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.Executive summary

lntroduction
Most police officers know ofplaces in the community th4t seem to require more police attention than
others. These officers know that each time they attend to one ofthese places it is unlikely to be the last
time. Th€ term 'repeat calls for service' is used to describe this phenomenon, which can be defined as a
noticeable pattem in a group ofcalls for sewice lhat are not landom or miversally distributed. This highly
skewed concentration of calls for seflice, in relatively few locations, raises important qDestions about how
police should deal with these types of calls.

Io the late 1970s, an American professor, Herman Goldstein, began espousing a different way of thinking
about policing that was designed to shift the emphasis away iiom police merely rcacting to incidents as
they occuned to examining the main problems that lay at the heart of a particular incident or group of
incidents. He urged ihe police to collaborate with the community ard use a problem-solving approach that
went beyond simply rcsponding to incidents to attack the underlying causes that were creating them-

In its simplest form, a problem-solving approach to policing i4volves a series of actions that can be
sulnmarised in the following steps:

' initial recognition ofthe existence ofa policing prcblem

' In-deprh e\plorarion ol possible cdL.e(

. development ola tailor-made response designed to reduce or eliminate the problem

. assessment ofthe effectiveness ofthe response,

ln September 1996, the Criminal Justice Commission (CJC) and the Queensland Police Service (QPS)
established the Beenleigh Calls for Service Project (BCFS Project), a six-month experiment to find out
whether the application ofproblem-solving techniques would reduce fhe number of repeat calls for service
in the Beenleigh Police Division.

The CJC'S involvement amse out of its statutory responsibility under secti on 23(g) of the Crininal Justice
Act 1989.

The responsibilities ofthe Commission irclude -
G) monitodng th€ performance of the Police S€ ice with a view to ensuring rhat the most

appropriate policiry methods are being used, consistenlly wilh t€nds in the nature and incidence
of crime, and to ensuring the abiliry ofth€ Police Service lo respond to those trends.

Research Division staffwere mainly responsible for designing the project, analysing Beenleigh's calls for
service data, and conducting a full evaiuation ofthe project upon its completion. The QPS was mainly
responsibl€ for staffing the Foject and providing advanced computer suppot.

The BCFS project was largely based on two early experiments with problem-solving ihat were conducted
in the United States in the 1980s: Newport News's integtation ol problem-solving into the day-to-day
op€ralions ofan entire police departnent, and the Minneapolis Police Department's Repeat Calls Address
Policing (RXCAP) project. The Beer eigh project also drew on several jnnovations in problem-solving that
were tdalled during the Toowoomba Beat Policing Pilot Project.
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Beenleigh Calls ior Servce Proiect: Evaluauon Report

Description of the BGFS Proiect

The location for the BCFS Prcject was Beenleigh, an outer suburban, predominately lowef income area,
lying midway between Brisbane and the Gold Coast.

Detailed planning for the project began in early 1996 with the following objectives:

. to reduce the Nmber of repeat calls for semice at Brgeted locations in Beenleigh

. to reduce the financial costs ofproviding a first response to targeted locations in Beenleigh

. to increase the ability ofthe QPS'S Infomation Management System (MS) !o produce a basic
workload anaiysis for use by local police units

. to increase police support for problem-solving.

The project was rnanaged by a steering commiitee comprising representatives of the CJC'S Research
Division and the QPS South-Eastem Region. Day{o-day operations werc the responsibility of an
expeienced police officer ftom Beenleigh Division who was seconded for six months to work on the
proj€ct.

The project began with the Research Division analysing QPS calls for sewice records lor the Beenleigh
Police Division to identi8, vadous addrcsses in the area that were generating the highe$ number ofcails
over a padcular period. Once an address was idmtified, a workbook was compiled containing details ol
each call for sewice. The workbook was given to the projed ofncer (i.e. the seconded police officer) who
used it to follow through the four stages ofthe SAR A. problem-solving model Scaming, Analysis,
Respoose, Assessment- in an eflort to reduce the number of repeat calis, In lota1, 20 addrcsses were
selected, grouped into two target groups of 10 addresses each.

The workbooks and the SAR A, problem-solving model helped rhe project oflicer identily the most
significant policing problems at the targeted locations and guided him io implementing problem-solving
sfategies to reduce the number ofrepeat calls for se ice.

Reducing the number of repeat calls
Case shrdies and an aralysis oftrends in the number ofcalls for service were used as the key measues for
assessing the eflectiveness of the project in reducing the number of repeat calls for service at the targeted
Iocations.

The main findings were:

. The [pes ofproblem-solving activilies over the course olthe project genenlly cenfted on four
themes:

focusing police aftention on locations or individuals responsible for most policing
problens (e. g. trialling the concept of priority palrol obj ectites, which was designed to
increase police $lrveillance in and around particular repeat call locations)

providing information or advice (e.9. providing advice to individuals and agencies on how
to deflect offenders, elicit compliance with existing procedures, and improve stafi
training)
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Reducing the cost of repeat calls

Executive summary

- altering the physical envirorunent oftarget locarions (e.g. making rccommendations for
the clearing ofbush and shrubs to improve visibility)

referring the problem to another agency for rcsolution (e.g. notiSing a security agency of
problems with an alam going ofT accidentally; as a result, alarm was rcpositioned and
staff rctrained).

During the project there was a noticeable decrease in the number of calls ftom targeted locations.

The number ftom some ofthe targeled locations increased after the prcject ended, perhaps due
to the discontinuance of several skategies put in place during the project.

Although the project r€duced the number ofrepeat calls at the targeted locations, it is not possible
to show the impact on the general workload at Beer eigh Division because of the small scale of
the project and the methodological difficulties in interpreting trmds in calls for service.

I
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The second major objective ofthe BCFS Project was to see ifproblem-solving could be used to reduce
the finarcial cost associated with repeat calls for service at the targeted locations both by reducing the total
number ofcalls and by encouraging more efficient responses.

The main findings were:

. The cost ofattending repeat call locations in Beenleigh in 1996 was around $250,000.

. There was some evidence ofa downward trend in the cost ofresponding to calls at the targeted
locations over the period ofthe project, oflset to some extent by the cost ofthe project officer's
involvement in ihe trial.

. The cost of responding to calls at the targeted locations during March-May I 997 (after the proj ect
had ended) was found to be 34 per cent less than the cost of attending calls at these locations over
the same three-donth period in 1996.

The evaluation also found that several of the initiatives trialled during the BCFS Project we(e likely to be
implemmted in other districts and regions for example, a new strategy for dealing with pehol drive-offs
- possibly resulting in a substantial futwe cost saving for the QPS. This suggests that using problem-
solving to reduce repeat calls for service may b€ a reasonably cosleffective policing strategy, especially
over the longer term.

lmproving the QPS's lnlormation Management System

Another objective of the project was to improve the MS so that it could be used by opemtional police as
a problem-solving tool. The three strategies used !o achieve the objective were:

. to identit, changes to the IMS that would facilitate the production ofa basic workload analysis

. to fial modifications to the IMS aimed at reducing the high rate oferrors in the data field used
for recording addresses

. to advise staffon how to enhance the oualitv and use ofIMS data.
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The evaluation found that:
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There was a substantial improvement in the general quality and accuacy of IMS data during the
project, which, for the most part, can be attributed to a series olmodifications to the IMS can_ied
out by the QPS'S lnformation Systems Blanch.

Accuracy remained low for some types oladdresses ihat were not easily identiflable by street
name or numbe(, srch as g:blic parks or schools,

Police officers interviewed for the evalualion were generally happy with the changes made to the
IMS and enthusiastically supported effolts to further develop the IMS as a managerial and
Droblem-solvins tool.

Increasing police support for problem-solving

The project aimed to promote police support for problem-solving by keeping police oificers infomed
about the project and assisting them with the design of problem-solving course materials. As we1l, a
workshop program was developed to promote the application ofproblem-solving methods by operational
ponce,

The evaluation found that, despite these efforts, most police officers stationed at Beenleigh had 1ittle
auareness ofthe projecl. the l .kely rea.on' being:

. Tbere was no time to implemenl the strategy of brieflng police on the proj ect beforehand.

. Continual staff changes meant that some police surveyed for the evaluation had not had an
opportunity to hear of ihe project.

. Beenleigh Division is extsemeiy busy and so some police may not have had time to read about

. 
the project or discuss it with &e project officer.

Although difficulties were encountered in raising awareness olthe project, the workshops did improve
knowledge olproblem-solving among those senior police who atiended.

Gonclusions

The BCFS Project was lound to be reasonably successful in demonstrating the effectiveness olusing the
problem-solving approach to deal with rcpeat calls for sewice. Few dilficuhies werc encountered in
implementing the project and the level of coopention bet{een the CJC and the QPS remained high
throughout.

Although the project provided the QPS with an opponunity to experiment and find how best to use
problem-solving to reduce the number ofrepeat calls in a busy operationaL police envircnment $tch as
BeerleiBh, the key findings also have impiications ior the wider applicalion of problem-solving as a
policing stiategy.



t
I
I
I
I
I
t
I
t
I
I
I
I
T
I
I
I
I
T
T
I

Executive summary

Bdefly, fhe main lessons from the BCFS Project were:

. It is essential that officerc have access to accurate and timely local infonnation to analyse
incidents and identify any potential policing problems.

. Greater emphasis should be placed on fonning partnerhips with individuals, groups and agencies
to encourage greater community involvement in probiem-solving.

. Problem-solving needs to be shongly supporied at the local, districl and regionai levels.

. Management needs to take a flexible approach to work practices and encourage officers to
innovate and thinl creatively about the options available in resolving a problem.

. Police need to be patient with the prcblem-solving process, as some strategies need to be in place
over longer periods to yield appreciable benefits.

. Strategies need to be developed to communicate properly the goals and benefits of problem-
solving to the police and to the public.

xiii
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On I September 1996, tlle Criminal Justice Commission (CJC) and the Queensland Police Service (QPS)
established the Beenleigh Calls for Sewice Proj€ct (BCFS hoject). This proj@t was set up as a six-month
experiment io test whether tbe application ofp,,oblem-solvir?g sfiategies could reduce the number ofrepeat
calls for service at targeted locations in the Beenleigh Police Division. This report is the CJC'S evaluation
of the project.

The problem of repeat calls for service

Most police officers know ofplaces in the conmunity that seem to rcquire more police attention than
others. These officers also know that each time they attend to one olthese places it is unlikely to be the
last time- The term 'repeat calls for service' is used to describe this phenomenon, which can be defined
as a noticeable pattem in a group or cluster ol cails for service that arc not random or universally
distributed-

The impact ofrepeat calls on the workload ofpolice can be substantial. Over the ttLee months between
June and September 1996, nearly half(46%) olall ofthe calls for service for the Beenleigh Poiice Division
were from locations that police had attended previously at least twice. Furlhermore, the analysis showed
that police attended 38 locations in Beenleigh on no less than 340 separate occasions and that l1 locations
alone accounted for 10 per cent of the total number ol calls by genemting 1 79 calls for sewice. This higl y
skewed concenfiation ofpolice calls for service, in relativeiy few locaiions, raises important questions
about how police should deal with these types of calls- One approach, which has been gaining in
popularify, is to focus police ataenlion oo the underlying faclors giving rise to the high number of calls in
an effort to eliminate the prcblem and reduce the demands being made on police resources.

Background to the BCFS Proiect

The BCFS Project was desigred and deveioped by staff ftom the Research Division ofthe CJC and the
QPS South-Eastem Region. Ttrc CJC'S involvement arcse out of its statutory responsibility under section
Z3(.9) of tte Criminal Justice Act 1989, which statesl

23. The responsibilities of the Commission include

(C) monitoriry the perfornance of the Police Service with a view to ensuring that the most
appropriate policing melhods are being used, coDsistently \\lth trends in the nanxe and
incidence ofcrime, and to ensuring the ability ofdre Police SeNice to respond to those
tends.

The CJC was primarily responsible for designing the project, analysing Beenleigh's calls for service data,
and conducting a fuil evaluation of the project upon its completion. The QPS was mainly responsible for
staffing the project and providing advanced computer support.

The BCFS Project was largely based on rwo early experiments with problem-solving conducted in the
United States in the 1980s. The first of rhese initiatives, which took place in 1983 in Newport News,
Virginia, was one of the first projects specifically designed to integrate problem-solving methods into the
day-to-day operations of an entire police department (Eck & Spellllan 1987). To accomplish this, a task
force ftom the Newport News Police Department was formed io develop a detailed methodology of
problem-solving, which included specific guidelines and procedures for officers to follow when dealing
with recuning problems. Although an evaluation of tho project highlighted several difliculties in

l
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reorienting the department away ftom an incident-driven to a problem-solviog approach' the Newport

News proj"ect was'successful in laying the conceptual $oundwork for inhoducing problem_solving into

al1 operational policing €nvironment (Leigh et al l996'p.17)

The second rnaj or experiment took place in 1 987 when the Minneapolis Police Departineff began a proj ect

called Repeat ialls )ddressPolicrrg (RECAP), which was an experim€nt to test whether problem-soh4ng

could be used to reduce police workload. A small unit of five police ofiicers was assigned to identify and

resolve underlying probGms tha{ contributed to particular locations generating alot ofcalls The RECAP

experi-ent prwe-d io be mDch more challenging than expected, mainly due to difficulties with analysing

cails for sewice data. but was iound to be effective in reducing the number of repeat calls for service

(Sherman 1989, p. 16l).

The BCFS Project also dr€w heavily upon several innovations tiialled during the Toowoomba Beat

Policing Pilot P;oject (CJC 1995) This pilot projeci was established bv the CJC and the QPS in May 1993

to asses-s -lrethei bear pollcing was a practical altemative policing strategy for use in tbe QPS Southem

Region. One of the rnai; objeciives ofthe pilot was to incorpomle prcbiem-solving into the daily activilies

of ihe beat officers. The Toowoomba evaluation coocluded that the beat olficers had made $rbsfaniial
progress towards implemmting a problem-oriented apprcach in their beat areas, and nam€d several ways

oi Jnhancing the ui. of problem-solving in tuture pilot projects (CJC 1995 ' p 57) Specifically' the

evaluallon empha.ised the inponance ofhaving:

. clear guidelines about what is required to engage in problem-solving

. timely, useable calls for service inibrmation

. effective slrategies lor monitoring various problem-solving activities

. a supportive team to review, advise and provide leedback on ptoblem-solving activities

Defining problem-solving

Until recently, most police work could be characterised as pimarily reactive and incidentdriven' The
greatest emphasis was placed on poiice responding rapidly to individual calls for service Incidents were
genemlly not recogised as possible slmptoms of a much larger problem, as officers were encouaged to
view them as unique or isolated events. In the late l9?0s, an American university professor, Hemun
Goldstein, began espousing a different way oi thinking about policing that was designed to shift the
emphasis away fiom police merely reacting to incidents as they occurred to examining the main problems

that lay at the core ofpolice business (Goldstein 1979, i990). Goldstein suggesied that a radical change
was urgently needed in the way that policing seflices were delivered ifpolice were lo be successful in

improving police operations. He argued that polic€ oeeded to tate what he leimed a 'problem-oriented'

app.oach to policing (Goldstein 1990, pp. 1 4). Using this approach, the police would collaborate with

the communily to attack the underlying problems that lay at the heart of a particular incident or group of
incidents.

Problem-solving is a practical application olProfessor Goldstein's original conception ofihe problem-

oriented approach to policing (?OP). As the term will be used here, problem-solving is a slmcnled method

of iBquiry that can be tsed to assist in lesotving pafiicular policing problems.
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Chaoter 1

ln its simple* form, problem-solving involves a series of actions that can be summarised in the following
sr€psi

. initial rccognition ofthe existence ofa policing probiem

. in-depth exploration ofpossible factors conffibuting to the problem

. development ola tailor-made response designed to reduce or eliminate ihe problem

. assessment ofthe effectiveness ofthe response.

A more substantial discussion regarding the development and application of the problem-solvitg model
used during the BCFS Project is covered in chapter 2 of this report.

The aims and design of the evaluation
The term 'evaluation' refers to the systematic examination ofthe design, implementation and utility ofa
particuiar project or program. In its broadest sense. evaluation provides enoush inlormaiion to enable a
judgmenr ro be made aboul lhe success ofa projecr.

The main aims ofthe evaluaiion ofthe BCFS project were to:

. monitor and document the implementation and operation ofthe Foject

. assess how well the prcject achieved its stated objectives

. identify any desirable or undesirable outcomes and suggest ways to enhance future problem-
solving initiatives

. extend our knowledge ofproblem-solving as an effective altemative method ofresolving policing
ploblems_

Data sources

The main souces of data used in the evaluation olthe BCFS proje$ were:

. CaUs for seryice data. Currently the eps uses thr€e methods for recordinq calls for service. Calls
rcceived in th€ Brisbane area are entered inro a computeFaided disttch system known as
ESCORT.' In hrge cenhes outside Bdsbane calls are recorded using a smaller computer
application called the lnformation Management System (MS), while in smaller centres outside
Brisbane they are recorded manually on a report called a job card. The calls for seNice data used
for lhe BCFS P.oject w€re collected using the IVS and consisf ofelectronic records ofrequests
for police assistance nlade by telephone to the Beenleigh police CortuNnicadons Cenie over the
15 monrhs from rhe beginning ofMarch 1996 to the end of May 1997.

Calls for service are categorised according to various codes, depending upon the nature of the
incident. Cunently, there arc about 120 call categories. The initial code, callid the reponrng cooe
(R-Code), is assigned according io rhe caller's description of the incident. The second coder
loown as the verified code (V-Code) is based on the attending police officer,s assessment of the

I Energency SeNie Cmunicarioos and Ole6ritu Rsoue Tarking system (cmo.lt tnDh a CAD Conpurer Assisted Disparcb).
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nature of fhe incident. For the most pafl, R-Codes were used during the BCFS Projeo because the

R-Code provides a more useful reflection of what the 'communiry' sees as a problem and avoids

any diff;ulties that may arise as a result of a police oflicer's application of a igid definition when

describing a particular incident.

Pre-pmject and poslAroiect awareness Jt rveJs, Two short project-awareness surveys were

administercd for the evaluation. The surveys were designed to gauge whether the project had any

impact on the knowledge and acceptance of problem-solving by officers stationed at Beenleigh
Police Division. The first suwey was distnbuted to 50 Beenleigh police oflcers before the sta't

of the project (August 1996). Thirly-six questionnaires (?2%) were retumed before lhe I

S€ptember 1996 deadline. The survey sought to lmd out whether ofrcers had heard of the project,

how they defined problem-solving, and their view of the imporiance of problem-solving as a
policing strategy. The second survey was distributed to 56 Beenleigh police officers shofily after
the project ended (Aprii 1997). Only 26 (a6%) questiomaires were returned- The focus ofthe

second survey was on finding out whether the officers ielt that the project had been effective, as
well as on exploring whal the officers believed were the rnain benefits ofprcblem-solving.

Workshop evaluation s!,rrets. A short workshop evaluation survey was distributed to the
participants of two problem-solving workshops held during the course ofthe project. The initial
su ey was administercd to lO pafticipants oithe first lvorkshop held al Marcochydore on 20
November 1996. The secord surey was completed by 1l workshop participafts at Surfers
Pandise on 12 March 1997.

Ihterviet)s. To Eain more delailed information about the implementation and operation of the
project, semi-struchrred interviews were conducled with the project officer, members of the
steering corDmittee, Iniormation Systems Branch (ISB) straff, and senior police nanagement The
interviews were conducted by a research officer fiom the CJC and ranged from 20 to 60 minules.

Docufienls. The evaluation also examined a wide range of documents and repofis, such as
problem solving workbooks and aclivily reporls.
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Analysis of data

The IMS has an inbuilt capability to perlorm some very basic statistical analyses of calls for se.vice data
However, the statistical functions of the IMS are very limited and were not sufficient for the purposes of
evaluating the project. As a result, all calls for sewice data were lnnsferred to a compuledsed statistical
software package (SPSS) lor analysis. Data from the lwo awareness surveys were also analysed using
SPSS. Most of the statistical data used in this evaluation are in the form offtequencies; that is, the number,
or percentage, oftimes that sodething occurs.

Data from the interviews were indexed and analysed using Nonnumerical Unstructured Data Indexing,
Searching and Theorising (NIIDIST) software. Qualitative data ftom the inten'iews are presented in the
form of narative surrmaries,

Assessing proiect's success

Ii is important to be totally realistic about what the BCFS Project was capable ofachieving in the short
telm. Several consideraiions are relevant in any assessment ofits successl

. The BCIS Project was established for a period of six months, conmencing on 1 September 1996
and ending on 28 February 1997. The length of the project limited its scope to make a signiftint
dilference over the shott tenn.

