Community Policing
Elements and Effects

Gary W. Cordner .

In less than two decades, community policing has evolved from a few 3
small foot patrol studies to the preeminent reform agenda of modern polic-
ing. With roots in such earlier developments as police-community relations, |
team policing, crime prevention, and the rediscovery of foot patrol, commu-

nity policing has become, in the 1990s, the dominant strategy of policing—so

much so that the 100,000 new police officers funded by the 1994 Crime Bill 1

must be engaged, by law, in community policing.

Despite all this activity, four complicating factors have made it extremely :

difficult to determine the effectiveness of community policing:
o Programmatic complexity—There exists no single definition of commu-

nity policing nor any universal set of program elements. Police agen- |

cies around the country (and around the world) have implemented a
wide array of organizational and operational innovations under the
label “community policing.” Because community policing is not one
consistent “thing,” it is difficult to say whether “it” works.

o Multiple effects—The number of intended and unintended effects that
might accrue to community policing is considerable. Community |
policing might affect crime, fear of crime, disorder, community rela-
tions, and/or police officer attitudes, to mention just a few plausible |
impacts. The reality of these multiple effects, as opposed to a single

bottom-line criterion, severely reduces the likelihood of a simple yes or
no answer to the question “Does community policing work?”

o Variation in program scope—The scope of community policing projects ;
has varied from single-officer assignments to department-wide efforts.
Some of the most positive results have come from projects that
involved only a few specialist officers, small special units, or narrowly
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defined target areas. The generalizability of these positive results to
full-scale department-wide implementation is problematic.

* Research design limitations—Despite heroic efforts by police officials and
researchers, most community policing studies have had serious
research design limitations. These include lack of control groups, fail-
ure to randomize treatments, and a tendency to measure only short-
term effects. Consequently, the findings of many community policing
studies do not have as much credibility as we might hope.

These complicating factors are offered not as excuses but rather to sensi-
tize us to the very real difficulty of producing reliable knowledge about the
effects of community policing. Additionally, they identify priority issues that
need to be addressed in order to substantially improve what we know about
the effectiveness of community policing.

WHAT IS COMMUNITY POLICING?

Community policing remains many things to many people. A common

~ refrain among proponents is “Community policing is a philosophy, not'a pro-

gram.” An equally common refrain among police officers is “Just tell me

- exactly what you want me to do differently.” Some critics, echoing cofncerns

similar to those expressed by police officers, argue that if community policing is
nothing more than a philosophy, it is merely an empty shell (Goldstein, 1987).
It would be easy to list dozens of common characteristics of community

- policing, starting with foot patrol and mountain bikes and ending with the
. police as organizers of, and advocates for, the poor and dispossessed. Instead,
* it may be more helpful to identify four major dimensions of community

policing and some of the most common elements within each. These four
dimensions of community policing are:

* The Philosophical Dimension
¢ The Strategic Dimension

¢ The Tactical Dimension

* The Organizational Dimension

The Philosophical Dimension

Many of its most thoughtful and forceful advocates emphasize that com-
munity policing is a new philosophy of policing, perhaps constituting even a
paradigm shift away from professional-model policing. The philosophical
dimension includes the central ideas and beliefs underlying community

" policing. Three of the most important of these are citizen input, broad func-

tion, and personalized service.

Citizen Input. Community policing takes the view that, in a free soci-
ety, citizens should have open access to police organizations and input to
police policies and decisions. Access and input through elected officials is
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considered necessary but not sufficient. Individual neighborhoods and com-
munities should have the opportunity to influence how they are policed and
legitimate interest groups in the community should be able to discuss their
views and concerns directly with police officials. Police departments, like
other agencies of government, should be responsive and accountable.

Mechanisms for achieving greater citizen input are varied. Some police
agencies use systematic and periodic community surveys to elicit citizen input
(Bureau of Justice Assistance, 1994a). Others rely on open forums, town meet-
ings, radio and television call-in programs, and similar methods open to all res-
idents. Some police officials meet regularly with citizen advisory boards,
ministry alliances, minority group representatives, business leaders, and other
formal groups. These techniques have been used by police chief executives, dis-
trict commanders, and ordinary patrol officers; they can be focused as widely
as the entire jurisdiction or as narrowly as a beat or a single neighborhood.

