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Evaluating the Task Force Model

The “warondrugs” inthe 1980s gaverise toa growth
inlawenforcement task forces with the sole mission of
controllingdrugcrime. This wasduringatime when
many tederal, state and local police entities were
implementing the task force model to confrontissues
such as terrorism, gang activity and corruption of
public officials. The Anti-Drug Abuse Actsof' 1986
and 1988 provided federal discretionary and formula
grant fundsto local and state criminal justice agencies
toexpanddrug enforcementefforts intheircommunities
(McGarrell & Schlegel, 1993). Asmore than half of
the funds were used to create over 8§00 multi-
jurisdictional drug task forces, there was abreak from
the traditional drug enforcement strategies that were
developed and implemented withinindividual police
agencies. Much ot past research that has cxamined
the effectiveness of multi-jurisdictional task forces has
beendescriptive innaturcandallowslittleextrapolation
to conclude whetherthese task forces are worth the
large amountof federal funding (Coldren & McGarrell,
1993).

Although the task force model has becnutilized tor
numerous categories ranging fromorganized to hate
crimes, mostofthe literature concerning the evaluation
ofthismodel focusesonanti-drugettorts. The goals of
these task forces are to increase coordination and

communication among law enforcement agencies,
allow drugenforcement units to cross jurisdictional
boundaries, and ultimatelytoincrease the effectivencss
of law enforcement etforts against drug transport,
distributionand use (Ruboy & Coldren, 1992). Dueto
the sensitive nature of the work conducted by most
task forces, information published inan openforumis
difficultto obtain with the exceptionof drug task forces
funded by the Bureau of Justice Assistance.

The Bureauof Justice Assistance has been the largest
advocator of evaluating the task force model and has
produced numerous guidelines and studies for
examining the efficiency of these models. However,
fewstudies have explored the perceptual aspectof the
task force model by analyzing data from local police
agencies, the largest humanresource investors in task
forces. The purpose ofthis Bulletinisto fill that gap
through survey information gathered from Texas
municipal lawenforcementagencies.

Method

A survey instrument was constructed to measure the
extentofanagency's participation inmulti-jurisdictional
task forces and attitudes about the value and/or
problems generated by that participation. Twenty-
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nine municipal policeagencies withinthe state of Texas
responded to the survey.

[n developing the survey, the problems inherent in
survey research was an area of concern. First, an
individual'smemoryis highlydependenton his orher
perception of the events that took place, and the
codification of such eventsinto memoryisconditional
onmany factors. nottheleastofwhichisthe significance
placed on the event. Sccond, if survey dataalonc s
utilized, therc isno way to verify the accuracy of the
answers. Finally, the TELEMASP pointotcontact
foreachpolice departmentislikely the individual who
answered the survey questions, and that person’s
attitude abouttask forces may not be representative of
theagency. However.itisimportant tonote thatall of
the individuals who responded to the survey were
management level withameanof22 vearsof policing
experience.

Results

Participation in task forces. Respondents were
askedtoindicatcifthey participated in [ 2 typesoftask
forccoperations. However, the AT Achilles Hecl,
FBlorganized crime and hate crime task forces were
climinated because none of the surveyed agencies
maintained personnel within these areas. Table 1
showsthe breakdown of involvementineachactivity.
Nineteen of the departments operate a multi-
jurisdictional drug task force, followed by a high
intensity drug task forcerepresenting 13 agencies, and
9agencieshad anorganized crime drug enforcement
task force. This supports the proposition that drug
task forcesremain the most popularamong municipal
departments. The next most populated task force.
represented by six agencics, was the FBI's violent
offendertask torce, and fourdepartments participate
inaFBlterroristtask force.

The average length ofassighment to atask force was
3.8 years withaminimum of two and amaximum of
sevenyears. Whenasked how long anofticer should
serve on a task force, the mean number of years
respondents indicated was 3.57 withaminimum of
two and amaximum of five years. Therefore, itmay

be concluded that the amount of time considered
appropriate foranofficer to stay ina task force does
notdeviate significantly from current practices. Only
1 T ofthe surveyed agencies had arotation policy for
multi-jurisdictional operations.

Perception of task force effectiveness. To
determine whethermunicipal law enforcementagencies
perceive the task force model as being effective, the
total number of task forces that cach agency
participated in wascomputed and then correlated with
responses to the question: “How effective have task
forces been inaddressing the crime control nceds of
yourcommunity?” Respondents were asked to answer
“very successtul,” “somewhat successtul.” or “not
very successtul.” AsshowninFigure 1.12(41%)of
the police departments felt that the task forces have
been very successtul, 11 (38%) considered them
somewhatsuccesstul.and 6 (20%)departments judged
thetask forcesasnotvery successtul.

