveyed reported that 9-11
would impact their community policing efforts “to some extent.” The
major negative effect was the resultant reassignment of personnel and
resources, while the significant positive effect was the community’s
renewed trust in and respect for public safety personnel. The greatest
impact, which will have repercussions for all police agencies, is the fiscal
downturn since the terrorist attacks.

The financial challenge to community policing is exacerbated because
all public agencies are feeling the budget squeezes. Therefore, there is no
possibility of one discipline bailing out another for the short term, as we
have done for each other in the past. The well is drying up on all fronts.

A September 2002 measure of state revenue in Kansas was $59.6 million
below estimates made in March. As a result, the governor ordered state
agencies to cut budgets by $41 million. Among the hardest hit was educa-
tion and mental health services and other social services (including pre-
vention, drug, and alcohol programs, and law enforcement-related
initiatives). Municipalities are naturally experiencing a large reduction in
state transfers and have already earmarked the programs to be cut. Com-
munity policing efforts are considered to be outside of the core “essential”
law enforcement responsibilities, and many are in jeopardy. Kansas City,
Missouri, at the time this chapter was written, faced a shortfall of more
than $50 million. This put “nonessential” law enforcement initiatives on
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the chopping block. The following scenario is being played out an untold
number of times across this country.

In Kansas school districts, school counselors, nurses, and police-related
programs are slated to be cut. State law enforcement agencies like the
highway patrol will not be able to add or replace personnel, and some of
their functions will fall back on municipal law enforcement. This is hap-
pening at a time when city revenues are flat, and the extra load is very dif-
ficult to bear.

All public entities are under the gun fiscally. In order to avoid a serious
denigration of services, including community policing programs, interdis-
ciplinary cooperation and resource sharing must be improved.

Law Enforcement Partnerships

PERF’S 2002 data indicate significantly improved citizen cooperation,
involvement, and attitudes toward police as well as increases in volunteer
activities and information received from citizens (see Figure 4-3). These
very significant benefits are also being jeopardized due to fiscal challenges.
The success of community policing and community partnerships in the
years ahead depends on all stakeholders exploring ways to collaborate and
share resources. Working partnerships between law enforcement and
schools, mental health services, and justice programs are essential.

Schools

School funding across the country is at a crisis point. Counselors, nurses,
and early intervention programs are prime targets. This leaves the at-risk
children in need of community-oriented school policing projects more
than ever. Officers who demonstrate the ethic of caring promoted in com-
munity policing should be filling some of the voids left by the elimination
of school support staff. However, police departments are feeling the finan-
cial strain, and unfortunately some of the community policing positions
become the most expendable. This happens even in the most proactive
community policing departments when police administrators are pressed
to choose between “essential” services (answering emergency calls for serv-
ice or responding to a terrorist alert) and school programs. I was recently
at a meeting of police executives where the future of school programs was
atissue. In the face of military call-ups after the terrorist attacks and budget
cuts that necessitated personnel reductions, some of these police executives
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had decided to remove all of their school-based officers; others had
reduced the numbers significantly. “Cops in Schools” grants have helped
mitigate some reductions, but it is obvious that a stronger initiative in sup-
port of the country’s school-age population must be a high priority to
secure the future of community policing. School administrators and law
enforcement leaders will need to explore more flexible and responsive ways
to deliver cooperative services to students.

Mental Health Facilities

Mental health facilities and resources funded through state and local gov-
ernments cannot keep pace with the growing demands and shrinking
budgets. Following the de-institutionalization of several decades ago, com-
munity mental health initiatives were established to assist individuals who
were removed from in-patient care. Yet these individuals ended up having
increased contact with public safety personnel because they were placed in
situations requiring them to interact closely with members of their com-
munities. The problems resulting from these contacts provided the ration-
ale for myriad outpatient clinics, mobile crisis intervention teams, crisis
hot-lines, emergency commitment facilities, and other services for people
with mental illnesses. Now as budget cuts slash state, county, and munici-
pal entities, many of these programs have been reduced or eliminated, leav-
ing this vulnerable population without necessary support and removing
many first-line resources for police officers.

Creative efforts should be made to form partnerships that will help pre-
vent problem behaviors that result in law enforcement contact. These con-
tacts are draining critical police resources that do not benefit the person
with mental illness. One example of an effective partnership is the New
Haven Child Development Community Policing Partnership in New
Haven, Connecticut. This is a cooperative initiative between the Yale Child
Student Center and the New Haven Police Department. It is designed to
understand and mitigate the impact of violence on children who have been
exposed to it. Programs such as this may take a comparatively small up-
front investment from two diverse disciplines and prevent untold costly
demands for service far into the future. The citizens’ improved quality of
life is justification alone for these initiatives.'

1. For a comprehensive resource on the criminal justice response—including exten-
sive guidance for law enforcement—see Council of State Governments et al. (2002).
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The Justice System

As in the mental health field, practitioners in the justice system with a com-
mitment to helping their communities realized that, operationally, they
were able to afford only stopgap measures. There were few opportunities to
have a positive and long-term impact on the offender’s behaviors and to
improve the environment for the affected community. Traditional justice
systems also provided little or no support for families of offenders or for
victims.

Community-oriented programs have paired police officers with proba-
tion officers to increase both professions’ understanding and effectiveness.
Law enforcement and probation personnel can team up to use techniques
(such as GIS mapping) to determine the most effective locations from
which offenders can be monitored and served. If offenders live and work in
a certain area, it stands to reason that placing probation officers in that
area, rather than across town, will increase successful contact, which should
lead to more effective reentry and improved living conditions for many.

Restorative justice initiatives help offenders re-enter society as produc-
tive citizens. These community-oriented partnerships also work construc-
tively with many who have connections to the offenders. Working together
they attempt to break the cycle of criminal activity within families and
neighborhoods.

As the financial support for such community-oriented programs dries
up, the fall back position will be traditional treatment for offenders. Offi-
cers will once again see only one way to approach the offender; probation
and parole staffs will be restricted to rote monitoring. Few changes will
occur, and all of society will lose.

The Impact of Community Policing
on Officers’ Job Satisfaction

The PERF 2002 survey indicates that one of the effects of community
policing is officers’ increased job satisfaction (Chapter 4, Figure 4-3). In
fact, the data show that more than 80 percent of the respondents reported
that officers had increased job satisfaction to some extent; just over 10 per-
cent reported a great increase in job satisfaction; and only about 5 percent
indicated no increase in officer job satisfaction. These findings have dual
significance for the future of community policing. First, as the fiscal con-
straints become tighter, the positive elements of an officer’s job (sources of
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job satisfaction)—compensation such as pay and benefits as well as train-
ing opportunities and equipment—will likely be reduced. Second, as com-
munity policing programs lose fiscal support and programs are eliminated,
the source of job satisfaction that comes from working closely with the
community will also be lost. Officers may resent being deprived of this
important source of job satisfaction. We hope that they will retain at least
some of the community contacts, improved feedback and outlook, and
other benefits they have gained. But when officers know what they are
missing, the loss may be a significant demotivator.

The results of the 1992, 1997, and 2002 surveys discussed in Chapter 4
make clear that community policing has positively affected community
members’ regard for, and relationship with, law enforcement. It has given
many citizens the chance to share their ideas for a safer community and to
contribute to making it a reality. Community policing has also provided an
opportunity for officers to become collaborators with citizens rather than
simply reactors to their behavior. Police have learned not only to recognize
problems but also to form the necessary partnerships within the commu-
nity to solve many of them.

There is not much any of us can do to stop the fiscal free-fall that we are
experiencing in this country. However, to ensure the future of community
policing, we need to recognize the threats that may arise from shrinking
resources. Instead of an exhaustive list of solutions, I offer the suggestion
that those in the appropriate positions pull representatives from various
disciplines together to work on this challenge at the community level. May-
ors or city and county administrators should conduct focus groups and
plan a series of workshops in which agency staff and agency heads can set
responsive goals and priorities aimed at preserving service levels for the
community. Then this information could be used as the framework for
subsequent work sessions to determine what each agency can do to coor-
dinate efforts, eliminate redundancy, and share resources.

Those responsible for organizing these workshops need to demonstrate
how community policing enhances the overall quality of life for those liv-
ing where it is practiced. These efforts are truly successful only when the
programs include interdisciplinary partnerships and establish very clear
goals that minimize the usual competing interests.

Another opportunity to realize efficiencies would be to formalize the
process and raise issues at regularly held strategic planning sessions and
annual meetings attended by representatives of the many disciplines that
need to be involved. Most of these meetings would have sessions dealing
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with the allocation of resources and fiscal challenges. Many of the people
in positions to explore the advantages of interdisciplinary partnerships
would participate.

The leaders in law enforcement, schools systems, mental health services,
social programs, and justice systems must recognize the dangers in com-
peting with each other for the limited available public funds. And they
must be challenged to explore the best ways to motivate and satisfy their
personnel, the most effective ways to pool resources, and the most work-
able means to form strong and sustaining partnerships. It is these interdis-
ciplinary partnerships that can see us through the fiscal challenges and
carry us forward to the successful future of community policing.
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Community Policing:
Common Impediments
to Success

by Wesley G. Skogan, Professor of Political Science
and a Faculty Fellow at the Institute for Policy Research,
Northwestern University

ccording to the first survey finding reported in Chapter 4, commu-
nity policing is very popular. So popular is the concept with politi-
cians, city managers, and the general public that few police chiefs want to
be caught without adopting something they can call community policing.
The 1997 survey of police departments indicated that 85 percent had
reported adopting community policing or were in the process of doing so
(see Table 4-1). The biggest reason for not doing so was that it was “not
practical” in the community at this time. The departments not engaged in
community policing were mostly small, with only a few officers. Cities with
populations greater than 100,000 all claimed in the 1997 survey to have
adopted community policing—half by 1991and the other half between 1992
and 1997. This group included urban giants as well as places like Akron,
Ohio; Richmond, Virginia; Mobile, Alabama; and Jersey City, New Jersey.
There are reasons to be skeptical of these claims, for I have learned that
adopting community policing is hard work, and the political risks it entails
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are considerable. What do cities that claim they are doing community
policing actually do? Many claim to have adopted a long list of projects or
tactics (see Chapter 4). Some of the “community policing” departments I
have visited patrol on foot or perhaps on horses and bicycles. Some train
civilians in citizen police academies, open small neighborhood offices, con-
duct surveys to measure community satisfaction, publish newsletters, con-
duct drug education projects, and work with municipal agencies to enforce
health and safety regulations.

Community policing, however, is not defined by these kinds of projects.
Projects, programs, and tactics come and go as conditions change. Com-
munity policing is not a set of specific programs. Rather, it is a way of
changing decision-making processes and creating new cultures within
police departments. It is an organizational strategy that redefines the goals
of policing but leaves the means of achieving those goals to citizens and the
police who serve in their neighborhoods. Community policing is a process
rather than a product.

General Principles of Community Policing

Four general principles define community policing: community engage-
ment, problem solving, organizational transformation, and crime preven-
tion by citizens and police working together.

First, community policing requires that police respond to the public
when they set priorities and develop their tactics. Effective community
policing requires responsiveness to citizen input concerning both the needs
of the community and the best ways by which the police can help meet
those needs. It takes seriously the public’s definition of its own problems.
This is one reason why community policing is an organizational strategy,
not a set of specific programs. How it looks in practice should vary con-
siderably from place to place in response to unique local situations and cir-
cumstances. Better listening to the community can produce different
policing priorities. Officers involved in neighborhood policing quickly
learn that many residents are deeply concerned about problems that previ-
ously did not come to the attention of police. The public often focuses on
threatening and fear-provoking conditions rather than discrete and legally
defined incidents. They often are concerned about casual social disorder
and the physical decay of their community rather than traditionally
defined “serious crimes.” The police, however, are organized to respond to
the latter under the traditional model of policing.
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The second principle is that community policing assumes a commit-
ment to broadly focused, problem-oriented policing. Problem-oriented
policing encourages officers to respond creatively to problems that they
encounter, or to refer them to public and private agencies that can help.
More importantly, it stresses the importance of discovering the situations
that produce calls for police assistance. Police need to identify the causes
that lie behind the calls and design tactics to deal with these causes. Offi-
cers must be trained in methods of identifying and analyzing problems.
Police work traditionally has consisted of responding sequentially to indi-
vidual events; problem solving calls for recognizing patterns of incidents.
Helpful in this identification are computer analyses of “hot spots”: places
where numerous complaints and calls for service arise. Problem-oriented
policing recognizes that the solutions to patterns of incidents may involve
other agencies and may be “nonpolice” in character; in traditional depart-
ments, this would be cause for ignoring these problems.

Third, community policing involves organizational decentralization and
a reorientation of patrol in order to facilitate communication between
police and the public. Line officers are expected to work more autono-
mously at investigating situations, resolving problems, and educating the
public. They are being asked to discover and set their own goals and some-
times to manage their work schedules. Decentralization facilitates the
development of local solutions to local problems and discourages the
automatic application of central-office policies. The police are not inde-
pendent of the rest of society, in which large organizations have learned
that decentralization often allows flexibility in decision making at the
customer-contact level. Accordingly, many departments that adopt a seri-
ous community policing stance strip a layer or two from their rank struc-
tures to shorten lines of communication within the agency.

