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It is surprising, in an era of unprecedented innovation, that it is suggested that 

American police departments are showing signs of resisting innovation and change 

(Weisburd, 2001). While this view may seem to support conventional views of the 

police profession as intransigent and monolithic, it is inconsistent with the recent 

history of policing. Since 1990, the police profession has been immersed in innovation. 

Defined as a “philosophical revolution” (Malcolm, 1989) and the “most significant 

redefinition of police work in the past half century” (Wilson and Kelling, 1989) 

Community Oriented Policing and Problem Oriented Policing have become the 

dominant approaches to policing. Fueled by a crisis in policing these philosophical 

innovations along with management innovations such as COMSTAT and technological 

innovations such as crime mapping, have vaulted the police profession to the “cutting 

edge of criminal justice innovation” (Weisburd, 2001, pp 22). How then, could such a 

transformation be reversed?  

David Weisburd (2001) has argued that such a reversal may be the result of 

declining crime rates and research evidence indicating police success in addressing 

crime and disorder. This view suggests that the crime and disorder problem is no 

longer the problem it once was to police. In effect, there is no longer a need to innovate. 

While aggregate measures of crime might suggest the police have mastered their craft, 

the relentless occurrence of high profile events sustains quite an opposite view. The 9-11 

(2001) World Trade Center catastrophes, the Washington D.C. sniper, WTO riots and 

other high profile events are but a few of the on-going reminders that policing is an ever 
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changing environment requiring a constant commitment to innovation. An alternative 

view of why police might appear less committed to innovation may be found not in 

what causes an organization to be innovative, but in the distinction between adopting 

innovation and implementing innovation.  

Over the last fifty years, the interest in innovation has exploded to make this area 

of research one of the most comprehensive fields of behavioral science study in history 

(Rogers, 1995 pp. xv). One outcome of thousands of studies has been the clear finding 

that innovation occurs as a process with distinct stages or phases. The innovation 

process in an organization is a five-stage process that is broadly segmented into two 

areas that focus upon initiation and implementation. This process begins and is 

subsequently advanced by the acquisition and use of knowledge and is formally known 

as the Knowledge Stage (Rogers, 1995). Discovery of innovations require organizations 

to constantly scan their environment to create awareness knowledge as the first step in the 

organizational innovation process. Implementation of an innovation requires “how to” 

knowledge especially in the case of complex innovations. While most organizations focus 

upon developing awareness knowledge, “how to” knowledge is essential to effective 

implementation of innovation (Rogers, 1995, pp 166).  

Absent organizational structures and processes that facilitate innovation, 

organizations can operate in ways that defeat innovation, often at the implementation 

stage (Van de Ven and Rogers 1988)). Such may be the case with recent police 

innovations such as Community Oriented Policing and COMSTAT type accountability 

programs where there are indications that these innovations struggle to move beyond 

rhetoric (decision to adopt) to reality (meaningful implementation) (Pendleton 

2002,Weisburd et.a.l, 2001, Pendleton, 1999, Taylor, Fritsch and Caeti 1998).  In effect, 

police resistance to innovation may be more the result of inattention to building 

organizational policy and processes that effectively link the initiation and 

implementation process of innovation. If the police profession is to remain relevant to 

the challenges of the future, a more innovation-centric approach to organizational design 

and process may be required.  
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The purpose of this paper is to offer one approach and supporting guidelines for 

designing an innovative police organization. Specifically, this paper advances twelve 

guidelines for adopting and implementing Knowledge Management as an 

organizational development and management strategy for innovation in a police 

organization. These guidelines are based upon an extensive body of research of 

innovation and recent research on the nature of Knowledge Management and its 

potential application in the police profession (Rogers, 1995: Pendleton, 2002; Pendleton 

and Bueermann, 2003). 

 

IINNNNOOVVAATTIIOONN  AANNDD  KKNNOOWWLLEEDDGGEE  MMAANNAAGGEEMMEENNTT::  BBUUIILLDDIINNGG  AANN  IINNNNOOVVAATTIIVVEE  PPOOLLIICCEE  

DDEEPPAARRTTMMEENNTT  

Arguably, the most neglected topic in the recent era of police innovation has 

been the central role of “knowledge”. This omission is significant for at least two 

reasons. First, knowledge and its management, is consistently viewed as a “bed rock 

necessity” for innovation in police problem solving (Geller and Swanger, 1995 pp 154).  

Herman Goldstein, in his seminal work on Problem Oriented Policing (POP) 

consistently emphasized the critical role of knowledge to the problem solving approach.  

Goldstein (1990) noted the difficulties of tapping implicit knowledge “stored in the 

minds of rank and file police officers” to analyze problems (pp 93), the importance of 

sharing knowledge with citizens as one aspect of solving problems (pp 114), the lack of 

a “tradition of proceeding logically from knowledge gained…to the fashioning of an 

appropriate response” (pp 15), and the importance of creating new knowledge through 

self critique (pp15) cross system knowledge sharing (pp 168-171) and research (pp 171-

172). Quite simply, the management of knowledge is at the heart of Problem Oriented 

Policing. 

Second, the recent adoption of innovations in policing, have followed rapidly 

growing trends that are knowledge-centric.  Such trends include the expansions in 

computer based technology that facilitates processing and accessing vast amount of 

information to facilitate “data driven” decision making (Anselin et.al., 2000). Tactical 
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innovations have been implemented based upon the growth of knowledge about “what 

works” in addressing crime and disorder (Braga, 2001, Sherman, et.al., 1998), and the 

trend of research based knowledge dissemination which has been a central factor in the 

diffusion of police innovations (Weisburd, 2001).  