The techniques used to achieve citizen input should be less important
than the end result. Community policing emphasizes that police departments
should seek and carefully consider citizen input when making policies and
decisions that affect the community. Any other alternative would be unthink-
able in an agency that is part of a government “of the people, for the people,
and by the people.”

Broad Police Function. Community policing embraces a broad view of
the police function rather than a narrow focus on crime fighting or law enforce-
ment (Kelling and Moore, 1988). Historical evidence is often cited to show that
the police function was originally quite broad and varied and that it only nar-
rowed in recent decades, perhaps due to the influence of the professional
model and popular media representations of police work. Social science data is
also frequently cited to show that police officers actually spend relatively little
of their time dealing with serious offenders or investigating violent crimes.

This broader view of the police function recognizes the kinds of non-
enforcement tasks that police already perform and seeks to give them greater
status and legitimacy. These include order maintenance, social service, and
general assistance duties. They may also include greater respon51b1ht1es in
protecting and enhancing “the lives of those who are most vulnerable—juve-
niles, the elderly, minorities, the poor, the disabled, the homeless” (Trojanow-
icz and Bucqueroux, 1990: xiv). In the bigger picture, the police mission is
seen to include resolving conflict, helping victims, preventing accidents, solv-
ing problems, and reducing fear as well as reducing crime through apprehen-
sion and enforcement.

Personal Service. Community policing supports tailored policing based
on local norms and values and individual needs. An argument is made that
the criminal law is a very blunt instrument and that police officers inevitably
exercise wide discretion when making decisions. Presently, individual offic-
ers make arrests and other decisions based on a combination of legal, bureau-
cratic, and idiosyncratic criteria, while the police department maintains the
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myth of full or at least uniform enforcement (Goldstein, 1977). Under com-
munity policing, officers are asked to consider the “will of the community”
when deciding which laws to enforce under what circumstances, and police
executives are asked to tolerate and even encourage such differential and per-
sonalized policing.

Such differential or tailored policing primarily affects police handling of
minor criminal offenses, local ordinance violations, public disorder, and ser-
vice issues. Some kinds of behavior proscribed by state and local law, and
some levels of noise and disorder, may be seen as less bothersome in some
neighborhoods than in others. Similarly, some police methods, including such
aggressive tactics as roadblocks as well as more prevention-oriented pro-
grams such as landlord training, may coincide with norms and values in
some neighborhoods but not others.

Even the strongest advocates of community policing recognize that a bal-
ance must be reached between differential neighborhood-level policing and
uniform jurisdiction-wide policing. Striking a healthy and satisfactory bal-
ance between competing interests has always been one of the central concerns
of policing and police administration. Community policing simply ‘argues
thdt neighborhood-level norms and values should be added to the mix of
legal, professional, and organizational considerations that influences deci-
sion-making about policies, programs, and resources at the executive level as
well as enforcement-level decisions on the street.

This characteristic of community policing is also aimed at overcoming one
of the most common complaints that the public has about government employ-
ees in general, including police officers—that they do not seem to care'and that
they are more interested in “going by the book” than in providing quality, per-
sonalized service. Many citizens seem to resent being subjected to “stranger
policing” and would rather deal with officers who know them, and whom they
know. Of course, not every police-citizen encounter can be amicable and
friendly. But officers who generally deal with citizens in a friendly, open, and
personal manner may be more likely to generate trust and confidence than
officets who operate in a narrow, aloof, and/or bureaucratic manner.

The Strategic Dimension

The strategic dimension of community policing includes the key opera-
tional concepts that translate philosophy into action. These strategic concepts
are the links between the broad ideas and beliefs that underlie community
policing and the specific programs and practices by which it is implemented.
They assure that agency policies, priorities, and resource allocation are con-
sistent with a community-oriented philosophy. Three strategic elements of
community policing are re-oriented operations, geographic focus, and pre-
vention emphasis.

Re-oriented Operations. Community policing recommends less reli-
ance on the patrol car and more emphasis on face-to-face interactions. One
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objective is to replace ineffective or isolating operational practices leg.,
motorized patrol and rapid response to low priority calls) with more effective
and more interactive practices. A related objective is to find ways of perform-
ing necessary traditional functions (e.g., handling emergency calls and con-
ducting follow-up investigations) more efficiently, in order to save time and
resources that can then be devoted to more community-oriented activities.