Finally, community policing involves helping neighborhoods solve
crime problems on their own, through community organizations and
crime prevention programs. The idea that the police and the public are “co-
producers” of safety, and that they cannot claim a monopoly over fighting
crime, predates the current rhetoric of community policing. In fact, the
community crime prevention movement in American policing during the
1970s was an important precursor to community policing. It promoted the
idea that crime was not solely the responsibility of the police. The police
were quick to endorse the claim that they could not solve crime problems
without community support and assistance, for it helped share the blame
for rising crime rates at the time. Now police find that they are expected to
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lead this effort. They are being called upon to take the lead in mobilizing
individuals and organizations around crime prevention. These efforts
include neighborhood watch, citizen patrols, and education programs
stressing household target-hardening, and rapid crime reporting.

Implementing Community Policing “On the Cheap”

Adhering to the preceding principles of community policing is difficult,
and it is risky to undertake the kinds of hard organizational changes that
have been described. Therefore, many departments are tempted to try and
adopt community policing “on the cheap” instead. Unfortunately, they
have adopted community policing programs that feature shortcuts. A few
of the most common shortcuts are described below.

Make Community Policing an Overtime Program

For years, many departments paid volunteer officers some extra money for
conducting community-oriented projects. The officers were to do commu-
nity policing after their day of “real” police work. Not only were they tired,
but the officers, it seems, were unlikely to do things differently during that
extra two hours. I once studied a narcotics team in a large southern city
that was paid to do “community-oriented narcotics policing” for an extra
three hours, four days each week. There was a lot of federal money for the
program, but I found the officers did not have the slightest idea how to do
“community-oriented narcotics policing.” They all worked undercover,
dressed like pirates, and could not reveal themselves to the community!

Form a Special Community Policing Unit

Community policing units are usually volunteer units as well. Often work-
ing outside of the regular chain of command, they are directed by the
chief’s office, or they are part of a special bureau separated from the main
patrol division. The special unit strategy means that the department does
not have to address difficult issues of supervision, performance evaluation,
or resistance to the project among officers. Officers with community
assignments may appear to have easy lives. They are frequently in the media
and get invited to attend conferences in other cities. Sometimes they are
free to choose their own work hours, and somehow they always seem to
decide that they are really needed on their beat from 9 to 5, Mondays
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through Fridays. Officers who serve in these units may be seen as not “real
police” What they do gets labeled “social work,” the job of “empty holster
guys” and not of “real police officers.” Morale flounders, and some of the
best officers will try to transfer out. In a large southwestern city, commu-
nity officers get flexible shifts, carry a cell phone, and take a patrol car home
every night. When I asked an officer what the rest of the department
thought of members of the community policing unit, she replied, “They
really hate us.”

Shortchange the Infrastructure

One important organizational function that often gets shortchanged is
training. Training is expensive, and officers have to be removed from the
line—or paid overtime—to attend. During the early 1980s, a large south-
western agency tried to run a program with no training at all; they hoped
that officers (who were doing it as an overtime assignment) would guess
what to do from the name of the project. More recently, in a large West Coast
jurisdiction, officers received one day of training; in another major agency,
it was two. This is for a project that is supposed to revolutionize policing.

Why Community Policing Efforts Fail

Departments are tempted to take these shortcuts because adopting com-
munity policing is risky. There are good reasons to be nervous about
undertaking the hard and expensive organizational reforms community
policing requires. Community policing efforts can fail for many reasons.
The wise police administrator should have a defensive plan to counter the
reasons for failure listed below. The list is a depressingly long one. Once I
wrote it down, I wondered how anyone could be optimistic. But thankfully
there are those who are.

Resistance in the Ranks

Efforts to implement community policing can flounder in the face of resist-
ance by rank-and-file officers. Public officials’ and community activists’
enthusiasm for neighborhood-oriented policing encourages its detractors
within the police to dismiss it as “just politics” or another passing civilian
fad. Some police are skeptical about programs invented by civilians—per-
sons, they are convinced, who cannot possibly understand their job. They
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are particularly hostile to programs that threaten to involve civilians in set-
ting standards or evaluating their performance. They also do not like civil-
ians influencing their operational priorities. Volunteer units or overtime
programs are obviously attractive in this environment. No one has to do
community policing, and sometimes there is extra money for doing it.

Resistance by Police Managers

Resistance to community policing does not come only from the bottom of
the organization. Mid-level management revolts have sunk community
policing in several cities. These managers see authority taken from them
and pushed to lower levels in the organization. Supervisors typically are
command-and-control oriented, and they feel most comfortable when
everything is done by the book. Their own opportunities for promotion
may be limited by shrinking management layers and the flattening of the
formal rank structure that goes along with many efforts to decentralize in
accord with the community policing model. Discussions of community
policing often feature management buzz words like “empowerment” and
“trust,” and it makes these mid-level managers nervous. Top management
worries about corruption and inefficiency. This is one reason why special
community policing units are often run from the chief’s office. Or, to avoid
entrenched bureaucracy, the department may decide to house the units in
a special new bureau.

Resistance by Police Unions

Unions’ response to community policing is variable. In Chicago the major
police union has endorsed community policing, but in many cities unions
have decided to attack the program. In a West Coast city, the union
protested strongly against the community policing program (giving it the
familiar “social work” label) and threatened to keep officers from appear-
ing at training at all. A week’s planned training became a day, as a compro-
mise. In many cities the contract that the union has with the city binds the
department to work rules, performance standards, and personnel alloca-
tions that run counter to the organizational changes required by commu-
nity policing. For example, in Chicago, officers’ work in the city is decided
by seniority, and it is impossible to put officers where you want them
(based on their language capabilities, for example) or to keep them
assigned to a beat if they want to leave.
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Resistance by Special Units

In my experience, special units (like detectives) often are threatened by
department-wide community policing programs that require them to
change their ways (for example, to exchange information with uniformed
officers and the general public, and to open to debate their effectiveness).
Often special units have special relationships with politicians who will
move to protect them. I described one city’s detectives as “the biggest,
toughest, and best-armed gang in town” (although in truth there are four
bigger and better armed gangs—street gangs). These detectives proved very
difficult to integrate into the city’s community policing program.

Competing Demands and Expectations

Police managers and city executives also have to find the officers required
to staff the program. Community policing is labor intensive and may
require more officers. Finding the money to hire more officers to staff com-
munity policing assignments is hard, so departments may try to reduce
existing projects. This can bring conflict with powerful police executives
and politicians who support current arrangements. Community policing
advocates also face the 911 problem. Police commitment to respond to 911
calls as quickly as possible dominates the resource expenditures of most
departments. Community policing has encountered heavy political resist-
ance when the perception has arisen (encouraged by its opponents) that
resources previously devoted to responding to emergency calls were being
diverted to this untried social experiment.

Lack of Interagency Cooperation

Adopting community policing inevitably means accepting a widely
expanded definition of the responsibilities of police. When the public
becomes involved in setting priorities, issues previously outside the police
mandate will be included high on the agenda. Police can note that trash-
filled vacant lots are a high-priority problem, but they have to turn to other
city agencies to get them cleaned up. For a long list of familiar bureaucratic
and political reasons, those agencies may think that community policing is
the police department’s program—not theirs—and resist bending their own
professional and budget-constrained priorities. Making this kind of inter-
organizational cooperation work turns out to be one of the most difficult
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problems facing innovative departments. When the police chief in an East
Coast city was new, he told me that he could handle things in his depart-
ment. His biggest fear was that his mayor might not handle the city’s other
agencies and that they would not provide the kind of support that com-
munity policing requires. Here is a rule: If community policing is the police
department’s program, it will fail. Community policing must be the city’s
program.

Problems Evaluating Performance

The problem-solving component of community policing shifts the unit of
work from individual incidents to clustered problems, and those are harder
to count. It is also hard to evaluate whether problem solving is effective and
whether individual officers are doing a good or a bad job at it. The public
often wants action on things that department information systems do not
count at all. As a result, both individual and unit performance is hard to
measure or reward. However, the thrust of CompStat and other new
“accountability processes” in police departments is that measured activities
get attention and unmeasured accomplishments do not, even if the meas-
ured activities do not matter very much.

An Unresponsive Public

Ironically, it is difficult to sustain community involvement in community
policing. The community and the police may not have a history of getting
along in poor neighborhoods. Organizations representing the interests of
community members may not have a track record of cooperating with
police, and poor and high-crime areas often are not well endowed with an
infrastructure of organizations ready to get involved. Fear of retaliation by
gangs and drug dealers can undermine public involvement. Finally, there
may be no reason for residents of crime-ridden neighborhoods to think
that community policing will turn out to be anything but another broken
promise. Residents may be accustomed to seeing programs come and go in
response to political and budgetary cycles that are out of their control.

Nasty Misconduct

The investment that police make in community policing is always at risk.
When use of excessive force or killings by police becomes a public issue,
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years of progress in police—community relations can disappear. Similarly,
revelations of widespread or deep corruption by police can undo past
gains. Nasty misconduct can undermine community policing because it
can cause department and city leaders to lose their focus on managing
innovation. The mayor of one major city once remarked to me that he had
to think about his police department every day. He hated that, but he knew
that managing change in large organizations requires focus. Nasty miscon-
duct causes city and department leaders to lose that focus, and it diverts the
attention of the media.

Leadership Transitions

When new police chiefs and mayors come into office, they want to do new
things. They want to make their own mark. They often have little interest
in picking up the unfinished projects of the people they replaced. The old
chief in one town I know struggled for a decade to build a new community-
policing program. But when he retired, his replacement (who came from
out of town) had no interest in the program at all, and it was gone
overnight. If community policing is to persist, it must be the city’s pro-
gram, not just the police department’s program.

Conclusion

In light of these daunting problems, it is surprising that policing has
responded as much as it has to the popular and political forces pushing it
toward community policing. Astute executives can overcome the prob-
lems; the most important thing they can do is ensure that community
policing is the city’s program, not just their program. That can give them
staying power with the city council when budgets are tight and resources
are hard to come by for training and community outreach. Political sup-
port and deep support from the community are also tools for quelling
internal dissent. Building capital with the community can pay dividends
when things go unfortunately wrong, because the promise that it won’t
happen again will have some credibility. Involving other city agencies in
community policing can give them visible results, while the less visible
things they hope for have a chance to take hold. Finally, if community
policing is the city’s program, maybe even the chief’s successor will think
it is a good idea, or at least one that he or she must promise to get behind
in order to get the job.






What Future(s) Do We Want
for Community Policing?

by Richard Myers, Chief of the Appleton, Wisconsin,
Police Department, member and past president of the Society of
Police Futurists, and a member of the FBI's Futures Working Group

uturists, whether they are police or other professionals, attempt to

envision as many possible futures as they can using forecasts and trend
analysis. They then try to project the most preferable futures and focus on
how to get there. Since 1991, the Society of Police Futurists International
(PFI), a small but dynamic membership of practitioners and academics,
has discussed possible and preferable futures and their implications for
policing.

In 2002 PFI signed an extraordinary memorandum of understanding
with the Federal Bureau of Investigation to form the Futures Working
Group (FWG). This group and PFI members have discussed the future of
community policing, one of the topics high on their agenda. This chapter
reflects ideas generated by PFI and FWG, the May 2002 PERF focus group
on the future of community policing,' and personal experiences.

1. As part of the project that produced this document, the Police Executive Research
Forum brought together practitioners and academic experts to review the survey results
presented in Chapter 4 and to discuss key themes related to the future of community
policing.
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Several factors account for the slow and less-than-full implementation
of community policing in this country. I begin with an explanation of these
factors as well as general factors that will influence the speed and quality of
implementation in the future. I then present a list of possible and preferred
futures for community policing. They range from the relatively mundane
to the seemingly bizarre. The latter scenarios merit prompt consideration.
In fact, the scenarios that appear outrageous reflect likely future technolo-
gies that could greatly enhance law enforcement capacities. Before the tech-
nologies emerge, however, we need to begin discussing whether or how
they should be applied and their “costs” with regard to individual auton-
omy and privacy. This chapter is meant to facilitate this discussion.

In many police agencies the movement to community-oriented, problem-
solving policing (COP/POP) has been more evolutionary than revolution-
ary. COP/POP activities that most mirror longstanding, “traditional”
police practices are implemented frequently (see Chapter 4, Figure 4-4).
The community policing activities that have been implemented with the
lowest frequency are those that reflect a deep penetration of citizen partic-
ipation into the most “sacred” police operations, such as developing policy,
reviewing complaints, and measuring officers’ performance. Few agencies
in the 1992, 1997, and 2002 surveys reported significant structural changes
to implement community policing, and the common practice of establish-
ing specialized units devoted to doing community policing increased
markedly. This specialization ignores the vision of community policing as
an organization-wide philosophy. Community policing is not merely a
program or a set of specific services. The civilianization of certain police
functions has somewhat changed the paramilitary nature of police agen-
cies. However, departments that have civilianized some detective positions
and privatized crime-scene perimeter control (the Lakewood, Colorado,
police department, for example) are still viewed as revolutionary.