I
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Chapler I

. Analysis ofthe pre-Foject IMS data revealed that the information being entered into the system
was not good enough to suppo( the project poperly. As a result, a number ofmajor modifications
werc made to the IMS during the early phases ol rhe project. Designing and tesiing these
modifications took considerable time and limited the abilitv ofthe Droiect team to have acc€ss to
accurate and timely data.

. There was only one police officer assigned to ihe project fulI time. Although the steering
committee hoped to involve other police at Beenleigh, this proved difficult to achieve. As a result,
most of the problem-solving activities were designed around what the officer could reasonably
achieve while working alone. This was a major constraint in that it limited the scope ofthe project
to trial more resource-intensive prcblem-solving activities.

Taking these constraints into account, the BCFS Project could still be said to be a worthwhile initiative,
provided that there was some evidence thar it had made substantial progress towards achieving at l€ast
some ofits desired outcomes.

Structure ol the reoort

Chapter 2 gives detailed inlomation on the design and operation ofthe BCFS Project. It describes the
setting for the pro_ject, as well as ob.jectives and strategies. The chaptor also looks at how the project was
managed and discusses the basic elements of the problem-solving model.

The findings of the evaluation are leatured separately in lour chapters:

. Chapter 3 presents sevoral documented case sfldies and examines the impact that the pmject had
on reducing the number of repeat calls for service at the targeted locations.

. Chapter 4 infoduces a model that can be used to detemine the cost ofvarious t pes ofpolice
activity. The model takes both direct and indirect financial costs into account to realise an accumte
estimate ofth€ cost ofresponding to calls for service. This chapler aiso examines wheiher the
BCFS Project succeeded in reducing the cost ofproviding policinS services to targeted repeat call
locations in Beenleigh, and provides specific examples of the cosFeffectiveness of seveml
initiatives taken during the project.

. Chapter 5 examines the effectiveness olthe Foject in improving the geneml qualiqT and accuracy
ofMS data, and its success in irthering the development ofthe IMS for use as a problem-solving
tool.

. Chapter 6 looks at the effect the project had on inoeashg police offtc€rs' knowledge of problem-
solving and their support for problem-solving.

Chapter 7 assesses how well the BCFS Project was implemented and examines the role ofthe project
steering commiftee, the focus on high-volume calls, and the problem-solving model that was used during
the prcject. The final chapter (8) summarises the key findings of the evaluation and commmts on the
fiIther development ofproblem-solving as an altemative policing strategy.

I
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2 Description of the BCFS Project

This chapter describes some ofthe key features of the BCIS Project, focusing on the:

. settmg

. objectives and sfategies

. management and opemtion

' selection of targeted locations

. problem-solvingmodel.

Setting
The BCFS Project was set in Beenleigh, an olrter s\rbu(ban, predomindn{y lowe( income co$nnunilJ lit}g
midway between Bisbane and the Gold Coast wiih a population ofabout 41,000 people '

Policing sewices in the area are provided by the Beenleigh Police Division, which is part ofthe Logan
Police District. The division cove$ an area of roughly 300 square kilometres', commencing in the north
at the Logan fuver Bridge on the Pacific Highway, and extending south 10 the Pimpama Bridge, east to
Cabbage Tree Point and west to Watedord.

The area has a moderele crime level compared to the rest of the State. According to divisional daia
collected by the QPS for 1995 96 and adjusled for the population, Beenleigh Division had a rate of8.2
repo(ed offences against the persona, which is near the state average of 7.9 offences per I ,000 of the
population.5 During the same penod, Beenl€igh was above the state average (74 6) for property offences,
with I14.5 offences per 1,000 ofpopulation recorded for 1995-96.

The division is reasonably targe with approximately fifty sworn and four unswom slaff6 Durtng *le
opemtion of the BCFS Project, the largest concenfation ol staff was assigned to general duties, th€
Watchhouse. and the Police Cortununications Centre.? A small number ol stsffwere also assigned io areas
such as criminal investigation, traffic, intelligence and prosecutions.
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BlsedonJune 1996 population e$indte, QlS,lnfomllion Resource cen!e,l: May 1991.

Esrinate ftod Maplnfo, QPS. Inlomslion Resource CentE, 1996

unpublished dab, QPs, l.lomarlan Resurce cenre. l0 July 1997.

QPS Statist ical Re vie* 1995/96

l nlomation $ptli ed by B eenlei gh Police Divislon,5 August 199?.

SEningin May I997,no{wom siatr$et appoi ed !o rplace swom s6fi in non{upeRiety oles ar lne B*nleigh Police Colmunlcan@s
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Chapter 2

The division rcceives approximately 780 rcquests for poiice assistance per month. Ttte tlpes of calls vary
slightly from month to month; however, the most cornmon calls are brcak anal enters, property offerices
and trafiic-related matters. Table 2.1 shows ihe range ofcalls for Beenleigh Division for th€ tbrce morths
before the start of the proj ect. To simplifl, the presentation of the data, calls have b€en aggregated into I 5
groups! each containing similar types of incidents.

Table 2.1 - Types of calls for service (R.Code)
Beenleigh Division

(1 June 1996-31 August 1996)

I

Aggr€gated reporting code category

Break and enter

Offences against propery (e.g. wiltul danage)

Traffic matteN

Disturbances

Cornmuniry assistance

Suspicious persons/vehicles

Domestic violence

Escorts^ransport

Police investigation

Offences against the person

Emergencies

Missing persons/absconden

Medical emergencies

Drug related

Total

Number of calls Yo of to;a^l

2t.7

13.9

13.4

1 1 . I

7.2
'7.1

4.9

4.3

3.0

2.6

2.4

t. '7

0.9

0.4

100

154

290

2 8 1

233

1 5 0

i49

l t 3

r02

90

62

55

50

35

l9

7

2,090

t
C.lls for senice dara, Beenleigh poticeConnunicarions Cenft.
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Objectives and strategies

The four main objeclives for the BCFS Project were developed by the CJC's Research Division in
consuitation with the QPS South-Eastem Region. The objectives, and nine associaled strategies, are listed
in table 2.2 below.

Table 2.2- Objectives and strategies adopted for use during
the Beenleigh Calls for Service Ploiect

S.u(e Pojecldocudentation.
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objectires Strategies

To reduce the number ofrepeat calls . Idediry and trial focused problem-solving activities aimed at
for senice at targeted locations in reducing rcp€at calls for service.
Beer eigh

. Document problem-soLving tsials lo prcmote the use ofbest

To reduce the financial costs of . ldentiry problenr'soiving activities that reduce the cost oi
pro\ iding a fiAr rcspon'c ro rargered rcsponding ro repear call. tor se^ icc.
locations in Beenleigh

Develop a task-based costing modei to raise awareness of the
cost offr-rst response poiicjng and lo promote the use ofmore
efiicient methods of rcsponding io repeai call locations.

To increase the ability ofthe IMS to . ldentiry IMS nodifications that facilitate the production ofa
produce a basic workload analysis for basic u'orkload analysis.
use by police at the local unit level.

. Idenlily and trial nodifications to the IMS aimed at reducing
the address_enor rate.

' Advise staffon ways to enlanc€ the quality and use ofIMS

To increase police support for problem- . Provide infonnation to police about the project.
soiving.

. Develop a workshop program to promote the lrse ofpmblcm-
solving as a policing strategy.

8
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Management and operation
The BCFS Project was the joint responsibility of the CJC'S Research Division and the QPS South-Eastem
Region. Day-to-day managemart was th€ responsibilify of a projecl steering conunittee comprising
representatives from:

. QPS HQ- Operations Support Command

. QPS South-Eastem Region

. QPS Beenleigh Police Division

. OPS Crime Prevention Unit

. CJC Research Division.

During the course ofthe project, the steering cornmittee met each month to consider a range ofissues
relating to policy and administration. Tlpically, the committee reviewed the activities ofthe project officer
since the last meeting, and considered the general operation ofthe Foject.

An experienced police officer ftom Beenleigh Police Division was seconded to the project for the six
months. The officer, designated the BCI'S P/oJed OJfic?r, was selected by the QPS on the basis of having:
(l) substantial operational policing experience; (2) demonstrated capacity to work independently, and (3)
exren\i\e experience in worktng wtlh lhe cornmunii).

The responsibilities of the project offrcer included:

. preparing background reports on targeted locations

. consulting and liaising with propeny owners, managersr occupiers, coqmuniry groups,
govemment agenctes and local business

. developing, implementing, monitoring, and documenting various pioblem-solving activities
designed to reduce the number ofrepeat calls.

The BCFS Project Officer was given a booklet, prepared by the CJC, that contained computer printouts
of the calls for service pertaining to a particulat target location. The offrcer reviewed the information to
see if a problem existed and whether any further action was necessary. After this preliminary assessmenl
he conducted a deeper analysis to isolat€ the issues most likely to be at the heaxt of the problem. He then
implemented a tailor-made response designed to reduce the number of repeat calls.

The selection ol targeted locations
There are many sources of information that police can use to identify locations that generate a lot olthe
sarne type of calls. The primary sources of information used during the BCFS Project were ,calls for
service' records electronic records ofrequests for poiice assistance made by members ofihe cortnunity
and rec€ived via the '000' emergency telephone number. In Beenleigh, calls for sewice are electronically
recorded usins the IMS.

I
I
I
I
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The IMS principally consists ofa data entry screen linted to a 4th Dimension (4D) relational dalabase The

main categories of information collected by the IMS are:

. job number

. number ofthe police unit attending ihe call

. radio code (t)?e ofcall based on information supplied by the caller)

. verified code (tlpe ofcall based on infonnation supplied by the responding oJlicer)

. how the call was received

. name ofthe caller

. address or location ofthe incidenl

. date and time ofthe call

. iime the responding unit was contacted

. time that &e rcsponding unit anived at lhe scene

. time that the unit resumed patrol

. whether a criminal offence repo( is requircd

. briefdescription ofthe incident and the actions taken by the responding unit.

During tbe project, CJC research staffconducted several analyses ofcalls lor service data for the Beenleigh
Police Division. The various categories of information collected by the IMS were searched to identify
locations lhat were generating the most number of calls. For the purposes of the BCFS Project, it was
decided to locus on chronic repeaf call locations ar the higher end of the range. It was hoped that by
selecting locations that were generating lhe highest number of repeat calls, there would be geater
opportunities to achieve noticeable reductions in the number ofcalis.

To ensure that the locations selected had fhe hiehest number ofrepeat calls, tbree selection cnte e werc
devised:

. each target had to be one ofthe top ren repeat call locations in the Beenleigh Police Division over
the six months immediately before selection

. larget locations cor d only be selected once

. the address or location ofthe target had to be rcadily ideniifiable.

Afier applying the selection crileria, rvr'o target groups, each containing 10 repeat call locations, werc
compiled. The first target group covercd the six months ftom March to August 1996. The project was
desigrcd so that the first set of targels would receive the most attention, as the intewention period would
b€ for the full six months. Near the midway point in the project, a second set ofrepeat call locations (target
goup 2) \i'as com?iled. This set covered the six mon&s fiom June to November 1996; however the
intervention period was limiled to tlree months because the project was set to conclude at the end ol
February 1997.

Tables 2.3 and 2.4 show the number ofcalls for each of the two tarset erouDs over the 9ix monlhs before
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Table 2.3 - Numbel ol calls for service (R"Code)
Target Group # 1

(1 March - 31 August 'l996)

Soude: Calls for seruice dat!, Beenleish Poli.e connunicaloN Lemc.

Table 2.4- Number ol calls for service (H-Code)
Target Group # 2

(1 June - 30 Novembe|l996)

Targ€t Locrtion Jun. -Aug.

9

3

t l

l 0

4

5

5

8

S€pt. - Nov. Total

I I Supemraiket

12 Intersection

13 Caravan Park

14 L Street

15 R Road

16 B Road

18 D Avenue

19 W Road

1 9

6

20

9

l

6

5

9

28

9

3 l

l 9

l 2

8

t 4

1 0

I 7

Some: Calls rd seri.edata, Beenleigh Police CommuiclrionsCenne

The first target group contained 10 repeat call locations; the second only nine because one tocatlon was
withdrawn. This location involved large expenditures ofpoiice resources to transport arrest walrants.
During the scarming phase, it was discovered that the QPS had resolved the problem by allowing an
electronic fansfer of warrants, using the new Polaris computer system. Since the problem no longer
existed, the iocation was withdrawn, but, due to the lateness olthe withalmwal, ihere was not sufTicient
time io select another location and repeat the problem-solving process.

Target Location

I Police Watchlrcuse

2 Railway Station - A

3 State School-A

4 Railway Station B

5 Public Space,?ark

6 Restaurant

7 Railway Station C

8 Petrol Station

9 A Street

l0 State School -B

Mar. - May Jun. Aug.

27

3 1

l l

u
5

6

1 2

3

2

43

2 1

l 8

l 0

8

l 0

9
,7

o
I

Total
'to

29

2 I

1 3

l 4

1 5

l 9

9

3

1t
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After the iocalions were identified, a second analysis was conducted to identify the main types of matters
that were giving rise to the large numbers ofcalls. This produced the call profile summarised in table 2.5.

Table 2.5 - Maiol types of repeal calls tor service (R-Code)
Targel Groups l &2

(1 March - 30 November 1996)

Source: BCFS Project workbooks.

Because of the fairly short duration of the projeci, it was decided to concentlaie on the lactors that were
giving rise to the major qpes ofcalls at each ofthe locations. Although problem-solving could have been
used to reduce other tlpes of calls, this would have diverted attention away fiom potentially more
productive problem-solving activities.

The problem-solving model

Much olthe work on the dev€lopment of a conceptual model for problem-solving was completed by the
National Institute of Justice and the Newport News Police Depatment in the United Stat€s (Eck &
Spelrnan 1987). The Foblem-solving model used during the BCIS Project generally followed the basic
structue of this model.
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Targ€t Locatiotr T)?es ofrepeat cslls

I Police Watcb]rcuse prisoner escorts

2 Railway Station A disturbances, wiltul desiruciion. sbandoned vehicles

3 State School A break & enters, wilful destruction

4 kilway Station B disturbances. wilful destruction, suspicious penons

5 Public Space/Park break & enters, located unlawfut usc ofmotor vehicle (U1,rl\,{\r]

6 Restauran! hold-up alarms

7 Railway Station C disturbances

8 P€trol Slalion p€tol drive-offs

9 A Sireet disnr$ances, domestic violenc€

10 Siate School B break & enters

1l Supennarket hold-up/duress alams

12 Ini€rsection non injury molor vehicle accidents

13 Caravan Park distuftances

14 L Street disturbances, mentally ill person

15 R Road break & enters. distubances

16 B Road break & enters

17 P Avenue missing persons

l8 D Avenue prowler

19 wRoad abandoned vehicies

12
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Chapter 2

The model, illustrated in figure 2.i, consists of iour stages: Scanning, Analysis, Response and Assessment
rsAk{).

Figure 2.1 - SARA ploblem-solving model

i - '  Scanning

Y
-' Analysis

, Response

t

Assessment

slurce: E.k & Speldan 1987,p.,13.

Stage 1- Scanning

Scanning, the firct stage of lhe SARA model, initiated the problem-solving cycle. The primary purpose of
scaruring was to see ifa problem really existed and whether any further action was necessary.

Scanning:

. provided a basic description ofthe problem

. identified the location ofthe problem

. assessed the seriousness and urgency oftbo problem

. identified who had the primary responsibility for causing or fixing the problem.

The project office.looked for indications that a policing problem existed. He examined basic pattems in
the tlpes and ftequency of incidents that police were responding to, and identified the actions ol
individuals or agencies that were in some way contributing to the problem. Scaming not only helped to
define the problem, it helped identily those people in the community who had a rcsponsibility to fix it.

' t3
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Slage 2 - Analysis

The purpose ofstage 2 of the SARA model was lo pinpoint the underlying conditions dlat contributed to
the problem or allowed it to persist. During the project this was done by focusing on the thrce key elements
common to most policing problems.

. Persorrs, The termperuoa was used to direct attention towards the individuais involved in the
problem- Generally, persorr weie divided into three cat€o es: victims, off'enders and third
parties. The anarysis attempted 10 detemine not or y who the victins/offendervthird parties were,
but also considered why, or how, ihey became involved in the problem.

. Ere t. T)E eyenl simply referred to an incident, or group of incidents, related to the problem. The
analysis looked at:

what the incident entailed
the behaviour of any individuals involved in the incident
the harm that was done to the victim or third party
the sufficiency of the initial police response to the incident
the possibilit, ol liDks to otber incidents.

. Place. The analysis of p/ace, involved an examination of the spatiallemporal (space{ime)
feafures ofthe problem. The analysis considered iactors such as:

the location olthe problem
- the date, time and day of the week that the problem occuffed

the fealures of aoy stuctures or places neat tvhere the problem occuned
the presence, or absence, of physical security measures

- access (e.9. public transporl, roads, paths)

As previously indicated, the main source of information used during analysis was calls for service data.
However, there are a number ofother souces ofinfomlation lhat could have been used in conjunction with
calls for service - such as CRISP8 reports, intelligence profiles, haffic accident reports, govemment
publications, academic studies, media repofls, and lettels lrom the public.

Stage 3 - Response

h stage 3 ofthe SARA model, individual, iong-telm solutions were designed to deal with rhe underiying
conditions that were giving rise to the high volume ofrepeat calts. Although elimitating the problem was
the ultimate goal ofthe project, this was not always possible. Where the response was unlikely to eliminate
the problem, it aimed at:

. reducing the number ofincidents that the problem created

. reducing the seriousness ofthe problem

. de:ignrng bener merhodc 'or handli .rg lhe problem rn rhe furure

. removing the problem ftom police consideration ( Eck & Spelman 1987. pp. g).
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8 The teft CtuSP rcfe4 to lhe Cnne Recodins Iniodation Systen for Police, Nhich is desiCned to collect det ih o. Eponed cdniMl
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The response stage can be divided into two parts. The first part involves determining what qpes of
responses might be suit4ble for dealing with the cause of the problem. Although it is impossible to list all
of the available responses to the wide range ofproblems tiat police face, it is possible to identiry some
general O?es ofresponses used in problem-solving (see table 2.6 below).

Table 2.6 - Problem-Solving response opiions

. Concenhating attention on individuals or agencies responsible for the problem

. Referring the prcblem to another agency for resolution

. Coordinating a police response with responses from other agencies

. Using mediation and negotiation to resolve the problem

. Prcviding information or advice aimed et enhancing security, gaining compliance, or
reducing fear and arlxiety among those involved in the problem

. Mobilising the cornmunity to take primary responsibility for the problem

. Maling better use ofexisting forms oisocial controi (parents, teachers etc.) to resolve
the problem

. Altering the physical envircffnent to reduce the oppofimities for the prcblem to rccur

. Incleasing regulation ofthe conditions that give rise to the problem

. Identirying gaps in the provision ofexisling services or legislation

Source: Ooldstein 1990,pp. !05 147.

Two main criteaia were used as the basis for selecting various responses. The first was that the response
had to be capable of being implemented within the six-month time ftame established for the project. The
s€cond was that the response had to be implemented without the need for addiiional QPS or CJC financial

The second part of the response stage involves developing a basic implementation plan to guide the
response. For the BCFS Project, the implementation plan inclDded a written statement of the objectives,
strategies and time ftames for the completion olvarious tasks. The main aim ofthe plan was to state as
clearly as possible what the response was supposed to accomplish, and give the measures that would be
used during the assessment stage.

Stage 4 - Assessment

The final step was to assess the general efTecliveness ofthe rcsponse to the probiem. Assessment was used
to find out the extent to which the response achieved a desired outcome and to highlight areas which could
be finehlned to make the response to the problem more effective.

I
t 15



Beenleioh Ca Ls for Seruice Poiect: Eva ualion

To some people, the assessment stage of problem-solving may seem difficull; as a result it is often
overlooked or ignored (I-eigh et al. 1996, p. 21). However, assessment need not be overly complex. For
the BCFS Project, assessment focused on thtee simple questions:

l) Did the action rcsoive the problem?

2) Whar contributed to the success, or failure, ofthe rcsponse?

3) Wlat modifications could be made to enhance the future eflectiveness ofthe rcsponse?

Assessment is obviously an importani stage in the probiem-soiving Focess; it highlights both the
importance of fully documenting various prcblem-solving activities and the need for proper baseline
measures. Table 2.7 lists the tfuee key assessment leatures olthe project.

Table 2.7- Key assessment teatures ol the BCFS Project

. Relevant baseiine information in the form ofcalls for service data was collected at the outsel of
the project to enable rq'ble and a&/ compansons for the purpose ofmeasunng the eifectiveness
of a particular problem-solving response.

. A daily activities log and a problem solving workbook were developed to recold information on
the types ofaclivities done bythe projeci officer.

