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The Office of Community Oriented Policing
Services (COPS) is pleased to continue the series
of COPS Innovations. Promising Strategies
from the Field, featuring COPS grantees from
around the country. Community Policing in
Smaller Jurisdictions now joins A National
Overview and Spotlight on Sheriffs to focus on
another group of COPS grantees that has used
COPS funding to create innovative solutions to
local problems.

The COPS Office has partnered with communities
large and small to advance community policing.
COPS programs fund efforts to make communities safer by adding community
policing officers to our streets and schools, investing in crime-fighting
technologies, building a national training network, supporting innovative
policing practices, and fostering strong problem-solving partnerships.

These publications highlight COPS-funded community policing projects and
the grantees that make them work. COPS hopes that sharing these approaches
will enable other jurisdictions to learn from and replicate these innovations.
The agencies represented in this document are just a sampling of the small
jurisdictions who have benefited from the nearly 37,000 grants the COPS
Office has awarded since 1994 to more than 13,000 state, local, and tribal law
enforcement agencies. COPS grants not only help reduce violent crime, they
help law enforcement address persistent quality-of-life issues ranging from
bullying to street-level drug dedlers.

This series of publications is one more way in which the COPS Office is
reaching out to the field to provide information and resources that will benefit
your agency. Please note that the Promising Srategies from the Field project is
ongoing, and we are eager to hear about your agency's accomplishments.
Please email my staff at Tell COPS@usdoj.gov with any promising strategies
that you think we could use. All of us at COPS appreciate the opportunity to
share our grantees successes and help law enforcement keep every community
in America safe.

Sincerely,

r\‘\ ,J ly—:\“
[N -
Carl R. Peed
Director
Office of Community Oriented Policing Services
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Introduction

The Office of Community Oriented Policing Services (COPS) has
invested nearly $10 billion to implement and enhance community
policing effortsin tribal, state, and local jurisdictions since 1994. Over
those nine years, COPS issued nearly 37,000 grants to more than 13,000
agencies across the U.S. These grants tackle important and immediate
needs of communities across Americathrough 27 innovative grant
programs. COPS Universal Hiring Program (UHP) and Making Officer
Redeployment Effective (MORE) grants help agencies increase the
number of officers on the street who can engage in community policing
activities. The COPS in Schools (CIS) grant program places law
enforcement professionals in schools to work on a variety of school-
related issues and foster community partnerships. COPS has provided
nearly $6 billion in assistance to tribal, state, and local law enforcement
agencies through these three programs alone.

Other COPS grant programs focus more narrowly on specific issues.
For example, COPS funded agencies seeking to develop collaborative
responses to specific community problems through the Problem-Solving
Partnerships grant program in 1996. COPS funds helped communities
with higher crime rates, poverty, and unemployment hire COPS-funded
officers through the Distressed Neighborhoods Project in 1998. COPS
funded innovative community policing approaches to school-related
problems with the School-Based Partnerships program in 1998 and
1999. COPS Tribal Resources Grant Program (TRGP) has helped tribal
law enforcement agencies keep their communities safer since 1999.

COPS funding has made a difference. By working to put more law
enforcement officers on the street, the COPS Office increased the
number of officers actively engaged in community policing activities.
According to the Law Enforcement Management and Administrative
Statistics (LEMAS) Survey, about 22,000 officers practiced community
policing in 1997. That number rose more than five-fold by 1999. Other
research conducted by the University of Nebraska (2001) suggests that
COPS hiring and innovative programs have helped to make a significant
reduction in local crime rates in cities with populations greater than
10,000.
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In addition to these grant programs, COPS works hard to deliver
community policing training and technical assistance to America's state,
local, and tribal law enforcement professionals and the communities
they serve. COPS funds a national network of Regional Community
Policing Institutes, which provides innovative community policing
training to law enforcement officers, other government agencies, and
community members. More than 210,000 people have taken advantage
of this training. COPS also funds the Community Policing Consortium,
which is made up of five of the leading police organizations in the U.S.
and has provided technical assistance to over 5,000 law enforcement
agencies across the country.