Challenges that Hamper the Vision of Community Policing

Limiting the broad and full implementation of COP/POP around the
nation are

+ lack of buy-in by personnel,

+ insufficient training in COP/POP,

+ lack of leadership and climates that do not support risk taking,
« fiscal constraints, and

+ challenges to defining “community.”
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No matter how committed leadership may be, how well-structured an
organization may be, and how unlimited the fiscal and technological
resources may be, the success of community policing will ultimately come
down to the buy-in and skill set of the field problem solvers. Police officers
and supporting personnel who are not a good fit for the COP/POP phi-
losophy will always find ways to circumvent policy, eschew public partner-
ships, or (worse yet) damage relations between police and the public. Tom
Frazier, former director of the Office of Community Oriented Policing
Services in the U.S. Department of Justice (hereafter referred to as the
COPS Office), often described the need for police agencies to hire for the
“spirit of service” instead of the “spirit of adventure.” Despite years of
COP/POP marketing for this contemporary policing philosophy, many
departments continue to use traditional recruiting criteria, including
requiring academic backgrounds in criminal justice and police certifica-
tion pre-hiring (although some departments do not require any college
credits for entry-level positions). Some of the most popular “list servs” for
police on the Internet reflect a vocal movement of police officers who
reject COP/POP as ineffective and “politically correct” and who favor an
alternative model of policing that is best described as “combat policing.”
Written and psychological tests, as well as hiring standards and expecta-
tions, that have not been significantly modified to reflect community
policing values will yield the same undesired results that have perpetuated
traditional police cultures.

After police are recruited, training helps shape their skills and mindset.
Some popular survival training for police officers emphasizes one thing:
getting home at the end of a shift. The combat policing model is strength-
ened when survival is the sole police mission, and devotion to community
is excluded. While officer safety is the highest priority, it need not be
attained at the expense of innovative policing and community partner-
ships. This realization is reflected in a growing number of police agencies.
The 2002 survey described in Chapter 4 indicated that 75 percent of the
self-identified community policing agencies provide academy and/or in-
service training on community policing concepts. Sixty-five percent of the
responding agencies indicated that recruits are trained in problem solving,
and 74 percent provide problem-solving training to in-service officers.
Likewise, 62 percent of these agencies provided recruit training in commu-
nity interactions. In my state, Wisconsin, the basic academy curriculum is
expanding to increase the training of core skills essential to community
policing (such as interpersonal communication), while maintaining train-
ing in safety, defense, and firearms tactics.
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According to the 2002 survey, in-service training for existing officers
reflects similar prioritization. In-service training would provide added
value with greater emphasis on core community policing skills such as
problem solving and effective communication. But perhaps the most pro-
found learning experience for police officers is their Field Training Officer
(FTO) mentoring. It is a unique time when their life skills and acquired
academy training are translated into the organizational culture of their
employing agency. FTOs teach officers “how we do things around here.” The
survey numbers suggest an impediment to the further evolution of com-
munity policing: FTO programs are emphasizing traditional police culture
as much or more than they are advancing the COP/POP philosophy.

Police leaders can facilitate or impede the advancement of COP/POP
within an organization. The element of empowerment that provides line
officers with an increased sense of autonomy can be thwarted by supervi-
sors, from the chief on down. Ego and power struggles within organiza-
tions, while not unique to policing, quickly squelch risk taking by
individuals. Retribution also can be severe in organizations that retain a
paramilitary structure. In the business world, risk taking is encouraged as a
learning exercise. In policing, recruits are taught from the first day to not
take risks due to officer-safety and liability concerns. There is no distinction
in policing between tactical risk taking (officer safety) and strategic and rela-
tional risk-taking (learning and growth). The first should be discouraged
and the latter supported. Another popular business strategy is leadership
succession planning, which is also rarely practiced in policing. Leadership
succession in policing usually depends on factors such as seniority or local
politics, and not all CEOs agree with training several emerging leaders for
assuming their role. Turnover at the top in policing can be abrupt, with
inadequate time to purposefully plan for the continuity of leadership.

Fiscal constraints also provide both legitimate and contrived challenges
to community policing. Early in its development as a model for policing,
COP/POP was criticized by many departments as being difficult to imple-
ment because of a lack of additional personnel. Over time, however, it was
demonstrated that existing personnel with a new orientation could practice

2. The new Police Training Officer (PTO) program developed by the Reno Police
Department and the Police Executive Research Forum, with support from the COPS
Office, serves as an alternative to these traditional programs. It incorporates COP/POP
in a field training program based on problem-based learning. More information about
the PTO program is available on the PERF website at www.policeforum.org.
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the philosophy; significantly increasing staff was not needed. But the
decline in the American economy coupled with the post-September 11
reprioritization of government resources have placed legitimate fiscal con-
straints on many local communities. In several states, the sharp decline in
state tax revenues has led to actual or threatened reduction of revenue shar-
ing in local communities. Some communities are reacting by questioning
the efficiency of decentralized police operations characteristic of COP/POP.
Efforts to consolidate small agencies into larger, regional agencies may
destabilize the decentralized and neighborhood-focused style of policing.

Another challenge to COP/POP is defining what “community” means in
the twenty-first century. At the local level, the changing face of America has
diversified many previously homogeneous cities. Today community means
a collection of many communities representing different special interest
groups, cultures, races, and religions. At the global level, satellite telephones
and CNN have contributed to the phenomenon of a “world neighbor-
hood.” Geopolitical boundaries that define arbitrary jurisdictions have lit-
tle relevance to the desired outcomes of policing. High-speed Internet has
created the cyber-neighborhood, facilitating relationships that span conti-
nents and crimes that defy political jurisdictions. In the cyber-community,
jurisdictional disputes and inadequate expertise in computer-based crimes
highlight police deficiencies.’ If increasing the partnership with the com-
munity is a core element of COP/POP, determining how to strengthen the
police relationship with the cyber-community and other constituencies
will be a growing challenge.

Factors Affecting the Future of Community Policing

The post-September 11 era of policing is not yet fully defined, but clearly
the role of the first responder to disasters and crises is a high priority for

3. Problem solving and community partnerships require that police understand the
communities they serve. Defining the cyber-community poses a significant challenge to
the COP/POP philosophy. The World Wide Web isn’t a place; it isn’t a time; it’s ubiqui-
tous. Regulations and international laws may shape the virtual community in the
future, but managing the explosive growth in the dissemination of information (both
factual and fraudulent) will affect all aspects of policing. The pre-eminence of the vir-
tual community is one aspect of the technology age that will largely determine future
models of policing. Although policing will likely remain an order-maintenance func-
tion focusing on people, technology will influence the nature of crime and the delivery
of police services.
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American police departments. The national surveys described earlier
found that police executives perceived potentially positive and negative
effects on community policing of the terrorist attacks.

The immediate public reaction to seeing brave public safety personnel
perish while trying to save lives brought communities closer to their police.
Police departments that appeal directly to citizens to help achieve a more
secure community are finding a more receptive audience. The public apa-
thy that prevents Neighborhood Watch from functioning in low-crime
areas also may diminish in the aftermath of the September 11 attacks.
Engaging people to more closely monitor suspicious activity has a benefi-
cial impact on typical anticrime programs involving community residents,
a staple for departments practicing community policing. Such departments
view citizens’ increased appetite for information as an opportunity to
increase public participation in the overall mission of police.

Many survey respondents, however, reported that they needed to divert
resources away from community policing activities and toward basic secu-
rity functions. In cities with critical infrastructure that demands labor-
intensive scrutiny, this removes staff who may have been engaging in
problem solving and proactive measures. The mobilization of National
Guard and Reserve members of the military also disproportionately hits
the staffs of police departments, leading to vacancies that cannot be filled.*

The “homeland security” function of police may have even more pro-
found effects on policing. Just as the military has assisted police in the fight
against drugs, the police may be called upon to assist the federal govern-
ment’s intelligence and military functions. Prior to September 11, the
decline in military spending led to the transfer of many weapons and tools
to civilian policing that were long the sole domain of the military. In some
communities, police officers are being much more heavily armed, and they
are adopting more physically aggressive styles of policing consistent with
the combat policing model. These factors may result in an abandonment of
COP/POP, ongoing clashes between the two philosophies of community
policing and combat policing, or perhaps a blending of both.

In 1970 futurist Alvin Toffler described the human and social impact of
an ever-accelerating pace of changing technologies. Toffler’s book Future

4. Preliminary survey results from a U.S. Justice Department, National Institute of
Justice-funded study on recruiting/police personnel issues included a single question on
military call-ups. Of 976 law enforcement agencies surveyed by PERF in 2002, 43.8 per-
cent reported that they had personnel take leave for military call-ups.
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Shock has been around for years, but society is only now realizing the con-
ditions he envisaged. Technology changes have stimulated tremendous
increases in the quantity of information available, and they have affected
the quality and timeliness of that information. People’s ability to assimilate
and process knowledge has already been challenged. The increasing use of
technology by police to better analyze the seemingly endless information
flow will influence a new trend of intelligence-led policing efforts. Nan-
otechnology, biometrics, and Augmented Reality (AR)®> may have little
meaning for the average person, but these developments will change soci-
ety in ways that inevitably will change policing.

Possible Futures in Community Policing

As noted at the beginning of this chapter, futurists forecast a wide range of
possible futures before considering which preferred outcomes are desired.
By studying a wide range of possible futures, decision makers can under-
stand which factors or conditions are valued that, together, reflect a prefer-
able future. Listed and rated below are several possible futures. Some of
these futures are possible in the near future; many elements for those sce-
narios exist today. Other futures are possible only in the coming few
decades because concepts currently being researched have yet to move into
the development phase; the rating given to these future scenarios is based
on the author’s experiences with the applications of new technologies as
well as their current use and proposed development. The latter scenarios
listed in this section—however fantastic they now may seem—should be
considered and discussed. Technology is advancing at an unprecedented
rate, and the law enforcement field needs to be ready to evaluate not only
the benefits but also the costs of these developments.

+ Building on the increasingly collaborative model of problem solving,
local communities that have embraced COP/POP further develop
this model into community-oriented government. Police beats become
government service areas where interdisciplinary teams representing
local government services work together with residents to identify

5. Augmented Reality is a technology in which a user’s view of the real world is
enhanced or augmented with additional information generated from a computer
model. For more information on AR applications for law enforcement, see Cowper and
Buerger (2003).
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problems and develop solutions. Both government and private sector
organizations provide expertise in keeping with an overall focus on
community residents’ quality of life. Any member of the local gov-
ernment team may trigger a problem-solving effort, but police offi-
cers, given the nature of their 24-hour deployment, are the primary
gatekeepers for local government services, and they remain invalu-
able sources of information. This model of community-oriented gov-
ernment relies on integrated databases and other means for sharing
information across government agencies. The model is likely to
decrease reliance on sworn police officers and to increase demand
for civilian police employees and citizen volunteers. (Rated: Mostly
possible)

In 2002 the number of private police already exceeded public police
officers. In the future, policing in some wealthy neighborhoods may
well be provided exclusively by private police forces.® Public police
may be relegated to serve only economically depressed, high-crime
areas that are undesirable for business opportunities. Those public
police departments will need to fight the trend toward engaging more
in combat policing than in community policing. They are likely to be
strapped for resources for responding to even urgent calls for service.
Private sector computer experts or forensics experts may conduct
sophisticated investigations of high-tech crimes and then team up
with police investigators to build criminal cases for prosecution. The
private—public partnerships could fit into the scheme described in
the previous model of community-oriented government. (Rated:
Mostly possible)

Police officers will be asked to engage the community in a full part-
nership, yet they will be required to conduct combat policing during
certain critical incidents. This is not a model in which community
policing permeates the entire department. A proactive or quality-of-
life division and a reactive or crisis division may co-exist within a sin-
gle department. Employees will be selected and trained for one of the
divisions based on their skills and philosophy. The COP/POP staff,
tasked with building community relationships, may rely on a blend
of sworn and civilian staff. The reactive staff will be more military

6. The following links provide statistics for public law enforcement officers/deputies

and for private security officers: http://www.bls.gov/oes/2002/0es333051.htm and
http://www.bls.gov/oes/2002/0es339032.htm.
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oriented. They will still need interpersonal skills, but much more
emphasis will be placed on physical fitness and specialized tactics.
Whenever the reactive, crisis units respond the COP/POP staff will be
deployed to ensure that community relationships can be preserved in
the event of the use of force. (Rated: Mostly possible)

+ Policing the World Wide Web will evolve into an even more complex
system. International standards for conducting e-commerce will have
addressed jurisdictional concerns, and specialized investigators
located around the globe will have formed a cooperative network that
supervises prosecutions in a virtual court system. A network of spe-
cialized investigators and virtual courts will also manage enforcement
of privacy laws and combat hacking. Because most large financial
crimes occur electronically, virtual police, many of whom will be
employed by companies or international units of government, may
outnumber street police. The strategic alliance of international vir-
tual police (public and private) will extend the community partner-
ship of COP/POP to the global cyber-community. Sanctions against
virtual criminals could include virtual prison in which offenders are
prohibited from using the Web’s vast electronic resources. Hackers
have always found ways to overcome security measures. This model
emphasizes finding ways to effectively block their access.