. Regular briefiig sessions were heLd wilh lhe projecl officer to document the progress of each
response and to ideniify ways in which the response to the problem could bc modified

Soutcei BCFS Pojec' docuden€tion

Summary
The BCIS Prcject was established on 1 September 1996 as a six-monthjoint CJC-QPS project. The CJC
was given primary responsibility for designing the Foject, analysing Beenieigh's calls fbr service data, and
conducting a fulI evaluation of the project upor its compLetio{ The QPS was mainty responsible for
staffing the project and providing advanced computer support.

The projecthad four main objecrives:

to rcduce the mrmber of repeat calls for senice at targeted locations in Beenleigh

to reduce the financial costs ofproviding a fint response to targeted locations in Beenleigh

to increase the ebility ofthe MS to produce a basic workioad analysis for use by police at the
local unit level

to increase police support for problem-solving.
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Chaprer 2

The key design features were:

. The project was nunaged by a CJC QPS comminee with a seconded police officer fiom
Beenleigh Police Division responsible for day-to-day operations.

. Twenty rcpeat call locations were taryeted on the basis of being dnong the most frequently called
addresses in Beenleigh over a specific six-month period.

. A profile was developed fo. each location and provided to the project officer in the form of a
workbook. The officer us.d the workbook io work through the four stages ofthe SAXA problem-
solving model, in an effort to reduce the number o1'repeat calls.

'17
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I
3 Reducing the number of repeat calls

One ofthe main aims of the BCFS Project was to demonskate how problem-solving could be used to
rcduce the number of calls for sefl,ice at specific locations.

Measuring the effect that the project had on the number ol repeat calls proved to be a considerable
challenge. First and foremost were the irnmense difficulties that were encountered in assuring the qualiry
of the data so that it could be used to measure the impact of the project. Secondly, the project was in
operation for only six months and so the numbers ofrepeat calls were fai y small. Thirdly, some ofthe
initiatives designed to reduce repeal calls could not be fully implemented during the shon period ihat ihe
project was in operaiion. For example, one of the problem-solving initiatives, aimed at reducing motor
vehicle accidents, was the installation oftmffic lights at a rnajor intersection. A promise to install the traffic
lights was given by the Gold Coast Ciiy Council, but it was not possible to carry the \rork out before the
project ended.

Two different qpes ofindicators were used to gauge the jmpact that the project had on repeat calls-

. Case studies. An important component ofthe project was for the project officer to provide full
descdptions ofthe various problem-solving trials. Documenting these activities in case'study lbm
enabled the specifics of €ach problem-solving trial to be lnown, while providing an alternative
method ofassessing the impact of the project.

. Trends in the number of caus. Two neasures were used to assess the success of the proj ect, The
first measure entailed assessing the extent to which problem-solving reduced the number of r€peat
calls at targeted locations. The second examined the extent to which the project rcduced the total
number ol\ al ls for rhe Beenleigh Di\ isron.

Case studies: Examples o{ problem-solving activities I
This section proyides fire examples of the lpes of problem-solving rrctivities initiated during the project,
selected because they provide good examples ofthe tlpes of probl€ms encounlered during the project.
They arc drawn ftom interviews with the project officer and reviews ofthe problem-solving workbooks
compiled for each location- The remaining 14 case studies are attached to this report as appendix A.
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Case Study 1

Trrg€t location 2
Railway StatiorFA

Nature ofthe problem
High number of calls relating lo minor disturbances, rcports of wilful destruction and abandoned
vehicles

Background to th€ problem
An analysis of calls for service indicated that Raiiway Station-A had generated 52 calls for
sewice during the six months beforc the stafi of the BCFS Pro.ject. The calls mostly related to
minor dishfbances or rcports of wilful desuuction and abandoned vehicles.

The project officer was ofthe view that many of the incidents would prcbably not have occurred
if there had been geater supervisioivsurveillance of the railway platfom and car parks.

Description of the probl€m-solving r€spons€
1) The project officer contacted the Gold Coast City Council and recorunended the

removal of several ftees and shrubs that offered concealment to possible offenders and
obscured the public's vision ofthe parking lot.

2) As a result ofdiscussions with Queensland Rail's Protective Service Unit, a
commitment was given to increase the number ofclosed circuit television surveillance
cameras, improve lighting, and examine the feasibiiity ofupgading security lencing in
and around the railway station.

3) A recornmendation was made to the Officer in Charge ofBeenleigh Division to
establlsh ̂ Platforn Beat Polici g Team. This special-purpose squad would targer
antisocial behaviouf, theft, and damage in and around the ain station during peak
times. Unfortunately, the stntegy was not able to be implemenied during the period of
the project. However, lhe station area was nominated as n Prioritt Patrol Obie.tiNe fot
patrol crews,

Outcome
The number ofcalls for service fell ftom 52 lMarch-Augus! 1996) to 38 (September 1996 -
February 1997), a decrease of nearly 27 per cent over the life of the project. ln addition, fhe
project officer reported an increase in support and cooperation between the Prctective Seflice
Unit ofQueensland Rail and Beenleigh Police.

SoEei BCFS Piojefi qorkbook.
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Case Study 2

Target location 11
Supermarket

Nature ofthe problem
High number of hold-up aiarms at a local supemarket

Background to the problem
Dudng the six months from 1 June to 30 November 1996, 28 calls ior service were rcceived
ftom a local supemarket in Beenleigh. Eight of these calls involved the activation ol the store's
hold-up alarm. In each case, the activation of the alarm was accidental.

The project officer rcviewed each of the alam-related calls and found that the cause was often
describ€d by the officers responding to the call as an 'accidental activation'. After an
examination of the alarm, the pro.ject officer found that the alarm button was incorrectly
positioned and could be pressed accidentally by staff working in the area.

Description of the problem-solving response
The prcject officer discussed the problem with the supermarkefs State Security Manager. As a
result, the alam button was repositioned. Aithough the alarm is still fully functional, il is now
nearly impossible to activate accidentally. Futhermore, the supermarket chain took steps to have
other storcs €xamined to rectify any similar problems with positioning of the alarm button.

Outcom€
In the last three months ofthe project, the total number ofcaLls ftom the supermarket declined
&amatically. From December 1996 to Febroary 1997, the number feli ftom 19
(September November 1996) to 4, ofwhich only 1 was alarm-related. Since the project ended
on 28 February 1997, the number of calls has remained very low.
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Source BCFS Projccr qorkhook
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Case Study 3

Target location 8
Petrol Station

Natur€ ofthe problem
High number ofpefiol ddve,offcalls

Background to fhe problem
Over the six months before the start of the BCFS Project, 19 rcquests lor police assistance were
made by a local self-sefle petrol station on the Pacific Highway near Beenleigh. Alnost half of
these calls involved petrol drive-offs, i.e. complaints that a customer had obtained fuel from the
pehol station and driven away wirhout paying for it.

An analysis of the calls revealed that, in most cases, the offender had long gone by the time the
police anived, leaving the attending police officers witb little to do other than to obtain the
details needed to complete a crime report. The requirement for police oificers to attend
complaints only to record them was viewed by fhe steedng committee as a potential waste of
valuable police resources. tt was felt that a different reporting procedue could be adopted that
would alleviate ihe need for police to attend most petrol drive-off calls, while at the same time
providing a faster method ofnotii,ing the police that a petrol &ive-offhad occured.

Description of the problem-solving r€spons€
l) The Foject officer discussed the prcblem with the periol station ouner, who gave a

conlrntment to train stafi in ways to reduce the number of petrol ddve-offs.
Arangements were also made with the oil company to erect a sign to promote customer
awarmess of the Droblem.

2) Approval was given to tdal a new pro-fo.ma report. Tbe report was designed to be
completed by the petrol station consui operator at the time of the incident and faxed to
the Beenleigh Police Cornrnunications Cenfte. Under the new procedu.e, once the report
has been received, the mafter is reviewed !o determine what, if any, police action rs
necessary. Ifno further action is required, the pro-foma report is used as the basis for
the completion ofa crime repo( by the counter officer and the matter finalised.

Outcome
Although the total number ofcalls ior service rcmained fairly steady throughout the project, the
number of calls for police to attend petrol alrive-off incidents have fatlen sharyiy. Ior example,
during the Jrme-August period, the target location reported 7 peFol drive-offs. After the
provision of staff training, and the introduction of the pro-forma rcport in December I 996, the
number ofpetrol drive-off calls decreased to 3 for the December-February period and continued
to decline after the project ended with only 2 calls received fiom the begiDning of March to the
end of Mav 1997.

Source BCFSPmje.rqorkbook.
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Case Study 4

Target location 12
Intersection

Nature ofthe problem
High number of traffic accidents at a busy intersection in Beenleigh

Background to the problem
An analysis ofcalls for seivice revealed that the police in Beenleigh had attended six moior
vehicle accidents at a Beenleigh interseciion during the six months ftom June !o November
1996.

The project officer conducted a review of all calls for service rccords and found that many of the
accidents were the result of drivers failing to obey a siop sigq which had been erected at the
intersection to give the right ofway to traflic travelling on Beenleigh's Ring Road. Although
most accidents were minor, the project olficer was concemed with their ftequency and felt that
the number would be reduced if traffic lights were installed at the intersection.

Description of th€ problem-solving response
The projeci officer discussed the problemwith the Gold Coast City Council and prepared a
report containing five altemative couNes ofactioni (1) relocating the stop sigq (2) placing
flashing amber lights at the intersection; (3) instaliing a roundabout; (4) installing tralfic lights,
and (5) reducing traffic flow by ciosing access to a local mall.

f)utcom€
The matter was reviewed by the Gold Coast City Council. A decision was made lo seek
Commonwealrh tunding ftom the 19997 'Black Spot Program' for the installation of tralfic
lights at the intersection (Recornnendation 4). The Cornmonwealth later approved funding for
the traffic lights, which were scheduled to be installed in tate 1997. The matter also prompted a
review by the Cold Coast City Council of orher traffic 'black spots' in Beenleigh, which resulted
in the installation of one other set of traffic lights on the fung Road.

sourcei BCFS Poject workbook
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Case Study 5

Target location 17
P Avenue

Nature ofthe problem
High number of aequests to find missing youths

Background to the problem
Ar analysis ofcalls for seruice revealed that the Beenleigh police had responded to an address
on P Avenue in Beenleigh 14 times over a six,month period from 1 June to 30 November 1996.
The addrcss was occupied by a cornrnunity agency that offered short-tem accoinmodation for
homeless youths.

The project officer conducted a review ofall call records for the address and found that more
than halfofthe calls were requests for police to provide transpori or find missingjuveniles. It
would appear that the agency had a policy of autornatically calling the police ifa youth in its
care was absent without a staffmember,s knowledse,

Descripfion of the problem-solving respoN€
The project ofTicer held discussions with the management and staff ofthe agency, aimed at
finding ways to reduce the number ofiimes that the agency called police. As a result, it was
agreed that the agency would make altemative arangements for transporting youths a4d review
its cu.rent policy ofcalling police when a teenager went missing. In the eveni that it is necessary
to report a missing youth to police, the officer in charge ofthe shift assesses the situation ancl
either sends a patrol vehicle or obtains details over the ielephone.

Outcome
Ajter the project officer first discussed the problem of repeat cals with the agency, the number
ofrequests for police assistance fell sharply. Over the last three months ofthe project, the
number fell ftom 6 (September November) to 3 @ecember February). The number of calls
continued to decline after the project ended, with no calls recorded between March and Mav.

I

t

Some: BCFS Project workbook.

These five case studies illustrate the wide variet], oiproblems handled by the project. Although the matters
dealt with were fairly minor, they were m,ical of the types ofproblems dealt with by police tbrcughout
the State. The qpes ofproblem-solving responses highlighted by the five case studies generally cen;e on
four themes:

Focusing ponce attehtion o locatio s or indirid als responsible fol tttost policihg problehs.
An analysis ofBeenleigh's calls for service showed that only a small number ofiocations and
individuals accounted for a large share of problems dealt with by police. By focusing police
attention on those locations or individuals at the cenfe ofmost policing problems it was hoped
that calls would be rcduced. The ttpes ofproblem-solving activiiies identified in the case studles
that fall under this category include:

tdalling the concept ofpriortty patrol objectives, which was designed io increase police
suveillance in and arcund particular repeat call locationsI

I
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- seeking to establish an initialive known as the Pldtfotm Beal lo patrol milway stations
during peak travel times.

Proiding infomratiatt o/ a/vice. Providing accurate infomation and soLtnd advice are arguably
ano$g the mosl effeclive problem-solvitg tools thal police ha're a! thei disposal This is largely
be€ause most police oflicers are seen as experienced in dealing \{ith complex situations that mosl
citizens mrely encounter (Goldstein t 990, p. I I 5). Furthermore, the public generally see the police
as having access to specialised sources of infomation that can be used to reduce crime and
conrmunify problems. The tlpe ofservice provided by the project officer related to advice on:

safoty and s€cunry audits designed lo reduce fear and arxiety, enhance personal safety
and improve security

specific strategies to individuals and agencies on how to deflect offenden, elicit
compliance, or improve stafltraining.

Altefifig the physicnl mvironment of target locstbt s. In recent years, a great deal of effoft has
gone into exploring the rclationship between crime and place. In fact, a large body of literahre is
begiming to emerge that looks at ways to reduce crime by redesigning whole communities The
focus is on decreasing the oppofiunities for crime whiLe increasing the likelihood of detection
Exampies from the case studies of this type of intervention include:

making recommendations for the clearing ofbush and shdbs to improve visibility in and
around the targ€ts

- working with individuals and agencies io improve lighting, erect fencing, and install
closed circuit television sufleillance cameras or duress alarms.

Refeting the problem to anothet agency for rcsol,tion. Because police are usually one of the
first agencies to be contacted in an emergency, police ofTicers are routinely exposed to an almost
infinite variety of different types of events. In most cases, the officer is suliiciently skilled to
handle the matter. However, there are also situations encountered by police where the officer rnay
lack the authority, resources or lraining to rcsolve the problem prope y. In those cases, the officer
is encouraged to refer the matter to the individual or agency better suited to finding a solution.
Examples dnwn liom the case studies include:

referring a previously unidentified trafiic 'black spot' to a local authority for the
instailation ol lraffic lights

refening a problem with some existing procedures used by a community agency for
reporting a n ssing person back to the agency for review

refer.ing a prcblem wilh a possibiy defeclive alarm to a security agency, which resulted
in ihe repositioning of the alarm and further staff training.

The q?es ofproblem-solving activities highlighted in the case studi€s illustrate how prcblem-solving can
be focused and used to reduce repeat calls. ln the main, the activities were quiie simple initiatives, such
as upgrading secudty, improving surveillance, providing information and refbrring mallels to other
agencies for resolution. Although these activities suited a small-scale project, such as the BCFS ?roject,
there is plenty of scope to experiment wilh more demanding response options il there is an opporlunity to
tlial them over a lonser oeriod.
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Trends in the number of calls
lmpact of the proiect on the number of repeat calls at targeied locations

Figwe 3.1 sudnarises the trends in the number ofrepeat calls for service for the fiIst targer group ovcr
the March-May period. To smooth-out monthly fluctuations, the graph shows the number ofcalls in three-
month periods.

I
I
I Figurc 3.1 - Tfends in the number ot repeat calls tor service
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Figue 3 . 1 reveals some evidence of a downward fend in fhe number of calls for each target group during
the project. For example, before the start of the project, the fiIst set of rcpeat call locations (target goup
l) generated a total of246 requests forpolice assistance, consisting of 133 calls from March to May 1996
and 113 calls from June i996 to August 1997. During the first three months that the prcJecr was m
operation, the number of calis increased slighrly to I15, then iell during the last half of rhe projecr to 30
pe. cenl below that ofthe June August 1996 period.

At the end of the proj ect, the number of calls for target group 1 locations incrcased to near pre-project
levels. The exact teason for this rise is unkno*n; however, one possible explanation could be a change in
police presence in and around the arget locations. For example, one of the problem-solling responses,
designed lor targei group I locations, included a program olintensive patrollng as palt of the p/iorit,
Patro[ Object e scherr'q Once the project was over, the scheme was discontinued and police scrutiny of
the rep€at call locations retumed to pre-project levels. It is likely that the change in the level ofpolice
suweillance contributed to increases in the number of some qrpes of calls for locations in group I .

The inabiliry of the project to sustain the downward tlend in calls for locations in group I rs ar rnponanr
finding and may have implicatioos for other similar projects. In particular, the finding points to a need for
police io be patient with the problem-solving process. Some q4)es of activities;such as a policy or

T
t

25



I
Beenleioh Callsior Service Proiect: Evalualion Report

procedural change, will immediately reduce or eliminate the problem, while others' such as increased
police surveillanca or enforcement, need to be in place over much Longer periods before achieving any

long{em rcduclions.

Figure 3.2 below shows ihe trend in the number of repeat calls for service for target group 2

Figure 3.2-Trend in the number of repeat calls for service
Target group 2
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There is also an apparent do\r'nward trend in the number ofrepeat calls for the second targel gloup. Dudng
the Ju[e Au$rst 1996 period, goup 2 targets generaled a total of 63 calls for service. This number
increased to 83 during September-November, then decreased by 55 per cent to 37 calls during the
interveniion period (December-February). A continued downward trend in the number ofrepeat calls is
likely because many ofthe problem-solving activilies for group 2 targets rcsulted in an immediate and
permanent soiution to the problem. For exampl€, the problem-solving activity designed for target I I
(Supermarket) was the relocation of ihe store's hold-up/duress alarrn. Once installed, the number ofalanis
fell dramatically. Another example involved the development of guidelines lor a local community agency
to use before reporting a 'missing person'- Once the guidelin€s were introduced, the number of calls
declined because the agency no longer found it necessary to contact police to ask lor assistance.

It should be pointed out that some fluctuations in the dala complicate the reaching of a definite concillsion.
However, these are reasonably good results for the project and provide some quantitative evidence that the
projecl was successfui in reducing the number of repeat calls in both target groups during the life of the
project. Despite these positive lesults, the effeci ofthe project over the longer term is not clear cut. li may
be that as data for additional months become available. there wiLl be clearer evidence 10 show that the
projeci had a greater impact in this regard.
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The impacl ol the proiect on reducing the total number ot calls lor service

At the outset of the project, it was hoped that it would be effective in rcducing the total number of calls
for service lor the Beenleigh Division. However, as the project progressed, it became increasingly obvious
that it would be di{ncult to detect any direct effect on fie tofal nurtber of calls ai Beenleigh.

To enable a more rigorous analysis, Brcwns Plains Police Division was used as a contlol The division is
rcughly the same size as Beenleigh and has a similar workload. A compatison ofBeenleigh's calls fo.
service workload wiih that of Browns Plains can, therefore, help to gauge whether any changes in the
volume of calls at Beenleigh can be directly attributed to the project.

Figure 3.3 presents ihe results ofan analysis oftotal calls for service for Beenleigh and Browns Plains for
the I 5 months irom March I 996 to May I 997.

Figure 3.3-Trends in the lotal number of calls lor service
Beenleigh & Browns Plains Police Divisions

( l March 1996 - 3l May 1997)

P€riod of ACFS projecr

"t- Beenleish -"tF Browns Plains

souce: caus for sice dau, Beenleigh Police Comnunications Centre.

Figure 3.2 shows substantial fluctuations in the numb$ of calls for service over the period in both
Beenleigh and Browrs Plains, rnaking it difficult to isolate any significant statistical evidence of effect.
ln additio!, the capacity oithe BCFS Project to have an impact on the total number ofcalls in Beenleigh
was constrained by two factors:

. The project was a relatively small-scale initiative. Although it may have succeeded in reducing
the number of repeat calls for service, only a small number of locations were targeted.

. The project's time ftame was quite short. In some cases, fhe aclivities desigted by the project
officer werc only beginning to yield a result just as the project was ending. Had the pmject been
able to tria.l a wider range of responses over longer periods, it may well have had a clearcr effect
on ihe total number of calls handled bv Beenleieh Division.
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Summary
This chapter used case studies and an anal],sis ofnends in the number ofcalls for service to assess whether
the project was successful in rcducing the number of repeat calls at talgeted localions in the B€enleigh
Police Division.

The main flndings were:

. The tlpes of problem-solving activities undertaken by the project officer during ihe Foject
generally centred on lour themes: (l) focusing police attention on locations or individuals
responsible for the problem; (2) providing information or advice: (3) altering the physical
environment of the targeted location, and (4) refening the problem to another agency for
resolullon.

ln the main, the tJpes of probiem-solving activiti€s were relatively simple initiatives, such as
upgrading security, improving surveillance, providing infonnation and refe.ring matte$ to other
agencies for resolution. Although these activities suited a small-scale project, there would be
plenty ofscope to experiment with more demanding responses over a longer period.

The evaluation found some evidence that the BCFS project succeeded in rcducing the number of
repeat calls at targeted locations in Beenleigh. Throughout the project ther€ was a dounward trend
in the number of repeat calls at th€ targeted locations.