Many police departments today have increased their use of foot patrol,
directed patrol, door-to-door policing, and other alternatives to traditional
motorized patrol (Cordner and Trojanowicz, 1992). Generally, these alterna-
tives seek more targeted tactical effectiveness, more attention to minor
offenses and “incivilities,” a greater “felt presence” of police, and/or more
police-citizen contact. Other police departments have simply reduced their
commitment to any form of continuous patrolling, preferring instead to have
their patrol officers engage in problem solving, crime prevention, and similar
activities when not handling calls and emergencies.

Many police agencies have also adopted differential responses to calls for
service (McEwen, Connors, and Cohen, 1986). Rather than attempting to

immediately dispatch a sworn officer in response to each and every notifica-
tion of a crime, disturbance, or other situation, these departments vary their |

responses depending upon the circumstances. Some crime reports may be

taken over the telephone, some service requests may be referred to other-gov- |

ernment agencies, and some sworn officer responses may be delayed. A par-

ticularly interesting alternative is to ask complainants to go in person to a
nearby police mini-station or storefront office, where an officer, a civilian
employee, or even a volunteer takes a report or provides other in-person ;
assistance. Use of differential responses helps departments cope with the ]
sometimes overwhelming burden of 911 calls and frees up patrol officer time §
for other activities, such as patrolling, problem solving, and crime prevention. ‘

Traditional criminal investigation has also been reexamined in recent }
years (Eck, 1992). Some departments have de-specialized the activity, reducing {
the size of the detective unit and making patrol officers more responsible for §
follow-up investigations. Many have also eliminated the practice of conduct- }
ing an extensive follow-up investigation of every reported crime, focusing §
instead on the more serious offenses and on more “solvable” cases. Investiga- §
tive attention has also been expanded to include a focus on offenders as well as 1
on offenses, especially in the form of repeat offender units that target high-fre- {
quency serious offenders. A few departments have taken the additional step of |
trying to get detectives to expand their case-by-case orientation to include
problem solving and crime prevention. In this approach, a burglary detective §
would be as concerned with reducing burglaries through problem solving and

crime prevention as s/he was with solving particular burglary cases.

Not all contemporary alternatives to motorized patrol, rapid response, 1
and criminal investigation are closely allied with community policing. Those
specific operational alternatives, and those uses of the freed-up time of patrol
officers and detectives, that are consistent with the philosophical and strate- }
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gic foundations of co.mmunity policing can be distinguished from those that
conform to other philosophies and strategies of policing (Moore and Trojan-
owicz, 1988).

Gf:ographic Focus. Community policing strategy emphasizes the geo-
gra.ph1c basis of assignment and responsibility by shifting the fundamental
unit of patrol accountability from time of day to place. That is, rather than
hc?lding patrol officers, supervisors, and shift commanders responsible for
wide areas but only during their eight or ten hour shifts, community policing
seeks to establish 24-hour responsibility for smaller areas.

Of course, no single officer works 24 hours a day, seven days a week
Week in and week out. Community policing usually deals with this ﬁmitation’
inoneora combination of three ways: (1) community police officers assigned
to nelgl}borhoods may be specialists, with most call-handling relegated to a
more traditional patrol unit; (2) each individual patrol officer may be held
responsible for long-term problem solving in an assigned neighborhood
even though s/he handles calls in a much larger area and, of necessity, man);
of the calls in the assigned area are handled by other officers; or (3)’ small
teams of officers share both call-handling and problem solving responsibility
in a beat-sized area. :

A key ingredient of this geographic focus, however it is implemented, is
permanency of assignment. Community policing recommends that patrol
officers be assigned to the same areas for extended periods of time, to increase

+ their familiarity with the community and the community’s familiarity with

them. .Ideally, this familiarity will build trust, confidence, and cooperation on
both sides of the police-citizen interaction. Also, officers will:simply become

- more khowledgeable about the community and its residents, aiding early

inter\f'ention and timely problem identification and avoiding conflict based
on rms.pe:rception or misunderstanding.

