
-Provide some background on problem-oriented policing and problem solving 
 
-Then go through a model used in Chicago to implement a community-oriented 
problem solving program 
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-Here is an overview of this training module 
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-This is just to recap the discussion from this morning about what this intervention 
will look like and how problem solving fits in 
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-An important first step is defining what we mean when we talk about a problem 
 -Group of related incidents or calls 
 -Problems are persistent  
 -Something police and community can do something about 
 
-This definition comes from Skogan and colleagues in their book about problem 
solving in Chicago (On the Beat: Police and Community Problem Solving) 
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-The CHEERS test is an acronym you can use for thinking about what needs to be in 
place for something to be considered a problem- 6 required elements 
 
-Community- members of the public must be experiencing the event (who in the 
community is affected by the problem?) 
-Harmful- people or institutions must suffer harm- doesn’t have to just be legal harm 
(what are the harms created by the problem?) 
-Expectation- public expects police to do something- evidence of this may be calls for 
service, press accounts, community meetings (what are the expectations for the 
police response?) 
-Event- must be able to describe discrete events making up the problem (what types 
of events contribute to the problem?) 
-Recurring- events happening repeatedly, often-long term (how often do these events 
recur?) 
-Similarity- recurring events need to have something in common (e.g. same offender, 
same type of victim); with hot spots we know there is some level of geographic 
clustering (how are the events similar?) 
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-Now that we’ve defined a problem, what is problem-oriented policing or POP? 
 
-POP involves really carefully examining the problem and designing and implementing 
a new approach to dealing with the problem and then evaluating the effectiveness of 
this new approach 
 
-This definition comes from the Center for Problem-Oriented Policing funded by the 
Office of Community Oriented Policing Services 
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-So what are some of the key elements of POP? 
 
-The problem is the basic unit 
 -Thinking of how particular calls, incidents, and arrests cluster together  
 in problems  
 
-Citizens are being harmed by the problem 
 
-Problem solving- dealing with the underlying conditions that created the problem in 
the first place  
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-Problem solving is happening already in policing, but not typically in a sustained way, 
because of a lack of officer time and organizational support 
 
-POP is really about a more long-term effort with the organization providing support 
and resources, which is what we will have in the West Precinct with this project  
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-In terms of the Seattle Police Department, some problem solving is already 
happening in a more organized way with the Community Policing Teams 
 
-CPT framework is very applicable to what we will be talking about today 
 -Focus on chronic problems 
 -Focus on tailoring responses to the specific problem 
 -Focus on working with community partners 
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-How can we implement problem solving in practice? 
 
-Going to describe a 5 step model adopted in Chicago to implement a community-
oriented problem solving program as part of CAPS 
 
-We’ll go through the steps, being guided by the work of Skogan and colleagues.  The 
On the Beat book is also available as a PDF on Skogan’s website (skogan.org) for those 
interested in reading more about problem solving in Chicago 
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-The first step is identifying and prioritizing problems 
 
-Some of the work will already be done here- you’ll know these are streets with a lot 
of juvenile crime problems, but this step is to dig a bit deeper to better understand 
the particular problems in each hot spots 
 
-As you can see, there are a number of sources you can use to identify problems 
 
-Once you’ve identified problems, depending on how many there are, you may need 
to prioritize which ones to focus on, based on level of seriousness and community 
input 
 
-3-4 problems per beat in Chicago was ideal- not a strict guideline as they were 
dealing with larger geographic areas 
 
-The key is to be addressing the problems with community views as most harmful 
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-Another part of this first step is starting to think about stakeholders who might be 
useful partners in developing and implementing a response 
 
-Always want to think about how to involve outside groups and community partners 
 
-Here’s just a list of some potential stakeholders that might be relevant… 
 
-When thinking about agencies or people with control over offenders- think in 
particular about schools and recreation programs 
 
-Businesses will be particularly relevant in some of these hot spot streets that have 
few residences but many commercial establishments  
 
-National Organizations- can think of things like Big Brothers, Big Sisters, National 
Crime Prevention Council, M.A.D.D. 
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-The second step is really important- analyzing the problem or problems you’ve 
identified 
-The key is to make sure the analysis is thorough 
 
-The quote from Skogan and colleagues is important to consider- want to be sure 
you’re doing a thorough enough analysis to understand all the most important 
aspects of the problem 
 
-Sometimes people want to rush through or skip this step, which is understandable, 
since once you’ve identified a problem you want to move quickly to solve it.  But it’s a 
huge mistake to not do a thorough analysis.  Without this step, you won’t be able to 
design the most appropriate response that will have the best chance of solving or 
addressing the problem 
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-Going to review 2 problem analysis triangles- you may already be familiar with these  
 
-The triangles overall come from the ideas in routine activities theory discussed 
earlier by Dr. Gill 
 
-The key here is to think about multiple components and actors that play a role in the 
problem- not just the offenders- although they do play an important role 
 
-I’ve included some sample questions on each side of the triangle that can help in 
analyzing the nature of the problem.   
 