The evaluation also found that, after the project concluded, the number of calls for some of the
targeted locations retumed to near pre-project 1evels, perhaps because ofthe discontinuance ol
several sfategies that were put in place during the project. This finding emphasises the lact that
some t)?es olprobiem-solving acfivities may need to operate over much longer periods to yield
any lasting benefit.

Despite the general finding that the project enjoyed some success in reducing the number ofcalls
lbr service at targeted localions, it is not possible to show the impact on the geneml workload at
Beenleigh Division because ofthe san l scale ofthe project and the methodological difficulties
in interpreting trends in aggregale calls for service data.
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ChaPter 4

4 Reducing the cost of repeat calls

t
I

The second objective of the project was to reduce the financial costs associated with providing first
response policing services to targeted rcpeat call locations in the Beenleigh police Division., The pridcipal
aim here was to find out ifFoblem-solving is a cost-effective altemative !o more traditional methods of
responding individually to repeat calls for servrce.

Measuring the cosFeffectiveness ofprcblem-solving is difficult. First, very few models exist that allow
for a detailed analysis ofthe 'cost ofpolicing' (Wiuiams & Sunrall 1983, p. 138). Secondly, there is a
danger ofoveNtating the benefits of prcblem-solving, due to the difficulty of attributing all ofthe decreases
in the number of repeat calls directly to the project. On the other hand, there is a risk ofunderstating the
benefits ol the project because some of ihe int€wentions would still be in effecl long after the pr;ject
ended. The thid major difficulty relates to the tpes of measures that are appropdate for evaluating the
cost-effectivmess ofan initiative such as the BCFS project. Some measues are overly simplistic iuch
as those that only take basic labour costs into account with no rcal effort being maale to incorporate oiher
costs such as operating or capital costs - while others, such as ihose that incorporate the nme spenr m
designing and trialling the modifications that were made to the IMS, would make it nearly impossible to
show that the projeci was ftuly cosFeifective over the fairly short period that it was in opemtion.

For.the purposes olthe present study, two approaches were used to evaluate the cost-effectiveness of the
projecr:

. Anallses of trcnds i the cost of senicing repeat call locatiohs. The first approach was to
measure the extmt to which problem-solving reduced the total cost of responding to repeat calls
lor service at the targeted locations.

. Case stualies. The second approach was to use case studies !o explore the cost-effectivmess of
various problem-solving initiatives undertaken during the project. Documenting th€ full cosr of
Implementing these initiatives is another way of measu.ing the success of the project in reducing
the cost of repeat calls lor service.

This chapter is divided into three paris_ The first part sefs out the basic elements of the costing model that
was used to determjne the cost ofpolice attending various 6pes ofcalls for service. The second part uses
the model to assess the impact of the BCFS project on reducing the cost ofrcsponding to repeat calls. The
third part documents the cost-effectiveness ofproblem-solving in thee of the targeted locadons.

Modelling the cost of calls for service
The cost analysis model used for this evaluation was based, in part, on a model developed in the United
Kingdom by Shaplafld et al. (1996). The model was then localised and extended by an economrsr acnog
as a consultant io the CJC to give an estimate of the cost of a eps officer proiding ^frst responre to
various tlpes ofcalls lor service.

The costing model had two main components:

. an estimate ofthe per minute cost ofa police officer,s time

. an estimate ofthe time thai officers spmt attenditg diffetent Opes olcalls for service.

9 Reducing th€ nunber of rcpeat caus will not neceserily produca a cdhable savins, as most costs, suoh as labou &d vehjctes, d. nxed.
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A more detailed study of the componenis of the costing model is attached as appendix B. Additional
information about the cost of policing is also available in the recent CIC publication The Cost of First
Respo nse P o licing (.1 997 a).

Estimating the per minute cost of a police officer's time

The estirnate of the cost of a police offic€r's time compdses tkee main elements. The first element is an
expression of ihe direct labour cost ol the officer. This includes the offtcer's basic salary, oveitime,
holidays and accrued eniitlements. The direct labour cost aiso takes various ta\es and allowances into
account, as well as a proportion of the regional and headquart€rs budgets for Cornmand and Corporate
Services. The second element is an estimate ofthe officer's share of various operating and capital costs
such as eleciricity, plant, equipment and capitai works. The third element is an estimate of the per minute
cost of operating a police motor vehicle, which takes into account the cost of pelrol, oil and maintenance.

Using the model, the cost ofa single officer pafolling on foot was calculated to be 82 cents per minute.
This amount was made up of approximately 63 cents for labour (78%) and 19 cents for operating and
capital costs (22%) per officer per minute- The rurming costs for a police vehicle were estimated to be 3
cents per minute. This amouni may be added to the cost ofthe officer or officers, depending upon the tlpe
ofpolice relponse Io a panrculdr ca l l  for 5en rce.

Table 4.1 shows the estimated weighted per minute cost ol each of the three main tlpes offirst iesponse
pafol combinations used by the QPS.

Table 4,1 - weighled average per minute cost ol a police officer
(Beenleigh Police Division)
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Cost per minut€

Single officeron foot $0.82

Single officcr ina patol vehicle $0.85

Two officers in a patrol vehiclc $1.67

Estinate based on Ihc a$mprion thar an oli.er qas on dury for 200 eisht-hour shifts per year.
weiehred cost is bed on the alehge pay ale for Constable, Senior Co.sbbl€. ed Ser8eant. I
The lolice frotor vehicle cost of I cents per minute is based on the a$mption nhat the lehicle is in opetuion for three shins pef day 

Iand usd for a peiod ofsix houts pershin.

Estimating the time that officers spent attending difterent types ot calls for service

The time that police officers spent attending differenr types of calLs was obtained directly ftom the IMS.
The data were the result ofan analysis ofcalls for service using the R-Code 1o identify fie incident O'pe.
The time was calculated ftom when an officer is notified ofa call for service (acknowiedged !ime) io the
time that the unit is finished with ihe cail (resumed time).
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Table 4.2 shows the average cost of two officers in a police motor vehicle prcviding a fiIst response to a
range of different types ofcalls for service.lo To simplry $e table, the large number of IMS reporting
codes (R-Codes) has been broken dort,lr into 15 groups, each containing a number of similar or related
incident tt?es.

Table 4.2 * Average cost ot calls lor service by aggregated R-Code I type
(1 June 1996-31 May 1997)

Source: Calls ror sewice data. Beenleici Police Commuicatios CenEe.

I The daa preseoted in table 1.2 were oblained ftom an analysis using R-Cods to idendt $e incidnt l}pe. A simil& analysis 6ing
v-Codes yields si8nificol tine/cosr difiermces ror each or the aggregared incidmt careaories.

2. Cllb wnich appetued lo ralc lonscr n\m a nomat *orkirg shin ofeiChl hous (tess thdn 5%) rcre excluded fton the analysis rt is
likely that the laner cateaory reflecrs a dara ennr or adninisrative enor and would signincanrly alter the esiinares oi borh tine
all@adon and rotal .oss

l. @ $1.67 per ninure

The cost estimares relate !o firsi respon$ @ly - $ey do not refl@t rhe tull cosr of responding !o a call for seNice (such as
invesrigaror's or proscutors iine) od hay underesrinate rhe roral cosr5 tor police resDon*,
Tine estihsles have b€fr bed d a singre divisid. wtile Besiergh is , rNnab\ ryTict ourr u,brn {s rhe co$s mat be ereae
in tMl or semi,tural deas b.cause of longer hvelling ijnes.
The study does nol include dlla on police inniatert acriyity Guch as slopping and questionihC suspects or inve$igating a susprc,oG
rh'cle on their om initiarivel

Aggregated
repordng code

Specifrc reporting codes No. ofcalls
n=6,820

216

l 1 9

4 l l

205

22

r50

175

,37

784

219

1 3 8 3

604

952

449

per-calt I
($)

186.70

167.90

1 3 2 . 1 0

I18.:10

102.30

94.50

78.70

71.50

72.40

70.80

68.80

62.30

59.10

51.90

27.70

$?6.00Averege for all r-codes

Sudden Deatb, Suicide, Attempted Suicide,
MentaUy lllor Couapsed Pemons.

Domestic Violence. Brcach of Domestic

Homicide, Assaults, Sex Offences. Offences
Asainst Children. Threats

Mattels where druss are the D.imarv reason for
the call

Aresls, Pltrsuits, Scdre Examination.
Inielligence Infomarion, Requesied Pabols

Srealing, W,ltul Desrruhon, Unla{tu1 Usc ol
Mororvehicle. PeEol Drive-Oif

Missingor Located Pe6oN and Absconders

Accidents, Traffi c Investisations. Hazards.

Amed Pe.son. Shots Fired. Explosions. Fnes

Break & Enler. Breaker at Premises

Messaee!. Co,mumw Asisre!e- Nu6uce

Distu,bances ( Home. Sreer. lndusrry, Alcohol.

Prowlers. TresDase^. Loiterers. SusDicious
Vehicles

Hold Up and Intruder Alarms. False Alanns

31



Estimates ofthe cost ofpolice attending diflerent tlpes olcalis arc useful for examining the financial
implications of repeat calls fot senice. For instance, table 4-3 shows the estimated cost ofproviding a firsl
response to repeat calls over a lhree-month period for the Beenleigh Division. To construct this table' calls
lor service werc matched to specific addresses. The calls that couid be matched to a parhcular location
were then divided into various categories depending on the number of calls the location generated The
total cost of each call category was calculated using the average cost of $76 00 per cali derived fiom table

Beenleqh calLs ior Service Proiect: Evaluauon Beport

Table 4.3 - Eslimated cost of repeal calls tor service (R-Code)
Beenleigh Police Division

(1 June 1996-31 August 1996)

Solrce Calls fo. seniccdata. Beenlei8h Police Comnunicarions Centc.

L For lhe dfte-month period, thcrc *a s a rotal of 2.0 90 call s shared between 1 ,:13 I addresses. Th G number rvas redlced to I ,7 5 8 calh
( I , 179 addieses) b) excludirg lhose calls with insuficient inlomalion I. complete the analysis.

2 @ S76.00 percall.
I  Dat  shoq in thcshadcdboxesre la te tos ing leca lh rorsen iceanddenotde f inedasarepearca l l .
,1 Cosrs hale been rounded up

Table 4.3 illustiates quite cleariy that the cost of repeat calls for service can be substantial. For Beenleigh,
the annual cost ofproviding a first response to repeat calls is estinuted to be somewhde around $250,000.
However, the full cost is likely to be much higher because this estimate does not include the cost of follow-
up investigations, court appearances and so on,

The impact of the proiect on the cost of repeat calls

It was thought thal if a concerted effort was made to solve some of the underlying problems that
contributed to high numbers of repeat calls, the number ofreq!:ests for police assistance would ultimately
decrease. This would result in a saving to the community as well as allow police officers to be redeployed
eisewherc.

The alalysis ofthe impact ofthe BCFS Project on the cost of attending Io repeat calls lor service had two
parts. First, all the calls for each of the I 9 target locations were grcuped together and the total time thal
the officers spent responding to each call for sewice was estimated. This was done by calculating the
difference between the time that the ofEcers acknowledged receiving the call and the time that the officers
told the police dispalcher that ihey were available for a n€w assignment- The time taken for each call was
then added tog€ther and multiplied by an eslimate of the per minute cost olthe police officers' iime iiom
table 4.1. The estimate of$1.67 per minute for police time, which involves two olficers responding in a
patrol vehicle, was used as lhe basis of calculating the cost of the cail as it rcflects the most common q?e
ofpolice response at Beenleigh.
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2 .{ Calls
(r94

addr€sses)

5-9 Cans 10+ Calls
(27 addresses) (ll addresses)

4 1 1  l o l  l - o  l , - 5 8

s15,796 512,236 S13,604 s133,608

Number of calls'

Total cost of repeal calls for service
(3 months) = $61,636
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Secondly, the total cost ofthe time spent by the project offrcer was estimated. For this purpose, the daily
activify logs used by the project ofTicer to r€cord the time in minutes spent on each stage of the problem-
solving process werc us€d. These time estirnates were then used to calculate a total cost, using ihe figure
of 85 cents as the per minute cost of the officer's time and use ofa police motor vehicle (see table 4.4).
This slightly understates the cost of the project officer, who held the lank of Sergeant, as the per minute
cost used for the analysis was based on the weighted average salary for the ranls of Constable, Senior
Constable, and Sergeant.
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Table 4.4 - Estimated time and cost of the proiect ofiicer's
Involvemenl in the BCFS Project

BCFS Prcjecr workbooks (Activir_v Rerum).

The dne Enalysis cxcludes all non-Frojecr rime such 4 anmding coun and annual leave.

cosrs iounded up to the nedesr doltd.

The total estimated cost of the time spent by the project ofTicer on r€ducing rcpeat calls for service at the
target€d locations was arcund $11,500: $6,920 for the firsr thrce months of the projecr and $4,624 for the
last three months.

Activity'

Scannine

Amlysis

Response

Sept.96 Oct. 96
(trdnutes)

Nov.96
(minutes)

Dec. 96
(mioutes)

Jan. 97
(ninutet

Feb.97
(mtnutes)

205

2 1 0

840

1,245

$2,163

Report writiDg

630

524
'710

210

490

505

570

240

105

890

s70

840

1',to

1,660

$3,511

105

370

600

140

465

345

465

195

2ro

$1,033Cost ofthe project omcerz s2,202 $1,20? $1,428
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Beenleioh Calls ior Selvice Proiect: Evaluation Reoort

Figue 4. I illustrates the impact oi the BCF S Proj ect on reducing the cost oi repeat calls ai the targeled
locatiors in Beenleigh. The figure is somewhat complicated by the fact that it adds the cost of the project
officer's involvement in the projeci (as shown by the diagonal bar) to the cost of attending to all calls for
service at the targeted locations. To ensure consistency with other figuros used in the evalualion, the graph
shows the cost ofcalls for serice divided into five three-month Deriods.

Figure 4.1 - Total cost of responding to calls lor service
at targeled locations in Beenleigh

(l March 1996 - 31 May 1997)
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$17,500

s15,000

$12,500

s10,000

$7,500

55.000

s2,500

$0
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TMa..-May

I996
Sep.-Nor. Dec.-Feb. Ma.-May

Period ofBCFS Projecl 1997

! c".'.r.".,..-* ffic o.r or o,oteton.e,

Sourco: Calls for eNice daia, Beonl€igh Police Connunications Centre.

Figlre 4.1 shows a general downward trend in the cost of prcviding a first response to the targeted
locations. For instance, &om March to May 1996, the cost of attending calls at the targeted locations was
estimated to be $18,578. This fell to just under $14,000 for the rhee-mont}l period before the project
cominenced, and continued to decline throughout the period that the project was jn operation. At the end
of the project, the estimated cost of responding to calls for service at the targeted locations had fallen to
around $ I 0,000 per three-monfh period. The cost of attending calis over the March to May 1 997 period
was 46 per cent less than in the coresponding three months of 1996.

The figl'lfe shows ihat when the cost ofthe project officer's time is included in the analysis, the cost of
responding to calls for servjce at the targeted locations was $19,524 for the September--November 1996
period. This is slightLy more tha$ the total cost of g I 8,5? 8 recorded for the March-May I 9 96 period, and
substantially more than ihe total cost ol $13,799 recorded for the three months belore the project
coflmenced,

However, the figure also shows that after the project ended on 28 February 1997, the cost ofattending calls
at the targeted locations was nearly 34 per cent less than the cost over the same period in I 996. Ahhongh
it is difficult to athibute all ofthis decline directly fo the project, ihe resuit piovides some evidence that
problem-solving strategies could be cost effective over the longer term, especially if the reductions in the
number of calls remain at the levels reached at the end oithe project. Also, as discussed below, the project
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Examples of the cost-eflectiveness of problem-solving

provided examples of how problem-solving could be used to reduce calls for service, examples that are
being taken up and used by the QPS in other areas.

This section provides three case studies that focus specifically on the cost-effectiveness ofvarious types
of problem-solving activities undertaken during the BCFS Project. The narativ€s iepofted here were
pdncipally drawn from a review ofthe problem-solving workbooks and a detailed aralysis ofthe cost to
implement the initiatives. The three exarnples were select€d because they wer€ tt?ical and, as such, would
serve as an appropriate altemative m€asure of the cosfeffectiv€ness ofprcblem-solving.

Example 1: State School - A

During the nine months from March to November I 996, police ftom Beenleigh Station attended 37 calls
for service at State School A. For the most part, the calls were reports of break and enters at the school.

Table 4.5 shows the total cost of responding to the target over the I 5-month period from March 1 996 to
May 199?.

Table 4.5-Total cosl ot first response
Target Location 3: State School - A

(1 March l996-31 May 1997)

soLrce (aLh ior €tr.e drL Benlergh Poh.e Div:nor.

l. The cost ofrhe avenge call for sie lor this rarBet over rhe periad *6 994. Tiis *6 calculated by dlltiplying the a@ge line lale.
to conplete th€ call (58 min:32 sec) by lhe estidated per ninure cosr oi two police oniceis in a parol cd (S1.67).

2. The co$ or rhe officeas tioe 16 calculated by nutiplyinc the esroaGd rine of lbe ofricq s involrbot vith the deet { 1,360
minnles) by tlr estihated per ninute cost or a single o6cer in a patrol cd (85 cenls).

3, Costs have be€n rcundcd up.

As table 4.5 shows, the cost olresponding to calis for service at the location fended do\l'Ilwatds over the
I 5 months lrom March I 996 to May I 997. This is likely due to a series ofproblem-solving initiatives takm
by the project officer during the project. These initiatives included conducting a security audit of the
school, recommending the trirnming of trees and shrubs to heighien visibility, and encouraging State
Govertunent Security to take primary responsibility for security issues involving the school.

The cost-effectiveness ofusing problem-solving in relation io this target is not rcadily apparent over the
short term of the project. However, if the initiatives tdatled dufng dre project can be sustained, it is likely
that the cost ofresponding to calls at this location will substantially reduce over time.

Chapter4
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Mar.ltay Jun.-Aug,
1996

D€c.-Feb. Mar.-May
1997

- . .  18 1l  -  r  t  -8-
$1,692 $1,034 $752 $752Cost ofcalls for s€rvicel

Cost ofproject officer's time'? $ 1 , 1 5 6

Penod of rhe BCFS Project
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Beelleion Ca,s lor Servrce Prolecl: EvalLar o! qeool

Example 2: Petrol Station

In the six months belore the start olthe BCFS Proiect, police rcceived 19 calls fiom a local self-seNe
petrol station located on the Pacific Highway near Beenleigh. Almost hall tr\ese calls were about petroi
drive-offs.

The project officer saw that ihere was a need for a process that not only allowed lor laster notification to
police that a drive-oifhad occured, but also reduced the need for police to attend these types olcalls As
a result, a form was designed so tha! petrol siaiion stafi could record the details of dle petrol drive-off and
fax them dircctly to the Beenleigh Police Communications Cenre. This initiative reduced the demands
being made on police, as well as prcvided a faster means of notifying police.

Table 4.6 shows the total cost of responding to petrol drive-offs at the target for the period ftom March
1996 to May 1997.
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Table 4.6 -Total cost of first response
Target Location 8: Petrol Station

(1 March 1996 - 31 May 1997)

Calls for senice dal!. Beenleien Police Division.

The cost ofth. aveDse call for seNice for rarsel 8 over the p€nod qas $32.00. Tnis was calculated by multiplvins the average tme
talentoconpletethecaU(20min:07sec)6yth€esrinaredp€r6in$ecostorNopoliceoflice4inapaNlcar($I6?)
The cosl of rhe officels tne qs calculated by nultiplying lhe e$ibaled tide oi$e ofrcer's involvenent {i$ urgel 8 (1,765
minutet by rhe esrimated per minut€ cost of a single orficer in . parol cr (85 cen$).
Esrimared costs bav€ have been muded up to lhe neesl dolle.

Although the number oltimes the police were called to attend to petrol drive-offs at this targel fell shalply,
ihe analysis shows that the cost ofthe ofncer's time to resolve this particular problem was l-ar $eater than
the cost of deaLing with petroL drive-o1Ts in the usual marmer. However, the costs associated with the
project will almost certairily be recouped over the longer term. This initiative has now been adopted for
use at three other petrol stations in the Beenleigh Division and considerable interest has been sho$n in
adopting the new procedure in other areas. For example, Iiom March I 996 to May I 997, police officers
attended 90 such calls in Beenleigh. 1l the initiative achieved a 50 per cent reduction in the number of
requests for police to attend petrol drive-offs, in less than 12 months ihis should totally cover the cost of
the time that the project ofiicer took to design and implement the initiative. Subsequent years ofoperation,
or introduction of the pro-foma report in other areas, will generate substantial savings in police time for
the OPS.
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Example 3: Supermarket

Dudng the nine months ftom March to November 1996, 29 calls for service were received from a local
supermarket in Beenleigh. Mosl olthese calls werc in response to the activatioD ofthe store's hoid-up
alarm. Police attending the scene found that the alam had usually be€n set offaccidentally by staff.