It is important to recognize that most police departments have long used
geography as the basis for daily patrol assignment. Many of these depart-
ments, however, assign patrol officers to different beats from one day to the
n‘ext, c'reating little continuity or permanency. Moreover, even in police agen-
cies with fairly steady beat assignments, patrol officers are only held account-
able for handling their calls and maintaining order (keeping things quiet)

| during their shift. The citizen's question, “Who in the police- department is

responsible for my area, my neighborhood?” can then only truthfully be
answered “the chief” or, in large departments, “the precinct commander.”

i Neither patrol officers nor the two or three levels of management above them

can be held accountable for dealing with long-term problems in specific loca-

s tions. anyw'ht.ere in the entire community. Thus, a crucial component of com-
p  munity policing strategy is to create some degree of geographic accountability

atall levels in the police organization, but particularly at the level of the patrol

| officer who delivers basic police services and is in a position to identi
. . e d
. solve neighborhood problems. F e

o

e T
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Prevention Emphasis. Community policing strategy also emphasizes a
more proactive and preventive orientation, in contrast to the reactive focus
that has characterized much of policing under the professional model. This
proactive, preventive orientation takes several forms. One is simply to
encourage better use of police officers’ time. In many police departments,
patrol officers’ time not committed to handling calls is either spent simply
waiting for the next call or randomly driving around. Under community
policing, this substantial resource of free patrol time is devoted to directed
enforcement activities, specific crime prevention efforts, problem solving,
community engagement, citizen interaction, or similar kinds of activities.

Another aspect of the preventive focus overlaps with the substantive ori-
entation of community policing and problem-oriented operations. Officers
are encouraged to look beyond the individual incidents that they encounter
as calls for service and reported crimes in order to discover underlying prob-
lems and conditions (Eck and Spelman, 1987). If they can discover such
underlying conditions and do something to improve them, officers can pre-
vent the future recurrence of incidents and calls. While immediate response
to in-progress emergencies and after-the-fact investigation of crimes will
always remain important functions of policing, community policing seeks to
elevate before-the-fact prevention and problem-solving to comparable status:

Closely related to this line of thinking, but deserving of specific mention, is

the desire to enhance the status of crime prevention within police organiza-
tions. Most police departments devote the vast majority of their personnel to
patrol and investigations, primarily for the purposes of rapid response and fol-
low-up investigation after something has happened. Granted, some prevention
of crime through the visibility, omnipresence, and deterrence created by patrol-
ling, rapid response, and investigating is expected, but the weight of research
over the past two decades has greatly diminished these expectations (Kelling,
Pate, Dieckman, and Brown, 1974; Greenwood and Petersilia, 1975; Spelman
and Brown, 1982). Despite these lowered expectations, however, police depart-
ments still typically devote only a few officers specifically to crime prevention
programming, and do little to encourage patrol officers to engage in any kinds
of crime prevention activity beyond routine riding around.

Moreover, within both informal and formal police cultures, crime solving
and criminal apprehension are usually more highly valued than crime pre-
vention. An individual officer is more likely to be commended for arresting a
bank robber than for initiating actions that prevent such robberies. Detectives
usually enjoy higher status than uniformed officers (especially in the eyes of
the public), whereas, within many police agencies, crime prevention officers
are seen as public relations functionaries, kiddie cops, or worse. To many
police officers, crime prevention work is simply not real police work.

The preeminence of reactive crime fighting within police and popular
cultures is understandable, given the dramatic nature of emergencies, crimes,
and investigations. Much of police work is about responding to trouble and
fixing it, about the contest between good and evil. Responding to emergendcies
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workload concerns and pressure from their superiors, their peers, and dis-
patchers. As a result, they typically do a mediocre job of handling the imme-
diate incident and make little or no attempt to identify underlying conditions,
secure additional information, or create satisfied customers. The prime direc-
tive seems to be to do as little as possible in order to clear the call quickly and
get back in the car and on the radio, ready to go and do little or nothing at the
next call. Getting there rapidly and then clearing promptly take precedence
over actually delivering much service or accomplishing anything. Commu-
nity policing suggests, instead, that officers should look at calls as opportuni-
ties for positive interaction, quality service, and problem identification.

Even more opportunities for positive interaction can be seized during
routine patrol, if officers are willing to exit their vehicles and take some initia-
tive. Officers can go in and out of stores, in and out of schools, talk to people
on the street, knock on doors, etc. They can take the initiative to talk not only
with shopkeepers and their customers but also with teenagers, apartment
dwellers, tavern patrons, and anybody else they run across in public spaces
or who are approachable in private places. Police should insert themselves
wherever people are and should talk to those people, not just watch them.

