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| NTRODUCTI ON

During the past eight years the Reno Police Departnent has
experienced two nmjor organizational and managenent phil osophy
changes. Several factors have contributed to these changes: the
hiring of a new Chief of Police in 1981, the passage of a state
tax law simlar to California's Proposition 13, the reduction of
resources and personnel, and the attitude that the police
departnent will continue to "do nore with | ess.”

In 1981, Chief Robert Bradshaw cane to Reno fromthe San Jose

Police Departnent in California. He had served as the assistant
chief of police in San Jose under the well-known Chief Joseph
McNamara. San Jose is a rapidly grow ng community whose depart nent
i s considered progressive by other |aw enforcenent agencies. Reno

was al so growi ng rapidly. Policing strategies in 1981 were nore

traditional and reactive. One of Bradshaw's first goals was to
i mpl enent nore progressi ve managenent and operational formats such _
as Managenent by objectives (MBO and Team Pol i ci ng. :
In June 1987, after the public for the second tinme in two
years, struck down a tax initiative that woul d have replenished
depleting police resources and personnel, a community survey
conducted by the Reno Police Departnment reveal ed a serious image
problem for the departnment anong the community it served. The
departnment's Managenent by Objectives (MBO phil osophy, while
offering a better organized and managed departnment, neverthel ess

failed to address the departnment's dimnishing stature in the




community. The police departnent’'s inplenentation of MBO hanpered
it fromtaking an active part anong the people, a situation with
far-reaching effects that finally resulted in a "poor" inage rating
in the first comunity attitude and opinion survey.

In an effort to reunite the police with the comunity,
Bradshaw i nplenented a new nanagenent phil osophy based on close
interaction with the comunity: Comunity-Oriented Policing/Plus
(COP+). Soon after the inplenmentation of COP+, a third attenpt to
pass a tax initiative was successful and surveys reveal ed a nmarked
| nprovenent in the departnént's image within the community. This
paper will analyze whether the COP+ program can be credited with
helping to inprove the departnent's inmage in the eyes of the
communi ty.

First, the police departnent wll be analyzed from a
hi storical perspective focusing on the eight years since Bradshaw
was appoi nt ed. A secondary analysis of the three community
attitude and opinion surveys will also be presented. The first
survey, conducted in June 1987 reveal ed m xed results, but clearly
identified an fnage problem The second survey (March 1988), taken
10 nont hs after the inplenentation of COP+, showed sone i nprovenent

in previously identified problemareas. The results of the |argest

and nost recent survey, conducted in Novenber 1988, wll also be
anal yzed. These three surveys will serve as a basis for the
secondary anal ysis to determ ne whether the departnent's inmage has

i ndeed i nproved.




LI TERATURE REVI EW

Al though the term "Comunity-based Policing is relatively
new in publications, surfacing in literature only in the past
decade, developing a police/community cooperative effort toward
the identification and solution of conmunity problens is not new.
The National Institute of Justice (NJ) in Washington D.C, has
recently published a series of articles specifically addressing
Communi ty- based Policing prograns throughout the United States.

The history of Reno Police Departnent for the past eight years
under the command of the new Chi ef has been a period of continuous
change. The literature on MBO supports the theories of operation
that Bradshaw brought to Reno. The literature also discusses the
probl ens experienced by Reno's application of MBO.  The renai nder
of literature reviewed is in the area of Community-based Policing
pr ogr ans. It describes various community policing prograns and
common issues in its application such as; police inmage, problem
solving, controlling fear, police/community relations, public

sati sfaction, and police performance.

MANAGEMVENT BY OBJECTI VES

In 1954, Drucker identified Managenent by Obj ectives (MBO as

a management phil osophy that provided the follow ng:?

1. Enpl oyer/ Enpl oyee setting objectives together.




2. Establishing a time frame for conpletion.

3. Conti nued nonitoring and changi ng of objectives as needed.

Cunmm ngs, Schwab, Forosman and Conpany outline MBOin the form
of a Devel opment Action Program (DAP). DAP i nvol ves performance
pl anni ng, expression of goals in witten form agreenment between
supervi sor and subordi nate, identification of specific targets, and
periodic review of performance. The enphasis is on planning,
mai nt enance, and renediation if the goals are not net.?

Hatry and G einer identify MBO systens as havi ng consi derabl e
potential for helping police departments notivate managenent
enpl oyees to inprove both service outcone and service delivery
efficiency. Motivation is established when enpl oyees work wth
their supervisor in setting objectives. Periodi c neetings take
pl ace where enpl oyee and supervi sor di scuss progress and renedi ate
probl ens. Hatry and Greiner identified MBO as an inportant and
rapidly growing trend in police work.?

The potential for i rrprdverrent in performance makes MBO an
attractive managenent style. The problemlies in its potential
for m suse. MBO often degenerates into a system where constant
pressure is applied to the subordinate to produce results. \Wen
this occurs, the original intent of supervisor/enpl oyee cooperation
Is lost. The enployee may then disagree on the goals and
obj ectives and MBO is reduced to a punitive quota system

In Reno Police Departnent's application, MBO becane a

managenent style "driven by quotas."” Pratt warned practitioners .




; of MBO about the "Gelding" of quotas. He explained that MBO was
.developed as a philosophy and, when applied to specific prograns,
often fails because of quota-driven restrictions. As a result,

the cooperation and notivation of enployees no |onger exists

(Pratt, Law and Order).

FOUNDATI ONS OF COMMUNI TY- BASED PQOLI CI NG

One of the principle ains of Community-based Policing is to
solicit cooperation between the police force and the community it
serves. Quality vs. quantity, inproved image, public service
orientation, public relations, problemsolving, controlling fear,
and proactive vs. reactive approaches to |aw enforcenent are al

tOpics di scussed in current literature on Community-based Poli ci ng.

Communi ty-based Policing enploys a nunber of "approaches"

because there is no single plan to inplenent. Munro descri bes
community policing as a "phrase of art": It nmeans "whatever police
adnmini stration wants it to."* Current literature identifies

several different approaches depending upon the needs of the
community and resources available to the police. Regardless of the

approach, each programidentifies sonme conmon benefits:

1. | nproved delivery of police service.
2. | nproved Police/ Cormunity Rel ations.
3. Mut ual resolutions to identifiable concerns.

Several articles by European authors cited a community

L
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approach as beneficial. Taylor, of the University of Cork, Ireland
wrote, "Evidence suggests at the nonent the successful nmanagenent
of crime is largely unrelated to public satisfaction and demands
on police tinme...". Prof essor Tayl or enphasized the demand on
police service vs. enforcenment. Accordingto Professor Taylor, the
public is nore concerned about service quality and direct contact
with police than about the police departnent's ability to manage
crime.’ Hodges wote, "Every police officer is a potential public
relations officer, and the way he or she behaves is not only
crucial to the forces reputation, but is a reflection of the
service as a whole." Again the inportance of service is enphasized
(Hodges, 1987).

Munr o di scussed pronoting conmunity, building trust, and joint
action as the cornerstones for comunity policing. He enpl oys

different term nology fromliterature in the United States, but the

thenes are the sane. Munro describes comunity policing as a
"phrase of art" because of the diverse applications (Munro, 1987).