The knowledge-centric nature of recent police innovations, clearly establishes the 

need for Knowledge Management as an innovation in and of its self. While Knowledge 

Management (KM) has been recognized as an innovation in the private sector (Hansen, 

et. al. 1999, Gore and Gore, 1999, Hickins, 1999), it is only now emerging in the police 

profession. Pendleton (2002,) in his study of knowledge management in policing has 

developed a model that identifies and links the initiation and implementation phases of 

innovation through the management of knowledge. Police knowledge management is a 

loosely bundled but interconnected set of management activities designed to capitalize 

on the intellectual assets of the police workforce (Pendleton, 2002). Knowledge 

management in this model is defined as a five part purposeful organizational strategy that 

is designed to: 

1) Create an Innovation Environment 

2) Capture Knowledge 

3) Package-Share Knowledge  

4) Apply Knowledge  

5) Create Knowledge   

Knowledge Management is not a passive activity, but is a set of organizational design 

features and processes that are integrally related to organizational activities. This model 

recognizes that police departments contain vast amounts of untapped, often specialized, 

knowledge and routinely create knowledge through organizational action that is  vital 

to successfully addressing contemporary public safety challenges.   Knowledge management 

is all about having the ability to share that specialized knowledge when another member of the 

organization needs it.  Quite simply, knowledge is viewed as an asset. One of the 

fundamental tasks of this model is to transform tacit knowledge, obscured within or 

around the organization, to explicit knowledge available for use and application.  
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 Tacit knowledge has “an important cognitive dimension.  It consists of mental models, 

beliefs, and perspectives so ingrained we take them for granted, and, therefore, cannot 

easily articulate.  These implicit models shape how we perceive the world around us.” 

(Nonaka, 1999)  Tacit knowledge has tremendous value for others in an organization 

because it represents expertise.  When less experienced, skilled and knowledgeable 

employees have access to the tacit knowledge of experts and experienced specialists, they 

can perform at the level of those experts more often and more effectively (Bukowitz and 

Williams, 1999).   Tacit knowledge can be shared either by being converted into explicit 

knowledge (e.g., a set of policies and procedures, or a set of documented facts) and 

documented, or through transfer as tacit knowledge, for example through a mentor, on 

the job training, or apprenticeships.   

Known as an innovation cluster (Rogers, 1995), the four-part police knowledge 

management model provides a useful framework for understanding how knowledge 

can be purposefully managed to promote innovation in public safety organizations (see 

Figure 1 below).  

Figure 1. 

PPOOLLIICCEE  KKNNOOWWLLEEDDGGEE  MMAANNAAGGEEMMEENNTT  MMOODDEELL  
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II..  GGUUIIDDEELLIINNEESS  FFOORR  CCRREEAATTIINNGG  TTHHEE  EENNVVIIRROONNMMEENNTT  FFOORR  OORRGGAANNIIZZAATTIIOONNAALL  
IINNNNOOVVAATTIIOONN  

 
Organizational innovation occurs for two reasons, crisis and/or a natural interest 

in being innovative Rogers (1995). In a crisis situation, such as that facing the police in 

the 1980’s, organizations need to be innovative at least until the problems are solved. In 

this case, innovation is viewed more as an outcome or product. While police 

departments may have adopted recent innovations because they need to, the relative 

rapidity of the adoption of recent innovations (Weisburd, 2001, Weisburd et.al. 2001) 

and emergence of intrinsically innovative police organizations (Pendleton, 2002) also 

suggest a growing natural interest in innovation.  Some police departments now want to 

be innovative because of their natural interest and view innovation as an on-going 

process that is reflected in organizational values, leadership, and structure. In this 

respect, the organizational environment is specifically designed to provide an 

established context for innovation. In effect, the organization becomes an innovation 

environment. 

  

GGUUIIDDEELLIINNEE  OONNEE::  FFOORRMMAALLLLYY  AADDOOPPTT  AANNDD  PPRROOMMOOTTEE  AANN  OORRGGAANNIIZZAATTIIOONNAALL  MMIISSSSIIOONN  AANNDD  VVAALLUUEESS  

TTHHAATT  FFAACCIILLIITTAATTEE  KKNNOOWWLLEEDDGGEE  MMAANNAAGGEEMMEENNTT..    

The literature and research data clearly establish the fundamental role of 

organizational values that facilitate rather than impede knowledge management. By 

formally adopting organizational values and beliefs that support Knowledge 

Management, there becomes a clear “expectation to be innovative.” 

TTHHEE  ““CCOOLLLLAABBOORRAATTIIOONN  VVAALLUUEE””..  The most important value in the mission of an 

innovative police department is collaboration. Collaboration is the core element in 

capturing, sharing, applying and creating knowledge. Collaboration leads to key 

partnerships within and outside the police organization that includes individuals, 

groups and other organizational entities. Joint efforts, access to decision making and 

meaningful participation and exchange are evidence of collaboration. Collaboration 

leverages existing expertise, locates best practices, and eliminates redundancy. Both internal 
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and external collaboration transcends the limitations of technology and other unilateral 

approaches to knowing.  

TTHHEE  ““OOPPEENNNNEESSSS  VVAALLUUEE””.. Although police departments have traditionally been 

viewed as closed organizational environments, there is clear evidence that this is 

changing. Organizational openness is evident in the increasing access given to citizens 

(e.g., ride-a-longs and other avenues of participation) and to researchers from 

universities and other agencies. An organizational environment that is open to 

meaningful interaction with others facilitates collaboration. One of the most difficult 

barriers to accessing and sharing knowledge are the internal organizational boundaries 

within organizations. Often called the “silo effect”, the inability of organizations to 

defeat the physical boundaries (separate office buildings, precinct stations etc.) and the 

cultural boundaries (knowledge hoarding and inter-agency competitiveness) that 

prevent sharing and collaboration must be overcome.  Creating an organizational value 

of openness clearly establishes the expectation that police departments will not only be 

open to others, but will in-turn reach out and become involved with others. The 

connectivity that results from pro-active openness is the key component of awareness 

knowledge that is essential for organizational innovativeness.  