-The goal here is to better understand why victims (which can be people or property) 
are being targeted by offenders at the locations that make up the hot spots    
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-Here’s a more advanced problem analysis triangle.  We’ve added another triangle 
around the basic analysis triangle. 
 
-This outer triangle focuses on controllers for each of the original three elements 
 
Handlers = people who control offenders and know them well (parents, teachers, 
coaches, or could be more formal like police) 
 
Managers = people that watch over places and have some responsibility for 
controlling places (store owners, bus drivers, landlords, teachers) 
 
Guardians = people that protect targets and victims or even themselves; can include 
residents watching out for home and neighborhoods or can be more formal guardians 
like security guards and of course the police  
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-Here are some recommendations and tips for problem analysis  
 
-Problem analysis triangles can help identify all the components of the problem and 
what existing controllers there are and how deficits in controllers may be facilitating 
the problem 
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-The goal with analysis is to be broad and comprehensive.  Here’s a list of some 
potential sources to learn more about the problem… 
 
-Important to learn as much as possible from the community about the nature of the 
problem 
 
-CPTED surveys can be very useful here  
 
-Lots of resources from the Center for Problem-Oriented Policing  
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-The third step is designing a response to address the problem.  This step should 
really be driven by what you learned in the prior step- so that your response is 
tailored to what the analysis revealed about the problem  
 
-The goal is to knock down multiple sides of the triangle if possible (e.g. focusing on 
both characteristics of offenders and the place) ideally in a way that isn’t focused 
entirely on enforcement  
 
-Might need a multi-component response, particularly for complicated long-term 
problems 
 
-Creativity is a good thing here 
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-Here are some overall suggestions… 
 
-Try to involve community groups and other outside agencies 
 
-When you’re working with other groups, it’s very important to have a clear plan and 
clear roles and responsibilities for everyone involved 
 
-The plan needs to be realistic and something that’s achievable given the time and 
resources you have 
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-We’re going to now spend some time on examples of responses- every problem is 
different, so responses should be tailored to the specific problem, but these are some 
non-arrested based approaches that may prove useful in the hot spots 
 
-Going to focus in particular on situational crime prevention as one way to address 
high crime places 
 
-Also really important to think about ways to partner with the community throughout 
this process 
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-There are 25 different techniques of situational crime prevention (we’ve included a 
handout in your binder) that can be divided into 5 categories 
 
-These categories all share in common the idea of modifying situational dynamics in 
an effort to reduce the opportunities for crime and disorder to occur 
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-We are going to go through the 25 techniques, recognizing that there can be overlap 
and particular techniques may fit in multiple categories  
 
-Harden targets- perhaps the most common technique, goal here is to create physical 
barriers to reduce opportunities 
 
-Control access- keeping people out of places they don’t belong 
 
-Screen exists- want to be sure people leaving haven’t stolen anything 
 
-Deflect offenders- move offenders away from targets 
 -Dead-end streets and street closures as part of Operation Cul De Sac  
 in Los Angeles helped reduce drive-by shootings 
 
-Control tools/weapons- can think about in the Wild West, how to they used to make 
you surrender your pistol at the door to the saloon to avoid drunk gunfights  
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-Goal here is to increase the risks of being caught for offenders and make it harder for 
offenders to get away with their criminal actions 
 
-Reduce anonymity- more rarely used technique- but goal here would be to make it 
easier to identify students on the way to and from school 
 
-Strengthen formal surveillance- of course police response is also important here 
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-Want to reduce the rewards of offending, whatever they may be- can be material, 
excitement, getting high, sexual, revenge, respect from peers 
 
-Deny benefits - cleaning up graffiti was very successful on the New York subway- 
prevented taggers the pleasure of getting to see their work.   
-“Bricking” cell phones has become popular more recently as a way to prevent stolen 
cell phones from being reactivated 
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-Here we are thinking about features of the situation that precipitate or induce 
violence 
 
-Discourage imitation- these ideas come from broken windows theory- a broken 
window left unrepaired shows that no one cares and encourages further disorder 
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-You don’t want to allow offenders to make excuses or rationalize their behavior  
 
-Set rules- make sure there’s no ambiguity in acceptable conduct 
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-Another potential response is civil action or nuisance abatement.  The goal here is to 
try to shift the responsibility of the problem from the police back to the property 
owner 
 
-Hierarchy of responses here starting with the most cooperative and ending with the 
most coercive  
 