Table 4.7 shows the total cost of responding to calls at the target location over l5 months.

Table 4.7-Total Cost ol First Response
Target Localion 11: Supermarkel

(1 March 1996 - 31 May 1997)

Sowe Calls ror seruice dara, Beenleish Police Division.

L The co$ ofrhe a!€mBe call lor s.rvice 6r dgei I I over de penod q !92. Tbis vas calculaled by nuldplying rhe aleBge iine Gken
(o conplete the call(56 hi.:56 sec) by $e estinaied per minule cost olMo poli.e ofncets inapamlc{ (91.67)

2. The c6t oflhe ofiics s rine wd calculalcn by muhipryi.g fie estina&d rine of $e ofl.rcs\ iNolvement win ldget I I (3 60 ninuF
by $e estimatedper dinute cost ofa single omcer in A patrol car (85 cenrs).

L Estidated cos$ have been rounded up to thc ncde$ dolld.
4. Tne intenention peion for Broup 2 'r8ea was only for $e $ree nonrhs ftom I Decenber 1996 ro 28 FebMry | 997.

Reducing the cost of rcp€at calls at this location was relatively straightforward. Once the project officer
had determined the main cause ofthe problem, all that he was required to do was to make arrangements
with the supermarket to have the alarm rcpositioned. His involvement in finding a solution to the problem
was quite inexpensive at arcund $300. Compared to the cost to service the target location for the
September November 1996 period alone, and in view ofthe possibilify that the problem rllay have gone
on undetected for a prolonged period, it is reasonable to conclude that pmblem-solving in this instance led
to substantial savings.

The three case studies prcsented in this chapter serve to illustrate the cost-effectiveness of some of the
initiatives taken during the prcject. Some lessons emerging ftom fhe cases studies that would enlance the
cost-effectiveness of orcblem-solvins include:

Where possible, ownership of a problem should be transfered to other individuals, groups or
agencies tha! have the primary responsibilily for finding a solution, thus possibly alleviating
fu rther police involvement.

The measures put in place to resolve the problem sbould be long-lasting soluiions (e.g. changes
to a policy or procedures) as opposed to shortlem fixes (e.g. increasedpolice surveillance).

Successful problem-solving initiatives should be advertised widely wirhin the QPS to promote
their adoption in other areas. This will help to maximise the retum Aom initiatives such as the
BCFS Project.
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Beenleioh Calls ior Seruice Poiect: Evalualion Report

Summary
The second major objective of the BCFS Project was to see whether problem-solving could be used to
reduce the financial costs associated with repeat calis for se ice at lhe targeted localions. lt was hoped
that, along with a general decline in the total number ofcalls, the project wouid encourage the adoption
of more efficient methods of responding to repeat calls for service.

The main findings were:

. The cost of sending a police car with lwo officers to deal with a call for service in Beenleigh was
estimated to be around $ I .67 per minute with the average call for service taking about 48 minutes
to complete and costing around $?7. The cost olthe project officer's involvement in the BCFS
project was estimated to be around $11,500. This estimate excludes non-project time such as
armual leave and attending court,

. The estimated cost ofproviding a first response to all repeat call locations in Beenleigh in 1996
was around S250.000.

. The evaluation found some evidence ofa downward trend in the cost ofproviding a first response
to targeted repeat call locations in Beenleigh. These savings were initially offset by the cost of the
project ofiicer's involvement in the tdal. The cost of responding to calls at the largeted locations
was substanfially less after the project mded than it had been in 1996 before the project
conmenced. Moreover, some of the initiatives developed as parl of the project, such as the
shategy for dealing with petrol ddve-ofls, can be expected to produce substantial savings over the
longer telm.

. The evaluation also lound that several of the initiatives trialled during the BCFS Pro.ject werc
likely io be implemented in other districts and regions, which may result in a substantial fuhrle
cost saving io police. Such findings indicate that using problem-solving to reduce repeat calls for
service could be a potentially a cost-effective policing strategy, especially over the longer term.
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lmproving the lnformation Management
System

Increasing the ability of the IMS to produce a basic workload analysis for use at the local unit lev€l was
the thi.d major obje€tive olthe BCFS project. The project sought to improve the IMS so that it could be
used by operational police as a problem-solving tool. The thee skategies used to achieve the objective

. identif,ing IMS modifications that would facilitate the production ofa basic workload analysis

. trialling modifications to the IMS aimed at reducing the address_error rate

. advising staffon how to enlance the quality and use ofMS data.

In assessing whether the BCFS Project achieved the objertive, two measurcs ofsuccess wele chosen:

. Reduction in the address-errcr rate. T\is gives an indication of the extent to which the changes
to the MS improved the general quality and accuracy of calls ior service data. Fewer errors
signalled an increase in the ability of the MS to identily poteniial policing problems, such as
chrcnic rcpeat call addresses. Data collected in the earliest version of IMS ryersion 2.03) were
used for jobs in the March May 1996 period. IMS (Version 306) data were used for
June september i996 and IMS ryemion 3.08) dala were used for October May 1997.

. Expresseil sathfacliott with the improvements ma.le to the IMS. This indicated the degree of
success the project had in enhancing the operational use of the IMS for problem-solving Tbe
assessment was based on feedback fiom Divisional Officers in Charge in the Logan District and
ftom staff workins at the ISB.

lmpact of the proiect on reducing the address-error rate

Beforc the start of the project, a concem was raised by the CJC'S representative on the steering cormittee
that some ofthe data being collected by the IMS werc not of sulficient quality or accuracy to support the
project. In particular, several inconsistencies werc found in the way in which cetain categories of
information were being recorded on the Ms. A good example of this problem occurred in the incident
ad&ess field, which is where the operator records the location of the incident. In one case, the opemtor
described the location of the incident as the colrer ofx Sfteet aru1 Y Street, while other operatorsr in
dispatching palrol cars to lhe same locaiion, used abbreviations such as CNR, CRN or CNER lor the word
'comer'. Although this probiem was overcome during the project by halld cleaning the daia, this was a
iaborious process and would not be practical in an operational policing environment.

To improve the quality and accuracy of MS data, members ofthe project steeting commiltee met with staff
liom the ISB to agree on some possibie modifications that could be made to the MS to reduce the number
oferron in th€ address field. For the most part, these changes focused on changing the way thal the MS
recorded address data, as well as improving the capability of the IMS to generate basic workload reports
for use in orcblem-solvins.
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Beenleiqh Calls lor Service Prciect: EvaLuation Repofi

ThechangesweremadeduringaseriesofMsversionupgrades'ThemodificationsrelevanttolheBCIS
Project were:

Version 3.06 - separating the incident address field into a series of linked fields (e g unit

numberllstleet numberllstreet namellsuburb name)

adding a check box to indicate that the incident location has been checked and

confimed as corecl

creating an effective ircident address validation system that seif_corrected
spelling and fonnatting enols.
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Version 3.08 -

To verify lhat the modiflcaiions had improved the general qualify ol the IMS data, an analysis was

conducted to establish the initial accuracy of the incident addrcss fields, and then to see if accuracy

improved during version upgrades. An inoease in the accuracy of the addrcss data entered in the incident

address field signalled an improvement in the ability ofthe IMS to search and locate call information
pertaining to a panicular location- This is considered essential ifthe IMS is to be used as a problem_solYing

tool,

A $rlail sample oirepeat call locations was used lor lhe analysis. This $'as largely because IMS Version

2.03 only contained data for the targeted locations. It was also feft that these locations represenied a mix
of various address [pes and, therefore, would provide a good variety of the values stored in rhe incident

address field.

The incident ad&ess data collected by the IMS were compared with a quality-assured ADDRESS vanable
createal in a computerised statistical sollware package (SPSS) for analysis. The major difference between
the IMS incident address field and the SPSS ADDRESS variable was that the variable $as checked and
conimned as correct usjng a wide range of inforYation (e.g. maps, telephone directories, inspections). In
addition, the abbreviations contained in the ADDRESS variable were standardised and all spelling
mistakes conected. The IMS addrcss data, on the other hand, were not quality-assured and so reflected the
information as it was rccoded by the operator at the time of the ca1l.

Table 5.1 shows the general accuracy ol address incident data compared to thg SPSS ADDRESS vadable'
as collected by three different versions of the [MS. The percentage values reflect the percentage of all calls
that were able to be natched to quality-assDred dala for the same location. In reading the table, it is
important to rcmember that a low percentage value equates to a high rate of error,
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Table 5.1 - The level of accuracy ot data in the IMS addless incident tield
Beenleigh Police Division

(1 March 1996 - 31 May 1997)

Target Localion v2.03
o/o

19

0

0

50

0

v3.06
"/o

26

40

3 8

40

29

v3.08
"/o

2 Raihray Station A

6 Restaura[t

12 Intersection

16 B Road

18 D Avenue

28

13

l l

100

80

54

Calh for eruice daia. Beenleigh Police Comrunications Cenre

An addr6s nat h 1B made when a qlue in ine S{S addres incidml tield c@espdded ro a valle contained in rhe SPSS ADDRESS

2. Perceni.Bes have be€n foDnded u!.

Table 5.1 shows, in most cases, that the quality and accuracy of the IMS incident address data improved
with each successive version upgrade. However, the de$ee ofaccuracy for some qpes oftaryet locations
(e.g. targets 2, 6 aDd 12) still remained very low. These locations were a railway station, a business
premises, and an intersection. A check ofthe incident address field revealed that the address field was
usually left blank, or incomplete, and the location description placed wrongty in the precis (call details)
field. The relatively high error rate for these tlree locations was due to the dif{iculties that the computer
had in matchirg non-standardised data. On the other hand, tbe modi{ications made to the IMS substantially
reduced the error rate lor call locations that had an identifiable ad&ess (e.g. unit number, streei number).
For example, when compadng the en'or rate for target location 1 6 across the three major versions of the
IMS to the controi sample, the degrce of accuiacy went from 0 per cent in IMS Version 2.03 to 100 per
cent for Version 3-08. This was mainly because the latest version ofthe IMS allows the op€rator to €nter
the address using a set format (e.g. unit number//sfeet number,fstreet name//suburb name). This avoids
some ofthe problems encountered using an ea ier version ofthe IMS where the operator could enter the
address in several different ways (e.g. #l-2, No. 1-2). Furthermore, the newer versions of the MS
incorporate an address confirmation feahrre that requires the Comrnunications Room supewisor to be
satisfied that sufficient effons have been mad€ to check that the address is corr€ct and properly iecorded.

On the whole, ihese are good results for the project and prcvide a fair degee of evidence that ihe changes
to the IMS reduced errors and inconsistmcies in how the data was entered into the incident address field.
This is particularly true of newer ve$ions of the MS.r L Although there are a number of other strategies
that could be put in place to imprcve the qualiry and accuracy ofthe data still further, suctl as additional
faining for IMS operators, they are unlikely to tequire any further changes to the IMS. As long as the the
call location is properiy described and rccorded, the cunent ve$ion ofthe IMS is capable ofproducing
accurate, trmely and useful infomation that would support most basic problem-solving initiatives.

I
I

I I Since the conclusion ofthe BCFS Prcjec! IMS veBion t.08 has been reDlaced by Vsions 3.4 and 1.5.
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lmpact of the project on improving police satisfaction with
the IMS

Traditionally, police have r)ade iittle use of calls for service data for two main rcasons. l'ilst, police tend
to rely almost exclusively on crime data, which is consistent with the view held by many police that their
primary role is crime detection and investigation. The second rcason relates to the difficulties that police
have had accessing timely and accurate calls for service infonnation. Although the development of
computer-based information systems had made this easier, there is a perception among some operational
police tbat the IMS is'not up to the task'.

To challenge this perception, a small pait ofthe project focused on demonskating the IMS'S potential as
a problem-solving tool. lt was hoped that a modest demonstration of the capability of the IMS would
encourage police to begin maidng moro productive use ofcalls for service data. Hence, a set ofbasic IMS
worlload repo(s, which could be accessed by local police managers via the QPS computer network, was
produced and disidbuted Originally, it was hoped to include a much wider range ofrcports; however, this
was not possible within the time Aame set down for the project. In the end, only fhree rypes oiworkload
reports were trialled: (1) Number ofincidents by rype of incidenq (2) Number of incidents by time of day,
and \J) Number of incidentr b1 day ol ueek.

The reports were distributed via e-mail to DivisionaL Officers in Charge ftom the Logan District with a
request for them provide feedback about the suitability oilhe rcports. Most recipients replied that they
found them very useful, fhough some felt that they needed to have access to more inlormation - especially
to reports that helped them to identily repeat call locations or displayed the ca1ls using geogBphic mapping
software, Other cornmenls were:

These are geat ... the syslem [IMS] is fmally beginning ro have some credibiliry. Aerconal conmunication,
intelligence allce/)

Even before the project staned we had access to IMS infonnation, but ir was always very nJDe consurrung
to get it... I like dre way that you have done rhis. ftrkniew, olfce/ in charge)

The IMS has come a long way. It's ceriainly more functional now. fper.roral comnuni.ation, ofrcer in
charse)

In addition to the feedback about the demonstation, the increased capacity of the IMS was a topic of
discussion during a series ofproblem-solving workshops held shortly after the goject ended with police
omcers from Soudl-Eastem, Southem, Melropolitan North, and North Coast Regions. During each
workshop, a brief presentation was given on lhe use of calls for service data, which highlighted the
imprcvements thal had been made to lhe IMS. The participanis liom the areas currently serviced by the
IMS seemed fairly happy with the current version of the IMS. Although a few officers felt that lhey lacked
proper taining in the use ofcalls for service information, mosi could see the benefits ofusing the IMS to
initiate the Foblem-solviig process.
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Summary
This chapter has focused on the efforts to enhance the quality and accuncy ofcalls for service data, and
to improvepolice satisfaction with the IMS.

The main findings were:

. During the project there was a marked imp.ovemenf;n the general qualiry and accuracy ofMS
data. which for the most Dart can be attribuled 10 a series olmodifications to the IMS carded out
by tho ISB.

. D€spite the proj ect's success in improving the general qualiry of IMS data, accuracy rernained low
for ihose tlpes ofaddresses that were not readily identifiable by sfeet nDmber or street name, such
as public parks and schools.

. Some progress was made towards reversing the perceplion held by mafly opemtional police thar
the IMS was not particularly useful. Oflicers interviewed for this evaluation were Senerally happy
with the changes made to the IMS and enthusiastically supported efforts to develop lhe IMS still
fufiher as a managerial and problem-solving tool.
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6 Increasing police support for problem-
solving
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Promoting acceptance ofproblem-solving as a useful altemative policing strategy was tho fourth major

objective of the project. This was to be achieved by:

. providing infomation to Beenleigh police about the BCFS Project

. assisthg the QpS in the development of course matedals dealing with problem_solving

. developing a workshop program for operational police aimed at pmmoting the application of
problem-sol.rillg.

Two key indicttors were used to assess whether the project succeeded in increasing the level of support
for probiem-solving:

. Increases in the levet ol awarcness of the Beenteigh Ca s for senice Projeca A!\areness'
related to how well informed Beenleigh police were about the project. The main concem was
whether the project was successful in communicating its purpose to those police not dircctly
invoived.

. Increases in the level of knowledge about problem-solving. ̂[he evaluation considered whether
there was evidence to suggest that the project provided police officers with basic problem_solving
skills thal could be used to deal with some local policing problems.

The major sources of data used were the results of interviews with various project stakeholders and the
results of two surveys of Beer eigh police officers.

lmpact of the project on increasing awareness

The main strategy d€signed to increase awareness of the BCFS Project was intended to be a brief
prcsentation to all staff before the project commenced explaining its main purpose, but this proved too
difficuli to anange. As a rcsult, infonnation about the project was disseminated to staff using the intemal
e-mai1 system. In addition, the BCFS Project Officer attempled lo make personal contact wlth as many
Beenleigh office$ as possible to inform them ofthe project.

Table 6.I presents survey findings comparing the level of awareness of the BCFS Project among olfic€rs
stationed at Beenleigh before the start of the project with the level of awareness shortly after the project
ended.
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Chapter 6

The first survey was distributed to atl (50) Beenleigh police officers before the starr ofthe project (Augtsr
1996). Thifiy-six questionnaires (72%) were retumed before the I September 1996 deadline. The second
swvey was distributed to all (then numbering 56) Beenleigh police officers shortly after the Foject ended.
Only 26 (46%) surveys were retumed.

Table 6.1 - Awateness of the BCFS proiect

qave you heard of the
BCFS Project?

Pre-proiect nwareness survey
August 1996

(n=36)

Post-project swareness survey
April1997

(n_26)

Yes (%)

No (%)

44 50

56 50

I
t
I
I
3
I

Souce: BCFS Poject Avaeness Swets (1996, l99i).
Notei Percentages have b€en rouated uD.

Table 6.1 does not show any substantial change in the level of awareness of the project while it was in
operation. It is disappointing that no more than 50 per cent ofBeenleigh officem who responded to either
suwey indicated that they had ever heard of the project. Wben asked how they had heaxd of the project,
most (8 5%) said that they had been totd of it by a fellow officer (see table 6.2). Only I 5 per cent of those
responding to the second suvey said that rhey had found out by reading the e-maii mesiages.

I
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Table 6.2 - How Ofiicers were lirst made aware of ihe BCFS proiect

How the offfcer first heard % ofRespondents
oftbe BCFS Proiect 1o=r:1

Fellowpoiice officer 85

E-mail 15

BCFS Pbject Aw@ess Sune! | 99?.
Perce a8es have been rounded up

There are probably thee main reasons the project did not achieve a noticeable inc.ease in awareness
arnong. Beenleigh police. Fi$i, it was not possible to implemeni the strategy of briefing Beenleigh police
beforehand about the purpose of the project. Secondly, continual staff cianges ovei the period of the
p:"j..:t 

T*t.tl"l 1"Tg of rhe Dew Beenteigh officers had not had an oppominity to hear of the pro.ject.
Thirdly. Beenlergh Di!isjon is an exrremely busy station, so it was probally wre;Lstic to expect that all
of the officels stationed there would have had time to read about the projeci or discuss it with the project

h hindsight, the difficulties encountered in raising the level ofawareness of the project among Beenleigh
police were underestimated. If emphasis is to be given to this issue in future, better ways need to be tbund
to conrmunicate the obj ectives and methods of rhe proj ect. At a nxnimu m, there should Le a comprenensrve
marketing sfategy designed to maximise the opportunities to inform po]ice officers.
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lmpact of the proiect on increasing the level of knowledge
about problem-solving

When lhe project was established, one offie aims was to increase the lcrowledge that poiice officem had
about the problom-solving process. lt was hoped that by demonstrating how problem-solving couid be
adopted and used to tackle iepeat calls for service, police officers would begin to use problem-solving to
deal with local policing concems.

There we(e t\I,o strategies used duritg the proj ect lhat were designed to increase lnowledge about prcblen-
solving. Th€ fiIst strategy was to assist the QPS develop a Competency Acquisition Bogram (CAp)
module dealing with Problem-Oriented Policing (POP). This enrailed advising the eps on rhe problem-
solving component ofthe module. The CAP module is scheduled for release sometime in 199g. At tllis
stage, it is difficult to say whether it will have any effect on mising the level ofknowledge in this arca.

The second strategy was to develop a one-day problem-solving workshop. This workshop was designed
to provide senior police officers at the rant of Sergeant, Senior Sergeant, and Inspector with basic ski1ls
in the use ofprcblem-solving, skills thar cor d then be used operationally. The specific objectives ofrhe
workshop were to:

. ilcrcase the level ofunderstanding olthe concept ofproblem.oriented policing

. improve rhe level ofknowledge about the problem-solving process

. rncrease an officer's ability to use prcblem-solving to identifu and handle a potential policing
problem.