Althoughthe majority of respondents were positive
about the task force model’s successfulness, the
questionremains whetherthereisarelationship between
perception of task force success and the amount of
involvementforcachagencey. Inaddition. the number
of task forces each agency is involved in and their
cffectiveness werecorrelated withaseries ot questions
on perceived improvement as a result of the task
forces. This wasdcrived by asking how the following
arcas havechanged since the agency sinvolvementin
task forces. ranked by “improved.” “unchanged.”
“worse,” or "don’tknow:

1. Communicationamong law enforcement
agencies inmy area:
Cooperation among state and local

o

cnforcementagencies:
3. Cooperationamong federal and state task
forces:
4. Duplicationotinvestigative ettorts:
Coopcration between officers and
prosecutors: and
6. Police—communityrelations.
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Evaluating the Task Force Model

Table 1

Number of Agencies in Each Type of Task Force

Type of Task Force Agency Involved in Task Force
Yes No

Multi-junisdictional
drug task force (MJTF) 19 (65.5%) 10 (34.5%)

High intensity drug task
force (HIDTA) 13 (44.8%) 16 (55.2%)

Organized crime drug enforcement

m task force (OCDETF) 9(31.0%) 20 (69.0%)
FBIviolentoffenders 6 (20.7%) 23(79.3%)
Terrorist task force 4 (13.8%) 25 (86.2%)
FBIproperty crimes 3(10.3%) 26(89.7%)
FBI gang task force 3(10.3%) 26(89.7%)
A'lFviolentcrime 2 {6.9%) 27(95.1%)
FBIlinnocentimages 1 (5.4%) 28 (96.6%)
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Successful
38%

Not very
successful
21%

Very successful
41%

Figure 1. How effective have task forces been in addressing
the crime control needs of your community?

Arelationshipdid existbetween how the respondent
perceived the effectiveness of task forces and
improvements in communication, cooperationand
duplicationofinvestigative eftortsasaresult of the task
forces. In other words, as the perceived level of
effectiveness of task tforces increased, more
improvement in communication and cooperation
between municipal police departments and the
community were also identified. However, no
relationship was indicated between the amount of
agency involvementintask forcesand perceptions of
task force effectiveness. It is also notable that the
relationship between level of participation in task
forces and the communication and cooperation
variables were marginal.

Training of task force personnel. One of the most
notable qualities of the task force model is that it
providessupplemental training to policc officers from
different departments. In most cases, smaller
departments do not have the funding to provide
specialized training in areas such as undercover
narcotics and investigation of terrorism cases. Itis
believed that the quality of training provided by task
forces 1s significantly related to whether they are
considered successful. This concept was

operationalized using variables derived from the
following surveyitems: (1)rank order advantagesof
loaning officersto task forces: (2) evaluation ot task
torceofficertraining; and (3) whether lack of training
oftask force officersisanissuc.

AsTable 2 shows, the surveyed agencics considered
the training of task force members to be a benefitto
participation. Approximately 83% evaluated the
trainingto beexcellentorgood. Inaddition, over half
ofthe municipal police departments considered the
increase in officer training as a result of task force
involvementasagreatadvantage. Lack of training
wasdeterminednottobe anissuc bynearly 83%ofthe
surveyed agencies. Therctore, it may be postulated
that task forces provide quality training to police
officers as a result of participation. llowever. it1s
importanttoaddresshow thisquality training relates to
perceptionsoftask force effectiveness. reduction of
grantmoniesandlevelof participation. These variables
were used as measures of task torce successtulness.

Quality of task force training did not appear to be
related to perceptions of successtulness. except
between effectivenessottask forcesand evaluationof
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Evaluating the Task Force Model

Table 2

Training of Task Force Personnel

Frequency Percent Cumulative
Percent

Evaluation of officer training
Excellent 16 55.2 55.2
Good 8 27.6 82.8
Average 5 17.2 100.0
Total 29 100.0

Officers gainincreased training
Greatestadvantage 6 20.7 20.7
Greatadvantage 10 34.5 55.2
Advantage 11 37.9 93.1
Leastadvantage 2 6.9 100.0
Total 29 100.0

Lack of training is an issue
Serious issue 1 3.4 3.4
Occasional issue 4 13.8 17.2
Notanissue 24 82.8 100.00
Total 29 100.0

officer training. The significancelevelindicated that
the more effective task forces were considered, the
higher the evaluation of officer training. It may be
concludedthatalthoughpolicedepartmentsare overall
content with task force training, thisaspectbears little
significance on whether the task force is considered
effective. the level of participation by municipal
departments and whether grant monies fortask forces
shouldbe reduced.

