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Problem Assessment:
The Aurora Police Department, with 395 sworn officers in three districts, was experiencing citizens’ complaints about their response time to incidents, delays in follow-up of cases and poor customer service satisfaction. Although, the department has a number of community-based units such as Police Area Representatives, Direct Action Response Teams, Foot Patrol, and a successful Neighborhood Watch program, the public perception remained negative. After careful evaluation, the police department decided to further its partnership with the community, and with residents’ help, established the following goals: increase customer satisfaction, promote positive community interaction, cut response times and reduce citizen complaints. 
Program Implementation & Costs:

At the beginning of 2009, the department implemented the “Customer Service and Operations Initiative.” The initiative included 12-hour patrol shifts, sector-based policing, increased patrol staffing, front desk operations, centralized watch commanders, report cars, supervisory audits, a mediation program and an improved interactive website. The goal was to increase police responsiveness to citizens, improve overall efficiency and effectiveness, and thereby increase customer service satisfaction. 
Police District 1 was chosen to take part in a pilot program changing from the standard 10-hour shifts to 12-hour shifts for a trial period of one year. This deployment strategy was intended to provide increased numbers of patrol officers to handle calls for service during certain times and days when demand for services is high, and reduce the amount of pending calls. Citizen frustration can be mitigated when officers are able to respond quickly. During these high volume times, more officers are available to deploy and address specific crime, quality of life and traffic complaints. Comprehensive evaluations were conducted quarterly to chart the progress and citizens’ response. Over a one year period, response times to calls for service in District 1 improved by 14.26 percent, while response times for the rest of the city improved by 10.78 percent. During the time period when operations targeting quality of life and traffic issues were in place, enforcement increased in District 1 significantly. Driving Under the Influence (DUI) arrests increased over 30 percent, traffic/parking summons increased over 20 percent, and motor vehicle theft was reduced over seven percent. 
District 1 also implemented a Sector-Based Policing pilot program. By deploying into geographical sectors, as opposed to smaller beat areas, more officers were available to handle more calls in a more timely manner.  Previously, calls were assigned to officers based upon their assigned smaller beat designation. It was common for lower priority calls to be held until the beat officer became available. This sometimes caused significant delays if the designated officer was handling a complicated call. By making more officers available as a team to cover a sector, the responsibility for handling calls is shared. 
The front desk staff at police districts are often the first contact with the public and are a critical piece of customer service. As a result of this initiative, each district’s front desk is now open during normal business hours, Monday-Friday, and staffed by civilians. This provides citizens daily convenience to use the district station closest to their residence in order to assist their concerns, while officers are able to focus on public safety calls. 
The Aurora Police Department also centralized Watch Commanders in one location where they are now more accessible to the public. They assist with citizen complaints, monitor calls for service, track pending calls, and direct resources to alleviate congestion. This also serves to create a single point of contact for the dispatch center should there be a citizen complaint about police service that requires the immediate attention of a supervisor. 
To simplify administrative responsibilities, six patrol lieutenants were assigned to address staffing and personnel issues, complaint investigation and follow-up, training coordination, and special projects in a timely and consistent manner.  This allowed patrol sergeants to be more invested in customer-service functions like responding to calls for service and police-citizen interaction. Patrol sergeants conduct regular random audits on the conduct and performance of their officers. They can now handle citizen complainants shortly after an officer had contact during a call, and document and track contacts, as well as addressed any concerns raised by the citizen.  
In an effort to increase customer satisfaction, designated “report cars” were assigned during busy hours to alleviate call backup and improve response times. Depending upon the availability of officers, a report car is assigned during swing shift hours when calls are heaviest and demand for police response to lower priority calls increases significantly. These designated cars are used for those report-only type calls that are held for greater than an hour, due to the unavailability of officers.
To improve citizen-police interaction, all officers participated in specialized training called “Verbal Judo.” This nationally-recognized program provided officers with critical verbal skills to de-escalate tense situations, reduce anxiety when conflicts arise with citizens, and improve communications. 
The Mediation Program further addressed complaints from citizens by bringing the complaining citizen and officer together with a professional mediator in an effort to resolve a dispute with face-to-face discussions about perceptions and the causes. Cases were chosen for the mediation program based on supervisor recommendation.  
The department’s website was redesigned to function as a modern customer service tool. This was a critical recommendation that came out of the Community Forums Initiative and subsequent task forces. More than 100 new web pages were designed to respond to the discerning web browser. Words and images on every page went through a rigorous review process to make sure the information was correct and the language was such that members of the community could easily understand. In the “Help Solve a Crime” section, citizens can access a “Most Wanted” list, view cold cases, and read police bulletins regarding active criminal activity. On-line crime prevention videos help citizens avoid becoming victims. In addition, citizens are able to complete crime and accident reports, and then submit them online at their convenience, 24-hours a day, seven days a week. All reports are validated to ensure accuracy. Not only does this service significantly improve access to the department, it achieves internal efficiencies by reducing staff hours dedicated to report taking. The new website has greatly improved interaction with the community.
Tangible Results/Outcomes:

A significant factor to determine if the initiatives were effective in improving customer service was the evaluative component. To minimize evaluative costs, a police lieutenant completing his master’s degree, developed an evaluative process to use comparative data including complaints, response times, absenteeism, crime reduction and productivity. In addition to quantitative measures, a qualitative evaluation of the impact of longer work shifts measured for indications of fatigue or stress of officers. Fatigue and attitude were measured as a comparison between 12-hour and 10-hour shifts. Fatigue from working the longer shifts was a factor across all age groups measured. The older the officer, the more fatigue became a factor. Increased fatigue was not found to noticeably impact an officer’s ability to perform normal duties, nor was it found to negatively impact officer safety. The ability to maintain a positive attitude during the longer shifts was found to be dependent more on shift assignment rather than duration. Positive attitudes generally remained high at 75-80 percent during the experiment. Maintaining positive officer attitudes reduces the chances for negative interactions.
A citizen survey was conducted from August 1, 2009 through January 13, 2010. From this survey, the results of the Customer Service and Operation Initiative were apparent – the program successfully met the goals set forth at the start. Of the 914 initial survey calls, 316 responded, or almost 35 percent. Of the 316 participants, 86 percent were Aurora residents. When asked if the officer’s response time was reasonable, 90 percent said yes. When asked to categorize the courtesy and demeanor of the police officer, 291 out of 316 rated the officer with a satisfactory/exceptional rating. When participants rated an officer’s performance in the investigation of a case, 86 percent said it was comprehensive and thorough. When asked to rate the officer's performance on a scale of 1 to 10 with 10 being the highest, 251 out of 316 rated the performance with a “7” or above.  
Lessons Learned:

In 2009, the Aurora Police Department employed new and creative initiatives to continue to provide and improve the high quality of police services that Aurora is known for nationally.  In addition, the department recommended new initiatives for 2010, including an expanded front desk automated call distribution process, high-tech neighborhood watch communications, and increased accountability measures. Without additional costs to the police department or the city’s budget, the Customer Service and Operation Initiative met its goals to reduce the number of citizen complaints on officers, reduce the response times to pending calls for service and increase the overall satisfaction of the citizens of Aurora.  
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