Wl son, in "Broken Wndows" described a neighborhood in an
east coast city where a broken w ndow appeared on a building.
Soon, several broken w ndows appeared, the incidence of crine

I ncreased, and other crine problens devel oped. WIson enphasized

that the police and community can't afford to all ow a single broken
wi ndow to remain unfixed: One broken window will lead to many.
If the police and comunity work to identify and repair the "one

broken wi ndow', it wll proactively stop a bigger problem from

T —

devel oping. W1 son asserts that the | ong standing vi ewthat police
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ought to protect communities as well as individuals can no |onger

be the case. Police and comunities nust work together to
recognize the inportance of "maintaining, intact, communities
11 6

wi t hout broken w ndows' *.

Oficials in Newport News refer to their approach as "Probl em
Oiented Policing." Problem Oriented Policing is defined as a
"departnent wi de strategy ainmed at solving persistent comunity
problens. Police identify, analyze, and respond to the underlying
circunstances that create incidents.” One exanple was the
Briarfield Apartnents; a 450-unit conplex built prior to Wrld War
1. It was considered one of the city's worst housing projects in
one of the highest burglary crine areas. The police departnent
di scovered the crime problens related to the poor condition of
housi ng. Police worked with the apartnent nmanager to clean up the
grounds, and urged other city agencies to fix sewer, trash,
abandoned vehicl e, and pothole conditions. At the tine the article

was printed, police discovered the conplex was in default on | oans

and wor ked wth the U S. Departnent of Housing and U ban
Devel opnent (HUD) on relocating residences until a new conpl ex
could be built. The activities conducted by the police departnent

resulted in a 35 percent reduction of burglary.”?

A eason stated, "Community policing is our best hope for
making citizens feel they are getting a real value for their tax
dollars.” He cites a Flint, Mchigan project where footbeats were
reintroduced into the patrol strategy. As a result of a carefully

control |l ed experinment in Newark, New Jersey, which determned that
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footbeats do not reduce crine rates, nmany footbeat prograns
di sappear ed- What was not immediately recognized in the Newark
study was the fact that footbeats benefit the police and
communities in other ways. As aresult of footbeats, citizens have
a nore favorable opinion of police, and officers have higher
norale, inproved job satisfaction and inproved attitude toward
citizens. For these reasons, the citizens of Flint, M chigan have &3

twi ce approved raising taxes to support its footbeat program®

PQLI CE | NAGE

Nearly every publication on community policing credits the
prograns with inproving inmage. The followi ng are excerpts froma

variety of articles addressing the issue of image:

The I nternational Association of Chiefs of Police wote, "Mny ;
people base their inpressions of the police service on their
initial contact with individual officers" It is the officer on the
street that forns a positive or negative inmage to the public.°

Driver, inan article on "Inproving | mage", stated, "The right
attitude toward the public conbined with the right action is the
key ingredient of individual character and qualities desireable of
w10

our police.

Kel I'i ng, Wasserman, and WIIlianms di scuss how conmunities are

nore interested in quality than quantity. An understandi ng between

police and the community establishes a nutual accountability that

g
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leads to an "increased intimacy between police officer and citizens
in their neighborhoods. "

Wasserman and Moore state, "The highest conmmtnent of a
community policing organization is respect and sensitivity to all
citizens and their problens. Community policing values the skills
of positive social interaction, rather than sinple technical
application of procedures to situations, whether dealing wth
crinme, disorder, or other problem solving. "?*?

A police presence in the community is essential to
establishing a successful police/comunity relationship. Lygnt
di scussed the successful footbeat program in Flint, M chigan.
Foot beats, he said, inproved the "positive human contacts between
public and police.” As a result, the city of Flint has been able
to pass tax initiatives to pay for the increased manpower and

continue its footbeat program '

FEAR AS A_FACTOR

Articles such as "Policing The Fear of Crine",* "Problem

Oiented Policing",* "

Broken Wndows (WIson and Kelling, 1982),
"The Qui et Revolution (Kelling, 1988), "Howto Fight Fear" (H gdon
and Huber, The Citizen Oiented Police Enforcenent Package) and

"Attacking Orine At Its Roots",'® all discuss the inportance of

controlling the fear factor. |Imersing officers in the con'rrunity'

is one of nmany strategies for controlling the fear factor.

Foot beats are an exanple of one successful strategy to deal wth

10
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the community's fear of crine.
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THE EVOLUTI ON OF COP+
MBO was introduced as the new nmanagenent philosophy of the
police departnent. Bradshaw had three nmain objectives in

;i i npl emrenti ng MBO.

1. Define lines of authority.

N

Assign fiscal accountability to command staff.

3. Provide a system of feedback within the organization.

| nprove _Lines of Authorjty

Prior to 1981, the police departnent's |ines of authority were
decentralized. O ficers worked geographical areas (beats) but
answered to one of several supervisors. There was no clear unity
of command. The departnment was reorganized operationally,
utilizing a formof teampolicing. Oficers were assigned to one
of 23 teams, each having one sergeant as a supervisor. Each team
was assigned to an area of the city (beat) and all team nenbers
worked on the sane days. In addition, the city was divided in
half, with north and south areas each commanded by a |ieutenant as
m d- | evel supervisor in charge of teans assigned to his half of the
city. Each shift-day, swing, and graveyard was supervised by a
wat ch commander (also a |ieutenant, usually chosen by seniority on
the shift). The watch commander supervised all activities for the
shift to which he was assigned. This change in organizational

structure greatly inproved the "unity of conmmand"” problem

12




¥ experienced in the previous structure.

b Fiscal Accountability

Fiscal accountability was the second objective. The
f.departnents budget was nodified so division heads (adm ni strati on,
: patrol, detectives, conmmunications, records & I1.D. and jail) each
had responsibility for the devel opnmrent and managenent of their
budgets. Previously, the budget was created by only a few people
3 and there was little wunderstanding of what resources were
avai | abl e. It was believed division heads were in a better
a position to determine their needs and as a result would wite
better justifications to support budget requests. The new policy
al so gave the division head a broader understandi ng of the budget

and devel oped better nanagerial skills for all involved.

Devel opnent of a Feedback System

| mpl enentation of the team concept strengt hened unity of
command, so officers reported to only one inmedi ate supervisor.
Increasing officer i nvol venent in decision-maki ng through
participatory managenent approaches and problem solving also
i mproved feedback. At the time, the police union becane nore
demandi ng. These inprovenents in feedback were believed to help
reduce increasing tensions between |abor and nanagenent. Si npl e
changes (such as placing a suggestion box in the briefing roon
allowed officers to have direct and anonynbus comuni cation wi t h

t he Chief. Their suggestions were reviewed by executive staff

13




twice a nonth and an answer was published and/or delivered in
person if the suggestion was signed.

Anot her factor that triggered change was the state's passage
of a property tax law in 1981 simlar to California' s Proposition
13. This occurred only a short time after Bradshaw was hired
The passage of the |aw reduced tax revenues for the Gty of Reno,
and city officials imediately cut the budgets of every city
departnment. The police and fire departnents, which accounted for

60% of the city's budget, were the two hardest hit by budget cuts.

Gowth Continues as Reductions Begin

Reno was growing rapidly, but revenues were shrinking.
Bet ween 1981 and 1987, the police departnent saw a 26% decrease in

its staff- from 305 sworn officers to 225. During the sane peri od,

the city's population swelled from 103,000 to 123,000- a 16%

increase. Additionally, the city adopted an aggressive annexati on

~policy that increased the jurisdiction of the police departnent

from approximately 38 square mles to 50 square mles, a 24%

Increase. As population and jurisdiction steadily increased, so
‘too did calls for service (CFS).