Police officers who are not engaged in virtual policing will still
heavily rely on the Web as a tactical tool. SWAT commanders on pro-
longed critical-incident call-outs will log into expert chat rooms to
develop strategic plans with peer mentors. Criminal investigators will
exchange forensic evidence and suspect information globally and
instantly through open-architecture data systems. Virtual Neighbor-
hood Watch networks will allow local police officers to provide pre-
vention and crime analysis information to residents. These networks
also will allow citizens to provide immediate information to the
police. The COP/POP philosophy, driven by enhanced problem solv-
ing, will draw on a vast array of information management tools. Web-
based models will allow officers to plug-in geographic criteria and
possible factors to enjoy automated SARA-type problem solving.’
Preventive and emergency alerts will be programmed for calls for
service involving specific addresses or individuals. Computer and

7. This is problem solving that involves scanning, analysis, response, and assessment
(SARA).
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communication technologies will ensure that police and civilians are
never out of touch with relevant sources of information. (Rated:
Some possible, some conceptual)

Web-based technologies facilitate communications that will result in
police reforms. Other, less-visible technologies also could signifi-
cantly influence policing, however. Augmented Reality (AR), defined
in footnote 5, could turn prototypical ideas from Hollywood fantasy
into pragmatic applications. Police officers may one day train using a
blend of virtual reality (VR) and AR to sharpen their physical skills
and weapon proficiency. AR-fitted officers could carry infrared vision
and acute listening devices. As the AR technology becomes more
accessible, an officer could compare the faces he or she observes with
the database of known criminals and terrorists. Officer safety issues
and citizen interactions would be easy to address, as the images the
officer in the field sees are recorded back at the station and systemat-
ically analyzed by intelligent systems that flag incidents for supervi-
sory review. Privacy advocates raise concerns about the application of
these new technologies by police; continual legislative and judicial
review is required. Severe criminal and civil sanctions address abuse
of privacy rights.

Officers carry more debilitating devices that dramatically reduce
their need for deadly force. As in the rest of society, however, the
emphasis on new technologies may surpass the emphasis on basic
interpersonal skills. Like other members of society, the well-equipped
police officer on the street may have little personal contact with the
community he or she serves, even while exchanging more informa-
tion with more people than in the past. The COP/POP philosophy
may well be embodied by police officers who tailor the format for
community access to problem solving to the format (electronic or
person-to-person) that is most accommodating to or preferred by
constituents. (Rated: Some possible, mostly conceptual)

The complexities of modern society create a need for constant train-
ing of police personnel. Rote practice of basic physical skills (such as
shooting, driving, and defensive tactics) are enhanced by AR and VR
(see earlier discussion). More training time is spent on developing
enhanced interpersonal skills using adult learning and organizational
learning models. Networking with similar agencies facilitates organi-
zational learning through regular critiques of critical incidents and
common problem-solving challenges. Theory is buttressed by
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research knowledge about “best practices.” Thanks to biometrics and
other technologies, much less time is needed to study law and policy;
more time is available for practicing interpersonal skills. Imagine, for
example, officers being able to access text-book-level information on
laws or procedures that can be immediately retrievable when needed.
Multilingual officers are common, and translation technologies facil-
itate cross-cultural communication between the police and the
diverse public. With the COP/POP emphasis on keeping the peace
and enhancing quality of life, officers participate in dialogues and
roundtables on integrity and ethics, understanding cultures, and
effective communication techniques. As multiracial families become
more prevalent, police officers represent an increasingly broad range
of ethnic, racial, and cultural backgrounds. Police agencies employ
analysts who review social trends as well as crime trends, and futures
research drives organizational planning and learning. (Rated: Some
possible, some conceptual)
Police responses to disturbances and violence are largely the work of
robotic devices. Nearly all public places and most private places are
under video surveillance that is monitored by computers for patterns
of problem behaviors. Observed behaviors are analyzed remotely by
field technicians who can combine the video feed with firsthand
observation and intelligence generated by both computers and peo-
ple. Criminals who attempt to mask behaviors trigger the attention of
police monitors, and a well-educated public increases police person-
nel’s ability to identify offenders. Video replay of criminal behaviors
is standard fare on prime-time television, and the first viewers to
identify offenders are rewarded with prizes. Computers, telephones,
and television have merged into wireless information systems that are
always “on” and available. Civil libertarians and others concerned
about privacy and individual rights engage in heated debates with the
police on whether citizens should be constantly tracked using per-
sonal information systems. Electronic fingerprints coupled with per-
sonal communication devices facilitate quick identification of all
individuals in the area of a crime. Rapid analysis of crime scenes by
automated evidence detection systems minimizes human involve-
ment, and the resulting evidence can be linked to all known eviden-
tiary databases.

The largest role for humans in policing is in investigating crime, edu-
cating the public, and organizing community responses to situations
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that diminish quality of life. Police—public partnerships focus on
increasing public trust and support for the largely automated tech-
nologies that drive policing, and on resolving conflicts between
police organizations and segments of the community. Conflict reso-
lution, police accountability, and prioritizing resource allocations
reflect the vestiges of COP/POP. Because so much routine service is
automated, the human resources in policing can devote significant
time to relational aspects of policing. COP/POP provides the “high
touch” to balance the “high tech.” (Rated: Very conceptual)

Preferable Futures in Community Policing

The possible futures projected above include outcomes and forecasts that
are independent and may never come together as described. Each possible
future, however, contains elements that exist, are under development, or
are conceivable today. Nearly every aspect of these projections is techno-
logically probable within twenty years and possible within seven to fifteen
years. Therefore, we now have an opportunity to consider these elements
and the directions that may lead to the most preferred outcomes. Futures
research that focuses on the most likely social conditions, crime trends, and
technologies can identify the current elements of COP/POP that have great
potential, and the police reforms needed to stay effective and relevant. It is
not enough to promote community policing because it feels good today or
because we guess it is what we need in the years ahead. Strategic thinking,
rather than sentiment and guesswork, is required.

Strategies for Change

Although this chapter will not attempt to discern the most preferable
futures for COP/POP or for policing in general, key strategies to address
the most common themes for needed change will be described. First, the
entire process of recruiting, selecting, and training police officers must be
grounded in the principles of COP/POP. The future generations of police
must be mission driven, adaptable, and committed to the kind of integrity
critical to their position. The core elements of COP/POP must become
second nature to police employees. Second, organizational structures need
to change radically. The trends toward flattening police hierarchies may be
only the beginning of major structural change in law enforcement organi-
zations. It is unclear how police will handle the highly specialized demands
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of managing emerging technologies, addressing violence, and ensuring
officers employ advanced interpersonal skills. A balance is needed between
highly effective decentralized service delivery and highly efficient central-
ized resource management.

The opportunity for the criminal justice system to deal with legal, social,
moral, and ethical questions on emerging technologies has a window that
gets narrower every year because of the pace of such advancements. The
medical community is scrambling to consider the ramifications of rapidly
evolving experiments, such as those on cloned body parts, stem cells, and
artificial organ replacements. The police should be facilitating a similar
dialogue within the justice community on the impact of biometrics,
accountability for cybercrime, and the potential consequences of intruding
deeper into the space and minds of the public. The police are the segment
of the justice system that most often pioneers the application of new tech-
nologies in the field and stimulates enabling legislation. Being proactive on
these concerns will engender public trust that is necessary for the current
COP/POP model to evolve. If police fail to engage the community in such
a dialogue, proactive efforts to shape the future of policing may end.
Indeed, police may be forced to wait for case law to determine the course
of American policing. A wait-and-see strategy could result in piecemeal
acceptance and rejection of key police technologies. Both the credibility
and effectiveness of the police would be eroded.

Some critics feel that it was an error for the police to take on the many
non-law-enforcement responsibilities that characterize full implementa-
tion of COP/POP. No other public or private entities jumped in as police
did to take on the challenges and approaches described by Wilson and
Kelling (1982) in their work on “broken windows” and by Goldstein (1990)
on problem solving. Discussion by community stakeholders, representa-
tives from government agencies, and others about their capacities to meet
these challenges may help determine the appropriate allocation of
resources. Departments that have both a COP/POP orientation and the
capacity to provide combat policing when necessary may possess the flexi-
bility to police effectively in the future.

COP/POP has been fueled by research and academic theories since its
inception. To move toward preferable futures, the connection between aca-
demia and policing should be strengthened. We must ensure that the theo-
retical and the practical work reveal the innovative research that can be
translated into best practices. Collaboration between universities and
police departments on models that can rapidly adapt to change will help
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overcome the bureaucratic sluggishness of many government agencies.
Increased collaboration with the business community can also provide
police with lessons from that sector. At least in the private sector, resources
will continue to flow toward organizations that are efficient and deliver
desired and creative outcomes. Outmoded and ineffective organizations
will be left behind. The belief that police departments are monopolistic
“sacred cows” may prove to be a false assumption; the growing rate of pri-
vate police may already signal some shifting of resources away from the
public sector.

Within the past few years numerous organizations have called for a new
Presidential Commission on Policing or even a commission on the entire
criminal justice system. Bureaucratic government commissions may not
provide the flexible, adaptable, decentralized, and risk-taking style needed
for determining the shape of the future. Only now are some of the ideas
generated by the Presidential Commission on Policing of the 1960s being
implemented. Perhaps a national debate, supported by research and con-
ducted among diverse participants, could challenge conventional wisdom
on policing. American policing is designed to be locally focused. An appro-
priate federal role may be simply to coordinate local research and dialogue
that could set the future agenda of policing. Absent a strategic plan to iden-
tify preferable futures, COP/POP has an uncertain fate.
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The Impact of September 11
on Community Policing

by Ellen Scrivner, former Deputy Director for Community Policing
Development of the Office of Community Oriented Policing Services in
the U.S. Department of Justice, former Senior Associate, FBI Office of
Law Enforcement Coordination and currently Deputy Superintendent,
Bureau of Administrative Services, Chicago Police Department

ommunity policing has been acknowledged as one of the most sig-

nificant reforms in the history of American policing. Driven by
police leaders seeking more effective ways to control crime, and supported
by an unprecedented level of federal resources to help them meet their mis-
sion, community policing became the darling of the 1990s. But the events
of just one day dramatically changed the context in which law enforcement
operates. Now police are called on to meet the new service demands asso-
ciated with combating terrorism in addition to meeting the traditional
demands for service. Can community policing maintain its pre-9-11 iden-
tity as a significant crime control reform, even as it meets the challenges
associated with the terrorist threat environment? This chapter will explore
this question that is so integral to the future of policing in America.

Policing before September 11

In examining law enforcement’s ability to meet what now could be consid-
ered its dual mission, we will consider how community policing became a
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change agent for the profession. Community policing has presented a uni-
fying framework that has represented progressive law enforcement. It has
incorporated competing and diverse approaches—such as proactive prob-
lem solving and computer-tracked accountability for crime patterns—
under one umbrella. As law enforcement coalesced around community
policing, a new level of creativity was unleashed, and this tradition-clad
profession began to break out of the mold of reactive approaches to polic-
ing that were insufficient to control pervasive crime. Moreover, community
policing created a national dialogue and gave law enforcement leaders a
voice at the criminal justice policy table as community policing was incor-
porated into other criminal justice initiatives. Various programs (such as
Weed & Seed' and re-entry, drug court, juvenile justice, domestic violence,
and mental health initiatives) adapted community policing as the law
enforcement method-of-choice to help them meet their respective mis-
sions. Through this work, police developed a renewed appreciation for civil
liberties and constitutional rights.

Community policing seems to be working. Zhao, Scheider, and Thur-
man (2002) have linked funding for community policing to decreases in
violent and nonviolent offenses in cities with populations greater than
10,000. They have found a relationship between community policing hir-
ing and innovative grants, on the one hand, and lower crime rates in these
cities, on the other. The finding that more community police officers are
engaging in innovative activities comports with the survey data presented
in Chapter 4 on the implementation of community policing. The data pro-
vide indirect evidence that community policing today is far more than a
department philosophy: it has fundamentally changed how police do their
business. These data are supported by the Law Enforcement Management
and Statistics survey (LEMAS) conducted by the U.S. Department of Jus-
tice, Bureau of Justice Statistics (2000). This national survey of state and
local law enforcement agencies examined the change in community polic-
ing efforts by local law enforcement from 1997 to 1999. The number of
community policing officers in state and local law enforcement agencies
increased from 21,000 in 1997 to 113,000 in 1999; full-time officers

1. Weed and Seed is a strategy to reclaim and rejuvenate embattled neighborhoods
and communities. Weed and Seed uses a neighborhood-focused, two-part strategy to
control crime and provide social and economic support to communities where high
crime and social ills are prevalent (U.S. Attorney’s Office, Western District of New York
website).
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engaged in community policing served 62 percent of all residents in 1997
compared to 86 percent in 1999.

The Office of Community Oriented Policing Services (COPS) examined
the effects of COPS grants from 1995 to 1998 (U.S. Department of Justice,
National Institute of Justice 2000). The study provided a wide array of find-
ings on the effectiveness of the COPS Office in meeting its goals, as well as
on changes in policing practices. Among the agencies surveyed, problem-
solving partnerships and prevention efforts were commonplace, but the
form and visibility varied widely. These results confirmed that community
policing was expanding across the country and that it was not a “one-size-
fits-all” approach to policing.

In addition to the PERF survey results, the two other independent data
collections show that in police departments nationwide community polic-
ing has advanced beyond being a fad or set of platitudes and has actually
changed how the police interact with and respond to the communities they
serve. Police are thinking differently about solving crime and disorder
problems, and they are behaving differently by collaborating with citizens
and asking for their help in controlling crime. Arrests, once viewed as the
only way to address crime, are now just one option. Larger policing agen-
das and priorities are being influenced by community input derived from
surveys and citizen contacts. Operational changes have included more
police walking their beats, engaging in problem-solving partnership proj-
ects in their neighborhoods, and meeting with community groups. More-
over, about two-thirds of the departments in the LEMAS survey reported
having community policing plans in place, sharing information, and rely-
ing on citizen input to assess their performance. The last is unprecedented
in the police culture.