TTHHEE  KKNNOOWWLLEEDDGGEE  CCOONNTTEEXXTT  FFOORR  PPOOLLIICCEE  SSEERRVVIICCEESS.. One of the most important features 

of the recent era of police innovation has been the simple fact that all the innovations 

are based in knowledge gained from research. The data driven nature of policing has 

been established and will continue to provide a knowledge-centric approach to 

policing. It is important to recognize that a knowledge based approach to delivering 

police services is not static but is being refined to the next generation of the models that 

were first introduced. A “knowledge management” based police department must 

adopt a service delivery philosophy that is data driven. An example of such an 

approach is the Risk Focused Policing Model. Risk Focused Policing is defined as “data 

and results-driven, community oriented policing and problem solving strategy which 

focuses on those factors in a community which places its youth and families most at risk 

for criminal and other problem behaviors” (Bueerman, 2000, pp26). This approach relies 
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on the extensive research on adolescent behavior and the application of assessment and 

intervention techniques that address the risk factors that underlie most youth problem 

behaviors. Models like this provide a “knowledge context” within which all 

organizational activities can be organized.  

 

GGUUIIDDEELLIINNEE  TTWWOO::  PPRRAACCTTIICCEE  AANNDD  PPRROOMMOOTTEE  IINNNNOOVVAATTIIOONN  LLEEAADDEERRSSHHIIPP  TTHHAATT  IISS  CCEENNTTEERREEDD  OONN  

KKNNOOWWLLEEDDGGEE  MMAANNAAGGEEMMEENNTT..    

For knowledge management to become a core management activity in a police 

department, it must be adopted and implemented as a purposeful leadership 

innovation. Specific leadership behaviors are required to adopt and implement 

knowledge management. 

TTHHEE  CCOOSSMMOOPPOOLLIITTAANN  LLEEAADDEERR..  Because knowledge and its management are key 

ingredients to innovation, it is critical that the innovative police department establish 

and empower leaders who are cosmopolitan in their leadership style. Specifically, this 

requires police leaders to become firmly oriented and affiliated with a meaningful 

“outside” or external network. This network is most vibrant when it is not confined to 

the criminal justice system but extends to other sectors in the larger social system to 

include the private sector. The cosmopolitan police leader is on the “front line” of 

innovation through attendance to key conferences, special publications, regular 

interaction with the research community, and other connections often requiring 

extensive travel and interaction. In effect, the cosmopolitan leader is positioned to 

develop “awareness knowledge” as a key component in the management of knowledge. 

TTHHEE  IINNNNOOVVAATTIIOONN  CCHHAAMMPPIIOONN.. If Knowledge management as an innovation is to 

succeed within an organization, it, along with any other police innovation, requires an 

innovation champion. Without a knowledge management champion the innovation will 

die. A Knowledge Management champion is a charismatic individual who throws 

his/her weight behind the innovation to overcome resistance to become an effective 

organizational sponsor for adoption of the idea. The Knowledge Management 

Champion may or may not be the person who first encounters the innovation. The 
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selection of a Knowledge Management Champion should be purposeful to reflect the 

demands of both the initiation phase (decision to adopt) and the implementation phase. 

It is important that police organizations recognize and empower innovation champions 

within the organization, as they are often the risk takers who are most willing to initiate 

new ideas.  

TTHHEE  ‘‘AAUUTTHHOORRIITTYY  DDEECCIISSIIOONN’’  TTOO  AADDOOPPTT––‘‘CCOOLLLLEECCTTIIVVEE  DDEESSIIGGNN’’  OOFF  IIMMPPLLEEMMEENNTTAATTIIOONN.. 

The organizational innovation process is most accurately viewed as a five stage process 

spanning two distinct decision phases known as the initiation and implementation 

phases. Findings from innovation research have revealed that often the very 

organizational processes that facilitate the adoption of an innovation during the 

initiation phase, can work against efforts during the implementation phase of the 

innovation process. Several styles of decision making are available to organizations for 

the adoption and implementation of Knowledge Management. These approaches need 

to be tailored to reflect both the nature of the organization and the goal to both adopt 

and implement Knowledge Management. While police organizations have embraced 

contemporary management approaches that are based upon collaboration, they are still 

a paramilitary system that is based upon power, status and technical expertise. Police 

departments are not democratic organizations. Yet, it is critical to recognize that the 

police Knowledge Management innovation is an innovation cluster comprised of many 

distinct activities that are loosely bundled where the boundaries are not necessarily 

clear cut but are interconnected. Accordingly, the decision to adopt the Knowledge 

Management innovation should be what is known as an authority decision made by the 

Chief of Police and his/her command staff. However, the implementation process and 

subsequent decisions should be based in collaboration and freedom to adjust and mold 

the Knowledge Management initiative to fit the specific needs of the organization. 

Known as a collective decision making, this process should feature consensus and 

participation among the relevant members of the police department.   
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GGUUIIDDEELLIINNEE  TTHHRREEEE::  RREE--SSTTRRUUCCTTUURREE  TTHHEE  PPOOLLIICCEE  DDEEPPAARRTTMMEENNTT  TTOO  FFAACCIILLIITTAATTEE  KKNNOOWWLLEEDDGGEE  

MMAANNAAGGEEMMEENNTT..    

The adoption and implementation of the Knowledge Management innovation is 

both determined by and subsequently can affect the structure of the police department 

and its processes. While police departments have adopted new innovations, they have 

been reluctant to alter their basic structures to implement these innovations; if the 

Knowledge Management innovation is effectively adopted and implemented it will be 

important to remain open to altering existing organizational structures and/or creating 

new approaches.  