The case studies that follow highlight the projects of eleven law
enforcement agencies who found innovative uses for COPS funding. As
more agencies report back on their progress in implementing COPS-
funded community policing strategies, this series will showcase those
efforts. The COPS Office hopes that in presenting them that others may
benefit from these experiences, and that other agencies can learn from,
replicate, and improve on these promising strategies from the field.
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Problem

California's Woodland Police Department (WPD) serves ajurisdiction
of 51,000 residents and a school system of 10,100 students. With only
62 full-time sworn officers, the WPD found that escalating violence and
gang activity in and around Woodland schools required more resources
than were available. When the WPD applied for a new school resource
officer (SRO) in 1999, reports of problems in the schools ranged from
truancy to battery and weapons possession. Parents and school
administrators were also concerned about poor attendance, low grades,
and lack of student involvement in school activities. The WPD was
awarded a COPS In Schools (CIS) grant, which helped hire a new SRO
to work in Woodland's schools.
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COPS In Schools (CIS)

ClSgrants help law
enforcement agencies
hire and deploy
additional law
enforcement
professionals to work.in
and around primary
and secondary schools.
CIS has helped to hire
and train over 6,000
school resource officers
(SROs) since 1999.
COPS has allocated a
total of $697 million to
help hire SROs and an
additional $21 million to
train SROs and the
school administrators
with whom they work.

M ethodology

The Woodland Police Department and the
Woodland Unified School District had a
strong working relationship in place before
accepting the CIS grant. The two
organizations outlined their respective duties
and responsibilities in a written memorandum
of understanding (MOU) when their formal
collaboration began under the CIS grant. The
partners meet regularly to discuss truancy,
gang problems, and other issues.

The WPD determined that the most effective
way to assign the SRO was to share his time
between two middle schools, as there was
already an SRO assigned to Woodland high
schools. Working with children in grades
seven through nine gave the SRO an
opportunity to establish a positive law
enforcement image during this critical stage of
the students' development.

The new SRO's primary responsibility was to

enhance the safety of al students in the school

district. He was trained in community policing strategies and charged
with serving the schools and students as a resource, a deterrent to crime,
an advisor, a mentor, and a teacher. Specific SRO duties included
handling al calls for service from the schools, helping the school
district fight truancy, providing counseling, and teaching legal and
safety matters. The SRO also trained police department and school
district employees to respond appropriately to an on-campus shooting.
To help address truancy, the SRO attended all Student Attendance
Review Board meetings and cites students and parents alike for truancy
violations. The SRO used a database to record al his activities and

generate regular reports.




Results

Until the new CIS-funded SRO was hired, the WPD's patrol division
responded to all school-related calls. The placement of an SRO in the
district's middle schools has led to a number of positive outcomes:

* Patrol no longer needs to respond to school-related incidents.

e The SRO has increased the levels of trust, respect, and
communication between law enforcement and the school community.

» The school campuses are significantly safer for students and staff.

The success of the SRO program helped the WPD to secure funds to
retain both the middle school and high school SROs without federal
assistance. These SROs continue to give campuses a heightened sense
of safety, particularly by reducing violence and gang related incidents.
Perhaps most importantly, attendance rates, student involvement in
school activities, and grade point averages have steadily improved since
the SRO program began.
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Warner Robins (GA) Reclaims Neighborhoods from Drug Dealers