These factors conbined to make an already serious situation
critical. In an effort to renmedy this difficult situation, Reno
police went to the voters twice to request a tax increase for the
hiring of nore personnel. Both tax initiatives were defeated
Gty officials, including the Mayor, responded to the |osses with

public statenents such as, "W'Ill continue to do nore with | ess.”

14
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e may assune such statenments only contributed to the erroneous
public perception that the police departnent could indeed function

effectively with its severely limted resources.

THE H STORY_OF _MBO

At this point, it is necessary to regress and explore further i
how MBO was applied to the Reno Police Departnment. MBO was the
first of two maj or changes in eight years and it becane the driving
force of the organi zation. It provided the necessary tools for the
departnent to address its admnistrative and operational needs.
The problem lay in its application, |l|ater discovered to have
contributed to the inmage in the comunity.

MBO drastically changed the adm nistration and operation of
the departnent. Prior to its inplenentation, there were no form

goal s or objectives. As with many agencies, only a general public

policy statement such as "to protect and serve" guided the i
operational philosophy of the departnment. Under MBO, each of the
maj or di vi si ons- Admi ni stration, Detectives, Patrol, Conmunicati ons,
Records and |1.D. and the jail-had to define specific goals and
obj ect i ves. |
As an exanple, one of the objectives in the Patrol D vision
was to reduce Driver Under the Influence (DJ) related accidents.
Gbjectives were developed to explain how this would be
acconpl i shed. One objective was to increase the nunber of

citations for hazardous noving violations in areas where nultiple

15




| DU accidents were known to occur. Another objective was sinply
to increase the nunber of DU arrests. These objectives were
usual Iy acconplished through a sel ective enforcenent programwhich
assigned two to four officers to DU enforcenment on each shift.
The establishnent of goals and objectives was an excel |l ent system
which all owed police departnment to analyze its productivity, but

this type of systemal so has its drawbacks.

Advant ages _and Di sadvant ages of MBO

It quickly becane evident that the MO objectives were
functioning as "quotas", a factor that apparently contributed to
the departnent's image problem within the comunity. Dr ucker
(1985) felt MBO is advantageous because it 1is achievenent
oriented, provides subordinate commtnent, and results in the
acconpl i shment of established goals.'” Pratt wote about "The
Cel ding of MBO', which described its shortcomngs. He referred to
MBO as a philosophy often msapplied to specific prograns,

8 Mpst of the literature agrees that

resulting in "quota systens."
MBO was devel oped as a flexi bl e managenent phil osophy that should
not be applied to specific prograns where it can becone quota-
driven.

Wth the adoption of MBO, the Reno Police departnent becane

extrenely well managed and efficient. Each division within the

police departnent identified goals with objectives concerning how

those goals would be met. The results, presented in a quarterly

report to the city, showed that nost of the departnent's goals and

16




obj ectives were net or exceeded. This was due to nmanagenent's new
i "result-oriented" philosophy. It was also the "gelding" which the

police departnent |later learned contributed to its poor inage.

THE_TRANSI TI ON_ AWAY FROM MBO BEG NS

Wiy did both tax initiatives fail? The answers to this
question were discovered in the first conmunity attitude and
opi nion survey which contributed to the police departnments second
maj or reorgani zation in eight years. In May of 1987 the Reno
Police Departnent began a reorganization that shifted the
phi | osophy away from MBO to Community Based Poli cing. Br adshaw
personal i zed Reno's approach as Community-Oriented Policing/Plus
- (COP+) .

When the second tax question failed, Bradshaw was attending
a conference of police executives in Washington D.C. sponsored by
the Police Executive Research Forum (PERF). The thenme of this
conference was Conmmunity-based Policing. He met with severa
police | eaders who had experience in the application of community
based policing progranms, including John Eck (PERF), Max Downs

(Fresno PD) , and Lee Brown (Houston PD) . It was at this conference

that Bradshaw decided a conmunity based approach was needed in

Reno. But why would a community based approach nake the
di fference?
The police departnent under the MBO style had been operating

efficiently and neeting its objectives. In fact, the police

17




department continued to neet its objectives even during its
requests for tax increases to support the hiring of nore personnel.
It kept its promse to "doing nore with less", but its inmage
continued to suffer within the comunity.

A case in point is that the first tax question was proposed
by the police departnment soon after it received a governnent
traffic grant. One of the objectives was to reduce injury
accidents. One of the best nethods for acconplishing the program s
objectives was to target multiple accident locations in the city
and, through sel ective enforcenent, designate officers to work the
problem areas and wite citations specific to the types of
violations contributing to accidents. Several radar guns were
purchased with grant nonies to enforce speed violations. Wthin
a short period of time statistics indicated citations had increased
by nmore than 700% but at the sanme tine reduced accidents by a
singl e one.

What resulted was a poorly managed program that failed to
acconpl i sh its main goal of reducing accidents. Super vi sors
failed to ensure that officers paid attention to nultiple accident
sites. Selective enforcenent prograns in the probl emareas was not
devel oped. Mot orcycl e officers used the radar guns for citing
speeders and did not concentrate on the nore inportant areas where
acci dents were occurring.

The majority of citations was issued during comrute hours in
the southwest residential areas around Plunb Lane. Numer ous

complaints were filed by citizens accusing the police of

18




establishing "speedtraps."” Many citizens also conplained in
editorials to the Reno Gazette Journal. This programwas active
just as the police departnent was asking for tax increases to hire
nore personnel. Gbviously, this situation did not help the police
departnent's case for increased taxes anong Reno's voters. Undér
MBO, the police departnent became very efficient in acconplishing
its objectives. But, as was evidenced by the traffic grant, the
departnent failed to understand the community's needs and t herefore
failed to pass a tax initiative. The inportance of understanding
and responding to the community's needs was later learned in the

application of COP+.

‘New_ Approaches to Policing

Much of the current literature in |law enforcenent journals
identifies a couple of inportant facts about police work and its
relation to the community. Traditionally, police have viewed calls
for service and crimnal events as separate and individua
i nci dents. These incidents are now viewed as "chronic problens

"% In fact,

amenabl e to diagnosis and preventative intervention
the majority of calls for service (CFS) are not crine related
rather, they are quality of life related.?®® Mdyst police agencies
t hroughout the nation are suffering from reductions in resources
and are dependi ng upon nore creative uses of existing resources.
This has resulted in police departnments |ooking toward comunity

and social service agencies for assistance.

New York City's handling of transient and honel ess people is

19
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one exanple of how police now turn to outside agencies for

assistance with problens previously handl ed through enforcenent.

Reduced jail space is comon to many jurisdictions, including New

York City. No longer can transients be herded to jail cells:
There is sinply no room The honel ess/transient situation has
becone a national concern. Enforcenment is seen as a poor approach
to what is being recognized as a social problem

In New York City, a social service organization drives vans
t hroughout the city picking up honel ess peopl e and transients found
sl eeping in doorways and alleys. O her support groups provide
shelter and food. Before this approach was adopted, honeless
peopl e were dying in the harsh winter conditions.