Today, as law enforcement is called upon to meet the post-9—11 demands
to secure the homeland, will departments retain the advances that came
with implementing community policing? Can those processes used so suc-
cessfully to fight crime also be applied to terrorism? Or does the new imper-
ative to safeguard the country require a change in strategy that will cause us
to revisit past practices that were not necessarily the best practices?

Policing after September 11

Harbingers for how police may address a dual mission emerge in positions
such as those posited by Stephens and Hartmann (2002). Writing in a
report of the Harvard Executive Session on Domestic Preparedness, they
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detail policing challenges and discuss how applying community policing
skills can prevent and prepare for acts of terror. They cite the value of
developing relationships with stakeholder groups that are potential targets
of terrorist acts while also engaging citizens in activities that deter criminal
acts and decrease fear. These relationships evolve from a foundation of
problem-solving partnerships that have been the life-blood of community
policing’s prevention orientation. Stephens and Hartmann make eight rec-
ommendations to help police departments rethink the threat of terrorism
and what that threat means for law enforcement. One recommendation is
for law enforcement agencies to use community policing skills. Stephens
and Hartmann also stress the value of partnerships, particularly as applied
to a large-scale, coordinated, multiagency response to manage community
catastrophes (All-Hazards Plan). That plan will clearly test relationships, as
it defines expectations for police and provides direction on how all agen-
cies will share information and resources as they work to achieve a com-
mon goal. The Stephens and Hartmann recommendations achieve a
balance between prevention and response that reflects the required balance
between community policing and homeland security.

Another forum that touched on terrorism’s effects on community polic-
ing was the Summit on Criminal Intelligence Sharing that was sponsored
by the International Association of Chiefs of Police. The summit report
(IACP 2002) presents a national strategy for improved intelligence sharing.
It discusses how community policing initiatives can aid in the gathering of
locally driven intelligence. Line officers, closer to the community and with
more immediate access to information than others, can help gather the
intelligence data needed to disrupt terrorists’ preparations. The summit
report discusses how thousands of community policing officers have been
building close and productive relationships with citizens—relationships
directly related to information and intelligence sharing. Consequently,
rather than undermining community policing, the current and urgent
need for timely and accurate threat information becomes a natural inte-
grator by taking advantage of mechanisms already in place. These assets
include communication based on problem solving, familiarity with
community, and strong partnerships based on trust. In this way police can
contribute to developing reliable intelligence while still observing constitu-
tional rights.

At the more anecdotal level, police chiefs across the country report that
citizens still want their neighborhoods to be safe havens and that they con-
tinue to expect the police to control the type of crime that affects their
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quality of life. Many argue that after the initial shock of September 11,
things have not really changed in their communities. People still use drugs,
steal cars, and beat up on their families. ATMs continue to present oppor-
tunities for crime, people continue to drive while drunk, and women con-
tinue to be raped. While potential terrorist attacks are of great concern, it
is local crime that remains the growth industry, and citizens are concerned
about their safety. These anecdotal reports are supported by a December
2002 survey by the National League of Cities. City officials’ report that cit-
izens are more concerned about traditional types of crime than they are
about terrorism.

Some police chiefs report that their relationships with immigrant com-
munities have improved and that they are engaging in more viable work-
ing partnerships with other local government entities. They also state that
greater interagency cooperation, in contrast to turf battles, can result in
better preparedness for emergencies. Ongoing communication networks
are critical to managing in the threat environment. Serial sniper attacks in
the Washington, D.C., suburbs demonstrated the importance of intera-
gency teamwork. Also revealed during the shooting spree was the changing
face of public leadership and the need for local government officials to ful-
fill unfamiliar roles such as calming widespread, crisis-induced fear. These
are elements of community government long believed to be the logical
outgrowth of community policing.

Prior to September 11, the U.S. Conference of Mayors (2001) conducted
a survey of 281 member cities. Seventy-six percent of the respondents indi-
cated that the community-oriented approach used in their police depart-
ment had influenced or altered service delivery by other city agencies and
by the city government overall. It is possible to apply those same commu-
nity policing skills across local government agencies and to take advantage
of existing partnerships to enhance community preparedness for respond-
ing to terrorist acts. Conversely, in communities where local partnerships
have not yet been welded, the need to respond to the terrorism threat may
build alliances that will provide the basis for buttressing community polic-
ing efforts. In other words, rather than derailing community policing as we
know it, the current crisis could help actualize community government.

Terrorism and the New Realities

The realities imposed by September 11, however, cannot be ignored. The
new mission of homeland security has altered priorities, while budget
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crises in a soft economy strain services. New federal laws, new federal agen-
cies, and proposed federal programs have created a certain level of disarray.
During the 1990s, law enforcement leaders helped to determine how
resources should be directed to continue the fight against crime, and they
had a strong voice at the federal funding table. Now they struggle to find
where the table is located. Despite a strong level of congressional support
for community policing, new and substantial funding streams for first-
responders are not clearly focused on law enforcement. Moreover, there is
no one at the federal level taking on the convener—facilitator role that
brought law enforcement together to plan and strategize the best way to
take on these issues. Consequently, police leaders question whether law
enforcement interests will be fully represented in what is now a competi-
tion for resources. These events cannot help but influence the future of
community policing as local agencies modify operations to position their
agencies to receive homeland security funds.

The unified strategy of community policing now faces the risk of frag-
mentation. The philosophies, strategies, and practices endemic to commu-
nity policing could be at risk of becoming another area of specialization, or
they could fall victim to split-force thinking. This threat is particularly
compelling given the potential for law enforcement to revert back to a
paramilitary orientation during crises. This scenario is supported by the
plethora of training offered to help police learn how to respond to terror-
ism and by the expanded role for the military in ensuring domestic security.
A military presence is clearly needed to provide a national preparedness
strategy, especially for responding to large-scale catastrophes. However, we
need to ensure that mission creep does not occur, that boundaries are
maintained, and that community policing retains its identity as a problem-
solving approach—not a problem-reacting orientation.

Suggested Strategies for Law Enforcement Executives

How do law enforcement executives go about retaining community polic-
ing while still responding to urgent new demands related to homeland
security? What follows are suggestions that can help maintain the balance
between community policing and combating terrorism.

+ Keep the core business of policing—crime control—front and center.
The primary mission of law enforcement is maintaining public safety,
not going to war. It is possible to avoid war rhetoric and still maintain
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the array of public safety activities that have implications for coun-
terterrorism. They include intelligence gathering, domestic countert-
errorism, infrastructure protection, defense against community
catastrophes, and emergency preparedness across agencies.
Reinforce the fact that the gathering and sharing of timely and accu-
rate information depend on strong partnerships between community
residents and police. Defeating criminals and defeating terrorists is
not an either—or situation.

Apply the lessons learned from history related to safeguarding citi-
zens’ rights. An analysis of urban crises of past eras can help prevent
the repetition of some of the more egregious mistakes and abuses of
criminal justice (for example, the internment of citizens based on
their ethnicity, the formation of “red squads,” and episodes of wide-
spread violence resulting from abuse of authority, such as the abuse
of Rodney King in Los Angeles). Understanding these lessons is
essential to avoiding a repetition of past mistakes.

Since law enforcement currently has a less prominent voice at the fed-
eral table, this is clearly a time for law enforcement associations to
assert leadership. Law enforcement articulated the need for the Vio-
lent Crime Control and Law Enforcement Act of 1994 and helped
craft the federal legislation that endorsed a specific form of policing.
Similarly, leadership is needed today to provide the blueprint for
accessing homeland security resources.

Exercise caution in expanding the definition of community policing
to include approaches that might be considered draconian under
other circumstances. An example of such an approach is an overem-
phasis on zero tolerance. Conversely, avoid labeling anything and
everything “community policing.” A corollary suggestion is to main-
tain the organizational structure that supports community policing.
Although wide-scale mobilization may require centralized, top-down
decision making, there is a need to establish boundaries so that this
mode of functioning does not merge into other activities and change
the nature of the organization. In particular, crisis functioning does
not absorb ongoing management activities and change a decentral-
ized organization.

Learn from the past and enlist rank-and-file officers and middle
managers in decision making on how the balance between commu-
nity policing and homeland security will play out. Failure to involve
them in decision making has been identified as a strong impediment



190 COMMUNITY POLICING: THE PAST, PRESENT, AND FUTURE

to implementing community policing. There is an opportunity for us
all to do it right this time.

+ If pressured to create specialized tactical teams, take steps to build in
safeguards so that the teams do not become elite groups. In law
enforcement agencies, such groups can quickly escape institutional
norms and cross the line to abusive behavior.

+ Finally, count on the wisdom of police leaders to do the right thing.
Law enforcement CEOs today are well educated and informed by
research. They have demonstrated the capacity to respond with
thoughtful and creative approaches that have worked well in many
jurisdictions.

In summary, September 11 and the resulting homeland security
demands have had a strong impact on the implementation of community
policing. It is still too soon to know just how community policing will fare
in this post-9-11 threat environment, but the prior successes of this model
of policing and new realizations as to how it can enhance neighborhood
security suggest that community policing can hold its own. The key to the
future of community policing is in the hands of law enforcement officers,
chiefs and sheriffs, and deputies and line officers on the street. They under-
stand police accountability in the community better than anyone, and they
can draw on a reservoir of partnerships that have helped them do their
jobs. Moreover, citizens are looking at officers and deputies with a new
awareness of the difficult challenges they face. Renewed respect is a power-
ful incentive to keep the community safe from both criminals and terror-
ists, and it can serve as a basis for closer police—citizen interaction. In the
end, it is officers and citizens, working together, who will maintain the pre-
vention—reaction balance that needs to be achieved between community
policing and homeland security.
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The Challenges to the Future
of Community Policing

by Darrel Stephens, Chief,
Charlotte-Mecklenburg Police Department

olicing in America has changed significantly in the past thirty years. It
is not the same institution that was chronicled in the presidential
commission reports on crime and the administration of justice in the late
1960s and early 1970s. It is much better. Innovation has been driven by a
growing body of knowledge and thoughtful experimentation. We know a
great deal more about the impact of the fundamental strategies that police
have used for many years to address crime problems. We know more about
the limitations of the police and how they might be more effective.' Police
departments are more diverse, police officers are better educated, and both
citizen oversight and community engagement are stronger.
Over the past two decades, two policing concepts have been advanced—
community-oriented policing and problem-solving policing—as new ways

1. Research on random preventive patrol, rapid response, and criminal investiga-
tions has helped police understand the limitations of these strategies and provided
opportunities to improve the use and effectiveness of police resources. See, for example,
Kelling et al. (1974); Kansas City Police Department (1977); Greenwood, Chaiken, and
Petersilia (1977); Spelman and Brown (1982); and Pate et al. (1986).

193
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of delivering police services to the community. Yet as these two ideas have
developed (and merged into one policing framework in many cities), a
competing approach called “CompStat” has emerged. As a crime-reduction
strategy, CompStat has had enormous appeal to police executives and local
political leaders.?

By 1997, 85 percent of police departments reported they had imple-
mented community policing or were in the process of implementing it—a
significant increase from 1992, when 51 percent of the agencies reported
implementation.’ This increase tracks the creation and work of the U.S.
Department of Justice Office of Community Oriented Policing Services
(COPS). This office managed the infusion of an unprecedented federal
government investment that leveraged local dollars. The equivalent of
100,000 additional police officers was put on the street to engage in com-
munity policing.*

The impact of the COPS Office on the community policing movement
should not be underestimated when considering both positive and negative
effects. As a positive influence, the COPS Office directed an unprecedented
influx of federal dollars to provide officers, technology, training, and tech-
nical assistance. Equally significant (perhaps even more so) was the
national political consensus that emerged with the creation of the office
and its mandate. Not only had the federal government become more
involved in local policing than ever before, political leaders—from the
president to local mayors—publicly embraced the idea of community
policing. Prior national efforts to improve policing and address crime con-
cerns accepted the basic premise on which the police and criminal justice
system rested: We need only to conduct traditional police duties but do

2. “CompStat (Computer Statistics) was first developed by the New York City Police
Department in 1994. It is primarily used as a forum to discuss computer-generated sta-
tistics that assist with the effective and timely development of resources to prevent and
suppress criminal activity or quality of life issues” (Lowell Police Department website,
www.lowellpolice.com/crime_safety/compstat/compstat.htm).

3. See Chapter 4, Figure 4-1.

4. For most communities, the federal contribution paid about 50 percent of the
annual cost of a police officer for three years. Other funding for technology was aimed
at producing efficiencies that could enable officers to spend more time engaged in com-
munity policing. “The COPS Making Officer Redeployment Effective (MORE) pro-
gram expands the amount of time current law enforcement officers can spend on
community policing by funding technology, equipment, and support staff, including
civilian personnel” (Office of Community Oriented Policing Services website, www.
cops.usdoj.gov/default.asp?Item=55).
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more of it and better. Before community policing took hold, most decision
makers thought the best way to deal with crime was to increase the num-
ber of police; improve training and equipment; develop systems to reduce
response time; create more prison beds; impose harsher sentences; and fed-
eralize those crimes that historically had been the responsibility of the
states and local governments.