Problem

Warner Robinsis located in central Georgia, and is home to roughly
49,000 residents and Warner Robins Air Force Base. As certain areas of
the city declined, drug dealers moved in and crime subsequently
increased. The Warner Robins Police Department (WRPD) used COPS
hiring grants to hire more officers so that it could more effectively
respond to street-level drug dealing in the city and the dilapidated
housing from which dealers operated. The department's objective was to
reduce the level of drug salesin the targeted areas and thereby reduce
the overall level of crime.
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M ethodology
Hiring Grants (UHP,
AHEAD, FAST, Phase|) Starting in 1995, the WRPD used COPS
hiring funds to add 17 officers in three stages.
SRRSOl R R EIEE|  These new officers addressed street-level drug
LER R PRSI T dealing in run-down areas in the jurisdiction,
EREae=ienlnitg - ysing focused law enforcement efforts, direct
officersto implement or interaction with the community, community
expand community group involvement, officer training, and crime
policing efforts. COPS analysis. The COPS-funded officers were
hiring-grants have trained in community policing, drug
helped nearly 12,000 identification, and public relations.
American law
enforcement agencies The new COPS-funded officers allowed more
hire more than 74,000 specialization of tasking. Officers were able to
new community policing focus on street-level drug dealing and move
officers by distributing with the dealers from one neighborhood to the
close to $6 billion since next. They were also able to stay in an area
1994, long enough to help residents address related
concerns. That left beat officers free to answer
calsfor service and handle other citizen
complaints without disturbing efforts to target drug dealing. Narcotics
officers were able to focus on upper-level dealers. In developing its
anti-drug strategy, the WRPD studied arrest figures, levels of reported
crime, and feedback from community members. It also used a new
records management system to maintain data on crimes reported and
crimes cleared by arrest.

WRPD narcotics officers went door-to-door in the target areas, telling
residents about police efforts to combat drug dealing. The officers al'so
made a point of visiting newcomers to those areas and telling them
about city services and about how the police department could assist
them. The department enlisted the aid and advice of the community by
meeting with church groups, holding public forums and other
neighborhood meetings, and consulting with public officials.




The WRPD carried its community policing strategies well beyond the
war on drugs. Officers worked closely with church groups to develop
after-school programs for children. The Department also helped to build
technology centers where youth could learn about computers. Property
owners and city government partnered with the WRPD to improve
neighborhood conditions. The department also encouraged the city to
buy and remove decaying buildings and clean up the property to
improve the quality of life in the targeted areas by reducing the number
of sites that could be used for criminal activity.

Results

These efforts brought a broad range of positive results. Relationships
improved with members of the community. An increase in the number
of calls for service suggests that the public is more willing to report
crimes and concerns to police because they feel confident that when
they requested assistance, an officer will respond in atimely manner.
Dilapidated buildings were torn down or repaired to meet city codes,
improving environmental conditions. Both property crimes and person-
on-person crimes declined, and the targeted areas began to see new
homes constructed and new businesses start. The WRPD's retention of
the COPS-funded officer slots in addition to the department's regularly
allocated positions will ensure that the positive trend continues.
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Coventry (CT) Uses Technology to Put More
Officers in Neighborhoods

Problem

The Coventry Police Department (CPD) serves arura town in
northeastern Connecticut bordered by Coventry Lake and the University
of Connecticut populated by about 11,500 citizens. More than 3,000 of
those residents live aong the lake's shore in 14 small communities
represented by private associations. More than 300 students rent homes
in these communities, which results in problems related to high turnover
and absentee landlords. The CPD believed that these neighborhoods
accounted for a significant increase in crime and calls for service, but
the department lacked the data required to confirm these suspicions.
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Dispatchers wrote call information on IBM

The department cards by hand and time-stamped officer
reports the automated dispatch and arrival times. They then filed the
booking system.saves cards numerically, making it difficult to
oiile=gTojelde)dlpprit=hvAs|  retrieve and analyze information about

30 minutesin | Suspects, victims, witnesses, and locations. A
processing per | Microsoft Access database was created to
booking, which adds- transfer dispatched call information, but only
up to more than 200 complainant and address data could be

hours per year. retrieved. Officers collected information about

suspects and neighborhood problemsin
persona notebooks that they shared in
briefings.

The CPD faced other problems as well. Uniform Crime Reporting
(UCR) and National Incident-Based Reporting System (NIBRS) data
had to be hand searched for reporting. The CPD holds prisonersin ajail
through arraignment, and the booking and release processes were time-
consuming for officers. The inaccessibility of archived information and
the time consumed by administrative tasks left little time for the CPD's
13 officers to properly analyze their suspicions and the public's
perceptions about problems in the 14 neighborhoods along Coventry
Lake. University police work closely with CPD on any problems
involving students living off campus, but the CPD simply did not have
the manpower for the type of analysis that the situation warranted.