RREESSEEAARRCCHH  AANNDD  DDEEVVEELLOOPPMMEENNTT  AASS  AANN  EEXXEECCUUTTIIVVEE  FFUUNNCCTTIIOONN.. One such structural 

change is the clear need to create research and development units within police 

departments that report directly to the Chief of Police. Typically, police research units 

are viewed as grant making machines focused upon bringing money into the police 

department. While grant making is a part of a Research and Development function, in a 

KM approach, the primary focus is the development of knowledge. These units can be 

structured to include crime analysis units as well as proactive research projects and 

serve both a tactical, as well as a policy function.  

EEXXTTEERRNNAALL  RREE--SSTTRRUUCCTTUURRIINNGG.. One of the most innovative police departments in the 

country has recently assumed responsibility for the parks, recreation and public 

housing functions of the city. This consolidation under the directorship of the Chief of 

Police was done to advance a more integrated approach to the implementation of 

Community Oriented Policing. In an era of scarce resources where innovation is clearly 

linked to both efficiency and effectiveness, bold new approaches that are consistent 

with the “community integration” movement can be a part of a KM restructuring 

strategy.  

TTHHEE  OORRGGAANNIIZZAATTIIOONNAALL  EENNGGIINNEEEERRIINNGG  AAPPPPRROOAACCHH.. A fundamental feature of 

Knowledge Management is the recognition that employees’ expertise is organizational 

capital. Accordingly, the recruitment, retention and development of police personnel 

should be a strategic effort that is designed to enhance the knowledge base of the 
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organization. Such an effort requires a knowledge profile of the police department that 

reflects strengths, weaknesses and gaps in the organizational knowledge profile. Based 

upon the knowledge profile the police department can implement an organizational 

engineering strategy that includes targeted hiring and targeted training for personnel to 

fit the needs of the organization as a whole. 

As a social system, organizations provide the context within which 

organizational innovation occurs. This context for the Knowledge Management 

innovation can be viewed as a three-part system that progresses from a general to 

specific orientation to innovation see figure 2 below. The organizational context for 

innovation is fundamentally established as a general philosophy that is articulated in 

the written value and belief statements. A second tier of context is innovation leadership 

that scans and champions KM within the police department. Finally, Knowledge 

Management initiated within a purposeful structure defines the operational 

implementation of KM.  

Figure 2 
OORRGGAANNIIZZAATTIIOONNAALL  CCOONNTTEEXXTT  OOFF  IINNNNOOVVAATTIIOONN  
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IIII..  GGUUIIDDEELLIINNEESS  FFOORR  CCAAPPTTUURRIINNGG  KKNNOOWWLLEEDDGGEE::  KKNNOOWWIINNGG  WWHHAATT  WWEE  KKNNOOWW  
 

The starting point for a Knowledge Management Initiative, is making knowledge 

that exists within and around the organization both known and available. This 

fundamental task is built on assessment and collaboration that transcends a knowledge 

continuum (Pendleton 2002) ranging from individual knowledge to organizational 

knowledge and finally community or social system based knowledge. Establishing a 

knowledge network as the focus of the “opportunistic surveillance” that is required for 

innovation is an important beginning of the Knowledge Management Innovation.  

Knowing what others know is at the heart of this first step in the Knowledge 

Management Model. 

 

GGUUIIDDEELLIINNEE  FFOOUURR::  CCOONNDDUUCCTT  AA  KKNNOOWWLLEEDDGGEE  IINNVVEENNTTOORRYY  AANNDD  EESSTTAABBLLIISSHH  AA  KKNNOOWWLLEEDDGGEE  

RREEPPOOSSIITTOORRYY..    

The literature on Knowledge Management reveals the simple realization that 

organizations contain and have access to knowledge that is largely unavailable. In part, 

the lack of availability stemmed from the simple fact that there was little understanding 

of what knowledge actually exists within and around organizations. In effect, many 

organizations don’t know what they know (O’Dell and Jackson, 1998). To address this 

need it is important to conduct strategic knowledge inventories that encompass the 

both the internal and external police department environment. This assessment should 

document and then link “know who” knowledge with “know how” knowledge in four 

key knowledge areas: professional expertise, tactics, administrative process, and 

political-community understanding. The goal is to transform the implicit knowledge of 

the police in these areas to explicit knowledge that is available. 

IINNDDIIVVIIDDUUAALL  KKNNOOWWLLEEDDGGEE  IINNVVEENNTTOORRIIEESS.. Much of the early efforts in KM have been 

focused upon what has been termed the “yellow paging” or cataloging of 

organizational knowledge and experiences that reside at the individual level. The 

purpose of this effort was to identify which individuals within the organization had 

what type of knowledge and to make that known and available throughout the 
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organization. A process approach such as this, known as “Yellow Paging,” provides the 

first rudimentary step in allowing members of an organization to know whom to 

contact to access knowledge on specific topics. In policing, yellow-paged knowledge 

can refer to specific skills or expertise and/or specific case or problem specific 

knowledge. The knowledge assessment can be conducted by supervisors who use 

software solutions and other technology based programs to establish searchable 

expertise data banks.  

CCRREEAATTIINNGG  KKNNOOWWLLEEDDGGEE  CCAAPPAACCIITTYY  WWIITTHHIINN  TTHHEE  PPOOLLIICCEE  DDEEPPAARRTTMMEENNTT.. It is well known 

that police departments have more data and knowledge stored than is ever harnessed 

for the delivery of police service. The underutilization of data is common in the policing 

profession and in many departments has rendered existing data banks as dust bins of 

data far removed from daily problem solving. The crime analysis unit of the police 

department can reverse this professional phenomenon by making both the unit and 

existing data banks accessible. One innovative application of police department data 

centers on knowing who in the department has had contact with specific individuals 

and/or places of interest in the delivery of police services. All reports and calls for 

service are stored in data banks as “event fields” that correspond to numerous 

characteristics of the case or event. This standard data acquisition and storage protocol 

can be harnessed by officers who want to know who in their department knows the 

people related to the case. In some instances, investigators can actually identify in 

chronological sequence which of their colleagues has had contact with an individual of 

interest and then convene this group of officers for a discussion concerning the case. 