Increases in communication as a result of task
forces. Communication among task force participants
and their sponsoring agencies, other responsible otfi-
cials. and components of the criminal justice system
i1s critical to not only task forces. but any law enforce-
ment agency. These task forces not only pool to-
gether resources but they also increase cooperation
among different police departments as aresult of joint
training and mvestigations. Most administrative and

management theorists agree that communication and
cooperation between police departments is improved
through multi-agency eftorts. The frequencies of re-
sponscs exemplified in Table 3 illustrate the signifi-
cance of increased communication gained through task
force participation. Respondents felt that the task force
model had a significant positive impact on communi-
cation and cooperation among police agencies. Over
86% of the surveyed agencies considered increasces
in cooperation and communication as an advantage,
and almost 62% considered those increases a great
advantage. In addition, task forces were also con-
sidered responsive on requests for information. Over
86% of the participating law cnforcement agencies
believed requests for information regarding intelligence
were met with a response. Finally, 70% of the re-
spondents felt that increasing communication among
agencies should be the highest priority.
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Increases in Communication Among Police Agencies

Table 3

Frequency Percent Cumulative
Percent

Cooperation and connections

are increased
Greatestadvantage 10 34.5 34.5
Greatadvantage 8 27.6 62.1
Advantage 7 24.1 86.2
[eastadvantage 4 13.8 100.0
Total 29 100.0

Requests for information

regarding task force participation
Veryresponsive 20 69.0 69.0
Somewhatresponsive 8 27.6 96.6
Don’tknow 1 34 100.0
Total 29 100.0

Requests forinformation

regarding personnel
Very responsive 23 79.3 79.3
Somewhatresponsive 6 20.7 100.0
Total 29 100.0

Intelligence gathering
Veryresponsive 15 51.7 517
Somewhatresponsive 10 34.5 86.2
Notadequately responsive 3 10.3 96.6
Don’tknow 1 3.4 100.0
Total 29 100.0

Task forces increase

communication among agencics
High 19 65.5 70.4
Medium 6 20.7 92.6
Low 1 3. 96.3
Don’tknow 1 3. 100.0
Missing 2 0.9
Total 29 100.0
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Evaluating the Tusk Force Model

Effectiveness of task forces was correlated with ev-
ery communication variable. This indicates as the ef-
fectiveness of task forces was perceived as greater,
the greater the perception of improvement in com-
munication and cooperation among participating agen-
cies. Inaddition. many of the respondents who felt
there should be no reduction in grant monies also con-
sidered communication between departments in cer-
tain categories as vastly improved. Level of partici-
pation was not significant with the communication
variables. which may indicate that participation in task
forces has more to do with available resources and
manpower rather than consideration of communica-
tion improvements.

Conclusion

For any task force, there is most likely a different
method to assess its ctfectiveness. The basic prob-
lem remains that no measurable standard can be ap-
plied to every task force that will vield consistent re-
sults on effectiveness and conclusively demonstrate
the impact of these task forces. Use of arrest data,
amount of asset forfeitures. prosecution rates, and
amount of drugs seized have all been used in the past
as measures of task force effectiveness. However,
the diversity ot task force missions and program ob-

jectives across different geographic regions has pre-

cluded effective measurcment ot task force success
using the aforementioned data. Therefore. the most
logical measurement of eftectiveness should come from
those agencies that have an investment of resources
and manpower in the task forces.

Sharing information can facilitate services. reinforce
the roles of various participants. improve decision-
making and feedback. and provide the opportunity
for task force members to become acquainted with
cach other both formally and informally (Slayton.
2000). In addition. once representatives from each
participating agency become accustomed to cach
other, the working relationship improves, and the in-
dividual “turl” considerations diminish as the task force
investigations progress (Bureau of Justice Assistance,
1998).
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Thank vou to the following agencies for their
participation in this TELEMASEP Bulletin:

Abilene Police Department
Amarillo Police Department
Arlington Police Department
Beaumont Police Department
Bryan Police Department
Carrollton Police Departiment
College Station Police Department
Corpus Christi Police Department
Dallas Police Department

Deer Park Police Department
Duncanville Police Department

EI Paso County Sherift™s Office
ElPaso Police Department

Euless Police Department

Fort Worth Police Department
Grand Prairie Police Department
Harris County Sherif{"s Office
Houston Police Department
Irving Police Department

North Richland Hills Police Department
Odessa Police Department

Plano Police Department
Richardson Police Department
Rosenberg Police Department

San Angelo Police Department
San Antonio Police Department
Texarkana Police Department
Trophy Club Police Department
Texas Department of Public Safety
Victoria Police Department

Waco Police Department

White Settlement Police Department
Wichita Falls Police Department
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