-Can be legal or political conflicts here, but with chronic problem properties, more 
coercive action may be necessary to get owners to take responsibility.  These civil 
actions can be very useful 
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-With any of these responses you really should be partnering and engaging with 
residents and community stakeholders as much as possible 
 
-This is especially useful because community groups can bring resources that can be 
an important part of the response and we’ll hear more about these resources later in 
the training 
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-Also wanted to review some potential responses to a problem that may be common 
in some of these hot spots—the problem of disorderly juveniles 
 
-A number of different approaches can be taken 
 
-One idea is to create alternative activities and places for juveniles to be.  And this is 
one area where partnership with community groups can be especially useful.  
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-You can also think about situational efforts to modify places to discourage disorderly 
behavior 
 
-Reducing the comfort level might include things like removing benches or other 
efforts to make places less attractive as hangout areas 
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-You can also modify situations by being clearer on rules of conduct 
 
-Enforcement here does not necessarily have to be arrest-based  
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-Finally, just wanted to give you a flavor of what POP in hot spots has looked like in 
other interventions.  The focus here is on a hot spots problem solving project in 
Boston. 
 
-Discuss here the two types of interventions that weren’t focused on enforcement 
and arrests.  These types of enforcement-based interventions may be appropriate to 
deal with adult offenders though.  Focused enforcement of gang and drug activity, for 
example, may be important in some of these hot spots.  
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-A really big list here- suggesting a number of efforts can be taken to change the 
environment and situational dynamics 
 
-Just to highlight a few… 
 -Removing graffiti and trash 
 -Adding lighting 
 -Dealing with problem properties 
 -Adding fences 
 -Dealing with transportation problems  
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-Here are some of the community outreach activities the police engaged in as part of 
the Boston intervention 
 
-These activities are explicitly focused on serving and partnering with residents and 
community groups 
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-The fourth step is actually implementing the response you’ve designed 
 
-This can be a long-term process- things don’t always go according to plan at first 
 
-A key here is to document what you’re doing- we’ll go through a worksheet 
tomorrow morning that can help document the entire problem solving process.  
Want to be sure we understand what you all are doing as you carry out the response 
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-Finally, the last step is assessing the success of the response.   
 
-Did the response solve the problem or reduce its severity? 
 
-This is where we’ll be helping in terms of evaluating crime reduction effects, but you 
all should also be monitoring whether the problem has been reduced 
 
-Also recognize that problems don’t have to be totally solved for the response to be 
successful- reducing a problem’s severity can be very beneficial for the community. 
 
-You can also have non-crime control benefits from the response- like improved 
relationships with residents, juveniles, and community groups 
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-So does problem solving work to reduce crime? 
 
-We did a review of the literature and found an overall crime control benefit.  
Problem solving has worked particularly well in crime hot spots  
 
-The chart here shows less rigorous problem-solving research, but you can see that 
there are a lot of studies and these bars to the left indicate a crime reduction, so the 
evidence here is overwhelmingly positive 
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-Just wanted to provide some narrative data as well from Skogan’s book on some of 
the problem solving successes in Chicago 
 
-Show three examples that all have something to do with juveniles 
 
-In this first example, rowdy teens are brought up at a beat meeting.  Situational 
prevention efforts and getting parents involved helped to reduce the problem and 
residents also became more involved in the neighborhood. 
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In this second example, a community-oriented teen outreach program was started by 
the police.  It included situational prevention efforts involving youth.  This helped 
improve youth-police relations and got youths involved in improving their community.  

39 



-And finally, in this example, residents noticed a lot of drug and prostitution problems 
on a street corner.  They got involved and undertook situational efforts and worked a 
lot with city agencies. They also targeted a liquor store that sold to minors and got it 
shut down.  The problem declined and residents again became more involved in their 
neighborhood.  
 
-These are just a few examples, but suggest how problem solving efforts in Chicago 
were many times successful at both reducing crime and involving residents.  This 
involvement helped increase resident pride in and dedication to their neighborhood. 
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-A few caveats before concluding… 
 
-POP doesn’t necessary have to be community-oriented, but this project is focused 
on working with the community to solve problems. The CAPS model described here 
was explicitly designed to be a community-oriented problem solving approach. 
 
-CAPS was beat-based so it wasn’t a hot spots program, but we can use it in hot 
spots.  Should note though that POP can be used at any geographic level. 
 
-We are charting some new territory here, which is exciting! 
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-In terms of the rest of the training sessions, today you’ll learn more about some of 
the resources available to assist in problem solving efforts 
 
-Tomorrow you’ll have a chance to apply this training to case studies 
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-Again, just to summarize what we’ve discussed- a 5 step problem solving model used 
for community-oriented problem solving in Chicago 
 
-You’ll have a chance to apply these steps to case studies as part of the training 
tomorrow morning 
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