The searching of the department data banks and creation of knowledge teams about 

cases is but one of several applications of the ability to identify and link police 

personnel to a wide range of case characteristics.  

Technology for e-mail mapping known as Knowledge Mail, is now available to 

allow the use of keywords or phrases in employee e-mail to track expertise. When the 

user seeks colleagues who are knowledgeable about a topic, the system connects the 

employees by e-mail creating a knowledge community within the organization. Similar 
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technology known as Process Book is available to establish a knowledge bank of 

organizational processes. This system can be applied to both physical process, such as 

plant systems, or administrative activities such as budget or personnel processes. This 

software allows any employee to contribute their experiences, work processes, job 

procedures, task instructions for specific projects, and allow on-line access to 

background information. In effect, this system can document all relevant organizational 

processes and make them available throughout the organization. 

CCRREEAATTIINNGG  KKNNOOWWLLEEDDGGEE  CCAAPPAACCIITTYY  FFRROOMM  OOUUTTSSIIDDEE  TTHHEE  PPOOLLIICCEE  DDEEPPAARRTTMMEENNTT.. One of the 

most important changes in the police culture during the recent period of innovation has 

been an assertive willingness to expand the police social system to include the 

surrounding community and organizational environments. Implicit in this expanded 

police community is the potential availability of a vast array of data and knowledge 

within various sectors of this external environment. Increasingly, it is possible and 

important to gain access to these knowledge repositories. The COMPASS project, 

recently funded by the National Institute of Justice is an example of access data from 

outside a police department. The very first phase of this project focused on identifying a 

diverse number of community agencies and organizations and forming a knowledge 

consortium that include the sharing of each others data to establish a comprehensive 

data infrastructure. This data warehouse includes data collected from a variety of 

sources (criminal justice, demographic, social and health, schools, hospitals, physical 

infrastructure, business data, etc.). In effect, the first step was creating a data center that 

held vast amounts of data from diverse settings that, when taken together, provides a 

comprehensive understanding of all the possible factors related to crime and disorder.  

AAPPPPRROOPPRRIIAATTIINNGG  KKNNOOWWLLEEDDGGEE  BBAANNKKSS.. One of the more important developments in 

policing over the last 20 years has been the growing participation of the police 

profession in university-based research. During this period an extensive knowledge 

base has developed and is currently available in abstract form through a CD ROM 

subscription service that is also linked to a standard quarterly hard copy journal. This 

and other electronic knowledge banks are now available for search and review. 
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Literature searches and reviews of this vast reservoir of knowledge about policing are 

essential elements in capturing what we know.  

GGUUIIDDEELLIINNEE  FFIIVVEE::  UUNNDDEERRSSTTAANNDD,,  PPRROOMMOOTTEE  AANNDD  AACCCCOOMMMMOODDAATTEE  TTHHEE  PPRROOTTOOCCOOLLSS  FFOORR  

AACCCCEESSSSIINNGG  DDAATTAA  AANNDD  KKNNOOWWLLEEDDGGEE..  

While knowing what we know is important, getting what we know we know is 

the ultimate objective of the first phase in the Knowledge Management innovation. It is 

critical to understand that gaining access to data and knowledge is often constrained by 

legal, cultural and practical barriers. Knowledge ownership, privacy protections, legal 

limitations, and the cost of retrieval and delivery must be accommodated in both formal 

and informal agreements to capture knowledge. 

CCAARREE  TTHHEE  MMOOSSTT  AABBOOUUTT  PPRRIIVVAACCYY  AANNDD  OOTTHHEERR  LLEEGGAALL  CCOONNSSTTRRAAIINNTTSS.. In an age of 

computer automation and technological advance, the ability to access knowledge has 

far out distanced protocols to protect privacy of individual. While criminal justice data 

is often constrained by law, even the best intentioned user can easily be in possession of 

data that is in violation of the law. Legal research and the use of an Institutional Review 

Board type process to address both privacy protocols and address legal issues is an 

established process for guaranteeing appropriate possession and use of knowledge. A 

genuine interest in this important social issue should begin with the police department. 

AACCCCOOMMMMOODDAATTEE  CCUULLTTUURRAALL  CCHHAARRAACCTTEERRIISSTTIICCSS.. Yet another reason that Knowledge 

Management efforts to capture police knowledge may be slowly adopted is that police 

culture is based in face-to-face situational interactions. Hansen and his colleagues (1999) 

identified two strategies for KM that are linked to the nature of the adopting 

organization. One, known as the codification strategy relies on documenting and storing 

knowledge for reuse by others. The other strategy is tied to person to person sharing 

and known as the personalization strategy. The long standing history of passing along 

the police culture via word of mouth and situational story telling when combined with 

the police aversion to ‘paper work’ suggests that a codification approach would not be 

quickly adopted in the police profession. Such a view is consistent with the data from 

this study where there was little enthusiasm for police problem solving “beat books” 
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and other programs requiring the documentation of problem solving outcomes and 

approaches as a KM effort (Pendleton, 2002). 

QQUUIIDD  PPRROO  QQUUOO.. It is important to realize that the process of an KM inventory and 

accessing data demands resources and has associated costs. Both individuals and 

organizations may be reluctant or limited in their willingness to provide data and 

knowledge without either compensation, or a return on their effort. Ultimately, the true 

value of KM is in its application. It is important that individual, organizational and 

community participants understand how they will be able to use Knowledge 

Management to further their interests. Often, the giving of knowledge is contingent on 

the receiving of knowledge.  