M ethodology

A COPS MORE grant helped the CPD meet this challenge with new
technology. The Department's primary goal was to deploy technologies
to more effectively analyze calls for service, particularly in the 14
communities managed by private associations. The CPD developed the
following objectives to accomplish this:

* Replace the antiquated manual dispatch with a computer-aided
dispatch system (CAD) and upgrade outdated records management
systems (RMS).

* Provide officers with timely access to crime and incident information.

* Increase officers available time to work with residents to resolve
problems.

12 |
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A new CAD/RMS was purchased and became operational in April 2002.
The CAD system alows officers to immediately retrieve al dispatched
cal information. The RM S offers several functions for detectives and
officers. A case management module provides detectives an automated
system for assigning and tracking cases for the first time in CPD
history. The crime analysis program delivers accurate, timely
information to officers about crime and service callsin each
neighborhood. Weekly updates of crime analysis information for each of
the 14 neighborhoods are posted on a bulletin board in the officers
briefing room. This information is also available to the public in
handouts at meetings and is posted on the city's website.

The crime analysis data has become popular with homeowner
associations. This has opened the door for officers to attend each
association's annual meeting to discuss crime issues and help residents
solve problems. When crime analysis data showed that domestic
violence was one of the highest calls-for-service problemsin the 14
lakeside communities, the CPD arranged for domestic violence program
training for its officers through United Services, a partner organization.

Results

The automated booking program has saved officers considerable time.
Previously, officers were required to complete all booking forms by
hand. The new program automatically transfers al dispatched
information, such as suspect, complainant, and location, to electronic
booking forms. This allows officers to complete the process with
considerably less work.

To free the officers from even more administrative requirements, the
RMS also provides an automated report writing system (ARS), which
has replaced hand-written reports. Electronic report forms also collect
datafor crime analysis and the RMS, and all UCR and NIBRS datais
automatically coded from police reports. Plans are underway to make
the ARS accessible to officers via laptops in their vehicles.

The CPD reports significantly increased accessibility of the information
and a great deal of time saved by the new technologies. This gives
officers more effective tools to analyze and respond to neighborhood




problems, and more time to devote to doing so. The CPD estimates that
each patrol officer saves about nine hours per week in researching and
other inquiries alone. Dispatchers report that the new CAD system saves
them as much as one hour per shift in manual administrative tasks. For
the first time, detective supervisors can assign and track the progress of
a case through prosecution using the case management system. The
ARS collects NIBRS and UCR datain the field, saving records clerks
the eight hours per month they once spent hand-researching cases and
coding the information. The department reports the automated booking
system saves officers approximately 30 minutes in processing per
booking, which adds up to more than 200 hours per year. COPS funding
is aso being used to purchase Automated Fingerprint Identification
System (AFIS) hardware and software. The department anticipates
considerable time saving with AFIS, since each semester the department
manually fingerprints 200 or more school employees.

The town council, manager, and residents also benefit from the
availability of crime analysis. Monthly reports provide the council with
reliable information on which to base crime policy decisions and to
properly inform the public. For example, an analysis of calls for service
in the 14 neighborhoods revealed that crime was much lower than the
police department and residents suspected. Domestic violence and
suspicious persons calls were higher than expected, so the department
arranged for a domestic violence specialist to attend patrol briefings and
provide officers with training on family issues. Directed patrols were
also organized and were used to address the suspicious persons calls.
Crime analysis data also reveaed a burglary problem in the downtown
area. Officers worked with businesses and residents to address the
problem. Their efforts included an increase in Neighborhood Watch
programs in the affected area. The CPD reports that the state's
Department of Public Safety was so impressed with CPD efforts to
reduce neighborhood crime, it awarded the department a separate crime
analysis grant.