Partnerships. Participation of the community in its own protection is
one of the central elements of community policing (Bureau of Justice Assis-
tance, 1994c). This participation can run the gamut from watching neighbors’
homes to reporting drug dealers to patrolling the streets. It can involve pattic-
ipation in problem identification and problem solving efforts, in crime pre-
vention programs, in neighborhood revitalization, and in youth-oriented
educational and recreational programs. Citizens may act individually or in
groups, they may collaborate with the police, and they may even join the
police department by donating their time as police department volunteers,
reserves, or auxiliaries.

Under community policing, police agencies are expected not only t6
cooperate with citizens and communities but to actively solicit input and par-
ticipation (Bureau of Justice Assistance, 1994b). The exact nature of this par-
ticipation can and should vary from community to community and from
situation to situation, in keeping with the problem-oriented approach. As a
general rule, though, police should avoid claiming that they alone can handle
crime, drug, or disorder problems, and they should encourage individual cit-
izens and community groups to shoulder some responsibility for dealing
with such problems. .

Police have sometimes found it necessary to engage in community orga-
nizing as a means of accomplishing any degree of citizen participation in
problem solving or crime prevention. In disorganized and transient neighbor-
hoods, residents are often so distressed, fearful, and suspicious of each other
(or just so unfamiliar with their neighbors) that police have literally had to set
about creating a sense of community where none previously existed. Asdiffi-
cult as this kind of community organizing can be, and as far from the conven-
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tional police role as this may seem, these are often the very communities that
most need both enhanced police protection and a greater degree of citizen
involvement in crime prevention, order maintenance, and general watchful-
ness over public spaces.

One vexing ‘aspect of community organizing and community engagement
Fesu,lts from the pluralistic nature of our society. Differing and often conflicting
interests are found in many communities, and they are sometimes represented
by competing interest groups. Thus, the elders in a community may want the
police to crack down on juveniles, while the youths themselves complain of
fem Opportunities for recreation or entertainment. Tenants may seek police help
In organizing a rent strike, while landlords want police assistance in screening
of managing the same tenants. Finding common interests around which to rally
entire communities, or just identifying common interests on which to base
police practices, can be very challenging and, at times, impossible,

I.t 1s important to recognize that this inherent feature of pluralistic com-
mumtle's does not arise because of community policing. Police have long been
caught in the middle between the interests of adults and juveniles, landlords
ar.ld.‘tenants, and similar groups. Sometimes the law has provided a conve-
nient reference point for handling such conflicts, but just as often police have
had to'mediate, arbitrate, or just take the side of the party with the best case
Moreover, when the law has offered a solution, it has frequently been a tem-.
porary or unpopular one, and one that still resulted in the police taking sides
protestations of “we’re just enforcing the law” notwithstanding. ,

Fortunately, nearly all citizens want to be safe from violence, want their
property protected, and want some level of orderliness in their neighbor-
hoc?ds. Officers can usually find enough consensus in communities upon
whleh.to base cooperative efforts aimed at improving safety and public order.
Sometimes, apparently deep conflicts between individuals or groups recede
when attention is focused on how best to solve specific neighborhood prob-
lems. It would be naive to expect overwhelming community consensus in
every §ituation, but it is equally mistaken to think that conflict is so endemic
that W1?lespread community support and participation cannot be achieved in
many.circumstances.

Problem Solving. Supporters of community policing are convinced that
-the‘ very nature of police work must be altered from its present incident-by-
mc;dept, case-by-case orientation to one that is more problem-oriented (Gold-
stein, "_1990). Certainly, incidents must still be handled and cases must still be
nvestigated. Whenever possible, however, attention should be directed
towfa.rd underlying problems and conditions. Following the medical analogy,
po.hcmg should address causes as well as symptoms, and should adopt thé
epidemiological public health approach as much as the individual doctor’s
clinical approach.
. This problem solving approach should be characterized by several
important features: (1) it should be the standard operating method of polic-




ing, not an occasional special project; (2) it should be practiced by personnel
throughout the ranks, not just by specialists or managers; (3) it should be
empirical, in the sense that decisions are made on the basis of information
that is gathered systematically; (4) it should involve, whenever possible, col-
laboration between police and other agencies and institutions; and (5) it
should incorporate, whenever possible, community input and participation,
so that it is the community’s problems that are addressed (not just the police
department’s) and so that the community shares in the responsibility for it$
own protection.