 

IIIIII..  GGUUIIDDEELLIINNEESS  FFOORR  PPAACCKKAAGGIINNGG  KKNNOOWWLLEEDDGGEE::  SSHHAARRIINNGG  WWHHAATT  WWEE  KKNNOOWW  

Obstacles to effective knowledge management are common in closed 

organizational cultures where information ‘hoarding’ and ‘command and control’ 

management methods are practiced (Botkin, 1999). While police departments are 

increasingly opening up to new knowledge and the sharing of information, this 

represents a cultural change that is only emerging. For KM to be effective it is important 

to package knowledge in meaningful ways that naturally promote sharing.  In this 

respect. sharing knowledge requires both Knowledge Management structure and 

process to facilitate application and access. 

GGUUIIDDEELLIINNEE  SSIIXX::  SSTTRRUUCCTTUURREE  PPOOLLIICCEE  KKNNOOWWLLEEDDGGEE  IINNTTOO  PPOOLLIICCYY,,  OORRGGAANNIIZZAATTIIOONNAALL  AANNDD  

TTAACCTTIICCAALL  PPAACCKKAAGGEESS  TTOO  PPRROOMMOOTTEE  MMEEAANNIINNGG  AANNDD  UUSSEE..  

Police knowledge can be usefully categorized into Policy Knowledge, 

Organizational Knowledge and Tactical Knowledge and police KM needs to address 

these various types. Police KM systems need to be designed to process information and 

transform it into knowledge packages in preparation for application to selected 

problems. The packaging of these data will logically lead to an increased interest in 

sharing of this knowledge. 
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TTHHEE  PPOOLLIICCYY  KKNNOOWWLLEEDDGGEE  CCOOMMMMOONNSS.. It is both possible and important to package 

data within a broad community based program or process such as COMPASS, which is 

led by a multi agency and community based leadership team. Data from across the 

institutional spectrum can be placed in a data warehouse that is accessible in a variety 

of formats blending inter and intra net access with web-based software using G.I.S. 

mapping capability and analysis. The data can be pre-packed by blending key variables 

in a map format creating and promoting knowledge of those factors related to crime 

and disorder. The packaging of this knowledge can easily inform policy debates, 

problem selection and implementation of multi-modal solutions. In effect, this approach 

“democratizes knowledge” allowing access and linkages with the larger community 

and policy makers. While police departments are currently placing data about crime on 

websites, only through more comprehensive KM projects is that data being combined 

with a wide range of other data to create knowledge about the causes and potential 

solutions to crime. 

TTHHEE  OORRGGAANNIIZZAATTIIOONNAALL  KKNNOOWWLLEEDDGGEE  PPAACCKKAAGGEE.. Crime and disorder data can be 

usefully packaged to inform organizational policy issues. The most well known 

packaging of knowledge is the COMSTAT program that uses crime mapping as a 

means to understand crime trends and but was specifically designed to hold police 

leaders accountable for addressing these trends. The packaging of organizational data, 

however, is in its infancy. Other more specific knowledge packaging is possible to focus 

on use of force, officer safety, budget and fiscal issues, training and education etc. 

TTHHEE  TTAACCTTIICCAALL  KKNNOOWWLLEEDDGGEE  PPAACCKKAAGGEE.. While crime mapping has been adopted by 

most police organizations as a means to display and understand crime and disorder, 

there are much more that can be done to package crime and disorder data to inform 

tactical strategy. KM for detectives should start with a specific understanding of the 

crime dynamic of the specific unit. Exhaustive literature reviews should be conducted 

to create crime types/profiles and associated dynamics as an organizing framework 

within which all situational case knowledge is understood. All unit data should be 

arranged to create a knowledge base what is available to analysis using place (mapping) 
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and crime dynamic analysis (movement and interaction). Data base downloads along 

with department wide “yellow page” scanning can create knowledge teams that are 

best suited for addressing specific cases (see figure 3). Patrol KM should focus on 

packaging data for use in real time mapping and crime dynamic analysis in preparation 

for each daily patrol briefing. 

Figure 3. 
AA  PPOOLLIICCEE  UUNNIITT  BBAASSEEDD  KKNNOOWWLLEEDDGGEE  MMAANNAAGGEEMMEENNTT  PPRROOBBLLEEMM  SSOOLLVVIINNGG  MMOODDEELL    

 
KKNNOOWWLLEEDDGGEE  

MMAANNAAGGEEMMEENNTT  
PPRROOCCEESSSS  

DDEEPPAARRTTMMEENNTT  UUNNIITTSS  
Auto theft, Burglary, Assault, Sex Crimes, Domestic Violence, Narcotics, Homicide,  etc. 

11..    
LLIITTEERRAATTUURREE  

RREEVVIIEEWW 

Establish an understanding of knowledge within existing research and professional 
literature. Informs data base and analysis process. Each unit in the department builds starts 
their crime analysis model based on literature. 

22..  
DDAATTAA  BBAASSEE--  

DDOOWWNNLLOOAADDSS  
FFRROOMM  RRMMSS  

AANNDD  
DDEEPPAARRTTMMEENNTT  

““YYEELLLLOOWW  
PPAAGGIINNGG”” 

Establish a crime specific data bank download from RMS and other department data. This 
data will be specific to crime. Informed by literature and knowledge. 

33..    
SSTTEEPPWWIISSEE    GGIISS  

AANNDD  OOTTHHEERR  
CCRRIIMMEE--PPLLAACCEE  

BBAASSEEDD  
AANNAALLYYSSIISS 

Establish a stepwise crime analysis process that includes the all the crime dynamic 
variables and is plotted in a GIS format. Analysis used to plot past, current and projected 
crime activities. May purchase or develop analytical software. 