Yorkuville (IL) Builds A Future Without Bullying

Problem

Yorkvilleis asmall township in Illinois with 10,000 residents and about
900 students in its high school. Although there had been no major
problems at Yorkville High School, police and school personnel were
concerned about the potential for problems like bullying and
intimidation. The school opened in 1999 and had experienced instances
of verbal abuse among students. A COPS School-Based Partnership
grant helped students, police, and school personnel conduct a needs
assessment in the school, designed to determine the prevalence of gang
activity and bullying and the availability of services and activities. The
basic goal of the partnership was to learn more about student behaviors
and concerns and use this information to craft effective prevention
strategies to improve the learning environment and student quality of
life.
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M ethodology

School-Based

Partner ships (SBP) One of the key elements of this project was a
commitment by the Yorkville Police

COPS SBP grants Department and the Yorkville School District

helped law enforcement to meaningfully and directly involve students
ERE = el - e in examining the problems of violence and in
(571 M=aialels e = wialels | devel Oping responses. About 30 to 40 students
system and community* were routinely involved in the project. While
based organizationsto the partnership encountered difficulties with
address a persistent student participation because of scheduling
school=related crime on conflicts, the students' enthusiasm is believed
or around-school to have significantly contributed to the
grounds. COPS success of the project.

awar ded almost $31

million in School Based In addition to students, other partners included
Partner ship grants that local businesses that donated food and

RS R nt el equipment, social service organizations,
policing to schoolsin community groups, and religious

243 jurisdictions in 1998 organizations, which provided meeting space
and 1999. at no cost.

The project focused on identifying problems
and preventing them from escalating into serious violence, and worked
closely with students from the outset. Since little was known about
student perceptions and victimizations, students were used as both focus
group participants and researchers to craft the assessment. This active
role was intended to improve the value of information gathered from
students, as police and school personnel were anxious to accurately
benchmark student exposure to problems, victimization experiences,
and perceptions and concerns about safety and well-being. The needs
assessment suggested that bullying, consisting of verbal abuse and
intimidation, was a major student concern. The assessment also pointed
to the lack of after-school activities for high school students.

Results
To achieve its goal, the partnership worked with students to develop and

administer a school-wide survey. The survey examined information
about students' exposure to gangs, guns, bullying, threats and

16 |
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intimidation, and drug and alcohol use. Researchers also sought to
identify specific locations in which problems occurred, and to determine
the amount and nature of problem behaviors occurring within the
school. The survey provided insight into problems in the school,
particularly the frequency of bullying. More than half the students
completed the survey, and analysis of survey data showed that:

 Younger students were more fearful than older students, and freshmen
were particularly concerned about being bullied or intimidated.

e Male students were much more concerned about bullying and threats
than were female students.

o Students who were bullied or intimidated tended to seek help from
outside rather than inside the school.

 Students who had been victimized by bullying were more likely to
subsequently bully others.

The data suggested that a prevention strategy could be effective in
reducing bullying and intimidation. Since students were most likely to
be bullied early in their high school career and then become offenders
themselves, protecting these new students from being victimized could
interrupt the cycle and reduce the incidence of bullying in subsequent
years. In response, the partnership devel oped the Care Team, which
included the school resource officer, teachers, social service providers,
school counselors, and an anger management team leader. The team
meets weekly to identify and link services to students who may be at
risk of offending or being victimized. The Care Team also provides
coordinated case management services to students if incidents do occur.

The partnership also identified a shortage of low-cost activities for
students after school—a prime time for students to get into trouble.
Grant funding helped students and others develop a skate park to
provide a safe after-school activity.

The most positive results of the prevention strategy are expected to be
seen in future years, when students who have not been victimized by
bullying will be less likely to bully other students. No one has surveyed
students since implementing the Care Team, but school-based incident
reports maintained by school resource officers remain stable despite an
increase in the number of students in the school. Interviews with
community members show that the community has a high level of trust
in the police.
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Gulf Breeze (FL) SROs Reduce Vandalism

In the City of Gulf Breeze, Florida, high school "homecoming high
jinks" was a time-honored community tradition. For generations,
homecoming represented a week of football, the homecoming dance,
and "rolling," whereby small groups of students would "roll" each
others' trees and houses with toilet paper. This activity was accepted to
the point that it was not uncommon to learn about a parent driving their
student and friends who were too young to drive to their rolling target.