The problem solving process consists of four steps: (1) careful identifica-
tion of the problem; (2) careful analysis of the problem; (3) a search for alter-
native solutions to the problem; and (4) implementation and assessment of a
response to the problem. Community input can be incorporated within any
or all of the steps in the process. Identification, analysis, and assessment
should rely on information from multiple sources. A variety of alternative
solutions should be considered, including, but not limited to, traditional
enforcement methods. Typically, the most effective solutions are those that
combine several different responses, including some that draw on more than
just the police department’s authority and resources.

A crucial characteristic of the problem-oriented approach is that it seeks
tailored solutions to specific community problems. Arrests and law enforce-
ment are not abandoned—rather, an effort is made in each situation to deter-
mine which alternative responses best fit the problem. Use of the criminal law
is always considered, as are civil law enforcement, mediation, community
mobilization, referral, collaboration, alteration of the physical environment,
public education, and a host of other possibilities. The common sense notion
of choosing the tool that best fits the problem, instead of simply grabbing the S
most convenient or familiar tool in the tool box, lies close to the heart of.the \
problem solving method. |
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The Organizational Dimension

It is important to recognize an organizational dimension that surrounds
community policing and greatly affects its implementation. In order to sup-
port and facilitate community policing, police departments often consider a
variety of changes in organization, administration, management, and super-
vision. The elements of the organizational dimension are not really part of
community policing per se, but they are frequently crucial to its successful ]
implementation. Three important organizational elements of COP are struc-
ture, management, and information.

Structure. Advocates of community policing often look at variou$ wiys
of restructuring police agencies in order to facilitate and support impletnenta- 1
tion of the philosophical, strategic, and tactical elements described above.
Any organization’s structure should correspond with its mission and the §
nature of the work performed by its members. Some aspects of traditional 1
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police organi.zation structure seem more suited to routine, bureaucratic work
than to the discretion and creativity required for COP.

. The types of restructuring often associated with community policing
include:

* Decentralization—Authority and responsibility can sometimes be dele-
gated more widely so that commanders, supervisors, and officers can
act more independently and be more responsive.

. Elattening—The number of layers of hierarchy in the police organiza-
tion can sometimes be reduced in order to improve communications
and reduce waste, rigidity and bureaucracy.

. De—spe'cialization—"['he number of specialized units and personnel can
sor{letunes be .reduced, with more resources devoted to the direct
delivery of police services (including COP) to the general public.

. Tean?s—Efficiency and effectiveness can sometimes be improved by
getting employees working together as teams to perform work, solve
problems, or look for ways of improving quality.

J (;ivilianization—Positions currently held by sworn personnel can some-
+ times be reclassified or redesigned for non-sworn personnel, allowing
both cost savings and better utilization of sworn personnel.

Man.agement. Community policing is often associated with styles of
leadership, management, and supervision that give more emphasis to organi-
z-atif)nal culture and values and less emphasis to written rules’and formal dis-
c1p.11f1e. The general argument is that when employees are guided by a set of
off1c;a11¥ sanctioned values they will usually make good decisions and take
appfopriate actions. Although many formal rules will still probably be neces-
sary, managers will need to resort to them much less often in order to main-
tain control over subordinates.

Management practices consistent with this emphasis on organizational
culture and values include:

* Mission—Agencies should develop concise statements of their mission
and values and use them consistently in making decisions, guiding
employees, and training new recruits.

J Strategic Planning—Agencies should engage in continuous strategic
plmg aimed at ensuring that resources and energy are focused on
mission accomplishment and adherence to core values; otherwise,

organizations tend to get off track, confused about their mission and
about what really matters.

. Coachirfg—Supervisors should coach and guide their subordinates
more, instead of restricting their roles to review of paperwork and
enforcement of rules and regulations.

. Mentoring—Young employees need mentoring from managers, super-
visors, and/or peers—not just to learn how to do the job right but also




444  Section VI: Community-Based Policing

to learn what constitutes the right job; in other words, to learn about
ethics and values and what it means to be a good police officer.