In Reno, the United Way Commi ttee has found tenporary shelters
for the honeless during the w nter nonths. The United Way has
formed a commttee working with the Gospel M ssion, Salvation Arny,
| ocal business and Police to build a permanent shelter wth nore
beds to deal properly with Reno's transient/honeless problem In
both New York and Reno, the police have been dealing wth
transients as an enforcenent problem The nation has becone
sensitive to the plight of transient and honel ess people. The
exanpl es show how the police departnent can properly respond to
conmunity needs, and by soliciting the assistance of outside

agencies can free itself for law enforcenent-rel ated tasks.
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| RENO POLI CE ATTI TUDE AND CONFI DENCE SURVEY

Wi | e Bradshaw was attendi ng t he PERF Conference i n Washi ngt on
DC, a city-wwde attitude and confidence survey was being
conducted at his direction. The survey, discussed in detail bel ow,
reveal ed that the community believed the police performed well in
stopping crime and protecting them but the police department's
i rage was poor. How inportant was image? As a result of the
survey, the departnment staff determined the inage problem
contributed to the loss of the first two tax initiatives. It also
reveal ed other contributing factors such as the m snmanagenent of
the traffic grant. A poor image was a nmaj or concern and the police

~departnment now faced t he monunental task of correcting the problem

| DENTI FYI NG | MAGE PROBLEMS: THE SEVEN NEGATI VES

When Bradshaw i npl enment ed t he COP+ program he identified what

he referred to as the " seven negatives" that led to COP+; 2

1. The narrow | oss of the original bond issue to increase police
staffing: The margin was only 18 votes.

2. Loss of the 2nd tax initiative by 1200 votes.

3. D m ni shing Resources: As explained earlier, the police
departnent was facing continued reductions in resources and
per sonnel .

4. Unwi | | i ngness of the comunity to accept cutbacks: As a

21




result of reduced staffing the police departnent attenpted to
i npl enent a program whereby a majority of non-investigative
reports woul d be taken by tel ephone at the front desk. This
program met strong opposition from a public that wanted a
policeman to respond to their honmes when they call ed. Thi s
was another issue that resulted in several conplaints which
were published in the newspaper.

Brenneck Carotid Death: Brenneck was a suspect who, while
uhder the influence of cocaine, began fighting with, and
disarned a police officer. A second officer arrived and
applied the controversial carotid (choke) hold. Brenneck died
at a hospital a short tinme later. This incident resulted in
days of news nedi a coverage and a nounting battle between the
Reno Gazette Journal and Bradshaw.

Pepperm || Incident: Two off-duty Reno Police Oficers becane
involved in a fight wwth "bikers" in the parking lot of the
Pepperm ||l Casino. This was another highly publicized case
that received attention and resulted in continued negative
feedback on the managenent of the police departnent.

"Tail Wagging the Dog": The m smanagenent of the radar grant
and ot her applications of MBOled the police departnents staff
to recognize its nmanagenent system was one where the "tail"
was waggi ng the dog. The pursuit of quotas was dictating
managenent policy and reducing the departnment's inmage within

the comunity.
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In an attenpt to correct the inage problem the police
department was reorgani zed into COP+. \Wat does Community-based
Policing prograns provide? Can the programyield the ingredients
necessary to inprove inmage? According to current literature on
Conmmuni ty-based Policing, the answer is in the affirmative. The
Reno Police Departnent's surveys provide better understanding of
the effect of COP+ on the comunity.

As was stated earlier, there are many different approaches to
comunity policing docunmented throughout the country. Comunity-
based Policing prograns have been tailored to each conmunity's
needs. There is no single right way of inplenentation. It is
therefore necessary to explain this program in general and then

descri be Reno' s approach to Community Policing in its COP+ program

COVMUNI TY- BASED PQOLI G NG THEORY

Bef ore explaining Reno P.D."'s organization it is inportant to
provi de an under st andi ng of Conmunity-based Policing in its general
application. Conmmuni ty-based Policing is not an invention of
Bradshaw for use in Reno. The literature indicates Conmunity-
based Policing has been applied in various fornms by agencies
t hroughout the United States and Europe for the past few decades.
Over the past century, law enforcenment has been saddled with a
di sproportionate amount of responsibility for maintaining social
or der. Additionally, conmmunities have been reluctant to assi st

police in inproving the quality of life. Sophisticated approaches

23




:3 curbing crime have failed, and for the nost part police continue
i.é be reactive rather than proactive in their approaches to the
__j rine probl em
; The principle aim of Community-based Policing is to solicit
fjooperation between the police and comunity. This involves
fvmﬂdng together to identify problens and pooling resources wth
;nutually agreed upon soluti'ons i'nmnd. It is a cooperative effort
;Nuth "inmproved quality of life" as one of its main goals.“
| As our society beconmes ever nore conplex, our need for
f"professional police" beconmes nore apparent. The wultimate
-%responsibility for peace and safety lies not only with police, but
t with the community. These are the principles upon whi ch Community-
; based Policing is founded.® The inportance of shared
? responsibility is evidenced by Reno's notto that appears on all
: QP+ advertising including bunper stickers and |icense plates on
I police vehicles, "YOUR POLICE, OUR COWUNITY. "

Appendix Il gives a sunmmarized conparison of traditional
policing and community policing. It answers many of the sane
questions posed in this paper and shows the advantages of a

comunity policing approach. ?®

The inplementation of COP+ in Reno resulted in a ngjor
reorgani zation of the police departnent. Appendix 1 is an

organi zati onal chart of Reno Police Departnents COP+ program The
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first observation apparent to anyone who has studi ed organi zati onal
theory is the absence of the traditional "pyramd structure." As
~an exanpl e, Field Services Bureau Area Comanders are'Captains and
report directly to the Chief of Police instead of to Deputy Chiefs
:_or the Assistant Chief. This is awkward in conparison with nore
traditional pyram d structures of nost organizations but is well
suited to the Reno's reorgani zati on under the COP+ program

Communi ty-based Policing is a phil osophy. Reno' s objectives are
to bring the police and comunity closer together, to identify

probl ens, and nmutual |y agreed-upon sol utions.

Area Captains

The city was reorganized into four areas of command. Nort h
Area includes all areas north of 1-80 including the McQueen area

and Stead. South area is essentially everything south of downtown

and MI| Street east. Central Area includes all of downtown Reno
and east to Bally's Gand Hotel. Station Conmand is an
adm nistrative position that handles all personnel and budget

matters for Field Services Bureau (patrol) and acts as a liaison
between all areas. This provides a consistency in the delivery of
pol i ce services between north, south, and central areas.

Capt ai ns have 24-hour responsibility for their areas of town.
This departs fromthe traditional shift structure where a conmmander
has total <city-wide responsibility for an eight-hour shift
(dayshift, sw ngshift, and graveyard). This allows captains to

becone nore responsive to their areas and better acquainted with
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their area's problens and needs.

Each captain has two lieutenants who serve as md-|evel
supevisors assigned to their areas. Sergeants are first line
- ‘supervisors, each overseeing a team of 6-8 officers. Those

officers are assigned to an area that is divided into snaller.units
3 (beats) for a period of six nonths before rotation. This allows
the officers and supervisors to becone famliar with the areas
where they are working. There are 26 teans assigned to the three

areas in field services bureau.