44..  
IINNTTEEGGRRAATTEEDD  

IINNTTEERRVVEENNTTIIOONN  
PPLLAANN  

 
 

Craft an intervention strategy that has both long term and tactical elements. Plan blends a 
wide range of interventions from policy to tactical responses 

 

GGUUIIDDEELLIINNEE  SSEEVVEENN::  CCRREEAATTEE  RROOUUTTIINNEE  KKNNOOWWLLEEDDGGEE  SSHHAARRIINNGG  PPRROOCCEESSSS  NNOOTT  EEVVEENNTTSS..  

An essential feature of Knowledge Management is the sharing of knowledge 

with others as the means to desired outcomes and the successful application of all 

aspects of KM. Recent research clearly shows that when Knowledge Management is 

treated primarily as an “event” it acts to defeat establishing knowledge sharing as a 
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normal organizational routine. Knowledge sharing is most effective when incorporated 

as ongoing routines that have specific processes designed to facilitate sharing.  

TTHHEE  KKNNOOWWLLEEDDGGEE  MMAANNAAGGEEMMEENNTT  VVEEHHIICCLLEE.. A fundamental feature of police 

Knowledge Management process is the creation of knowledge management process 

within programs or projects. Several examples, such as COMPASS, COMSTAT, and 

After Action Reviews, have specific process that defines the program, leading to specific 

application.  In the case of COMPASS, there are processes for all of the components of 

the Knowledge Management model, while others, like After Action Reviews focus on 

only one part of the KM model. For sharing to occur the process should include multi-

discipline participants and specifically require sharing and discussion of knowledge. 

Professional facilitation of the specific knowledge sharing process is important. 

TTHHEE  KKNNOOWWLLEEDDGGEE  MMAANNAAGGEEMMEENNTT  PPLLAACCEE.. Recent research suggests that Knowledge 

Management sharing is not just a process, but is also a place. The police department 

library, the Research, Grants & Corporate Support Unit, and the Crime Analysis Unit 

(CAU) are examples of where knowledge “happens”. The observed linkage of a 

department library with the conference room is an interesting example of both the static 

feel of a repository of documented organizational knowledge, but also a dynamic 

quality where decisions are made by putting knowledge into action. In the case of the 

CAU, its central function, combined with its potential location in pathways, facilitates 

the “place” nature of knowledge. Unlike the conference room, where one must 

“belong” in meetings, CAU can be a completely open place where anyone can go 

during all hours of operation.  

 

IIVV..  AAPPPPLLYYIINNGG  KKNNOOWWLLEEDDGGEE::  UUSSIINNGG  WWHHAATT  WWEE  KKNNOOWW  

The ultimate purpose of Knowledge Management is not simply to make 

knowledge available, but to apply it to reach organizational objectives (Williams, 2001). 

The application of knowledge can be focused on both external public safety problems, 

as well as internal organizational issues. Finally, police KM can be used to both select 

potential applications but also to select subsequent interventions or course of action. 
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GGUUIIDDEELLIINNEE  EEIIGGHHTT::  UUSSEE  KKNNOOWWLLEEDDGGEE  MMAANNAAGGEEMMEENNTT  PPAACCKKAAGGEESS  AANNDD  PPRROOCCEESSSSEESS  TTOO  SSEELLEECCTT  

AAPPPPLLIICCAATTIIOONNSS..    

The selection of applications should follow Knowledge Management process 

designed to identify and prioritize crime and disorder problems and organizational 

issues.  

CCOOMMMMUUNNIITTYY  PPRROOCCEESSSS.. Many knowledge management processes include a role for 

community participation and input. Leadership teams that guide a COMPASS selection 

process include community members. Other Community Policing forums provide 

specific processes that engage the community in identifying specific problems. Other 

key government process that inform political decision making and policy development 

are predominate ways to select KM applications. 

OORRGGAANNIIZZAATTIIOONNAALL  PPRROOCCEESSSS.. While police departments rarely engage in long range 

planning, those that do engage in a process to establish long term goals and objectives. 

KM process can both inform and follow from these long range planning processes. 

CCRRIIMMEE  AANNAALLYYSSIISS  PPRROOCCEESSSS.. Most police departments utilize sophisticated crime 

analysis methods such as hotspot mapping to identify and select key problems for KM 

application.  

GGUUIIDDEELLIINNEE  NNIINNEE::  AAVVOOIIDD  UUSSIINNGG  KKNNOOWWLLEEDDGGEE  MMAANNAAGGEEMMEENNTT  TTOO  PPOOLLIICCEE  TTHHEE  PPOOLLIICCEE.. 

Throughout the Knowledge Management literature it is clear that if KM is used to 

police employees, then adoption will be unlikely (Lim, et.al., 1999). There is a long 

tradition in the police culture, to resist efforts to monitor police behavior. This cultural 

tradition would suggest a less than an enthusiastic approach to KM strategies that 

propose to monitor, even map inter-officer communication (Skolnick and Fyfe, 1993). It 

is not surprising that data on accountability efforts like COMSTAT show limited 

success, suggesting that other KM efforts like e-mail mapping would need to be 

carefully crafted. Failure to address this key issue is likely to result in the failure of any 

KM effort. 
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GGUUIIDDEELLIINNEE  TTEENN::  UUSSEE  KKNNOOWWLLEEDDGGEE  MMAANNAAGGEEMMEENNTT  TTOO  SSEELLEECCTT  AANNDD  DDEESSIIGGNN  IINNTTEERRVVEENNTTIIOONNSS  AANNDD  

SSOOLLUUTTIIOONNSS..    

There is long standing evidence that Knowledge Management techniques are used in 

routine police activities to address crime and disorder problems. More recently, KM 

processes have been utilized to address police organizational issues. The use of 

comprehensive KM processes will allow for multi-modal interventions that will not 

only inform reactive strategies, but will facilitate preventive more proactive approachs. 