By 2001, however, this seemingly innocent prank turned violent,
troubling the police and the area's 6,200 residents. Students began
engaging in serious acts of criminal mischief and violence in concert
with "rolling." Frozen paintballs were being shot through car windows,
cars were spray painted and keyed, and pool furniture was thrown into
pools—all causing considerable damage. On two different occasions,
homeowners confronted students with a gun and a baseball bat. Several
incidents unfortunately resulted in the arrest of homeowners for
assaulting students.
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The rise in crime associated with homecoming
\ELLETERReTJETIEN  activities was the cause of great concern in the
(OOl S0 PAT ]| community. The idea of a curfew ordinance
o VIeCoRelACRRERoCaIl|  during homecoming week was suggested but
from theprevious quickly dismissed due to the anticipation of
W ERRIETCRILIERREE  strong resistance by parents and students.
reduction was so Increased patrols and enforcement had little
significant that the effect on the problem. Police records showed
annual number of the incidence of vandalism had escalated to
ERGEIRnReenisEln=s  nearly ten times the monthly average for
was reduced by 36 October in previous years. The number of
percent from the assaults for the month also showed a
previous year. significant increase. Many of the incidents
occurred during late evening and early
morning hours. This led the police department,
parents, students, and school officials to form a collaborative
partnership to address the problem.

M ethodology

The Gulf Breeze Police Department's (GBPD) primary goal was to
provide residents with a positive and safe environment to enjoy
homecoming's week of activities. The following objectives were
developed to accomplish this goal:

 Prevent death or serious bodily injury to a student.

» Reduce the incidence of vandalism and criminal mischief by students.

* Create a safe environment for students and residents to enjoy
homecoming activities.

The community developed a broad-based approach involving school
discipline, law enforcement, and positive incentives to address this
problem. Parents, students, teachers, school administrators, school
resource officers (SROs), and other law enforcement agencies met and
crafted the following responses. Students created an Anti-Vandalism
Pledge that contained a self-imposed curfew. Students who violated the
curfew were prohibited from attending the homecoming dance. A
similar strategy (Prom Pledge) has been successfully used by the school
district during prom night.

20 |
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This collaboration included a wide range of partners. The school district
totally committed to the program. It assisted in its administration and
enforced sanctions against students who violated rules for homecoming.
Parents helped develop the program and organized the incentive raffle
for participating students. Local media actively publicized the program
in the newspaper and on television. During homecoming week, other
law enforcement agencies in the area also increased patrols in their
jurisdictions beyond the city limits where many students live. Local
merchants donated incentive gifts for the homecoming raffle and
sponsored free skating, movie, and bowling events for students who
signed the Anti-Vandalism Pledge. The students themselves participated
in developing the program and in peer discussions with the school
resource officer in middle and high school classrooms.

One of the most important players in this partnership was the COPS-
funded school resource officer. Much of the program's success may be
attributed to the positive relationships and trust developed by the SRO.
He helped champion the program and worked as a liaison between
school officials, students, parents, and the police department. The SRO
acted as a catalyst and focal point for the entire project. His familiarity
with students, their cars, and their habits also increased the likelihood of
catching students engaged in vandalism.

Education was considered vital to the program's success. The chief of
police and high school principal developed a closed circuit television
presentation to educate parents and students about the program. The
school resource officer, principal, and student peer |eaders went to every
high school and middle school classroom to present the program and
discuss potential problems and solutions with students. The chief of
police and high school principal co-authored aletter outlining the
program that was mailed to all student home addresses.

The program also included incentives to motivate students to

participate. Parents obtained raffle prizes for students who signed the
pledge. The prizes included a limo ride to the homecoming dance, afree
tuxedo, afree gown, hair styling, and corsages. The school
administration gave students who signed the pledge an extra tardy pass.

The GBPD committed significant additional resources to patrol
neighborhoods and known problem areas during homecoming week.
The Santa Rosa and Escambia County Sheriff's Departments hel ped




patrol residentia areas where the students lived. Students caught out
after curfew were reported to the school and the agreed upon sanctions
were imposed. The media helped educate the community by publicizing
the program locally.