Nei_ ghbor hood Advi sory G oups_ (NAG

Each of the area captains (with the exception of station
command which has no field responsibilities) forns neighborhood
advi sory groups (NAG, consisting of concerned citizens who
represent their area. Each area can be represented by as many NAG
groups s necessary. As an exanple, north area has three NAG
gr oups: Stead, Northeast Reno, and MQueen area. Each group
represents an area that differs in its soci oecononm ¢ nmakeup, ethnic
bal ance, and crime concerns. Periodic neetings are held with NAG
groups to identify problens in their areas and discuss mnutual
sol utions. These neetings bring concerned citizens closer to the
pol i ce department because they can speak directly with "their area
captain.” He is accessible 24-hours a day by phone and a recorder

t akes

a nessage in his absence. The inportance of a police captain's

ready accessibility to the conmunity is described in a publication
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by the Police Executive Research Forum "How to Rate Your Local
Pol i ce. " It states, "ldeally there should be a free and easy
exchange between the police agency and the comunity. If citi zens
percei ve that agency administrators are available to them that
the questions are accurately and pronptly answered, that their
opi ni ons about agency practices are respected, they are nore likely
n 27

to regard the police with respect and trust.

The NAG groups do not dictate pol icy. They are volunteer

citizen groups designed to keep the police departnment "in tune"
with the community through a periodic and critical exchange of

i nfornmati on.

Quality Assurance

Qual ity Assurance is what Bradshaw refers to as the "plus” in
COP+. Qual ity Assurance independently or by request conducts
"community service surveys" of different departnent sections. It
is not an inspectional unit and does not dictate change or invoke
sanctions for poor performance. Al Quality Assurance surveys are
di scussed in the Chief's executive staff neetings and any probl ens
that are revealed by a survey are directed to the appropriate
conmand officer for correction. The inmportance of surveys in
understanding comunity needs cannot be overstated. Surveys
provide vital information and insight into the public's perception
of officer performance, and can evaluate the effectiveness of
police departnment comunication with the public it protects.

Peopl e woul d rather see the spirit of the law inposed rather than
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B e letter of the law. The Police Department nust renenber the
?pficer*s primary role in the field is to maintain social harnony,
}igh cautions, "Police officers nust b careful that order does not

ésarm an overriding concern to the point where sensible law is

i‘fignored."ZE
f Policing efforts nmust be consistent with community needs and
?1esires. Reno P.D.'s handling of the traffic grant is an exanple
fd the police departnent's failure to understand the comunity's
Idesires. Finally, police powers nust strike a bal ance between t he
%fights of citizens and the maintenance of social order. Again, the
;key I ngredi ent for success in each of these issues is a cooperative
jeffort between the police departnent and comunity it serves.
iCbnnunity surveys are an excellent tool to assist a departnment in
égevaluating the manner in which its officers are comunicating wth
| the public.
_: As an exanple, Quality Assurance conducted a survey of
f | nvestigative Services Bureau (Detectives) in 1988. It discovered
- the nost frequent conplaint of victins of crimes was the |ack of
re-contact by detectives. The problemwas twofold: Oficers who
took original reports told citizens a detective would contact them
on the next day; and many of the reports taken invol ved m sdeneanor
crimes in where there is no investigative followup until the
conpl ai nant contacts the m sdeneanor conplaints officer.
The solution to the dilenmma was sinple. Oficers were

instructed not to tell citizens that detectives would contact them

the next day because the tinme required for processing many cases
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ldidn't all ow for such a deadline. Next, the police report formwas
fchanged to a multi-copy form After reporting an incident, each
;citizen was given a copy of this form It provided citizens with
' information such as the case nunber and instructions on how to
? pursue a case, including the appropriate phone nunbers. A follow
! up survey by Quality Assurance showed a marked inprovenent and
b increased citizen satisfaction.

Police must continually remnd thensel ves that they are public
servants responsive to the community. No longer will the "us
? versus thent nentality be tolerated.?® Wthout community surveys,

a police departnent can easily msjudge its effectiveness in

f dealing with the community, Al pert outlines the inportance of
developing specific  support criteria which identifies a
departnent's "style of policing." Al pert enphasizes three

i mportant aspects of this criteria:

1. It nmust be consistent with the police mssion and the nethod
in which officers are trained to perform
2. O ficers nust agree or have know edge of the criteria.

3. The community nust support the nethods.

Al pert explains it is not uncommon for differences to occur
bet ween t he departnent's perception of the evaluation factors, and
the actual elenents the community considers when evaluating its

0

police force.® Quality Assurance serves to nonitor the comunities

perceptions and reports survey results to the Chief's executive
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t staff for action.

| The Chief of Police has three additional groups which provide
f eedback and assi stance: Media advisory group, citizen's advisory
group, and technical advisory group. The Media Advisory G oup was
formed with the single purpose of inproving police/nedia relat .i ons.
Bradshaw believes the news nedia played an inportant part in
] bol stering the Reno Police Department's poor inmage due to their
"bi ased" reporting of several incidents in which the police were
}_involved.

In particular, the Reno Gazette Journal printed several
' articles and opinions which criticized the chief's handling of
several police incidents. The media's influence on the pol i ce
': departnment's image was evidenced in the Comunity Attitude and
Confidence Survey wherein citizens cited "unfair, biased, and
sensationalized" reporting of police departnment incidents.

The Medi a Advi sory group was forned to include both tel evision
stations and newspapers. In the first survey one of the nost
frequent criticisns about the police inmage was directed at the
media. Many people felt the nedia reported only a one-sided view
and were unfair to the police. Myzee stated, "neither the police
‘nor the media seemto recogni ze they are basically doing the sane
type of job - gathering and reporting facts." Both seem to
perpetuate the nyth that the other is the eneny. Mzee believes
that if relations are good, the nmedia can vvorlk closely with police
infighting crine.?

Garner wote, "In the interest of effective police work,
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departnents are obliged to make use of the benefits and services
avail able to all enforcenent via nmass nedia." According to Garner,
it is the chief executive's responsibility to set policies and
procedures conducive to a good relationship with the nedia. Garner
outlined three primary responsibilities in devel opi ng sound police-

press rel ationshi ps: 3

1. Est abl i shnent of a public information officer.

2. Devel opment of a departnent-w de press policy.

3. Setting of procedural guidelines to inplenent the press
policy.

Bradshaw has essentially foll owed t he recomendati ons outlined
above by Garner above. After the first survey, Bradshaw devel oped
a new "open press" policy departnent-w de and appointed a public
information officer (PIO). The creation of a Police Information
Oficer (PPIO has greatly reduced the nunber of nedia conplaints.
Wth a PIO the news has access to one person in the police
department who can answer questions and schedul e interviews.

The PIO comunicates daily with the nedia and reports both
crime and conmunity service information. The police departnent is
involved in a nunber of comunity service activities like the
annual "cops and ki ds" picnic. The police now advertise this event
so the public is aware of their comunity involvenent. The
positive response wll certainly help the police inage.

Procedural guidelines were established in a Ceneral Oder
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b issued by Bradshaw. The order established the position and
- responsibilities of the PIO In addition, it encouraged
? cooper ati on bet ween nenbers of the police departnent and t he nedi a.
. This was the "open press” policy Bradshaw believed was needed to
i nprove police and press rel ations.

The Chief's citizen advisory group consists of a selected
group of influential NAG nmenbers from each of the areas. The
concept establishes an executive group that will provide the Chief
an overal |l perspective on how COP+ is working and al | ows hi maccess
to some of the nost influential citizens in the city. In turn
these citizens have direct access to the Chief of Police. Such
access is rare in nost conunities, and is often confined to
conpl ai nts about service. Each area Captain selects five nmenbers
of his area NAGto serve on the Chief’s citizen advisory group.