¢ Empowerment—Under COPF, employees are encouraged to be risk-tak-
ers who demonstrate imagination and creativity in their work—this
kind of empowerment can only succeed, however, when employees
are thoroughly familiar with the organization’s core values and firmly
committed to them. ‘

* Selective Discipline—In their disciplinary processes, agencies should
make distinctions between intentional and unintentional errors made
by employees and between employee actions that violate core values
versus those that merely violate technical rules.

Information. Doing community policing and managing it effectively
require certain types of information that have not traditionally been available
in all police departmients. In the never-ending quality vs. quantity debate, for
example, community policing tends to emphasize quality. This emphasis on

quality shows up in many areas: avoidance of traditional bean-counting |

(arrests, tickets) to measure success, more concern for how well calls are han-

dled than merely for how quickly they are handled, etc. Also, the geographic |
focus of community policing increases the need for detailed information }
based on neighborhoods as the unit of analysis. The emphasis on problem §
solving highlights the need for information systems that aid in identifying |

and analyzing community-level problems. And so on.
Several aspects of police administration under community policing that

have implications for information are:

e Performance Appraisal—Individual officers can be evaluated on the j
quality of their community policing and problem solving activifies, :
and perhaps on results achieved, instead of on traditional performance

indicators (tickets, arrests, calls handled, etc.).

e Program Evaluation—Police programs and strategies can be evaluated
more on the basis of their effectiveness (outcomes, results, quality) than

just on their efficiency (effort, outputs, quantity).

e Departmental Assessment—The police agency’s overall performance can §
be measured and assessed on the basis of a wide variety of indicators }
(including customer satisfaction, fear levels, problem solving, etc.) §
instead of a narrow band of traditional indicators (reported crime,

response time, etc.).

* Information Systems—An agency’s information systems need to collect §
and produce information on the whole range of the police function, not §
just on enforcement and call-handling activities, in order to support

more quality-oriented appraisal, evaluation, and assessment efforts.

* Crime Analysis—Individual officers need more timely and complete |
crime analysis information pertaining to their specific geographic areas:
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of responsibility to facilitate problem identification, analysis, fear
reduction, etc.

* Geographic Information Systems (GIS)—Sophisticated and user-friendly
computerized mapping software available today makes it possible for
officers and citizens to obtain customized maps that graphically iden-
tify “hot spots” and help them picture the geographic locations and

- distribution of crime and related problems.

WHAT Do WE Know?

Despite the programmatic and evaluation complexities discussed earlier,
we do have a substantial amount of information from empirical studies of
community policing. Table 1 summarizes the “preponderance of the evi-
dence” on the effects of community policing based on a review of over 60
such studies (recent reviews have also been completed by Normandeau, 1993;
Bennett, 1994; Leighton, 1994; and Skogan, 1994).

The first thing to note in table 1 is that almost three-fourths of the 28 cells
are blank, indicating that the effects are unknown (completely or substantially
untested). Nearly all of the evaluations conducted to-date have focused on
Fhe tactical dimension of community policing, leaving us with little or no
inforrhation on the effects of philosophical, strategic, and organizational

i chmges. This gap in community policing research is undoubtedly caused by
{ a combination of two factors: (1) most community policing efforts, at least
[ until recently, have been limited programmatic and street-level initiatives
i rather than large-scale strategic or organizational-change initiatives; and (2)

evaluation of narrowly-focused programmatic initiatives is much easier and

j more feasible than evaluation of philosophical and organization-wide change.

The most useful way to summarize the evidence on the effects of commu-

f nity policing is to scan the tactical row of table 1.

E Crime

The evidence is mixed. Only a few studies have used experimental

; designs and victimization surveys to test the effects of community policing
¢ on crime; many others have relied on simple before-after comparisons of
1 n?ported crime or single-item victimization questions drawn from commu-
§ nity surveys. Overall, a slight majority of the studies have detected crime
| decreases, giving reason for optimism, but evaluation design limitations pre-
} vent us from drawing any authoritative conclusions.

| 'Fear, of Crime

‘ Again the evidence is mixed, but it leans more heavily in the positive
 direction. A number of studies have employed community surveys to make
t before-after comparisons of fear and related perceptions, some with experi-
 mental designs. Fear has typically been measured using a variety of survey
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Table1 Preponderance of the Evidence on Community Policing