Results

The collaboration produced impressive results. Vandalism complaints
for October 2002 were reduced by 83 percent from the previous year.
This monthly reduction was so significant that the annual number of
vandalism complaints was reduced by 36 percent from the previous
year. Assaults against youth and minors in possession of alcohol
offenses were reduced to zero. Officers reported clear and visible
reductions in vandalism in neighborhoods. There was only one rolling
incident during the evening, and in that case the owner had given their
child and friends permission to roll the house. These dramatic results
were accomplished with only a 4.4 percent increase in the weekly
payroll for the week of homecoming in October 2002.

The COPS-funded SRO was so successful that the GBPD decided to
expand its community policing efforts city-wide. The program is called
Community Resource Officers (CROs). The city was divided into 10
zones, and an officer was assigned to each zone. CROs went house-to-
house in their zones and distributed letters of introduction and trading
cards with their photos so residents would recognize them. An activity
report was developed to track and measure CROs' activity. Random
customer satisfaction surveys are used to measure the public's
perceptions of the police. Survey results show the department enjoys
strong community support with 90 percent satisfaction ratings in most
surveyed categories.




Problem

Muskegon, Michigan, (population 40,000) had serious economic and
social problems. The city entered the 1990s with about 23 percent of
families living at or below the poverty level and an unemployment rate
of 12 percent. A number of Muskegon's neighborhoods had more
problems than others, and analysis and mapping of police calls for
service showed that four of these neighborhoods generated 60 percent
of callsto the police in 1996 and 58 percent in 1997. A COPS
Distressed Neighborhoods Program grant allowed the Muskegon Police
Department (MPD) to form the Distressed Neighborhood Task Force
(DNTF), which concentrated its activities in those four neighborhoods.
DNTF officers engaged in community policing activities and worked
with the public to improve neighborhood conditions and reduce crime.
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Distressed
Neighborhoods Pilot
Project

The Distressed
Neighborhoods Pilot
(DNP) project awarded -
more than $111 million
to provide additional
community policing
officersto poor and
high-crime
neighborhoodsin 18
targeted cities during
1998. The selected police
departments received
three years of 100-
percent federal funding
for the awarded entry-
level officers salaries
and benefits.

M ethodology

The four neighborhoods targeted for DNTF
interventions had the highest calls for police
service, the largest number of low-income
households, and the highest number of rental
properties. The four neighborhoods were
responsible for six of every ten calls for
service in 1996 and 1997. They clearly
represented crime and disorder hotspots for
the city of Muskegon.

The police also gathered information and
identified the main crime problems through
numerous contacts with community residents
through meetings, ride-along activities, and
informal interviews. This information led the
DNTF to tackle fifteen specific categories of
crime: prowlers, residential burglaries,
business burglaries, auto burglaries, stolen
vehicles, shots fired, armed subjects, property
damage, assaults, assaults with weapons,
criminal sexual conduct, larceny, larceny
from avehicle, robbery, and narcotics
offenses.

Once the target areas and crime categories were determined, the DNTF
began work to expand the department's crime prevention programming.
The police department already conducted a range of general community
crime prevention programs, such as Community Child Watch, the
Volunteer Server Training program, and Drug Abuse Resistance
Education programs. From 1998 through 1999, the city conducted ten
additional community crime prevention programs. These programs
included school programs for youth, such as Kids and Cops. This
involved distributing 120,000 police officer "trading cards" to thousands
of local youth. The cards were autographed by officers and traded at a
rally with the intent of providing positive interaction between officers
and young children. The Police Mountain Bike Program involved youth
education on bike safety and riding tips, and an opportunity for children
to ride with officers, thereby promoting positive relationships in
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addition to the patrol and enforcement activities of seven certified
mountain bike officers. The Summer Playground Program educated
local children about crime and road safety. Hundreds of children each
week came to city parksto learn from officers about gangs, drug
awareness, and bicycle safety. The "Say No to Drugs' Community
March included the mayor and 200 community residents, focused on
drug awareness, and concluded with social activities and entertainment.