The last group is a Technical Advisory G oup. The aim of
.this group is to invite professionals within crimnal justice
agenci es throughout the country to Reno, where they can provide
techni cal assistance on the application of COP+. This group would
consi st of people fromthe Police Executive Research Forum ( PERF),
I nternational Association of Chiefs of Police (I1ACP), or |eaders
in Comunity-based Policing such as Eck, Brown, and Downs. This
group has not been fornalized but is being considered for the
sunmer of 1989 when Reno's COP+ programw || have been operationa
for two years.

The operation of the remainder of the organization |Is

traditional. The fundanmental change throughout the organization
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i was the adoption of the COP+ philosophy. COP+ teaches a
j cooperative effort between police and community at every level in
i.the organi zation, fromthe officer on the street to the records
f clerk in I.D or to the dispatcher answering a 911 call for
ener gency servi ce.

A cooperative effort between the police and community is the
keystone of COP+. Police officials believe the recent passage of
a tax initiative to increase police staffing is an initia
i ndi cation of the success of the program The community attitude
and confidence surveys w Il provide valuable feedback about how

the departnent's inmage is faring in the community.

i APPLI CATI ON__OF COP+ "ON THE STREET"

"Every police officer is a potential public relations officer
and the way he or she behaves is not only crucial to the
forces reputation but is a reflection of the service as a

whol e, "33

Al'l the correct philosophy in the world will be lost if not
applied with the spirit in which it was devel oped. The driving
force in any police organization is the "cop on the beat."” The
success and desire for footbeats is only one exanple of the
i nportance citizens place on the officer on the beat. Wth this
inmnd, it was very inportant that the officers of the Reno Police

undersfood what COP+ is intended to do.
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As soon as COP+ was inplenmented, everyone from secretary to
patrolman to Chief of Police attended a 40-hour COP+ training.
Here they were given an overview of COP+ an explanation of the
first community survey which identified an imge problem and a
series of presentations by a various ethnic and comunity
gr oups. A few of the ~comunity interest groups making
presentations represented Bl acks, Hi spanics, Indians, Asians, and
Gays. Several comunity assistance groups such as the Gospel
M ssion, Comunity to Aid Abused Wonen, and al cohol/drug abuse
organi zations also made presentations. Conmuni cation and

sensitivity training was also part of the 40-hour program

New Tool s: _RPD_Resource Minual

At the conpletion of the training, each officer received a
resource manual that included names and information about various
community groups and assistance prograrns. The reference nmanua
was devel oped so officers handling calls could make referrals to
people in need of outside agency assistance.

As an exanple, a nmgjority of calls handled by officers
i nvol ved fam |y disturbances. Researchers have identified that
eight of ten calls for service are quality-of-service related as
opposed to crine related.* The causes of these fam |y disturbances
i nvol ved everything fromfinancial problens to drug abuse. Rather
than sinply medi ating the di sturbance as was done in the past, the
of ficer now had the added capability of making referrals specific

to the problem at hand through the use of his reference manual .
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RESEARCH DESI GN

Thi s paper exam nes whet her the Reno Police Departnent's inmage
- has been changed for the better as a result of the inplenentation

} of a Community-based Policing (COP+) Program
H_STORI CAL _ANALYSI S

The majority of research nethods studied in Babbie focused
primarily on studies anchored at one point in tinme and one | ocale.
H storical analysis allows the researcher to trace the evolution
of forns over tinme and conpare those devel opnental processes across
cul tures.®®

In the study of the Reno Police Departnent's 1inage, a
hi storical analysis is inportant in understanding how i nage becane
an issue. As already stated, the Police Departnment went through
two maj or organi zational and managenent phil osophy changes w thin
8 years. After the comunity attitude and confidence survey was
conpl eted, several |ong-standing factors contributing to a poor
police imge surfaced. An understanding of the police departnents
history 1is essential to wunderstanding why the departnent

i npl enented COP+.

Babbi e descri bes secondary anal ysis as involving the foll ow ng
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steps: (1) questionnaire construction, (2) sanple selection, (3)
i dat a collection t hr ough I ntervi ew or sel f-adm ni stered
guestionnaires. One advantage of secondary analysis involves the
conservation of tinme and noney: The researcher uses conpleted
research material to arrive at his concl usion.

This paper presents a secondary analysis of three attitude
and confidence surveys conducted by the police departnent. There
are three basic survey nethods: Personal interviews, telephone
surveys, and direct mailing. The Reno Police Departnent chose to
conduct a tel ephone survey based on its limted cost and because
it promsed the nost benefit with fewest liabilities.

Survey |, conducted during June 1987, used a sanple size of

503 respondents, 3

an optimum nunber due to financial and tine
constraints. The conpleted results were needed when citizen
advi sory groups (NAGS) were forned and were to begin neeting in
August 1987. The nunber of responses from each of Renoes four
policing delivery areas was weighted so that the ratio of
respondents from a given area was equivalent to the nunber of
people living within that area. A sanple size of 500 was believed
| arge enough to furnish a reliable description of the views of
people living wiwthin each area of the city.

The sel ection of individuals was based upon several criteria.
First, each person surveyed had to live within the city limts of
Reno. The Departnment sought the views of real and potential users

of its services. Second, respondents had to be at |east 18 years

of age. This decision was based on the assunption that persons of
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_Ieast m ni nrumvoti ng age are the group responsi ble for political

faxp in Reno. The departnment also targeted taxpayers and
.opawy owners who have the greatest investnent in the conmunity.

| e m ni rumvoting age criterion is historically common for surveys
ialing with governnental affairs. Third, the person selected
Lthin each dwelling unit corresponding to a residential telephone
funber must be determned in advance, in order to elimnate
enographic bias. A series of eight selection tables was used so
hat di fferent age groups were fairly represented and so that there

fould be an equal nunber of nale and fenal e respondents chosen

The survey asked how citizens felt about follow ng areas:
The kind of job RPD is doing.

VWhat the departnment seens to do best.

VWhat the departnent does poorly.

How the departnent can inprove from the citizen' s
per specti ves.

What concerns shoul d receive greater enphasis.

Which type of crinme is of the greatest concern to the

peopl e of Reno.

A large group of volunteers was recruited to do the actual
survey taking. For the first survey, volunteers cane from Nevada
Job Corps, Senior Ctizen Centers, Reno Explorer Post, and private
citizens. |In the second survey, volunteers were recruited fromthe

Uni versity of Nevada Reno.
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The survey was conducted at a site away from the police
departnment. Calls were nade on weekdays only between 1:00 pm and
8:00 pm  The nunber of respondents was increased in each of the
three surveys in the interest of greater accuracy; Survey |, 503;
Survey |1, 703:3% and Survey |11, 884.% Wth this exception, the

basi ¢ design of each of the three surveys remai ned the sane.
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ANALYSI S AND | NTERPRETATI ON

Three surveys have been conpl eted since the inplenentation of
COP+. Ei ght een nont hs have passed since Survey | in June 1987.
Each of the three surveys asked a variety of questions relating to
how t he public felt about the police departnment. Survey | reveal ed
that the public thought the departnent was doing a good job
overall, despite a perceived poor inmage within the comunity.
Surveys Il and Il revealed increased satisfaction with police
performance and a conplete reversal in inmage from negative to
positive. Because the issue in this analysis is the police
departnment's imge, the questions addressed in each of the surveys
will be restricted to the departnent's overall performance and

i mage.

SURVEY | _(June 1987)

Table 1: How would you rate the police departnment's overall
perfornmance?.