The first workshop took place at Maroochydore on 20 November 1996. The second was onslnallv
scheduled to take place at Surfers Paradise belore the end of the project; however, due to orher pJtLcing
pdorities, it was rescheduled to 12 March 1997. Table 6.3 provides examples ofthe topics covereci. l.he
program has since been revised to place more emphasis on applying tlre SARA modeL to h!?othetical
situations.
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Table 6.3 - Topics covered in the problem-solving workshops

An Introduction to ProbLem Oriented Policing

Problem-solving as a Method of Inquiry

The (SARA) Problem-solving Model

Problem-solving in Pmctice - BCFS Project Case Study

Overcoming Organisational Barriers to Inplementing pop l
Souce: Surfcu Peadis Workshop Asend!, I2 March t99l

At the end ofeach workshop, each participant v,'as asked to rate the program's content and standard of
presentatron, and to give it an overall rating_ Table 6.4 shows the combined results ofthe Marcochydore
and Surfers Paradise surveys.
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Table 6.4 - Participants' rating ol the problem.solving workshop

J
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L
2

workshop Evaluation SuNeys ( t9S6. I 997)

N=21.
Perceniages havc been rounded up.

t
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All ofthe rvorkshop participants rated the program very highly overall, with most rating the workshop as
'above avemge' in all categories. Io addition lo the very favounble assessment, several attendees took the
opportuni4r to comment on the rvorkshops during the sMvey. The following responses were typical:

... a very good workshop allowed us to put theory into pracnce ... (Sarfers Paradise participa ,

... assisied me gready in making my limited resources more effective ... l,Srrl€rj Paradise pafiicipan,

... I liked rhe wo*shop because you can use this knowledge back in the worlTlace ... (Sfffers Paradise
paructpanq

.-. the workshop gave me an insighi into looking ar a problem from a diflerenr perspective ...
(M a rc a c hy da re p an i c ip a n t)

... this was by far one of the mosr int€resrinA and worthwhile courses that I have ever 4ttended ...
( Marcoc hyd ore participatu)

... this lworkshopl should be compulsory for all police offrcefi ... (Maroochydorc panicipdn,

... I an ftustsated that others who didn'r anend will nor reccive rhe benefirs ofthis coune ... Maroochrdore
parnctpant).

The extent to which the BCFS Projest can be credited with increasing the level oflnowledge aboDl
problem-solving is not easily assessed. Nonetheless, there are some definite signs ihat the project
succeeded in raising the ievel ofknowledge ofproblem-solving among those senior police officers who
attmded the problem-solving workshops. Based on their corrnents, there is reason to be optimistic that
these offcen will begin to use problem-solving rcutinely and influence others to do the same. It is as yet
too eally lo tell whether tre project mised the level ofknowledge about problem-solving more genemlly.
As more infomation becomes available fo police, it seems likely that knowledge of problem-solving will
continue to increase throughout the QPS.

I

I
Poor

2
Below averag€

3
Av€rage

4
Excellent

Content

Presentation

Overall rating

5 %

11%

5 %

91yo

81%

81%

syo

5%

l5%

I
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Summary
lncreasing the levei ofpolice support for problem-solving was the fourth major objective of the Foject.
The features designed to promote police acceptance ofproblem-solving werei informing police aboul the
project, assisting police in the design of course materiais dealing with problem-solving, and developing
a workshop program aimed at promoting the application of problem-solaing by operational police.

The main findings were:

. The project had littie or no impact on the level of awareness ofthe project among most police
officeis at Beenleigh. According to suveys taken before and after the project, there was no
substantial change io the proportion ol officers who had ever heard of the project.

. There were some definite signs lhat the projec! raised the level of knowledge about problem-
solving generally, especially among lhose senior police who atlended two problem-solving
workshops held during the project.

. Based on the conrments ofthe workshop attendees, there is reason to believe that these officers
will begin to use problem-solving routinely and will be encouraging others to do the same.
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7 Assessment of project implementationI
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This chapter looks at how well the BCFS Proje€t was implemented. The findings give ao important insight
into the operation of the project, and aiso indicate why certain aspects did not yield the expected results.
In addilion, the feedback the findings provide can be used to enhance the desi$r of future pmjects.

Two rllain factorc were examined: conformity with project design and organisational support. A variety
of data souices were used, including inteFiews with senior police nvnagement, steering cornmittee
members and the project ofncer; problem-solving workbooks; notes liom steering committee meetings;
and summaries ofcalls for service data.

The tkee main aspects of the project relevaDt to an assessment ofits implementation are;

. the rcle ofthe steering commitiee

. the focus on high-volume rcpeat call locatrons

. the use ofthe problem-solving model.

The role of the steering committee

As stated previously, the CJC and the QPS Sourh-Eastem Regron had overall responsibility for the BCFS
Project. However, the day-to-day management was the responsibility ola steering comrnittee made up of
representatives fiom the QPS and the CJC. For the most part, the committee members were officen in
charge of operational policing units or specialists with expertise in areas such as rcsearch, project
management, crime prevention, intelligence or computer technology.

The main function ofthe steering committee was to ov€rsee the conduct ofthe project. It was also expected
that committee members would use their expertise to support various aspects of the problem-solving
process. For exarnplg wherc the problem-solving rcsponse called for the formulahon ofa crime-prevention
initiative, the representative ftom the QPS Crime Prevention Unit was to be involved in the design and
implementation of ihe initiative. In addition, it was hoped that the steering corrunittee would assist in
linking other operational police udts with the project.

On the whole, those interviewed during the evaluation were reasonably satisfied with the role that the
committee played in managing the projec!. However, the project officer, and some othe$, felt that the
sleering comrnittee could have done more in the development and conduct of the problem-solving trials:

Each pe$on on that committee obviously had different areas of expertis€ and their input would have
certainly been beneficial. However. I did ilnd that mor€ assistance could have come Fom me commrree.
Basically, what I am sayile is that I was left to my o*!l devices. Decisions were made by mys€lf itr most
cases . . . I would have liked a little bit more input by having them come up with suggesrions to try this, or
ty th^t. (inteniew, praject offcet)

There were two main rcasons for the stee ng coirmittee not being more dircctly involved in the project.
First, several committee members were senior police officers in colunand of operational units and so did
not have large amounts of time to devote to the project. Secondly, some members of the cofunittee said
that they would have liked to have done more but were unsure of what role to play.

I
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Alihough the sleering commiftee's limited involvement was not a maior shortcoming of the project' future

initiatiies of this rype could locus more attention on increasing the role of the committee One way of

accomplishing this woutd be to develop concise role statements for each comrnittee member thal suggested
ways the member coDld participate more actively.

The focus on high-volume repeat call locations

There are at least four different t]?es of repeal call locations:

1) chronic prcbiem locations, which regularly generate a lot ofcalls for service

2) problem locations thal 'flare-up' and generate a lot ofcalls for sewice for a shon me

3) continual low-level problem addresses, which generate oniy a few calis for service, but do so
rcgularly

4) problem addresses near each other individually, these ad&esses do not generate many calls for
service, but the police are continually being called to the location to deal with incidents (CJC
1995 ,  p .  s  1 ) .

Because ofthe fairly short duration of the project, it was decided to concentrate on high_volume repeat call
locations. This was done to yield ihe maximum benefit to Beenleigh Division in the shortest time possible

In addition, there werc numerous difficulties in assuri[g the qualiiy of IMS data during the initial phases

of the project, which made an''thing more than the identification of high-volume call locations nearly
impossible to achieve. Ullimately, nvo target groups, each designed to contain l0 repeat call locations,
were selected. Each olthe groups contained a variely of location tJpes ranging from govemmenl facilities
to public parks and privaie residences.

The olficers interviewed for the evaluation generally agreed with how the targets werc selected:

I thjnk the tfigets contained a good mixture of different things ... it's obviously important for 3 project iike
thistof1ndoutifproblensoLvingworksindifferenrkindsofsituations.frnterttew'steeingcommittee

I was quit€ happy with the way that it ltarget selection] was done whal I would like to do is train officers
here to use the IMS data in the $me way that you ICJCI did up lhere ... lirren',ew, se ior police o$icer)

The focus on cbronic high-volume call locations and the manner in which the targets were selecled lvere
found 10 be suitable for the purposes of the project. The targets presented an interesting mix of matters
routinely handled by police, while at the same time providing a means olassessing the effediveness of
problem-solving under a variety of circumstances.
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Use of the problem-solving model

Problem-solving is a structurcd method of itquiry that encourages police oflicers to move away fiom
hardling individual calls for service to tackle the conditions that cause them Although some police ofiicers
i[te iewed for the evaluation said that problem-solving was nothing newr?, two of the ollcers believed
that problem-solving represmted a major shift in the way police go about their business:

It lproblem-solving] is a major paradigm shift for police - I rnean, police should be leaming to leam a
ditrer€nt way. Otheflbe we are just not going to keep up with the Jones'- we arc goitrg to get left behind
It will take time - you cal't eai a whole pizza in one bite, but ifyou take one small bite at a time' at th€
end of the day you will find that you've eaten all ofthe pina (tntenierl), senior police ol|icer)

Problem-solvingisreallyaboutgoingaboutpolicinginamuchmor€organisedandcoordinatedway..It
allows the offce. to take fhe time o think ,bout bow lhey do lbeirjob and Sives them the imprjmanu for
focusirg on problems. /intenie\r, stuenng condittee nenber)

Despite a general feeling that problem-solving had the potentia.l to imprcve fhe way police respond to calls
for service, several officers felt that there were major obstacles to ovelcome before prcblem-solving was
widely accepted as a policing strategy. For instance, one police officer felt that the QPS continually
rchforced a conservative oryanisational culture not conducive to radically different apprcaches to seflice-
delivery. Other concems expressed mnged ftom a worry that members suffered from poor training in the
area ofproblem-solving to a beliefthat some police would be rcluctant to try prcblem-solving for fear of
c.iticism or failue:

I believe police i.lerently possess some skills ir1 problem-solving. It's not however, bome out by the
nanageial strrcture ofthe service. It does not either encourage or foster that type ofthinking (irlet-tl€u',
s te eritlC comnittee me nb e r)

Police omcerc have many skiLls, but they don't have all ofthe attributes that would make them a credible
problem-solver. They need to have ftining and a slructure for problem-solving They [police ofiicers] are
very r€ceptive, very positive. and they have a lot to contribute. It's only the opponunity tllat has been
denied to th€m. f/rt?r./ie , steering camnittee member)

For police oflcers, th€ fear offailure is very real, it's a fear of being castigated for having tri€d somethirg
different and failing al it. It seems that th€ only proj€cts that one should be involved in aie ones that aro
guaranteed of success. This ofcourse rcstrains innovation...we as an organisation IQPSI can'l hang on to
the comfort zone that we have hung onto for such a long tine. We cal't keep orbiting the same old
comforlable lounge chair. We're approaching lhe second milleDhiurq it's time we took on new approaches
and staned getting smaner. (intenie\', steeri"g cammittee member)

To help the p.oject ofTicer, a workbook was d€veloped setting out the various stages of the problem-
solving process. The workbook was based, in part, on the Problem-Solving Report developed by the
Edmonton City Police in Alberla, Callada.'l

The workbook was divided into four parts. The first part iocused on fhe scarming stage of the model.
Through a s€ries of questions, the officer was asked to descdbe ihe problem, determine its senousness, and
identifu individuals in the connnunity who were primarily responsible for causing or fixing it. The second
part dealt with the analysis phase ofproblem-solving - it considercd the place, date, and time that the
problem occurred, the role of third pafiies, and the effectiveness of prevrous poiice or community
responses to the problem. The third part covered the steps required to develop an effective response aimed
at resolving the problem. The officer was encouraged to describe fully the gpe of action that would be
taken to reduce repeat calls and how the response would be monitored. The final part of the wo*book

t2 Comenr mad€ by police oJfrcer du.ing the Surfels landise Prcblem-Solvins Woikshop, i2 Mdh 199?

conespondence receiltd non silf sergeanl D veirch, Edmonlo. Police sflice. 4 July 1996.
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looked at assessment. It gave a stnrcture for the oflic€r to evaluate the elfectiveness of efforts to resolve
the problem, as well as helping to identify those factors ihat contributed to the success or failue ofthe
response. A copy of the workbook used during the BCFS Project is attached as appendix C-

The general leeling oi those interviewed for the evaluation was that the p(oblem-soiving model adopted
for use during the project provided a useful fiamework lor officers to tackle the problem ofrepeat calls for

I bavenl se€n lhe results yet. However, the processes that I was priry to were quite plausible, quil€
applaudable ... I have no doubt that the evaluaiion will bear out the success of the r'ogral].1. (intenie\,,
steeri ng conntttee nenbe r)

Well it lthe Foblem-solving model] allowed lareni thinking, it aliowed me to sit down aDd tlink hey,
how would I address this problem and what would I like to do aboul it. Ii's allowed me to tsy different
lhjnes. (inteniev project olfcer)

Organisational support
In the end, the success oian ilitiative such as the BCFS Project is ojien dircctly proportional to the support
it receives from lhe sponsoring agency. ln assessing the support for the project, hvo main factors were
looked at: the adequacy of allocated tesouces and the degree of managerial support.

The adequacy of resources

As stated earlier, the BCFS Project was rhejoint responsibility of the CJC and lhe eps. The CJC agreed
to provide the equivalent of one full-time research olficer for one year to take primary responsibility for
ihe design and evaluation of the project. The QPS agreed to tund a police officer full time for the pedod
ofthe project, as well as to provide the compuler support needed to facilitate a nurrber of design changes
10 the IMS.

Apart ftom the provision ol staff, the project did not require any other financial support. It did not have
a separate operating budget and any costs incurred were absorbed by the CJC or the eps. For example,
beforc the start of the pro.ject, an information tecbnology audit of the Beenleigh poiice Communlcations
Centre was conducted by the ISB. The purpose was to see ifthe centre's computer capacity was sufficient
to suppon the proj€ct properly. As a result ofthe audit, a new computer was purchased, with the cosi
shared equally by the two sponsoring agencies.

The project oJficer expressed or y a few minor concems aboui the adequacy or availability of other
matedal resources. For the most part these concems related to the occasional unavailability of a police
vehicle to conduct inquiries and the lack ola computer for use during the prcject. However, the project
offi cer ackrowledged that:

-.. they were made a*ilable to ine when I needed them... I cenainly wasn't impeded in any \r,ay by a lack
oiresources.
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Chaoter 7

Degree of managerial support

The BCFS Project received a consisrenrly high degree of support ftom th€ CJC and the eps. Senior
rcgionai police officers spoke very favourably about the project and expressed hope that it would be a
complete success:

This kind ofproject is very important to rh€ region... We need to get on top of our worktoad and find wa],s
to better se ice our communiry. Hopefully, your evaluation will show thar we are on the riqht track.
( tnten iew, co nn i s s i o n e d ofr ic e t )

Further evidence of support for the Fo.ject is illusEated by the willingness of senior managemen ro acr
on suggestions liom ihe steering committee and project officer, even when these suggestions described
some accepted work pmctices as inefficient. Their preparedness to reflect criticaliy on longstanding
procedures was the subject of seveial cornnentsl

... finaly somebody lthe BCFS project] has sar doirn and asked: what are we doing? why are we doing
it, and how can we frx it? Now, some people will tf and iell you that we do that all th€ time_well the facr
is we dont. We'd like to think we do, bur reatly. we don't ... in the long renq I would hope rhis whole
initiative goes Statcwide, I rhiDk it can't be an],thing but ahetp. (intenie\,r', connissioned ;ffcet)

One of the geat rhings about the project was that it highlighted important issues about our use ofpolice
resouces ai Beenleigh_ Interestingly enough. one oflhe greatest users ofpolice rcsources wasn't a m;mber
ofthe public, it wasn't all outside organisation - we [rhe police] were our own b€st customer. r.irrer"yr€]r.
connissioned of|icer)

Support for the Foject was also high at the divisional level. This was particularly noticeable among the
morc smior non-cornmissioned offi cersi

The projecl has obvious benefils and ir is ceitainly not a waste oftime. It gives one a boost by f€eling that
managenent rs tymg and wiiling io nuke the road copper's job a little bir easier_ tB CFS prcJea A\|arcness

Any project which tries to reduce the number ofcalls for scNice is a worthwhile $oJect. (BCFS project
Awareness Suner)

On the whole, those intefliewed for the evaiuation felt that the project was adequately resourced and well
supported. Ofparticular note was the high 1e\el of suppon tor the projecr ar the regronal levei, where it
w_as seen as anajor breakthrough in fying new ways to serve the community through better nanag€menr
ofpolice workload.

I
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Summary
Few significant probiems werc encountered during the implementation ol the BCFS hoject, and
coopelation between the CJC and the QPS remained high.

The maior factors that iacilitated the implemeniation and operation ofthe project were:

. A trkd and tested fratfiework for problem-solvit g. Much of the conceptual groundwork for
probiem-soiving had already been well established during earlier Fojects such as the Newport
News Prcje.l and the Toowoomba Beat Policing Pilot Project. By using an existing ftamework
for problem-solving, considerable time was saved during the planning phase.

. Committe.l ond enthusiasti.c participdrrrr. The project was fortunate in that several highly
motivated individuals were involved. Their dedication was a key factor in ensurhg that the project
was given every chance of success.

. Manageial suppda The project was seen as impotant 1o the region and was sfiongly supported
by senior police. This suppon encouraged those directly involved in the project to tnnovate end
thint lateraliy about ways to resolve policing problems.

. Ailequate resoulces, Aithough the project did no! have a specific operating budget, the sponsodng
agencies were rcsponsive to requests for whatever resources were required to complete the project.

Despite the ease with which the project was implemented, there were some lessons leamed. The difftculties
associated with analysing IMS data, for example, should not be underestimated. Although the capability
of MS is continualty improving, analysing calls lor service is stili time consuming and complex.
Considerable work still needs to be done, especially in the erea of stafl training, lo maximise the quality
and utility of MS data.

Attmtion also needs to be given in the early stages ofa project to encouaging interested individua.ls to take
a more active role. This is particularly important if their expertise or experience wouid add an exha
dimension. One way of accomplishing this would be to develop a role statement for all the paticipants.
The statement could outline the various ways in which members could participate in the project more
activelv.
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8 Conclusions
This final chapter is divided into two parts. The first part sunmarises the key fmdings of lhe report. The
second part discusses the main issues that arose during the evaluation. The chapter also looks at some of
the rtays that the use ofproblem-solving could be enhanced and extended elsewherc id the QPS.

Summary of the key findings
The Beenieigh Calls for Service Project was established by the CJC and the QPS South-Eastem Region
on 1 September 1996 as a six-month experiment to find out whether the application ofproblem-solving
strategies could reduce the number ollepeat calls for s€rvice at targeted locations in the Beenleigh Police
Division.

The key findings ofthe evalualion were:

. The impact ofrepeat calls ior service on the workload ofBeenleigh police is substantial. Beiween
June and September 1996, nearly hatf of all calls for service were ftom repeat call locations.
Furthermore, l l localions alone accounted for 197 calls (10%) in Beenleigh over this period.

. The implementation of the BCFS Project w€nt reasonably well. Few major problems were
encountercd and cooperation between the CJC and the QPS remained high tbloughout. The
project was seen as important and strongiy supported by senior police in the South-Eastem
Region. This support encouraged those directly involved in the projecr to innovate and think
creatively about ways to reduce repeat calls lor service.

. One ofihe main airns ofthe BCFS Project was to demonsfate how problem-solving could be used
to reduce the number ofrepeat calls for sewice. For the most pafi, the qpes ofproblem-solving
activities undertaken during the project were fairly staightiorward, such as improving security,
increasing police $fveillance of prcblem areas, prcviding inlormation and advice, and referring
the problem to another agency for resolution. Although these activities suited 4 small-scale project
such as the BCFS Project, more demanding response options could have been implemented if
ihere had been an opporhrnity to tdal them over a longer period.

. There is evidence that th€ project succeeded in reducing repeat calls at rhost of the ta€eted
locations in Beenleigh. Tfuoughout the six months in whicl the project was in operation, there
was a downward trend in the toial number ofrcpeat calls at the ta.rgeted locations. However, the
analysis also showed that, after the project concluded, the number of cails fot several of the
locations retumed to near Fe-project levels. This lnay have bem due to the discontiNance of
some initiatives taken during the Foject. Such a finding emphasis€s ttle need for police to be
patient with problem-solving, as some sfategies need to be in place over lar longer periods to
yield any appreciable benefit.

. Although the proj ect reduced the number of repeat cells at the taryeted locations, it is not possible
to show the impact on the general workload at Beenleigh Division because of the sanrll scale ol
the project and the methodological difliculties in interyreting fends in aggregate calls for service
oala.

During and after the project there was a downward fend in the cost ofrespodding to the targeted
locations. This tended to be offset by the cost ofthe project officer's participation in the trial, but
the cost of responding to calls at the targeted locations was substantially less after the project
ended than for the same period in I 996. Some initiatives now in place can be expected to prcduce
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substantial savings lor Beenleigh over the longer term. As well, several oflhe initiatives trialied
during the protject are likely to be impiemented jn other districts and regions, which may result ln
future cost savings !o the QPS.

Less than half of the Beenleigh police officers were awarc of ihe BCFS Prcject. This is a
disappointing result and suggesis that a greater effort should have been made to communicat€ the
methods and objectives ofihe project to officen at Beenleigh. On the other hand, there are some
definite signs that the project succeeded in raising the level ofknowledge about problem-solving
arnong those senior police officers who attended the two prcbiem-solving wo*shops held during
the period ol the project. Based on their cornments, there is every reason to believe that these
officers will begin to use problem-solving rcutinely ard will be encouraging others to do the sarne.

lssues to be considered
Although the BCFS Projecl achieved most ofits objectives, in tull or in pa{ the project also highlighted
sev€{al important issues that need to be considered. These relate to:

. further improving the use ofcalls for seflice information

' increasing commurlily involvement in problem-solving

. the 'specialisf versus ihe 'generalist' approach to problem-solving

. creafing a supFrortive organisational environmeni for problem-solving.