The COPS initiative was strikingly different. To be sure, the legislation
responded to national concerns about crime, but it reflected a wide-ranging
consensus that community policing was the most promising approach. The
legislation called for fundamental changes in the way the police related to
citizens and stakeholders. Increasingly, citizens have been considered more
than the “eyes and ears” of the police, simply providing information to the
criminal justice apparatus. They have come to be viewed as partners in
community policing who have ideas, resources, and the ability to help pre-
vent crime, as well as solve it. The COPS initiative made it clear that police
would be expected to use problem-solving techniques to gain deeper
insight into the issues they were called on to address, and to develop solu-
tions that reflected that enhanced understanding. Moreover, these solu-
tions would not be confined to a law enforcement response. The response
might be aimed at prevention or at engaging other community or govern-
ment resources better positioned than the police to deal with the problem.

The value and accomplishments of community-oriented policing have
been the subject of great discussion. This is not to say that there have been
no negative challenges for police. But challenges to the future of commu-
nity policing must be understood within the proper context. Accordingly,
this chapter will describe the key components of community policing and
then detail obstacles to their implementation and acceptance.

What is Community Problem-Oriented Policing?

The term “community problem-oriented policing” (CPOP) more aptly
describes the type of policing that is the focus of this commentary.> CPOP
is a problem-solving partnership with the community. It engages the police

5 An ongoing criticism of community policing has been that it has not been clearly
defined. It is true that community policing looks very different from one jurisdiction to
another. Therefore, it is important to provide a definition that provides a common
backdrop for discussing law enforcement’s challenges in advancing community polic-
ing. The definition offered here is essentially the definition offered by the Police Execu-
tive Research Forum in a Bureau of Justice Assistance publication in the early 1990s.
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and stakeholders (neighborhoods, businesses, and government agencies) in
a collaborative effort to understand the conditions that contribute to prob-
lems and develop tailored solutions to address them. The basic idea is one
of building relationships and partnerships with a view toward addressing
some issue or problem that is of concern to the community and appropri-
ate for the police to address.

Too often community policing has been framed as just improving rela-
tionships with the community, and the approaches that police take to do
that (for example, bicycle patrols, foot patrols, storefront substations, etc.).
Although positive relationships are important, if they do not progress
toward collaborative efforts aimed at solving problems, they lose their
potential value for dealing with crime. Stronger community relationships
provide the means for citizens to gain greater access to police services, but
if the problems they raise are thought to be the responsibility of only the
police, they will not be satisfactorily resolved.

The Foundation of Community Problem-Oriented Policing

Community problem-oriented policing has at its foundation a base of
research and experience that clearly suggests it is a viable and effective
approach to policing. It has its roots in early work by the Police Founda-
tion, the Police Executive Research Forum, and the National Institute of
Justice on preventive patrol and response time. Not only did this research
raise questions about these traditional law enforcement strategies; it also
prompted police professionals and academics to realize that there were
opportunities to improve how police resources are used. The door was
opened to looking at how noncommitted patrol time and improved call-
management approaches could be used more effectively. Directed patrol
and improved preliminary investigations were the first to address the need,
but these efforts were soon followed by attempts to address citizens’ fears
and to develop closer ties with the community through foot patrol, neigh-
borhood watch, and similar initiatives.°®

Problem-oriented policing was introduced by Herman Goldstein in
1979.7 Research followed on several problems in concert with the Madison

6. See, for example, research cited in footnote 1 of this chapter.

7.1t should be noted that Goldstein espoused problem-solving concepts well before
the term “problem-oriented policing” was coined. His work in Policing a Free Society
(1977) and the American Bar Association (ABA) Standards of the early 1970s called for
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Police Department. Promising work in Baltimore County, Maryland, and
Newport News, Virginia, reinforced the idea, and it emerged as a competi-
tor to “community policing” as a new direction for the police.® At the same
time, work in situational crime analysis, crime prevention through envi-
ronmental design (CPTED), and efforts on specific problems like domestic
violence reinforced the value of the focus on problem solving.

By the COPS era, the debate over the relative value of community polic-
ing and problem-oriented policing had subsided as the police became
more comfortable merging the approaches to embrace partnerships with
stakeholders to solve problems. The debate, however, was itself important
to the evolutionary process. The debate focused police, citizens, stakehold-
ers, and policy makers on understanding the substance of what “commu-
nity policing” actually meant. Through the 1980s, it looked to many people
like one of those “feel good” programs that was more of a public relations
gimmick than an approach that actually contributed to improving polic-
ing. “Community policing” advocates argued that problem-oriented polic-
ing was police-centric and left the community out in defining the problem.
These debates continued from the early 1980s through the mid-1990s and
both arguments had merit. For many, the answer was to build on commu-
nity policing partnerships to strengthen the problem-solving collabora-
tions as a sensible and effective way to police the community—much the
way we police today.

Challenges Facing Community Problem-Oriented Policing

In many ways, aspects of CPOP are very much a part of the daily fabric of
policing in America. There are numerous examples of successful problem
solving. Perhaps the best indicator is the large attendance since 1990 at the
(previously hosted by PERF) Problem-Oriented Policing Conference in
San Diego and the presentation at each conference of successful problem-
solving efforts nationwide. There are many examples as well of strong

a focus on substantive problems, rather than tinkering with internal administrative
issues in the hope (or belief) that it would make a difference in the things the police
were supposed to do.

8. See, for example, Eck and Spelman (1987), an account of work in Newport News
funded by the National Institute of Justice. The work demonstrated that officers whose
primary responsibility was handling calls could also effectively engage in problem solv-
ing. Herman Goldstein’s 1990 book Problem-Oriented Policing captured the essence of
this idea and chronicled the progress across American since his seminal article in 1979.
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relationships that police have developed with their neighborhoods. In
some cases, residents have become very protective and possessive of officers
assigned to their neighborhoods, thus complicating transfers and promo-
tions. In spite of the progress and success, however, significant challenges
lie ahead for the police and communities that may limit further progress or
even cause backward movement in community problem-oriented policing.

The COPS Office and its Effects

The significant contributions that the COPS Office made can bring the
profession only so far. Momentous challenges still face the police and com-
munities that want to see their investments in community policing survive
and progress. Numerous police agencies have simply overlaid community
policing on their traditional policing approaches by creating special units
or dedicating full-time patrol officers to that task, while the majority of
officers continue with business as usual. The addition of 100,000 police
officers’ allowed many departments to continue doing “business as usual”
while dipping their toes into new approaches to policing. Fundamental
changes in the way they approached their work were not made.

This situation presents at least two challenges for those departments.
First, they are engaged in CPOP with a relatively small number of officers,
while the majority of patrol resources are devoted to responding to calls or
doing “real police work,” as it is described by some still steeped in en-
trenched approaches. In these departments, traditional criminal justice—
focused policing remains the dominant culture. Second, the cost of main-
taining the COPS-funded officers falls on local governments that may not
be in a position to sustain the increases in staffing beyond the mandatory
requirements. Even if they can sustain the staffing levels, there are no guar-
antees the officers will remain devoted to community policing over the
long haul. In fact, a number of police departments have laid off officers
because they did not have the funds to continue their employment.

The Transition to Departmentwide Involvement

An enormous challenge for the police is to fully engage all employees in
community problem-oriented policing while continuing to perform tradi-
tional duties that remain a necessary part of police responses. At the same

9. This references both officers and officer equivalents obtained through hiring
grants and MORE grants.



THE CHALLENGES TO THE FUTURE OF COMMUNITY POLICING 199

time officers are expected to work with the community in a problem-solving
partnership, they must respond to calls for service, conduct follow-up
investigations, make arrests, prepare for court, and be visible. Citizens and
businesses are not likely to stop calling the police even if there is a success-
ful community problem-oriented policing philosophy in place. Effective
problem solving should ultimately result in a reduced call load. Commu-
nity expectations are very difficult to meet, even with the additional offi-
cers funded by the COPS Office. This is particularly true when the
expectations include visibility and immediate response to calls that are not
emergencies.

The police departments making the most progress are those that man-
age workload and resources in ways that allow for all employees to play a
role in community problem-solving partnerships. This applies to the spe-
cial units (such as traffic, narcotics, and investigations) as well as the patrol
function. In patrol, departments are creating teams that have 24/7 respon-
sibility for specific geographic areas. Some departments are integrating
investigators and other specialists into these teams. Supervisors and man-
agers have the flexibility and mandate to use their resources to engage in
problem solving while handling calls. Police departments that are not able
to manage their resources in a way that allows a broad base of employees to
be involved in their community policing initiatives are likely to gradually
abandon those initiatives.

Homeland Security and the Economy

Following the tragic events of September 11, 2001, homeland security has
emerged as a top national priority. Federal resources are rapidly shifting in
that direction.

The sagging economy has reduced revenue streams at every level of gov-
ernment and has further depleted funding for criminal justice. Very few
states do not have significant deficits that require increased taxes, reduc-
tions in expenditures, or both. These conditions create additional chal-
lenges to sustaining community problem-oriented policing. The police face
added demands to support homeland security efforts but without con-
comitant resources.'” A number of cities are making significant reductions
to balance budgets and to meet increased homeland security demands. In

10. According to Figure 4-8 (see Chapter 4), 69 percent of the departments surveyed
in 2002 reported that the events of September 11, 2001, had an impact “to some extent”
or “to a great extent” on their community policing efforts.
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that type of environment, nonessential programs suffer. CPOP is most vul-
nerable in cities where it is viewed as a program rather than as a fundamen-
tal way of policing the community.

Crime and Politics

As crime dramatically declined through the 1990s, it moved lower on the
national and local political agendas. Even though the decreases have leveled
off and there are signs that crime may be increasing, priorities have
changed. Crime is simply not the hot-button political issue it was through
the 1980s and early 1990s. As public interest in violence, drug abuse, and
disorder has waned, resources have been directed toward other issues.
From the mid-1980s through most of the 1990s, crime and drug abuse
were always in the top five issues of greatest concern in national polls. That
is no longer the case. After several decades of national political interest,
crime was not a factor in the 2000 presidential election, and it is not a fac-
tor in the 2004 presidential election either. The challenge for police will be
to address crime problems while competing for the resources and public
attention needed to maintain the partnerships that are critical to commu-
nity policing.

Expanding the Base of Community Involvement

The growth and further development of community problem-oriented
policing depend on the active involvement of a sufficient base of citizens.
In most neighborhoods only a small number of people are energetically
engaged in community activities directed toward safety. Several factors
contribute to this environment."!

One of the most significant is that many people simply do not have the
time or inclination to take part in neighborhood activities. Today in many
families both parents work. If there are children in the family, parents’

11. Robert Putnam (2000) makes a very strong case that civic disengagement by
people throughout America has increased over the past thirty years. Mark Correia
(2000) also notes that members of a community must be organized into a social net-
work—in which neighbors know and rely on one another and government officials—
to advance community policing effectively. Without a cohesive social network,
community policing efforts may be ineffective. He contends that police need to pay as
much attention to how communities mobilize and develop bonds of trust, as they do to
innovative policing principles.
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leisure time is often consumed with child-related activities. Another factor
relates to the difficulty of sustaining citizens’ interest. In a neighborhood
crisis, residents will respond and focus on the problem for a short period
of time. In some cases, the focus is limited to putting pressure on the police
for increased visibility or investigative activity. In other cases, community
members will engage in specific activities; they may leave lights on, escort
people in the neighborhood, or conduct vigils or marches to address a par-
ticular problem. Sustaining community activity that may help the neigh-
borhood avoid future problems is more difficult once the crisis has abated.
Accordingly, ongoing police contact may be all that is required in most
cases to rapidly engage the community in some appropriate response, but
it is sustained involvement that just might prevent the next crisis from
occurring.

The real challenge, then, is sustaining a level of community engagement
when there is no crisis. It is difficult to identify activities that citizens are
willing to do for an extended period of time. Addressing the elements that
contribute to neighborhood decline (ill-maintained yards and homes, lit-
ter, broken or poorly situated street lights, absentee landlords, etc.) requires
a neighborhood effort—whether to enforce association covenants or to
pressure codes inspectors and public works agencies enough to make
neighborhood revival a priority. In many cities, police officers have
assumed these “citizen” roles in inner-city and transitional neighborhoods
where residents have not come forward.

Today, as crime increases and resources decline, some cities are begin-
ning to struggle again with questions about the appropriate role for police
officers. Should officers become neighborhood advocates? Should they
track code complaints, assist landlords with the eviction process, publish
newsletters, coordinate clean-ups, and arrange meetings? To the extent that
these activities contribute to the real or perceived safety of neighborhoods,
the questions may not have to be fully examined. In communities where
the economy has taken its toll and federal assistance has been redirected to
other priorities, hard choices must be made about what police officers
should be doing.

Drug Abuse and Neighborhood Safety

Although drug abuse has reportedly declined, it continues to be a major
contributing factor to neighborhood crime and violence. Arrestee Drug
Abuse Monitoring (ADAM) data indicate that 65 percent of those arrested
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have the presence of one or more illegal drugs in their system (Taylor et al.
2001). Drug dealing continues to generate many complaints from inner-
city neighborhoods, and the police spend considerable time addressing
these problems. Although enforcement continues to be the primary strat-
egy for addressing the drug problem, some believe education and treat-
ment should receive equal emphasis. That would require either a greater
investment in overall resources devoted to drug abuse or a shift away from
the emphasis on enforcement as the primary strategy.