. —— . ——— —— T —— APy —— . —— T ——— ——— T — — T —— o {—— g o T —————— . ———— {—— . f—————— " ————

Bel ow Above

Poor Aver age Aver age Aver age Good
Vst _Area 8% 5% 37% 20% 30%
N W 10 6 36 17 31
SW 7 4 38 22 29
North_Area- 4 9 37 14 36
N E 2 7 42 9 40
N/ Subur ban 6 11 33 17 33
S _Fast Area 9 8 30 13 40
Central Area 8 10 37 12 33
Overall 7% 8% 36% 16% 34%
Source: Survey |, Reno Police Departnent
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Responses noted in Table 1 show a greater than 3:1 ratio of
. positive to negative overall endorsenent of the police departnent's

per f or mance.

¥ Table 2: How would you rate RPD's inmage within the comunity?

Bel ow Above

Poor Aver aae Averacre Aver age Good
West _Area 17% 20% 34% 11% 18%
N W 17 23 35 9 16
SW 17 17 32 14 20
Nort h_ Area 13 17 38 7 25
N E 14 17 36 9 24
N Subur ban 12 18 40 4 26
S East_ Area 20 11 21 16 21
Central _Area 25 16 31 8 20
Overal | 17% 17% 33% 10% 21%

—— T ———— T — " . —— i T — — T — T —" T, T — T A S T B vt S S S S it S S oS T . el S Sy Sl W e M W by S

Source: Survey 1, Reno Police Departnent

Table 2 shows the police departnent did not have a positive
public i mge, even though the community rates it favorably in terns
of overall performance. Follow up questions pertinent to the inage
issue were asked and answers were divided into -positive and

negative groups. The nost frequent positive responses were:

Police perforned well on the job 28%

Good attitudes 13%
Oficers acted professionally 12%
CGood police services 10%
Good response tine 4%
CGood trailning 4%
Wrd of mouth reputation 4%
Remai ni ng responses were varied 25%
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The nost frequent negative responses were:

. Media contributed to a poor inage 31%

- Poor officer attitude 13%
i Unpopul ar j ob 9%
. Manpower 7%
I Law enf orcenent procedures 6%
. Renmai ni ng responses were varied 34%

When asked for suggestions on howto inprove the departnent's
i mge, the nost frequent responses were:

G eater attention to the conmunity 19%

| nproved enpl oyee attitudes 16%
More officers hired 11%
! More public relations activities 11%
‘More patrolling 8%
Remai ni ng responses were varied 35%

SURVEY 11 (March 1988).

Under the COP+ reorganization, Reno has been divided into
three di visions for the purposes of delivering services. Each area
Is roughly equivalent in demand for services although popul ation
may vary considerably. North contains the northwest, northeast,
and north suburban areas. Central contains the downtown core with
Its surrounding residential belt, and south contains the southwest
and sout heast portions of the city. Divisions listed in the tables

refl ect the new reorgani zati on under COP+.
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- Table 3: How would you rate the police departnent's overall
perfor mance?

Bel ow Above

- Paar +Aver age Aver age Aver aae+CGood

- North Division 11% 48% 41%
Nor t hwest 10 46 44
Nor t heast 12 44 44
North Suburb 12 57 31
Central Division 11 67 22
South Division 10 46 44
Sout hwest 10 45 45
Sout heast 10 47 43
Overall 10% 47% 43%
Source: Survey Il, Reno Police Departnent

In conparison to the first survey, the results in Table 3 show
a favorable ratio of approximtely 4:1. This is an inprovenent
over the previous year's survey. Additionally, individual coments
regarding performance indicate a "lessening" of extrene views by

respondents and an increase in the "average" ratings.

Table 4s How would you rate the Reno Police Departnent's inmage
within the Community?

S —— Y ——— T —— T " ————-————— i, {— ] S i M ey i W el A VA S S e T . o T . iy A S T S o o

Bel ow Above
Poor +Aver age Average Averaae+&ood
North Division 36% 32% 32%
Nor t hwest 37 30 33
Nor t heast 34 29 37
Nort h Suburb 36 40 24
Central Division 28 33 39
: South Division 32 34 34
o Sout hwest 33 35 32
Sout heast 31 34 35
Qveral | 34% 33% 33%
Source: Survey |1, Reno Police Departnent
42
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In the previous survey, it was clear the departnent had an
I mage problem wi th approximtely 60% of the conmmunity responding
negatively and 40% respondi ng positively. The results of the inage
guestion in Survey Il are indicated in Table 4. | mage i nproved
fromthe first survey, as positive responses increased to 49% and

negati ve responses decreased to 51%

Fol | ow-up questions were asked in order to determ ne what had

made the difference. The nobst frequent responses on the positive

si de were:

| nproved nedia rel ations 10%
| mproved officer attitudes 7%
QOP+ 4%

The nost frequent responses on the negative side were:

Poor medi a treatnment 20%
Of duty incidents 11%
Poor attitude 7%
Poor on-duty behavi or 5%
Brutality toward others 5%

The nost frequent answers when asked what t he departnent could
do to inprove its inmage were:

More public relations work 23%
Hre nore officers 13%
Be nore caring and hel pful 7%
Not hi ng 6%

The results were encouraging and the police departnent
believed it was in the nmidst of a positive change. The inprovenent
in imge from 60:40 against to 51:49 against was considered an

important step in the right direction by police officials.
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it \VEY_|I1_f Novenber 1988)

In Survey Ill, the COP+ reorgani zati on and reporting divi sions
ksnai ned the sane as explained in Survey Il.: The questions in
'i rvey II'l were evaluated the same as Survey |1, Questions were

ral uated by conbining the poor and below average scores and

_scores. The objective was to obtain a pro vs. con perspective,
:: ables5 & 6 at the end of this section depict the pro vs. con
| conpari sons between the three surveys.

In reference to the question, "How would you rate the police
:departrrent's overal | performance?", 7% of the respondents gave a
i poor or bel ow average rating, 39% gave an average rating, and 54%
[ reported the departnent as being above average, or a 7.7:1

favorabl e ratio. Survey | had a 3:1 favorable ratio; this inproved

 to 4.3:1 in Survey |1, and has clinbed to 7.7:1 in Survey II11.
' Table 5 illustrates the results each survey with respect to this
guesti on.

The nost frequent negative responses were:

Sl ow response tinmes 30%
Poorly managed depart nment 11%
Bad officer attitudes 11%
Don't conme when called 8%
Don't patrol nei ghborhoods 8%
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The nost frequent positive responses were:

Good response tine 17%
Ef f ecti veness 14%
Pr of essionalism of officers 12%
No opi ni on 8%
In reference to the question, "How would you rate the

departnent’'s inmage within the community?", the negative scores were
added together and conpared with the sum of positive ratings to
yield a scale from which an evaluation was made. Twent y- one
percent of the respondents gave a poor or bel ow average rating,
39% gave an average rating, and 40%reported the departnent had an
above average or good inmage within the comunity. Wen conparing
the results. Survey | had a negative ratio of 2:3 reported; Survey
Il had a ratio of approximately 1:1 (a 50- 50 split); and Survey
[l increased to a favorable ratio of 1.9:1. Table 6 illustrates
the results of each survey with respect to this question. Wthin
an 18-nonth period, the police departnment was able to reverse its

i mge from negative to positive.

The nost frequent negative responses were:

Poor nedi a treatnent 32%
Poor attitude 13%
Don't know 8%
Sl ow response tines 9%

The npst frequent positive responses were::

O ficer attitudes 28%
| nproved nedia rel ations 23%
Don't know 17%
COP+ 7%
High visibility 5%
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i Table 5: How would you rate the police departnent's overall
per f or mance?