Furlher improving the use ot calls lor service information

Obviously, for calls for service data to be usefu1, police officers n€ed to have confidence that the
iniofinafion is accurate and easily accessible. Missing data, inconsistent coding, misspellings and overly
complex informalion-retrieval systems arc all problems that dekact ftom the quality and accessibility of
the data, and ultimately ftom its usefulness lor prcblem-solving.

As indicafed in chapter 6, the difficulties associated with analysing Beenleigh's calls lor servlce were
undercstimated. Although many ofthese problems were eventually overcome by a partial redesign of the
IMS, additional work still needs to be done to further improve the quality and utility oicalls for service
infomation.
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There are several sfategies that can be put in place to improve the quality ofthe daia further, as well as
to enhance the use ofcalls fot service in problem-solving:

. Proiiling clear guidelifies to promote conshtent rccoriling and classification ofcallsfor sedice

for use by Communicatio s Cefitre opentors. A.user's manual for the IMS already exists but it
ft)cuses on the technical operation of ihe MS what is needed is a data entry guide that outlines
the t)?e of information required for each data field and identifies the precise form that the entry
shor.rld take. It is also important to train Codmrmications Centre staffand police on the application
of any new guidelines.

, Cotttlucti g regular qualil! assurancc audits of calls for semice .lala to reduce enors a d
ehsure consistenq). Est*lishing an effective quality_assurance process ensues that problems in
data quality can be discovered and rectified quickly. In some areas, the Communications Cenfe
supervisors are already conducting these types of audits. However, the process needs to be
formalised and validated to ensure that the audits are routinised and have an agrced set of
benchmarks.

. Distributifig a set o.fbasic rcport prepared by asing calls for semice ilatafor use h problem'
sdlrrrg', Most of the police officers interviewed for the evaluation considered that calls for service
data were difficult to access at the local unit level. One way lo overcome this problem would be
for each police division to rcceive a 'weekly briefing report' containing localised informaiion
about calls for service that could be used by police managers to ide iry any potenrial policing
problems in their area. Several key reports such as the t'?e ofcall, the day/time that the call
is r€ceived and the ftequency ofcalis by location are already built into the reporting function
ofthe MS. These reports could be produced at each Communications Centre and distributed to
Oflicers in Charge ofDivisions using ibe QPS e-mail network.

Increasing community involvement in problem-solving

The last decade has shown that much ofthe public stands ready and willing to assist police in rcducing
crime and disorder in the community therefore, involving the community in problem_solving makes
good sense. W1rcn the BCFS hoject was originally established, it was expected that the 'conmunity' in
Beenleigh would become involved in the project by working cooperatively with police to find solutions
to the problem of repeal ca1ls. lt was fufther expected that a number of strategic parherships would be
fomed with lhose affected by the problem, or be used to identiry those who could assist in resolving the
problem. In practice, the short iength ofthe project did not allow for the ful benefits of these partnenhips
to be realised, although the project officer did work closely with seveml individuals associated with the
targeted locations.

In future, more emphasis needs to be placed on involving the community in problem-solving There are,
ofcourse, a wide variety ofstrategies to mobilise the community. Specific ones relevanl to problem-solving
are:

using existing networks (e.g. CoNrunity Consultative Committees, Community Policing
Parmerships, Neighbourhood watch) to serve as the basis lor community involvement in problem-
soiving (see also CJC 1997b)

forming specific-interest pafinerships when lhe ne€d arises to handle a particular policing problem

networking with community and business leaders, govemment agencies, community goups, and
the media to identifu individuals and resouces that could be used to resolve problems of muhral
interesl,
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The 'generalist' versus 'specialist' approach to problem-solving

One approach to promoting the wider application of problem-solving is lo introduce this method on a

Sewicelwide basis and encourage the participation of all members, inespective ofrole. Atother approach

sees problmr-solving as the responsibility ofa small specialist group lnthecase ofthe BCFS Pfoject, the
'.p"Jidi.f uppro*li*us adopted ard found to work reasonably well. However, there is no 'goldell rule'

to lollow when implementing a problem-oriented approach

Ajojnt QPS-CJC working goup, formed to address recomm€ndations 133 and 13411 of trc Report of the

Qieensind Potice Seni Reviel, (1996), is cnfiently discussing the possibility of combining the
:goreralist' and 'specialis!' approaches to problem-solving by establishing problem-solving cells at each

lJvet of the regional conrmand structure (e g. region, district, division). This modei combines the wo

approaches by tearing a small expert unit consisting of a Crime Manager, Intelligence Analyst, Research

ciin""r, una'co-lnutrity Liaiso; officer at the district level. The purpose ofthis specialist group is to

identiry problems, and provide expert advice and support for problem-solving at other levels of the

organisation. This ty?e of apprcach seems to have several advantages in that it:

. brings together all of the people responsible lor identirying pfoblems within a dr ! r sr on, d i slricr.

or region, which facilitates the planning and implementation of iesponses or solutions to a
particular problem or issue

. cteates a mutuaily supportive inirastructure for prcblems that cannot be solved at lhe local level

. incorporates the role ofthe specialist problem-solvers with that ofrank_and-file officers

. allows for problem-soh'ing to be information-diriven using a wide range ofdala sources (cnme

reports, calls for service, intelligence repons etc.) while taking advantage ofthe considerable
knowledge that operational police have gained from working directly with ihe cornmunity'

14Recdrmendatiml33:TneComineecomendsthaltheComi$ionerdevelopacledpolicvstaremeaboutloli'inginpannesh'p
wnh rhe conmuritv consisteni wnh s. 2 4(21 or the P,rce s€ni.? Adnini.tuna, Act 1990

Recotrmendatiod Il4: The Conmntee recomends thal lhe Comissioner devise stutegies to lnplemenl this lolicv .
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Creating a supportive organisational environment for problem-solving

Wlutever approach is followed to promote the wider application ol problem-solving, it is essential that the
QPS creates the proper environment for problem-solving by fully integrating it into the organisational
cultue of the Service. There are some encouraging signs that this is aheady happening. For instance, the
Police Conunissioner recently released a new vision statement for the QPS, which reinfbrces the
importance ofworking in partnership with the community and commits the service to using 'problem-

solving approaches' to prcserve peace and good order and to prevent, detect and investigate breaches of
the law (QPS 1997, p. 2). To give effect to this commiflient, considemtion needs to be given to:

. rcviewing cunent human resouce practices to enswe thatthey reflect and reinforce the importance
of the problem-oriented approach to policing: in particular, emphasis needs to be placed on
providing the necessary training and on the development of status and reward systems that
encourage the application of problem-solving

. ensuring the availability of accurate, recent, local inlormation so that officers are able to idendry
problems and make infonned decisions about how best to respond

. developing a clea.r rnarketing plan for police officers and the public to communicale why therc is
a need to engage in problem-solving, what the goals and objectives are, who will be doing what,
and how the conrmunity can become involved

' establishiag mechanisms at all levels of tbe QPS to promote inier-agercy cooperaron in solyirg
problems of mutua] interest

. providing police with sufficient resources and autonomy to facilitate the development of problem-
solving initiatives, with the airq olencouraging innovation and experimentation at the local 1eve1.

Conclusion

On the basis of the evidence presented in this reporl, it can be concluded ihat the BCFS Project has helped
demonstrate the eflectiveness ofusing the problem-soiving approach to deal with the problem of repeat
calls for service. In particular, the project provided an opportunily to experimeff with and idendry how
best to use problem-solving in a busy operatioral policing envirohment.

The lmdings ofthis evaluation also have implications for the wider application ofFoblem-solving. Briefly,
lhe main lessons ftom lhe BCFS Prolecr are.

. It is essmtial ihat officers can get accuate and timely local information so they can analyse
incidents and identii, potential policing problems.

. Problem-solving needs to be strongly supported at the locai, district, and rcgional levels.

. Management needs to take a flexible approach to work practices and encouage officers to
imovate and think laterally about what options are available fot use in resolving a problem.

. Police need to be patient with the problem-solving process, as some strat€ies need to be operating
over long periods to yield any appreciable benefit.

. Proper strategies reed lo be put jnto place io cofimrlrlicale ihe goals and benefits ofproblem-
solving to police officers and ihe public.
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Appendix A - Case

Case Study 6

studies

Target location 1
Police Watchhouse

Nalur€ of the problem
High number of prisoner escorts

Background to the problem
During the six mooths before the stat of the BCFS Project, the Police Watchhouse had the
largest number ofrepeat calls for service (72) in the Beenleigh Police Division. For the most
part, the calls were requests to ffanspori pdsonerc !o and ftom various couts, hospitals, and
conectional facilities. The use oi ope(ational police for escorf duties was judged by the steering
commiftee as a major problem in Beenleigh because it diverted police away from operational
duties.

D€scription of the problem-solving response
The cunenl prisoner escort procedwes at Beenleigh Police Division were reviewed. The steering
committee recornnended that greater use ofthe Southport escort van be made to reduce the need
for operational police to perform escort duties. The Southport van routinely passes Beenlergh
while escorting prisoncrs back and lorth to B sbane. It was expected that by combining
Beenleigh's and Southport's resouces 1o make better use of the Southport va.n, the number of
prison escorts would be reduced resulting in a considerable saving ofiesources in Beenleigh.

Outcome
On 1 1 November I 996, the Southpon escot van started transporting prisoners between $e
various Brisbane-area corectional centres and the Beenleigh Watcblouse. The implementation
ofthe new procedures went rcasonably well and the initiative was well supported in the region.
However, there were a few minor problems; for example, the van used during the tdal was not
designed to segregate adult male/female orjuvenile male/female prisoners. As a rcsult, there still
was a need to transport some categories ofprisoners using operational police at Be€nleigh.
Furthermore, the dimensions of the van prevented it ftom mtering lhe secudfy enclosue at the
Beenleigh Walchhouse. This was not something that could be overcome without having to make
major changes to the prisoner loading bay at the watchlouse. Although a contingency plan was
developed lo alleviate this p{oblem, there was one incident during the trial when two prisoners
attempted to escape as they were being put into the van. They were immediately apprehended by
police officers supervising the transfer.

An analysis ofcalls for service for the target showed that the number ofcalls decreased sharply
before the start of the BCFS Project, then flaftened out. The rnain reason lor this was thatjust
before the stan of the project there was a change in ihe way that some types of escort j obs werc
handled by the Communications Cenffe. This iesulted in some ttpes of escorts, especially
routine escorrs, no longer being recorded on the IMS as a call for service. Although the initiative
was considered quite successful by senior management at Beenleigh, the change in the way ihat
escorts werc recorded on the IMS rnade it imDossible to see the full imDact of the initiative.

Source: BCFS Proj@t workbook
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Case Study 7

Targ€t location 3
State School - A

Nalure of the problem
High number of brcak and enters at a local school

Backgroutrd to the problem
From March to August 1996, police attended to 29 calls for service at State School - A in
B€enleigh. Slightly more than a third of the calls were reports ofbreak 8nd enters at the school

The prcject officer rcviewed the infomation contained in the calls for service lecords and found
ihat tbere was a need for the school to up$ade security, particularly alalms and extemal
secrmry,

Description of the problem-solving response
A security audit check at the school found several areas vulnerable to intrusion. Discllssions
were held with representatives of a special task group from State Govertrnent Security, which
has the primary responsibiliry for security at the site. As a res\rlt, several rccoinmendations were
made to the principal of the school. These were:

. trimming trees and shnbs to heighlen visibility
' improving property secudty (e.g. moving iterns ofvalue to secure localions)
' changing securily alarm procedures for staffeniering the school after hours
. arranging for the State Governrcnt's School Advisory Team to make periodic

safety and security audits.

Outcome
Ther€ was a downward tsend in the number ofcalls ior service at this location. Frcm a high of
29 calls recorded during tle March Au$$t 1996 period, the number decreased to 16 C45%)
over the six months of the project. After the end offie project in February 1997, the downward
trend continued, with only 6 calls recorded between I March and 31 May 1997.

Soure: BCFS Prcject workbook
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Case Study I

Target location 4
Railrray Statio, B

Nature of the problem
High number of disturbances, wilful destruction, and trespasvloitering offences in and around a
local railway station

Background to the problem
During arl analysis ofcalls for service, it was found that police responded to Railway Station -B
2i times between I March and 3l August 1996. A breakdown ofthe ry?es ofcalls are as
follows: disturbance (8), irespassloitering (5), wilfirl destncdon (3), and ofher offences (5).

Railway StatiolFB was described by the project officer as a fairly easy target for potential
offenders because of its poor secudty.

Description of th€ problem-solving response
1) ln discussions with a senior investigator for Queenslard Rail, the project oflicer was

told that there were plans to upgrade security at the station by installing four closed
circuit television cameras on tle station platform and improving secudty in the car park.

2) The target was nominated as a priority objective for patrol crews. This meant that
patrols of the station area werc increased to deter possible offenders.

3) A third strategy - to encourage the local media to print a notification that the siation
was the subject olincreased police surveillance - was considered bul not implemented
duing the period of the project.

Outcome
There was a general decrcase in the number of calls for senice at the tarset over the second half
of the project, which coincided with the implementarion ot the first rwo ;trategies. The number
ofcalls dropped ftom l1 over the September-November period, to 5 between December 1996
and F€bruary 1997. The number ofcalls then increased to 14 for the thrce months alier the end
of the project, an increase that may be due to th€ discontinuance of the priority patrol objective
scheme.

Source: BCFS Projet workbook.
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Case Study 9

Target location 5
Public space/park

Nature of the probl€m
Moderately high number of calls lor service relating to unlawful use of a motor vehicle, dnrgs,
and brcak and enters

Background to the problem
Betwe€n I March and 3 I August i 996, police responded to I 2 calls for service at this site. A
brcakdown ofthe Rpes ofcalls are as follows: unlawful use ola motor vehicle (3), break and
onters (3), drug-related offences (2), and othe. offences (4).

The area was used by young people ior bicycle riding, skate boarding etc. Very few of the
ieported offences related directly to fte facilities in the area. However, its seclusion provided an
ideal place for individuals to congrcgate and occasionally coinmit ofl-ences.

Description of the problem-solving response
The pmject officer contacted the 'o\4ner/caretaker' of the facility to discuss the high number of
calls, and was told that security hadjust been enhanced in an effort to reduce vandalism and
brcak and entels. These improvements included installing security grilles, locks and lights at the
food kiosks. Apart fiom increasing the number ofpolice patrols in the area,lhe project officer
considered that very liille else couldbe done.

Outcome
Over the last three months that the BCFS Project was in operation the number olcalls for
service to this location decrcased ftom 7 (September-November) to 4 (l December i 996- 28
February 1 997). Although increasing the number of patols in the area may have contributed to
ihe decrease in the number ofcalls, it is believed that effots made befole the project began to
improve security and lighting were largely responsible for the decline in the number oi repeat
calls.

Sodce BCFS Prol*r wo booL.
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Case Study 10

Target location 6
Restaurant

N.ture ofthe problem
A sharp rise in the number of false security alarms

Background to the probl€m
Between I March and 31 August 1996, the r€staurant generated 14 calls for service. A
breakdown of the tlpes of calls are as foilows: disturbances (4), activation ofthe store's security
alarm (4), and other offences (5).

A detailed analysis of the calls showed that only the four 'security alam' calls were directly
related to the restaumnt. In each case the alarm had been activated accidentally while staffwere
cleaning, or after hours when it appeared that it had been set offby someone hitting one ofthe

Description of the problem-solving response
On talking with the manager, the pro.ject officer felt that the rcstaurant was doing eveq,thing
possibie to reduce the number of false alanns. In addition, the restaumni rccently contracted a
local security firm to do spot checks on the premises and to attend each evening as the rest4urant
was ciosing, to incrcase the safety of staff. The project officer felt that very little else could be
done to reduce the nDmber ofrepeat cails.

Outcome
Frcm December 1996 to May 1997, there were no further calls for seflice relating to alams at
the restaurant.

Source: BCFS Prcject Po*book.
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Gase Study 11

Target location 7
Railway Stadon C

N4ture of the problem
High nrmbet ofpropefy offences and disturbances due to the lack of security in and around a
suburban railway station

Background to the problem
Between I March 1996 and 31 August 1996, police attended to 15 calls for service at a railway
station in the Beenleigh area. A breakdown of the types of calls are as follows: prcpefy offences
(4), dish.ubances (5), and other oflences (6).

The railway station was somewhat isolated and accessible 24 hours a day. In addition, it was
only staffed lor part of the day and not outfitied with closed circuit television surveillance
camems, Passenger access to the train platforms was via a subway, which had been used by
offenders as cover when committing offences in and around the station.

Description of the problem-solving response
l) Discussions were held with a senior Queensland Rail security employee. The project

officer was told that Queensland Rail was planning to upgrade security at de station by
installing four closed circuit television surveillance cameras (including at least one
camem) in the station subway. Queensiand Rail was also plarming to increase security in
the parking lot by erecting a fence with a locked gate to control access to the lot after
normai business hours,

2) A 'Station Watch Program' was established, which involved sevoral nearby rosidents
calling Queensland Rail on a loll-ftee number ifthey observed any suspicious aclivity at
lhe staron.

3) A reconrmendation was made to the Olficer in Charge ofBeenieigh Division to
eslablish a Platfom Beat Policing Team,b\t vtas unable to be implemented during ihe
period of the project; however, a request was made for the railway station to be included
as a ptiorify objective for patrol crcws.

4) A fourth strategy - to encourage the local media to print a notification that the locatron
was under increased police surveillalce was considered but not able to be
implemented.

Outcome
There was an initial increase in the number ofcalls for service during the first three months that
the prcject was in operalion. However, the number ofcalls fell over lhe last tkee months ofthe
project ftom 16 (September-November 1996) to 7 (December 1996-Iebruary 1997). The
number ofcalls remained constant lor lhe thee-month period (March May 1997) inrmediately
after the project ended.

Soure: BCFS Project workbook.
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Case Study 12

SoEer BCFS Pbjecl so.kbook.

Target location 9
A Sheet

Nature of the problem
High number ofdomestic violence calls

Backgrouhd to the problem
A block of20 units on A Street was the site ofa hiqh number ofrcoeat calls for service ov€r ure
six months between 1 March 1996 and 3l Augrsr is96. A breakdown of the t)?es ofcails are as
follows: domestic violence (4), disturbances (4), and one complaint about a breaker at premises.
A more detailed analysis ofthe calls reveal€d that alL the rncrd;nts involved a de facto couple. In
almost every case, the calls to police were ihe resuh ofa domestic dispute between the couple,
which escalated to the point ofviolence.

D€scription of the problem-solvitrg response
Several attempts were made by the project officer to contact the couple wifhout success. An
inquiry with the apartment manager revealed that the couple no longer resided in the unit.
Fu.ther inquides revealed that the couple had recentty splrt up and ivere now hving in separare
outer-Bdsbane sububs.

Outcome
At the time of the departufe ofthis couple, there was an immediat€ drcp in th€ number ofcalls
for service. However, the decreese was uffelated to the project intewention.

69



Calls for Service Pro Evaluation Re
I
t
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I

Case Study 13

sou&: BCFS Prcject wortb@k.

Target location l0
State School - B

Nature of the problem
Persistent problem with break and enters

Background to th€ problem
Wlen State School B was fimt identified as a potential repeat_address location, it was believed
that police had attended about 1 8 calls lor service over the six months befrreen I March and j I
August 1996- After reviewing the calls, however, it was discovered ihat some pertained to
another school in Beenleigh with a very similar name.

Although a re-analysis of the data substantially rcduced the number olcalls pertaining to each of
the schools, the sieering cornmitt€e felt that it would be in the best interest oithe cominuntty ro
continue concentraling on State School - B, to reduce the number of break and enters further.

DeJcript ion of thc problem-coh ing response
I ) The projefi officer conracted the principal olthe school to discuss what mighf be alone

to reduce the number of repeat calls. As a result, a security audit ofthe sch;ol was
conducted to expose areas ofrisk. The projecl officer larer reponed that secunty at tle
school was adequate. It had a monitored security alarm system and stafl.""."i to b"
rcasonably security-conscious. The general environment in and around the school was
properly landscaped and would not provide any convenient shelter to a potentiai
offender.

2) The project officer also discussed State School B with a representative of State
Covernmenr Secunry. uhich has o\erall re(ponsibrlrD for securiry ar rhe school. lt u.a.
agreed tnal. whenever Docsible. bolh rhe Beenlergh Divislon and Srale Co\ernmenl
Security would increase efforts to patrol the school.

A 'School Watch Program' was considered by the sleedng cor]miitee but was found to
be impractical because olthe positioning of the school in;ehdon to surrounding

r)

Outcom€
No further break and enten were reported between I December 1996 and 3l May 1997.
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Souce: BCFS Poje$ vorkbook.