The challenge for community problem-oriented policing is for officers
to continue handling drug abuse problems in a manner that is helpful and
responds to neighborhood concerns, even while priorities and resources
are shifting away from the department. The more successful efforts seem to
combine enforcement initiatives with strategies aimed at changing the
environment. Some departments have been able to work effectively with
landlords in developing lease agreements that prohibit drug sales or in con-
ducting criminal history checks to screen out potential problem tenants.
Other departments have applied nuisance abatement strategies to change
the environment. Still others have implemented drug courts that use the
authority of the courts to place individuals in treatment programs.

CompStat

Although the architects of CompStat probably did not have this outcome
in mind, CompStat has emerged as a competing policing strategy to com-
munity problem-oriented policing. It has a great deal of appeal because it
has been credited with achieving enormous reductions in reported crime
in New York City and a number of other cities that have adopted this
approach. The New York CompStat model is based on five principles
(McDonald 2002):

. specific objectives,

. timely and accurate intelligence,

. effective strategies and tactics,

. rapid deployment of personnel and resources, and
. relentless follow-up and assessment.

Ul WS W N

The New York Police Department believes the enormous reductions in
crime in the city were the result of police application of these principles.
In sharp contrast to departments that had come to believe the most effec-
tive means of crime prevention was to build community problem-solving
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partnerships, the NYPD relied almost exclusively on traditional strategies
and tactics. Of the eleven strategies and tactics noted in McDonald’s book
on CompStat in New York, only two—nuisance abatement and working
with landlords to evict illegal businesses—could be described as nontradi-
tional and within the framework of a CPOP response.

How can the principles of CompStat be applied in a way that embraces
community problem-solving partnerships? Answering this question is one
important challenge facing CPOP in the future. A second challenge is pre-
sented by the wrong idea that police alone can control crime. The way
CompStat has been portrayed in the news media is that the police can con-
trol crime through the application of these principles. While the police can
make significant contributions to reductions in crime, the process requires
more than rapid redeployment of police officers based on up-to-date crime
statistics.

The Bottom Line

Community problem-oriented policing must demonstrate that this
approach makes a difference in dealing with crime and the myriad issues
that the police are expected to address. This is not a new challenge for the
police. It has always been difficult to show there is a relationship between
what police do and the outcomes.

Crime, as measured by the Part 1 category (most serious crimes) of the
FBI Uniform Crime Report, has once again become the bottom line for
measuring police effectiveness. To be sure, it is an important outcome
measurement for the police, but there remains a wide gap that precludes
linking crime-fighting strategies and tactics to the outcome of a reduction
in crime. Many other factors (for example, a strong economy, low unem-
ployment, higher levels of incarceration, and restoration of neighborhoods
and center city areas) were in play during the 1990s that may have con-
tributed to the decline in crime at that time.

A significant challenge for the police, government, and communities is
to remain focused on the importance of other responsibilities (traffic,
order maintenance, illegal drugs, etc.) and to identify appropriate meas-
urements to gauge police effectiveness in those areas. These are important
duties, and they are consistently among the reasons people call the police
for help. And how important is community residents’ fear of crime to the
bottom line? A reduction in reported crime does not necessarily translate
to an enhanced sense of safety. Police effectiveness will surely be measured,
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at least in part, by residents’ perceptions of their safety, regardless of how
closely those perceptions parallel actual reported crime.

There are many potential measurement systems one could use to assess
the effectiveness of various aspects of policing (Moore et al. 2002). Some
are better than others. The bottom line for community problem-oriented
policing must be more clearly defined and articulated if this approach is to
survive in the future.

Conclusion

The future of community problem-oriented policing lies in how well indi-
vidual communities and the field as a whole address these challenges. The
national political consensus on CPOP may fade as new priorities force
attention elsewhere.

The leadership for CPOP and advocacy will have to come from the police.
They must continue to make the case for how problem-solving partnerships
can have a more lasting impact on creating safe neighborhoods and com-
munities than traditional approaches to policing. They must demonstrate
that solutions tailored to specific problems (such as taking neighborhood
action, changing a business practice, or conducting after-school programs,
for example) can be more effective (and efficient) than solutions reached by
police acting alone without the assistance of the community.

If the future can be determined by the past, CPOP will continue to
develop in those communities that have had solid leadership and a good
policing history. Policing in America has developed at an uneven pace
throughout its history. Some cities and some areas of the country have his-
torically set the pace for research and innovation. Some have remained
essentially the same in their fundamental approaches to delivering police
services. Although that is likely to be the pattern of the future, it does not
have to be that way.

It is indeed within the power of the police and communities to change
the future by what they do today. The fundamental principles of CPOP can
help law enforcement meet the challenges of homeland security and
reductions in resources caused by the economy and redirected federal sup-
port. Community problem-solving partnerships can produce better ideas
and a broader base of resources than efforts by police to resolve problems
on their own. Those partnerships might serve as the broad base of author-
ity required to establish new priorities and discard old activities that
undermine efforts to deal with future challenges. The police agencies that
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have made the most progress with community policing using the addi-
tional resources from the COPS Office are those that were committed to
the philosophy before the COPS Office was created in the U.S. Department
of Justice. They have already demonstrated that positive change can occur
and a great deal can be accomplished in difficult times. The challenges in
the early twenty-first century may be no more difficult than those of the
late 1980s and 1990s. They simply present our current and emerging lead-
ers with new opportunities to enhance the delivery of police services to all
our communities.
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Making Sure Community
Policing Is Here to Stay

by Mary Ann Wycoff, Independent Researcher/Consultant

he preceding chapters of this book reflect the rough consensus that

the ideal of community policing has captured the attention of police
leaders—the vast majority of whom support its basic tenets and believe it
is the most effective way to deliver police service. It probably is safe to say
that the idea of community policing is here to stay. A large majority of
police leaders undoubtedly agree with Secretary Ed Flynn' that the reality
of community policing should be here to stay. For Flynn (see Chapter 3),
the choice is between futile and effective policing, and obviously no chief
would consciously choose futile policing.

Despite widespread belief in the advantages of community policing, its
survival is uncertain. The authors of the previous chapters express more
hope than consensus that community policing can weather a variety of
challenges, either present or probable. Their concern about the future of
community policing is justified, especially since there seems to be little
recognition that the greatest hazard to the survival and growth of commu-
nity policing is one barely mentioned in the book. This threat has nothing

1. Formerly the chief of the Arlington County, VA Police Department, Ed Flynn is
now the secretary of public safety for the Commonwealth of Massachusetts.
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to do with budgets, unions, politicians, reticent officers or citizens, drug
wars, or terrorism. It is a much less engaging issue than any of these con-
cerns, in part because it is virtually invisible. Even when the culprit is
detected, it is hard to make headlines from material as dry as “the failure to
complete the implementation process.” And yet the failure to institutional-
ize changes that represent commitments to community policing is a killer
as deadly as it is silent. The murder will be committed so stealthily that it
will remain undetected long after the corpse of community policing is
tossed—without benefit of a memorial service—onto the large bone pile of
splendid but decaying new ideas. Chiefs may still proclaim that their organ-
izations are community policing organizations even though the newest
officers may have no idea what that means. Unless it is institutionalized,
community policing can slip unobserved into history.

The process of developing and implementing a new idea is multistaged.
The stages can be identified in a number of different ways, but the simplest
model includes at least these six:

. identification of the new idea/procedure,
. organizational commitment to the idea,
. planning for its implementation,

. implementation,

. assessment and revision, and

. institutionalization.

AN U W N

It may be safe to bet that most departments that embrace some form of
community policing (or most organizations that embrace any new idea)
remain attentive only through the fourth stage of implementation. But the
fifth stage—assessment and revision—is critical, both to determine
whether the change was actually implemented as planned and to determine
whether the implemented change is achieving anticipated outcomes. If not,
the original ideas need to be reconsidered, revised, re-implemented, and re-
evaluated. While the emphasis in this discussion is on institutionalization,
there is something worse than failing to institutionalize a change and that
is institutionalizing a wrong change. Assessment is critical, and the failure
to carry it out can sabotage the finest plans.

Beyond the failure to assess, the greatest stumbling block to the success
of the new undertaking is the failure to persevere in the implementation
process. No change, however laudatory, is self-sustaining. Until it is woven
into the structure and functions of the organization and undergirded with
support systems, it is vulnerable to being quietly washed away by the famil-
iar, comfortable ways of doing business. Until community policing
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becomes the business-as-usual approach to policing—something that
probably has been accomplished in relatively few departments—there is
the grave possibility that it will vanish, even as it continues to be heralded
as a sterling idea. Indeed, to the extent that police managers celebrate the
successful implementation of community policing, they may fail to see the
need for the next critical steps to ensure the permanence of the implemen-
tation. The time and effort required to operationalize the idea to date will
have consumed organizational resources and attention to the point that
organizational leaders, including even those who may suspect there is more
work to be done, will feel compelled to move on to other issues. They will
fail to institutionalize the change.

Two types of institutionalization—internal and external—are essential
to the survival of community policing.

Internal Institutionalization

Institutionalizing change requires modification of the organizational sys-
tems and processes that are linked to the new idea or application. In the
case of a department that intends to conduct community policing on a
departmentwide basis, almost every organizational system or procedure
should be reviewed for its relationship to, and impact on, the new
approach. Examples of the issues that might need to be addressed can be
categorized as structural, functional, procedural/policy, or support.

Structural Changes

Many community policing departments have redesigned their beat struc-
ture so that it conforms to natural neighborhoods. This makes it possible
for officers to know and interact with an organic community that can iden-
tify itself and define issues of common concern.

If the police organization is large and multilayered, it may be important
to reduce the number of layers or create some mechanism for enhancing
the flow of information between top and bottom. If a basic tenet of com-
munity policing is that the citizen and the officer at street level are critical
sources of information about problems and possible solutions, then those
managing the organization need ready access to this information. Problem
solving often requires more flexible and timely reallocation of resources
than routine policing, and this responsive support will be contingent on
current information about needs. If information flow cannot be enhanced
by removing organizational layers (often a politically hazardous operation),
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processes can be created to facilitate the exchange of information. Some
departments (Madison, Wisconsin, being an early example) have estab-
lished a chief’s advisory council in which representatives of every rank and
unit meet for regular discussions with the chief. Some chiefs have institu-
tionalized weekly or monthly meetings with area commanders at which
commanders are expected to provide operational information that demon-
strates close familiarity with their community and the needs of their offi-
cers. In this way managers are prompted to develop communication
channels that previously may not have been used. In some departments
these meetings are open to personnel of any rank who wish to be included
in the discussion of a particular issue or who just have a desire to know
what is going on. In Sacramento, California, for example, detectives who
sat in on the meetings might hear their bosses talking about a crime issue
and then leave the meeting determined to solve the problem before their
managers did. The meeting stimulated not only communication but also
healthy performance competition.

A realignment of organizational structure might place authority for all
police services in the hands of a manager who is responsible for a specific
geographic area of the city. Rather than having two separate chains of com-
mand for patrol and investigations, the department would have all person-
nel report to one commander. This unified chain of command may facilitate
smoother integration of services to a community and more open and con-
venient communication among all police personnel serving the area.

A change in structure may literally mean a change in the physical struc-
ture (or structures) housing the police department. Many cities (Houston,
Texas, and Madison, Wisconsin, being two of the earliest) have built full-
service area police stations in several neighborhoods and have designed them
to facilitate interaction between the public and the police, and among police
personnel. In Fort Worth, Texas, new stations are being designed so that
teams serving neighborhoods share the same office space, including space for
their sergeants. More commonly (and less expensively), cities develop neigh-
borhood storefront offices from which a few patrol officers and perhaps a
supervisor are dispatched from centralized or area headquarters.

Functional Changes

Community policing should mean that the jobs of many employees,
including supervisors and managers, change. This will be true in depart-
ments where community policing entails more than the designation of a
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few officers as community policing or problem-solving officers. In the
Spokane County Washington Sherift’s Department, for example, property
crime detectives have become the department’s primary problem solvers.
Many of them work out of storefront offices and partner with residents to
determine which types of cases are a priority for the neighborhood. It is a
dramatic change from the traditional detective’s role. Patrol officers in
many departments find themselves doing new kinds of work, often in dif-
ferent settings such as schools and neighborhood offices. New functions for
first-line employees mean novel kinds of functions for supervisors and
managers who need to be able to guide and support employees in their
efforts. This commitment is reflected, for example, in the employee per-
formance assessment packet of the Santa Ana, California Police Department.
Detailed role definitions were rewritten as a result of the department’s
adoption of community policing for employees at each organizational level
and in each function.

Procedural or Policy Changes

Traditional as well as nontraditional work may be done in new ways. Offi-
cers may function in neighborhood teams rather than as pairs or as indi-
viduals. Rather than only responding to calls for service, officers may be
part of planning groups that work to devise solutions to neighborhood
problems. Instead of responding to calls all over the city or in their quad-
rant or sector of the city, officers may be expected to work as much as pos-
sible in the beat or neighborhood to which they are assigned and for which
they are responsible. This new role requires a dispatch system that can
identify officers with particular beats and assign nonemergency calls to the
beat officer rather than to the next available officer. And it requires super-
visors who are trained to direct the attention of officers to their neighbor-
hood rather than to the next available action.