Effects/ Calls for | Community | Police Officer | Police Officer j

Dimensions Crime | Fear | Disorder | Service Relations Attitudes Behavior

Philosophical:

Citizen Input

Broad Police Function
Personal Service

Strategic:

Re-oriented Operations
Geographic Focus
Preventive Emphasis

Tactical:

Positive Interaction
Partnerships
Problem Solving

Organizational:
Structure
Management
Information

POS = positive effects (beneficial effects)

NEG = negative effects

MIX = mixed effects

Blank = unknown (completely or substantially untested)

items, lending the studies more credibility. The now widely-accepted view
that community policing helps reduce levels of fear of crime and increases 1
perceptions of safety seems reasonably well-founded, although some effarts §
have failed to accomplish fear reductions.

Disorder

The impact of community policing on disorder, minor crime, incivilities, §
and signs of crime has not been subjected to careful testing as frequently as its
impact on crime and fear. The available evidence suggests, though, that com- ;
munity policing, and especially foot patrol and problem solving, helps reduce §
levels of disorder, lending partial support to the “broken windows” thesis

(Wilson and Kelling, 1982).

Calls for Service

Community policing might reduce calls for service in several ways: prob- :
lem solving might address underlying issues that generate calls; collaboration §
might increase call referrals to other government agencies; foot patrols and §
mini-stations might receive citizen requests directly, thus heading off calls to
central dispatch; and workload management might find alternative responses §
for some types of calls. Although the ability of the last approach (workload }
management) to reduce the volume of calls dispatched to sworn units for 3
immediate response has clearly been demonstrated (McEwen et al., 1986), the ]
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rest of the evidence on the effects of community policing on calls for service is
mixed. Several studies have found positive effects but several others have not.

Community Relations

The vast majority of the studies that have looked at the impact of com-
munity policing on citizens’ attitudes toward the police have uncovered posi-
tive effects. Clearly, citizens generally appreciate mini-stations in their
neighborhoods, foot patrols, problem-solving efforts, and other forms of com-
munity policing. These very consistent findings are all the more remarkable
because baseline measures of citizen satisfaction with, and support for, their
police are frequently quite positive to begin with, thus offering relatively little

. room for improvement.

' Police Officer Attitudes

A clear majority of the studies that have investigated the effects of com-
munity policing on officers’ job satisfaction, perceptions of the community,
and other related attitudes have discovered beneficial effects. Officers
involved in community policing, especially if they are volunteers or members
of special units, typically thrive on their new duties and responsibilities. Also,
there is some evidence that organizing and managing officers differently (the
so-called “inside-out” approach) can have positive effects on their morale and
related attitudes (Wycoff and Skogan, 1993).

What is somewhat less certain, however, is (1) whether the positive
effects of community policing on officers will survive the long term and (2)
whether these benefits are as universal when all officers are required to

 engage in community policing. Whenever community policing is practiced
- only by specialists, as has generally been the case until recently in most

departments, one condition that is nearly universal is conflict between the
specialists and other members of the agency, frequently reflected in deroga-
tory remarks about “the grin and wave squad.”

Police Officer Behavior

Significant anecdotal evidence suggests that foot patrol, problem solving,
permanent assignment, mini-stations, and other features of community polic-
ing lead to changes in some police officers’ behavior, but these behavioral
effects have only been lightly documented thus far (Mastrofski, Worden, and
Snipes, 1995). Evidence also suggests that many officers resist changing their
behavior, out of opposition to the philosophical underpinnings of community
policing, doubts that community policing really works, or just plain habit.

CONCLUSION

A great deal of energy has been invested since 1980 in determining the
nature of community policing and its effects. These efforts have paid off to
the extent that the scope and variation of community policing is much better
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understood today and some of its effects have been fairly well documented.
Since community policing has evolved significantly during this period, how-

ever, some of its elements have been more carefully evaluated than others. In |
addition, programmatic complexity, multiple effects, variations in scope, and §
research design limitations have hampered many of the community policing
evaluations conducted thus far. Nevertheless, the tactical elements of com-
munity policing do seem to produce several beneficial outcomes for citizens 4
and officers, and have the potential to impact crime and disorder. Whether ;
the more philosophical, strategic, and organizational elements of community
policing will become firmly rooted, and whether they will ultimately have

beneficial effects, is yet to be seen.
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