A —————— S | T — T ————— ol A W ok S S A S T Ty S et T o S et P ). ol S, el U R

Bel ow Aver age Above
Aver age * Aver age
0 Survey | June 1987

E3 Survey Il WMNarch 1988

H Survey Il Novenber 1988

e - e i T i e i o o s L o o i S R M S N L S S S e e el Ty S T e S g ek S ot M M el PU P e S [ S S T = S e

Source: Survey Il1, Reno Police Departnment (above table depicts a
conpari son between the three conmmunity surveys)
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. Table 6: How woul d you rate the Reno Police Departnent's inage
within the comunity?

________ 051 0
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Sour ce: Survey 111, Reno Police Departnent (above table depicts
a conparison between the three community surveys)
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SUMVARY AND CONCLUSI ONS

Nearly two years have passed since Reno Police Departnents
COP+ Program was i npl enented. Prior to COP+, the norale anong
managenent at the Reno Police Departnent had beconme grim The
departnent faced continued budget cuts, reduced staffing and
i ncreased responsibilities. Two attenpts to pass tax initiatives
for critically needed funding nmet with resounding defeat at the
hands of voters who responded to a perceived negative inage of the
departnment with negative votes at the polls.

In June, 1987, the departnment conducted the first of three
surveys ained at determning the people's attitudes toward police
and the | evels of confidence the force inspired anong the citizens
of Reno. The survey resulted in a "poor"” inmage rating. One nonth
earlier, the department had begun its transition froma Managenent
by Obj ectives phil osophy to the nore conmunity oriented "Community
Based Policing"” program dubbed COP+.

Under COP+, the entire departnent underwent a nassive
over haul . Every enployee attended a 40-hour training course.-
Depart nment operations were reorgani zed. The city was divided into
four divisions, each led by a captain (three field operations and
one station conmand). |In each area, the captain net periodically
wi t h Nei ghbor hood Advi sory Groups (NAG to discuss crinme, general
information, and conmmunity concerns. Manpower was allocated as
needed, and footbeats were reintroduced to areas of the city where

gang-related crimes and other problens were preval ent.
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As relations with the public steadily inproved (as was
evi denced by positive results in the second survey), so too did
relations with the nedia. A Public Information Officer was
appointed to serve as a constant liaison with television and
newspaper representatives, relaying information about crines,
| personnel issues, and conmunity service prograns in which the
departnent was i nvol ved.

COP+ also brought changes in relatively mnor procedures
within the departnent. A Quality Assurance section was devel oped
and conduct-ed m ni -surveys concerning internal operations and the
department’'s interaction with the community. Such surveys served
as "report cards" for executive staff nenmbers, who were able to
keep cl oser tabs on the departnent's progress under the new system

Far fromresting on its | aur.el s, the Reno Police Departnent
plans to continue its surveys on a bi-annual basis. No ot her
police departnment identified in the literature pursues such an

aggressive schedule of surveys. Reno's success so far lent

credibility to the use of surveys as a neans of determning

community needs and formul ation of police responses.
The theory is sinple: Police can ignore their "broken w ndows"
(to use Wlson's anal ogy) but the problemw Il only worsen. Police
can attenpt to deal with their problens w thout the comunityes
input, as Reno did prior to the inplenmentation of COP+, but such
a philosophy usually nmeets with little or no success.

I nteraction between the police and community can result in

the mutual identification of both comunity problens and comunity
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solutions. There is no one way to inplement a community policing
program Met hods depend on the individual community and the
resources of the police departnent.

Current literature presents evidence that Community-based
Pol i ci ng prograns across the country have reaped positive results
in solving community problens and inproving relations between
police departnments and their communities. The results of Reno's
COP+ program are no exception. The information gathered in three
community surveys showed dramatic inprovenent in the community's
attitude toward the departnment. The nost significant inprovenent
concerned the police departnent's imge: It is obvious that the
COP+ program contributed significantly to the inprovenent.

This paper analyzed whether the inplenentation of COP+
i nproved the police departnentes inmage in the comunity. An
anal ysis of the inmage question alone shows a conplete reversal of
public opinion from negative to positive in the 18 nonths since
t he -program began. The nost often cited factors in the inproved
I mage question were officer attitudes, nedia relations, and overal

performance—the very areas specifically targeted by the COP+

program
The full effects and potential of COP+ are not known. A
continuation of the conmmunity surveys wll qguide t he pol i ce

departnent by learning the |long-termbenefits and shortcom ngs of
t he COP+ program
At this time, the Reno Police Departnent has used COP+ to fix

a huge "broken wi ndow'—+ts inmage within the conmmunity. Al though
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t he departnent continues to identify "broken w ndows"” it now does
so with an inportant new ally: The community it serves. | f
know edge is power, COP+ has provided the Reno Police with its nost
power ful weapon yet: The understandi ng and support of its peopl e,

both inside and outside the station doors.
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Questi on:

APPENDI X 2

Traditi onal vs.

Conmmuni ty Pol i cing:

Questions and Answers

Who are the_PoIice?

Tr adi ti onal

A gover nment
principally
for

agency
responsi bl e
| aw enf or cenent .

Questi on: What
public service departnents?

Tradi tional

Priorities often
conflict.

Question: \Wat

Tradi ti onal

Hi ghly centralized,
governed by rules,
regul ati ons, and
policy directives;
accountable to the |aw

Question: \Wat

Tr adi ti onal

To provide the necessary
rules and policy directives.

S SEAEY

is the essenti al

Communi ty_Poli cing

Police are the public and
the public are the police:
The police officers are
those who are paid to give
full-time attention to the
duties of every citizen.

is the relationship of the police force to other

Communi ty Policing

The police is one departnent
anong many responsi ble for

I nproving the quality of
life.

nature of police accountability?

Communi ty Policing

Enphasi s on | ocal
accountability to
communi ty needs.

is the role of headquarters?

Community_Poljcing

To preach organi zati ona
val ues.
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Question: What is the role of the press |iaison departnent?

Tradi tional Communi ty Policing

To keep the "heat" off To coordinate an essentia
operational officers so channel of communication
they can get on with the with the comunity.

j ob.

Question: How do the police regard prosecutions?

Traditional Communi ty_Policing
As an inportant goal. As one tool among many.

Question: Wat |Is the role of the police?

Tradi tional Community Pqlicing
Focusi ng on solving crines. A broader probl em sol ving
appr oach.

Question: \What are the highest priorities?

Tradi tional : Communi ty_ Policing
Crinmes that are high val ue What ever problens disturb
(e.g., bank robberies) and the comunity nost.

t hose involving viol ence.

Question: \What, specifically, do police deal with?

Tradi tional Communi ty Policing
I nci dents. Citizens' problens and
concerns.

Question: Wiat determnes the effectiveness of police?

Tradi ti onal Comunity Policing

Response tines. Publ i ¢ cooperation




Question: What view do police take of the service calls?

Tradi tional Community Policing
Deal with themonly if Vital function and great
there is no real police opportunity.

work to do.

Question: Wiat is police professionalisn?

Tradi tional Comuni ty Pol.icing
Swift effective response Keeping close to the
to serious crine. communi ty.

Question: Wt kind of intelligence is nost inportant?

Tradi ti onal Communi ty Policing

Crime intelligence (study Cimnal intelligence

of particular crimes or (information about the
series of crines). activities of individuals or

groups).