DNP funds also supported a variety of community events scheduled
during this timeframe. The police-community Fishing Derby provided
free fishing gear to area children and allowed officers and local youth to
interact around a positive activity. The event gained wide acceptance
from community organizations, neighborhood associations, and local
merchants. Summer Celebration Parade and Picnic Day was an 11-day
festival in which officers patrolled and interacted with community
residents viafoot patrols, bicycles, and mopeds. The Holiday Food and
Toy Drive distributed food and toys to needy families in the community
through church organizations with the help of community policing
officers. National Night Out activities included a community-building
festival in which officers partnered with neighborhood associations and
corporations to stage a media event and an evening festival. For the first
time, in the summer of 2000, the DNTF conducted a very successful
Warrant Day. This event encouraged offenders with outstanding
warrants to come forward voluntarily for reduced sentences.

The DNTF worked with the community to address other concerns. For
example, DNTF officers often relied on community support to set up
drug activity surveillance in some of the four troubled neighborhoods.
In addition, many vacant buildings in the target areas were boarded up
as part of an effort to revitalize the neighborhoods. To do this
successfully, the DNTF met with landlords to discuss better property
maintenance, tenant screening, and better communication with
community policing officers. City building inspectors also partnered
with this initiative in an effort to clean up the neighborhoods. Officers
also worked to remove numerous abandoned cars from the streets.

In addition to the businesses, organizations, and residents who
participated in special programs, partners included the Neighborhood
Association of Muskegon. This also included the presidents of the
neighborhoods associations, which held monthly meetings that members




of the DNTF attended. Agencies from local government participated, as
did other government agencies involved in the justice system, such as
Parole and Probation, the District Court, and the Prosecutor's office.

Results

As aresult of the projects this grant funded, communication between
citizens and police in the four targeted neighborhoods improved
tremendously. Because of the increased positive relationships with the
police, Warrant Day proved highly successful: 125 out of 194 total
outstanding warrants were concluded. Due to this success, another
Warrant Day was conducted in November 2000, and an additional 80
warrants were concluded.

The MPD worked with the communities to apprehend and arrest a
number of active drug dealers and close down a notorious drug house in
one of the targeted areas. Due to the increased cooperation with
landlords and the city building inspectors, the target neighborhoods
have shown better physical conditions, and neighbors' attitudes about
living there have also improved.

Ongoing analysis of calls for service shows how the efforts of the
DNTF have brought about a reduction in many of the targeted crime
categories. The following chartsillustrate a steady reduction in the
number of burglaries, stolen vehicles, robberies, and UCR crimes over
the three years of the grant.




Promising Strategies From The Field
Community Policing in Smaller Jurisdictions
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Pima Community College (AZ) Automates Processes
to Put Officers on Patrol

Problem

Arizona's Pima Community College Department of Public Safety (DPS)
is responsible for policing seven campuses in Arizona, with atotal
enrollment of 85,000 students. Prior to receiving a COPS MORE grant,
the DPS had only one computer at its main office and none at the
substations. Patrol officers wrote reports manually and brought them to
data entry personnel for typing. This was time-consuming and took
officers away from patrol duties and other community-based activities.
Also, misinterpretation and errors were more likely with handwritten
reports than with reports produced on word processors.
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Making Officer
Redeployment Effective
(MORE)

MORE grantscover-up

to 75 percent of the cost-=

of technology
acquisition, equipment
purchases, or support
personnel salaries.
MORE grantsare
designed-to give law
enforcement
professionals tools that
allow them to spend
more time on
community policing
activities. COPS MORE
grants have provided
nearly 4,500 law
enforcement agenciesin
excess of one billion
dollarsto redeploy
police officersinto
community policing
activities since 1995.

The sergeants who supervise patrol officers
were also spending increasing amounts of
time on various administrative tasks and often
had to wait to use the single available
computer at main headquarters. As aresult,
both patrol officers and their supervisors were
spending more time out of the field than was
desirable. This decreased opportunities for
officers to interact with students and campus
personnel, and to solve problems and police
proactively.

M ethodology

A COPS MORE grant helped the DPS
purchase five desktop computers, four laptops,
and report-writing software. This reduced the
time officers spent on report preparation and
administrative duties and increased the
a