Case Study 14

Target location 13
Caravan Park

Nature ofthe problem
A high number and variety of calls lor service to a residential canvan park

Background to the probl€m
Betw;n I June ard 30 November 1996, police responded to 31 calls for service. A breakdown
of the t pes ofcalls are as follows: property-related offences (10), disturbances (10)' assaults (4),

and other offences (7), which largely reflects the fact that the caravan park is, in effect' a small
cormunity,

Description of the problem-solving response
Discussions were held with lhe manager of the caravan park to see if anlthing could be done to
reduce the number of rcpeat calls. The project officor was told that the caravan park was due to
be closed in mid-1997 to male way for the widening ofthe Pacific Highway As a result, it was

decided by lhe steering conmittee to withdraw ihe taryet fiom further consideration.

Outcome
The calls for service to this location fluctuated throughout the period of the project. However,
the variations werc uffelafed to the operation of the project.
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Case Study 15

Target location 14
L Sfteet

N.ture ofthe problem
High number ofdisturbances and assauits occuring in and around a large block ofunits

Background to the problem
Between I June and 30 November 1996, polica responded to 19 calls for service to a block of
units in L Street. A breakdown of the types of calls 4re as followsr disturbances (-I), assaulis (3),

Foperty offences (3), and oiher offences (6). The analysis also revealed that most of the calls
were related to the actio$ of one person,

Description of the problerD-solving rcsponse
The project officer discussed the problem with the landlord, and was lold that most of the
uouble could be atl buted to a chronic alcoholic residing in one of the units. Futhermore, the
landlord said that the tenant was the subject of several complaints made by other tenants, and
promised to take action to remedy the situation by giving the tenant three-weeks' notice to
improve or quif lhe premises.

Outcome
Because of further incidents, the tenant responsible for most of the repeat calls was served with
an eviction notice and left shortly afterwards. Since then, the nu'nber ofrepeat calls steadily
decreased liom 9 in September November 1996 to only 5 over the March May 1997 period.

Source: BCFS Poject worLbook.
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Case Study 16

Target Location 15
R Road

Nature ofthe problem
High number of seemingly unrelated calls for service fiom at or near a licenced sports club in a
small suburban shopping complex

Background to the Problem
Between I June and 30 November 1996, police responded to 12 calls for service to this small
slopping centre. A breakdoim of the IJTles ofcalls arc es follows: break & enters (6),
disturbances (3), abandoned vehicles (2), and one call related to a bomb threat.

The initial assessment was that there was no pattem to the calls. However, a more detailed
review revealed that several of the calls involved patrons fiom a small licenced sports club
attached to fte shopping centre. Oi particular note were several calls involving uffuly drunks
fighting outside the club, which pointed to th€ possibility of improper serving practices at lhe
ciub.

Description of lhe problem-solving response
1) The Foject olficer contacted the QPS Divisional Licensing Inspector to seek advice on

what might be done to reduce the number of repeat calls involving patrons of the sports
club. The Licencing Inspector said that the club had a reasonably good rcputation in the
arca and that regular checks of the premises showed that the club met all the conditions
ofits licence. However, he indicated that he would discuss the situation with the
licensee in an effoft to minimise the number ofcalls to police.

2) A second strategy - to encourage the licensee to adopt a 'patron care code' aimed at
promoting rcsponsible serring practices - was considered but the project ended before
any work could be completed.

Outcome
There was a slight reduction in calls for sewice to this location dwing the time ol the project and
over the three months after the project. For example, during the September,November 1996
period, police responded to 8 calls at the location- This rumbet decreased to 5 during December
1996-February 1997 and decreased turther to 4 in the March May 1997 period. This may b€
attributable to the contact that the prcject officer made with ttrc Divisional Licensing Inspector,
who may have had an influence on the actions ofthe licensed premises. Altematively, the
defiease could be due to a random 1]uctttalion in the number of incidents and related calls ror
service at the tarset location.

Source: BCFS Prcjar workbook.
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Case Study 17

Target location 16
B Road

Nature ofthe problem
High number ofbreak and enters in an apartment complex

Backgrou d to th€ problem
The larget was a block ol five units on the outskirts of Beenleigh. In the June November period
beforc the project began, it had a high number of break and enler calls ior service, with each call
relating to d different unit within the complex.

These incidents occuned mainly during the day and on week days. A furthff rcview revealed
that almost all ofthe break and enters occurred in the sDace of less than two months and wcro
committed by people using a similar modus operandi.

Description of the problem-solving response
The target was identified as a repeat call location because ofan unusually high number of break
and enter calls over a fairly sho( period of time. The project officer carried out an extemal
inspecfion of the units but was unable to see any areas ofpot€ntial risk. In addition, he obseFed
that thele had not been any further brea,k and enter for se\rer months after the inilial fllrry of
calls. This seemed to indicate that fie complex was targeted by transients. In any event, the
steering committee felt that there was liftle else that could be done other than to offer securitj'
advice to the tenants. Unfortunately. it was not possible to do so before the end ofthe projecl

Outcom€
No further reports of break and enters were received from this target location during the three
months thal it was under consideraiion (1 December 1996 28 February 1997) or for the three
months after the prc.ject ended (l Mr ch 3I May 1997.).

Source: BCFS Project workbook.
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Source: BCFS Projeci workbook.

Case Study 18

Target location 18
D Avenue

Nalure of the problem
High number of calls about a prowler

Background to the problem
This target was a low-set dwelling occupied by a female single parent. The residmce was
located in a high-density housing area near Beenleigh. Between I June and 30 November 1996,
police responded to 10 calls for service. A brcakdown of the tt?es ofcalls are as follows'
prcwler (5), indecent assault (l), and other offences (3).

Description of the problem-solving response
The project oflcer made several attempts to contact the occupant of the premises by phone but
was unsuccessful. Inquiries with neighbours revealed that the occupant had left sometime in
December 1996. A check with the leasing agent confirmed that lhe occupant had moved out of
the residence without leaving a forwarding address.

Outcom€
The calls for service to this location dropped away to zero in the months following the departurc
of the occupant,
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Case Study 19

Target location 19
W Road

Nature ofthe problem
High number of stoien motor vehicles being recovered adjacent 1o a short, unsealed rcad near
Beeileigh

Background to the problem
The target was a road approximately two kilomelres long, surrounded on both sides by private
property. For the most part, it was unfenced and covered in thick vegetation. Between I June
and 30 November 1996, police rcsponded to 17 calls for service. A breakdown of the types of
calls are as follows: unla${ul use ofa motor vehicle/abandoned vehicles (8), break & enter (4),
Motor vehicle accident (2), and other offences (3).

A further review ofthe calls for service rcvealed that W Road seemed to b€ a favourite place for
abandoning vehicles. Tiis is mainly because it is isolated, and so gives an oflender the ideal
place to hide a stolen vehicle.

Description of th€ problem-solving respons€
1) The project officer considered implementing three dilfercnt responses- The first was to

request the Gold Coast City Council to consider creating a sloping gutter along the
length of the rcadway. lt was thought that this might be an eflective melhod of
preventing someone ftom driving a vehicle onto private property for the purposes of
abandoning it. Entry would still be possible, but would be restricted to an established
access point. Uflfortunately, there was not enough lime to develop this initiative.

2) The second iniliative was to approach landowners to see ifthey would consider erccting
a fence along W Road to prevent offenders fiom dumping stolen vehicles on thelr
properties. Once again, there was not enough time to develop lhe iniiiative.

3) A third initiaiive-to inqease police patrols in the arca was irnplemented.

Outcome
The total number calls for service to this location remained fairly constant lhroughout the period
ofthe pmject. However, the number ofcalls pertaining to abandoned or stolen vehicles fell from
5 in June-Auglst 1996 to 3 each for the periods September November 1996 and December
1996-February 1997. At the end ofihe projeci, the number of vehicle-related calls rctumed to
pre-project levels, which may rcflect the discontinuance ofincreased paholling in the area.
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source: BCFS lrcject workbmk
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APPend|ces

Appendix B-Costing model

lo order to determine the cost per minute ofpolice time in Beenteigh Division, we calculated:

. ihe full armual cost oi opemting the Beenleigh Division (including the watchhouse and the
communtcalons toom)

. the share ofthat cost attributable to a constable, senior constable and sergeant respectiveiy

. the Dumber of minutes worked amuaily by a t'?ical ofrcer and, on that basis, the cost per minute
of deploying officers ofthese ranks, with and without a motor vehicle.

The following discussion details lhe methodology and data which were used to obtain these estimales.

Full annual cost

Methodology

We defined the full annual cost ofope&ing Beenleigh division as the sum of estimated total Iabour costs
and estimated total operating and capital costs. These estimates do not include the value of land and
buildings at the Beenleigh site, on the assumption that the capital cost ol land and buildings at Beenleigh
can be regarded as 'sunk costs'.ri Similarly, depreciation has not been included wiihin the cost
calculations, as depieciation is not a cash flow variable.r6

Actual costs were used whore they were shown separately in the divisional budget. Other costs were based
on an estimate of Beenleigh's sharc of ihe regional, or total QpS, budget. For the purpose of estimating
these shares we applied the lollowing proportions, based on staffnumbers:

. proportion of QPS staff assigned ro South-East Region = 10.67%

. proFonion of South-Easr Region staffassigned to Beenleigh = 9.28%

l5 Mishan, E J, 1988, Cosrre,el,,4natrd, 4lh edn. Unwin Hyman. London.

l6 Hohgren, C T & Foste!, C, 1991, Cost AccauninE: A ManaAsial Enph8is,lrtt.4n.tueotice-Hau Intematioml, New Jesey
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Labour costs

Beenleigh's direct and indirect labour costs consist oi

Beedeigh's share of South-Eastem Region labour costs, including toial
salaries, wages, pa'rcll allowances, weekend work, FBT, and Payroll
Tax, but excluding ovenime and holidays: 9.28% of$39,492,000

l90- budgeted o\enine and itarurorJ holidals forBeenleigb

$3,664,858

$65,374

I
I
t
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Total $3,730,23t

sources: sal,ryetc. dahfton SNd Eastem Regron: Bas and Total AllocEdon Expodirure Review St*enent (s at Apnl 1997)r overlime
and holiday dlla aE fiom Soulh-Dd$ Region Monthly Budger SDmdf - Bee.leigh Srador {as al Apiil 1997).

Operating and capital costs

Annual oporating and capital costs, excluding moto( vehicle costs, altributed to Beenleigh Division consist
oi

Direcl operating costs specific to Beenleigh, such as elecaicity, plant
and equipment mainrenance, bur excluding oil and petrol

B€enleigh's share of the QPS Corporaie Serr'iccs' budget, excLuding
capital outiays: 9.28% of 10.67% of597,031.000

Beenleigh's share ofQPS Capital Outlaysi
9.28% of 10.67% of$47,823,000

Beenleigh's share ofQPS Accmed Employee Entitlements:
9.28% of 10.67% of $116,256,000

$t22,641

s960,778

s473,532

s 1,t49,174

t
I
I

Toral $2,906,r28

Daa on direr opedtins cons ee talen from the | 997 Sourh,E$rem Region MonrhLy Budger Sutuary: Bee.lejgh Srltionr all other
d!! ffi 6om Dep"dmtr' o Pol.\.,t-4uat R.pn,t loa>a6.

Vehicle costs

Vehicle costs were defined separately to enable us to differentiate between the cost of ofiicers using a
vehicle and patlolling on foot.

Arurual vehicle costs for Beenleigh were estimated as totalling $69,369, representing budgeted petrol and
oil expenditures of$33,369 and ar estimated $36,000 for maintenance (6 vehicles at 56,000 per vehicle).
Capital costs olnew vehicles and depreciation wete not included as the net repiacement costs ofvehicles
may be minimal and, in any event, arc included in 'capital outlays'-
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Total cost per officer
In order lo determine the full cost ol€mploying a constable, senior constable and sergeant respectively at
Beenleigh, we employed the methodology developed by Shapland et al. (1996, p. 24) for calculating the
cost of a constable. This methodology esseotially involved using data on staffnumbers and basic pay rates
to calculate the total Dumber of omcers who could be employed in Beenleigi ii every officer was of the
rark in question. The number de ved lor each rank by this method was then divided into fhe amount of
$6,636,360 * the tull armuai cost ofBeenleigh (less vehicles) to give a per capita cost for the rank
concemed.

The methodology used by Shapland et al. can be expressed by the following fomula:

FCQ = the estimated full cost ofan officer of the rank in question

FC = tulI annual cost of mnning the station (less vehicles)

A = the number ofoffic€rs of any given rank in the station

B = the simple average basic pay for the same rark (that is, the average of the pay poi$s for that rant)

BQ = &e sirnple avemge basic pay for the ran-k i! quesriotr

k = the number of different rar*s

The data on staff numbers and basic pay rates required for these calculations are set out in ihe table B.1

(Ar x Bj,tsQ) + (A1 x B:/BQ) +...+ (Akx B,rtsQ)

Total costs

Estimated tolal Beenleigh costs were th€reforc as follows:

Total capital and operati[g costs

s3,'730,232

$2,906,128

Total costs $6,636,360

1o 'a l co { c  oe r  n . r ' n c l L@ ve t ' \ ' e . oc .  o r  Soo j Joo .

FCQ =

I
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Table 8.1 - Numbel of officers and basic pay by rank: Beenleigh
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sd Sn. Cotr Admln
Con (OOr)

Average basic pay for rank (S)

(0.0926 x 93,000/,11,049) + (0.0924 x 77.544/41,049) + (0.2312 x 71.159/41,049) + (0.9228 x 62.962141,049) +
(6x4J,904/41,049)+(16x41.0a9/a1,049)+(l9x]6,468/41.049)+(36x30,677/41.049)+(8x29,561/41,049)

6.636,360
si9, i28.nl

I Acoal cutretu allocated snenslh for B€enleish Station, warhbou* ald Comunicarions h3le been inchded. Ranls above lhal or
Ssid Sssmt d€ imruded 6 Lhe B€nleigh estinared proponion of lhe Logrn Disaict allocalion (Inspeclo6 and Supqi.tedenls).
and rh€ Beenteigh e$inatqj proponion oflbe Solth-Eastem Resion (Cbief Supeiintende.t and Assjs!61 Coonissio.er). The
appodionnmt is based on staf nmbeB.rr

2. Pay mB have been €rken fiom the QPS Eftepnse Bdcnining A8leement (1.12.94 30.11.96) (t\ird incEase.) The Eversse basic pry
ror each 6nt is n\e simple averase of all pay leleb wnhjn tha! rank.

For example, the estimate of the full cost ola sergeant would be:

6,636,360

7,1.45E71

Using ihe above method gave the following estimated costs:

Senior CoNtable

Constable

$89,128

$79,181

$66,607

Costs per oflicer were calculated lor the ranls ofconstable, Senior Constable and Sergeant, on the basis
that these ranls are most likely to attend calls for se ice. Howeverr the method of estinration allows for
the costs associated with other ranks (aid civilians) to be readily calculated.

Cost per minute

The estimates of the cost per minute of an ofiicer's lime shown in table 8.2 beiow are based on the
assumption that a typical officer works 200 shifts a year and that each shift l&sts eight hours.

$78,306

1? soulh-E $em Regiin: Analysis of Ratio ofcivilian suppon s1afi to Police ofic.sj cuenl all@ated Stergh listirg (s at April 1997)
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Table 8.2 - Estimated cost per minute ot an oflicer's time

ln the case of car usage (table B.3), the shift has been estimated at six hours, providing for 18 hours per
day use. This is based on the reasonable as$rmption lhat officers in an area such as Beenleigh would be
likely to spend apFoximately two hours of each shift in a briefing on commencing duty, a meal break, and
in tlping up activily logs and reports before completing duty. For these two hours (spent in the Station),
it would be unlikely that the vehicle would be operaled.
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Table 8.3 - Estimaled cosi Der vehicle per minute

Combining data fiom the above tvr'o tables gives the following per minute estimaies (table B.4), which arc
used as the basis for the cost analysis prcsented in this paper.

Table B.4- Costing Estimates

Estr4rated w€iglted avemge cost per mirute for a single offic$ on foot $0.82

Estiftated weiChted average cost per minute for a siryle offrcer in a polic€

Estimated weighted avemge cost per minute for two offic€rs in a police motor

$0.8s

$ 1 . 6 7

Sergeant

Estimated cost per year $89,128 $79,181 $78,306

1-1ff'9t.!!ql!er{. i . ?9! 200

Avemge number ofhou$ per shift 8 8 8

Cost per shift s446 !13 $3e2

Cost per hour

$0.93 $0 82

Cost per vehicle
per year

($6e,369 .... 6)

Cost p€r vehicle
per day

Cost per vehicle per
hour

(@ r8 hours per day)

Cost per vehicle
per minute

$0.01s1r ,561 .00 $32.00 $1.70
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PROBLEM-SOLVING WORKBOOK

STEP 1

Scanning is the first stage of the S.A.RA. model and
involves PRoBLEM tDEN"ItFtcATtot\, The priorry
purpose of scatrning is to conduct a preliminary
inquiry to determine if a problem really €xists and
whelher further action is necessary.

Sc.nning helps to clarify the situatiotr and sets the
boundaries. Step I d€fines the s€riousness of the
problem and encourages identiting those who htve
the skills or the Dower to corrcct it.

1.1 BRIEFLY DESCRIBE TIItr PROBLEM

+SCANNING

Y
'''> ANAIYSIS

Y
> RESPONSE

Y
> ASSESSMENT

1.2 HOW URGENT ORSERIOUS IS THE PROBLEM

WIIO HAS PRIMARY RESPONSIBILITY FOR TIIE PROBLEM. AND WHO TIAS THE
POWER TO CORRECT IT

I
I
I
I
I
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Calls lor SeruiqqE

> SCANNING

t
I
I
I
I
I
I
I
I

STEP 2
The second sts.ge, anallsis' is th€ h€art of the
probl€m-solving process. The purpos€ of analysis
is to learn as much as possible about the problem itr

order to identify its caus€s. Analysis considen
issues such as:

. place or locatiol

. possibl€ off€nde$

. the victim

. role ofthird parties

. previous police responses.

'ANALYSIS

Y

> RESPONSE

Y
.>ASSESSMENT

2.1 WHERE DoES TIIIS PROBLEM ocCUR(e.g. what t)?e ofplac€ or location' day of$eek'

time. etc.)

WHO DO YOU THINK IS R.ESPONSIBLE
offetrders, tesid€nts, customers etc.)

FOR CAUSING THE PROBLEM (e.9.

2.3 ARE ANY THIRD PARTIES INVOLVED (e.g. outside agercies, n€ighbours' etc')

WHAT HAS BEEN THE PREVIOUS POLICE R.ESPONSE TO TIIE PROBLDM (e g'

what was doner what wasn!t done, €tc.)
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Appendices
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STEP 3
The third stage, /€sporre, is th€ formulation of creative'
tailor-mad€ solutions to particular problems. Ther€ are
a wide r|trge of responses availabl€ to an olncer
including:

. mediation

. mobilising other groups

. crime prevention itritiatives

. increased tegulation or law enforcement action.

WIIAT ACTION(S) WILL BE TAKEN TO
ADDRESS THE PROBLEM ( €.9. describe the
response! objectives, time ftame, who will do
what. etc.)

> SCANNING

V
> ANALYSIS

V

3.1

- RESPONSE

Y
' .> ASSESSMENTI

I
I
I
I
I
I
I
I
T
T
I
I
I
I

HOWWILLYOU MONITOR THE ACTION TAXXN

3.3 WIIAT SPECIFIC INDICATORS WILL YOU LOOK FOR TO TELL THAT THE
PROBLEM IS GETTING BETTER OR EAS BEEN ELIMINATEI)
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Been eiql 'Cal ls 'or Se'vce Proect:  EvaLJal io ' l  Repon

.ASSESSMENT

4.1 DID THE ACTION(S) TAKEN REDUCE OR ELIMINATE TIIE PROBLEM

WHAT FACTORS CONTRIBUTED TO THE SUCCESS. OR FAILURN. OF THf,
PROBLEM-SOLVING ACTIVITY

I
I
t
t
I
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STEP 4

The hnal stage, dssessmert, provid€s the officer an
opportunity to evaluate the effectiv€ness of their
responses to the problem. Assessment is r key
ingredient to the problem-solving process. AD
assessment allows the omcer to 'fine-tune' a
r€sponse to ensute maximum effectiveness, or to
formulate new approaches to the problem. In
assessing a rqponse the oflicer should, as a
minimum:
. observe the problem over time to

determine if it resurfaces
. keep accurate records and document both

the positiv€ AND negative outcomes.

> SCANNING

Y

> RESPONSE

WHAT MODIFICATIONS COULD BE MADE TO THE PROBLEM-SOLVING
ACTIVITY THAT WOULD ENHAI{CE ITS EFFECTIVENESS
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