Decentralized decision making and command may be needed to allow
judgments to be made that are timely and responsive to local needs. Decen-
tralized decision making does not happen by fiat; it requires substantial
resocialization and training for both managers and subordinates.

Deployment policies need to be designed to leave officers in their
neighborhoods for as much of their shift as possible; deployment policies
also need to leave officers on assignment in the same neighborhood so
they can become effective there. This may mean at least a one- or two-year
commitment to a particular geographic location and a particular shift.
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New procedures may include new kinds of paperwork or electronic
reporting. In Chicago, for example, officers are expected to develop and
share beat profiles and beat plans among officers at team meetings and
with citizens at community meetings.

Changes in Human and Technical Support

As noted in this chapter so far, institutionalization of community policing
within a police department requires structural, functional, and procedural
or policy changes. It also requires changes related to support issues. For our
purposes, support can refer either to human resources or to material/tech-
nical resources.

Modifications in the management of human resources can take many
forms. A department may decide to change how it recruits and hires per-
sonnel. Specifically, it may choose to focus on attracting and retaining dif-
ferent kinds of personnel psychologically suited to the broad range of roles
community policing entails. Modifying human resources also could
include changes to the following: content and training methods for both
officers and citizens; content and methods for performance evaluations
and corrective measures; criteria for promotion; and promotional
processes that include input from citizens. Any one of these adjustments
can be vital to the long-range success of community policing, and any one
of them is a major undertaking for any police organization.

Material and technical support might include funds for police facilities
for those departments that want their structural changes to include decen-
tralized work settings. To exchange information more effectively both
internally and externally, departments may seek new communication sup-
port. Officers working in decentralized settings need on-line access to
information they might formerly have retrieved manually in a centralized
setting. Computer systems and software need to be designed to capture and
disseminate information at the beat level. In addition, fax machines, scan-
ners, and cell phones become more important. And websites and e-mail
need to be created and maintained so citizens can gather and share infor-
mation easily and efficiently.

Summary of Internal Reforms

The projects, summarized so briefly above, can take months of organiza-
tional time and considerable resources to create. If they are addressed—as
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the outline of the implementation process suggests they should be—as the
last step in a strategic plan, the organization is very likely to have run out
of gas by the time it gets this far. The change will have been operational-
ized. It will be time to move on.

Ideally, the changes won’t occur in this linear fashion. The systems that
must support community policing will have been planned along with the
operational components, and work will have been occurring to change
structures, functions, procedures, and technologies at the same time orga-
nizational behavior is being changed. It’s not clear how often this happens.
Organizations that led the movement toward community policing often
began by experimenting. There was no road map, no proven best way to
accomplish community policing or even proof that community policing
would be effective. It would not have been wise to totally revamp organiza-
tions to support a change that had not yet been evaluated. So, insofar as
changes were made to institutionalize community policing in these agen-
cies, they were made after the operational changes had been assessed—after
the organization was already weary of change and ready to coast for a while
in a recovery phase. It is during this “maintaining” phase that critical gains
can slip away.

The list of internal systems and organizational linkages that must be
changed or created to support and institutionalize community policing is
truly daunting. As Professor Wesley Skogan pointed out in Chapter 13, the
task of addressing them can be hazardous to the political health (and even
the physical health) of the sturdiest chief. The difficulty of the task is one
of the reasons Professor David Bayley reached this conclusion in 1988: “It
is probably fair to say that community policing in 1988 is more rhetoric
than reality. It is a trendy phrase spread thinly over customary reality.
Unless this state of affairs changes, the most likely future for community
policing is that it will be remembered as another attempt to put old wine
into new bottles” (Bayley 1988, 225-226). Or—given our concerns in this
chapter—it may be remembered as an attempt to pour new wine into old
bottles that will contaminate and destroy it.

Certainly, there are police executives who understand the need to cre-
ate the new bottle. In the national surveys that were administered in 1992
and again in 1997 (see Chapter 4), approximately 24 percent of respond-
ing chiefs stated that “community policing requires extensive reorganiza-
tion of police agencies.” These numbers seem small unless there were
questions in the minds of respondents about the meaning of “extensive”
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and “reorganization.” It is possible that system changes do not translate
into reorganization for many executives.?

In the same surveys, approximately 44 percent of respondents in each
survey period agreed that “community policing requires major changes in
organizational policies, goals and mission statements.” Other research data
also are promising: 89 percent of respondents in 1992 and 93 percent in
1997 agreed that “some form of participatory management is necessary for
the successful implementation of community policing.” In a follow-up sur-
vey in 2002, the Police Executive Research Forum found that 70 percent of
respondents reported having in place recruitment and selection procedures
that target individuals suited for community policing and 69 percent
reported having in place employee evaluations to reinforce community
policing and problem solving.

Clearly, there are signs that a sizable number of police leaders recognize
the need for organizational changes to support the philosophy of commu-
nity policing, and this recognition bodes well for the future of those
changes that have been implemented. Better data about the nature and
extent of these changes would be welcome, but just as important as
national-level data will be the data that individual departments collect to
monitor the continuing support for the changes.

Internal Monitoring of Change

An invaluable means of institutionalizing community policing is an organi-
zational performance measurement system that assesses both the process of
implementation and the effects of community policing. Some departments

2. It is also possible that many of these respondents are from departments that are
too small to support—or actually to need—the kinds of institutional changes that
would be necessary in larger departments and communities. Many communities in this
country are no larger than a neighborhood or beat in a large city. Officers already know
citizens and the conditions in which they live, and citizens are likely to know all the offi-
cers. All that may be required for community policing to take hold in these places is a
change of philosophy on the part of chiefs who have sufficient direct contact with offi-
cers and the community to make it effective. In these departments, the implementation
and institutionalization of community policing may be no more complicated than
some training for officers and a commitment by city leaders to replace the current
community-oriented chief, whenever necessary, with a similarly oriented chief. Making
and keeping change in a medium- to large-size department is a much more complex
matter.



MAKING SURE COMMUNITY POLICING IS HERE TO STAY 217

(such as Lakeland, Florida, and Colorado Springs, Colorado) already have
developed such a measurement system or are developing one. The U.S.
Department of Justice’s National Institute of Justice is funding a Police
Executive Research Forum project to develop a measurement system that
could be a model for other agencies.

Ideally, a measurement process designed to support change would reflect
the inputs needed to conduct community policing (resources, policies, sup-
port systems), outputs (including implementation efforts and community
policing activities), and outcomes (measures of the impact of police serv-
ice).” The system or process probably would require multiple levels and
methods. Some data would be collected at the organizational level, and other
data might be collected at the unit level or the neighborhood level. Some
data are “formal” data collected through routinized, computerized formats
and processes. Other data are “informal” and may be the result of conversa-
tions around the question of “how are we doing on that?” In Lakeland,
Florida, for example, everyone at the rank of sergeant and above is required
to attend an “action list review.” Less senior members of the department also
are welcome to attend. On a month-by-month basis, current and upcoming
events and issues are identified and discussed. If action is required, someone
in the group is assigned to tend to it, and he or she is expected to report back
at the next meeting. Whether the method of collection is formal or informal,
the data and the issues discussed at every level of the organization relate to
the department’s strategic plan for community policing. The plan identifies
steps to be taken, the target dates for accomplishing them, the particular
resources needed, and the performance measures that reflect either progress
or impact. With a system like this in place, the implementation of commu-
nity policing is not going to fall through the cracks—unless forces external
to the police department have left a gaping hole.

External Institutionalization

Another safeguard against the demise of community policing is external
institutionalization of the approach and its support systems. There are two
fronts on which external institutionalization can—and ideally would—
occur. One is governmental and the other is communal.

3. Readers interested in the complex challenge of measuring police efficacy should
see Recognizing Value in Policing: The Challenge of Measuring Police Performance (Moore
et al. 2002).
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From the governmental perspective, community policing could be
embraced by politicians and administrators who might, for example,
approve the strategic plan, approve a budget designed specifically to sup-
port the plan, and require regular accountability about implementation
and outcomes from the police department. The mayor or city manager
might help inspire the public, other city departments, and private organi-
zations to participate in community policing. He or she might provide
training in community policing and problem solving to other depart-
ments, organizations, and members of the public. Beyond that, the city
administrators might make a commitment to hiring in the future only
police chiefs who support the community policing strategic plan, thus
helping ensure that a new chief won’t toss aside what a predecessor has
worked so hard to put in place.

Many chiefs attempting to implement community policing would eye
with green envy a department that receives this kind of governmental
encouragement. It is not, however, the strongest support a government can
provide because it runs the risk of being temporary. As good as this kind of
governmental backing is, it is not the ideal. The ouster of a supportive city
manager or the election of a new mayor or city council can mean slow ero-
sion of the previous support or even its swift elimination.

The best approach to the institutionalization of community policing is
the integration of community policing into community-oriented govern-
ment (Gates 1999; King and Behr 2003). Community policing then would
become an integral part of a broad, citywide approach to government. The
expectation from the highest levels of city government would be that all
city services would be planned and delivered in a way that focused on prob-
lems and took into account the needs and wishes and the problem-solving
resources of citizens. Rather than city departments operating independ-
ently of one another, city administrators representing geographic areas of
the city would coordinate service delivery and problem solving in these
areas across departments. Police agencies would no longer carry the load of
trying to get other city departments to cooperate with their efforts to
improve neighborhoods. Under the guidance of a city administrator,
departments would plan together how to deliver services to the community
or to a specific area of the community. Measures of accountability would
reflect the level of cooperation among the different city entities. A new
police chief could not abandon strides toward community-oriented polic-
ing without confronting (and being confronted by) the community orien-
tation of the entire city government.
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Can community-oriented government disappear as new leaders are cho-
sen? Yes, but its demise would require a highly visible public decision.
Indeed, the decision would be much more visible and controversial than a
police agency’s internal decision would be to abandon community policing.

Community policing also can be institutionalized on a second external
front. Not only city government but also the community can play a key role
in sustaining community policing. There are chiefs who will say that com-
munity policing could not possibly disappear in their community because
citizens would not allow it to happen. In these places, the community has
come to expect the type of service delivery that community policing pro-
vides, and it would not settle for less. While one can hope this is the case
elsewhere, it is conceivable that community policing could be eroded or
even eliminated before the public noticed and organized to protest the
change. This is less likely to happen in places where the public is not merely
the recipient of community policing but a full partner.

When citizens are involved in making decisions about which problems
to address in their neighborhood and how to address them, community
policing will not slip quietly away. When citizens are involved in selecting
and evaluating police personnel, community policing will not vanish as a
result of budget cuts. When citizens are involved in setting policies about
the delivery of police service, they will not awake one day to find that com-
munity policing policies have been supplanted by policies that exclude the
community in the name of national security or the wars against crime or
drugs. The more closely involved the community is with policing, the
greater the likelihood that community policing will be here to stay.

New Wine in New Bottles

Police departments, then, can safeguard the future of community policing
in a number of ways. Two of the most important are

+ the redesign of all internal police systems to support the community
policing philosophy, and

+ the creation of a performance measurement system to monitor the
implementation of community policing and its effects.

Internal institutionalization along these lines is more effective if accom-
panied by external institutionalization. Three essential developments on
the external front are
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+ support for community policing by the local political authorities,

+ integration of community policing into community-oriented gov-
ernment, and

+ citizens’ involvement in the design and delivery of police services.

With even one of these supports in place, the chances for the survival of
community policing increase, and they grow better with the addition of
each item on the list. Taken together, they would provide a strong bottle to
hold the new wine. One day the label on the bottle may read, not “Com-
munity Policing,” but simply “Effective Policing.”

Next Steps

In the absence of data, one can only opine that few departments currently
engaged in community policing enjoy more than one or two of the sup-
ports listed above. Significant work remains to be done to convince leaders
both inside and outside police departments of the need to institutionalize
their hard-won changes in these ways. A conference (or conferences) built
around these issues and attended jointly by police, politicians, city admin-
istrators, and representatives from the community could raise awareness of
the need for completing all six stages of the implementation process
described earlier. The sharing of performance measuring systems among
police agencies would be extremely helpful. In addition, the publication of
case studies of departments/cities that have invested heavily in institution-
alizing change would be helpful. Current attention to the need to provide
foundations for the change that has been made will give critical support to
future efforts to build on that change.

A curriculum and support system should be developed for individuals
who will have (or should have) the organizational responsibility for moni-
toring and managing the entire organizational change process. The person
in charge might be the chief (in a small organization) or someone
appointed by the chief. First, the realization that such a person is vital must
be fostered; without someone in charge of the process, change either will
not happen or will melt away between organizational cracks. Second, there
needs to be training and support for these individuals. Very few police man-
agers are going to acquire (through experience or their own initiative) an
understanding of the breadth and complexity of the change process. They
need special training, and, beyond training, they need the support of a peer
group of change agents from other departments. A national organization
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could make a powerful investment in community policing by training and
facilitating (with classes, meetings, websites, on-line conversations) present
and future change agents in police departments.

The implementation and institutionalization of community policing are
a long-term undertaking. This process is not complete. Indeed, it probably
is still in its infancy in many departments. In others, some of which were
the premier community policing departments a few years ago, community
policing already has slipped away for precisely the reasons explained in this
chapter. There is a lot of work to do to keep this paradigm alive and well.
This is the time to take stock of the progress made in community policing
and of the work still to be done to sustain and expand it.
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