CCRRIIMMEE  AANNDD  DDIISSOORRDDEERR  AAPPPPLLIICCAATTIIOONNSS.. The more visible and growing use of 

Knowledge Management techniques are in the area of targeted crimes. The use of crime 

mapping has evolved rapidly and is now used in front line police operations (crime and 

hotspot analysis) and investigations by officers (Groff and LaVigne, 1998).  There is 

specific case study data that demonstrates the successful use of this Knowledge 

Management technique to address a wide range of issues from auto theft, burglary, 

rape, homicide, traffic accidents, and gang activity (LaVigne and Wartell, 1998; LaVigne 

and Wartell, 2000). As efforts to create mapping models that predict the location of 

crime (Weisburd and McEwen, 1997) become viable, it is likely that more departments 

will integrate this knowledge into the routine briefing and deployment strategies. It will 

be critical to make these applications time sensitive (real time data), effective (place 

officers at the predicted location to greet the offender) and process efficient (analytical 

up-front work that reflects the crime dynamic). 

AADDMMIINNIISSTTRRAATTIIVVEE  AANNDD  OORRGGAANNIIZZAATTIIOONNAALL  AAPPPPLLIICCAATTIIOONNSS.. Less apparent, but 

emerging is the application of Knowledge Management in the administration and 

operation of the police organization. Applications of KM like COMSTAT have met with 

limited success, primarily because of a focus on “policing the police” and their “event” 

process. Many other applications are possible ranging from Yellow paging for training 

purposes, to resource allocation decisions, to implementation of specific policing 

models such as the Risk Focused Policing approach (Pendleton and Bueermann, 2002). 
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VV..  CCRREEAATTIINNGG  KKNNOOWWLLEEDDGGEE::  IINNCCRREEAASSIINNGG  WWHHAATT  WWEE  KKNNOOWW  

The creation of knowledge is clearly identified as a ‘core’ feature of Knowledge 

Management. The Knowledge Management challenge encompasses both how to learn 

from organizational experience and how to create knowledge through original research 

and development activities. 

 

GGUUIIDDEELLIINNEE  EELLEEVVEENN::  EESSTTAABBLLIISSHH  SSPPEECCIIFFIICC  PPRROOGGRRAAMMSS  AANNDD  PPRROOTTOOCCOOLLSS  FFOORR  LLEEAARRNNIINNGG  FFRROOMM  

OORRGGAANNIIZZAATTIIOONNAALL  EEXXPPEERRIIEENNCCEE..    

There has been a long-standing police tradition of valuing experience. This tradition has 

been focused upon individuals and the experience they gain throughout their careers. 

More recently, there has been a recognition that organizations can also learn from 

experience if they have a commitment to continuous improvement. Learning from 

experience can include both the experiences from within the organization and 

experiences that others outside the organization have also encountered. 

AAFFTTEERR  AACCTTIIOONN  RREEVVIIEEWWSS.. After Action Reviews or Critical Incident Reviews occur 

after police events or situations. These events can be large in nature or when officers are 

involved in incidents of a serious nature. A review process is created to include a 

synopsis of the event to include descriptive information (time, location etc.). Key 

questions guide the process such as, What did we do right? What could we do better 

next time? How do we share this learning? One of the constraints on this process is the 

legal liability, and related personnel actions often accompany reviews of difficult 

actions. These constraints often impede a complete and full understanding of an event 

(Pendleton, 2002) because of legal and personnel exposure.  It is important to develop 

protocols to neutralize factors that impede full and complete participation and 

disclosure. 

LLEESSSSOONNSS  LLEEAARRNNEEDD.. A “Lessons Learned” program and is designed to use after 

incident reports to create and share knowledge from police related events. The 

reporting system is web based and is accessible by anyone. Those wishing to report on 
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an event, fill out a web-based form that includes identifying/contact information and 

then a response to the following questions: 

 What was the most notable success at the incident that others may learn from? 

 What were some of the most difficult challenges faced and how were they 

overcome? 

 What changes, additions or deletions are recommended to various training 

curriculums? 

 What issues were not resolved to your satisfaction and need further review? Based 

on what was learned what is your recommendation for resolution? 

 

PPLLAACCEEDD  BBAASSEEDD  AAFFTTEERR  AACCTTIIOONN  RREEVVIIEEWW.. A version of “after action” learning, focuses 

on the location or place of critical events. This learning exercise requires travel to the 

actual locations of critical incidents to learn from the events in their location. This 

learning technique features not simply the event, but the geographic location and 

dynamics of the event. This case study approach is highly structured with numerous 

learning objectives that feature the interaction between the geography and the case 

dynamics (Robertson, 1987).  

IINNTTEEGGRRAATTEEDD  AAFFTTEERR  AACCTTIIOONN  RREEVVIIEEWW.. This technique uses a stepwise process to 

identify and map chronic and critical problems such as homicides to locate the ‘target 

place’ within the city. Then an after action review is conducted of all the recent 

homicides within the target place. All the key participants, both within the community 

and within the police department, are invited to meetings where a facilitated process is 

used to analyze the recent homicide cases in the target area. The process is guided by 

the following questions: 

1. Do you know anything about this case? 

2. What do you know about the victim? 

3. What do you know about associates of the victim? 

4. Was the victim part of a group of active offenders? 

5. What do you know about the suspect(s) /offenders? 
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6. What do you know about the associates of suspects/offenders? 

7. What do you know about the relationship between the victim and suspect? 

8. What do you know about the location of the event? 

9. What do you know about the motive in this case? 

10. Was the incident drug related? How? 

11. What do you think was behind the event (final summary)? 

 

Following the after action review session, a place based analysis including site 

visits are conducted to understand fully the nature of the location of each of the 

homicides. This place analysis includes the location of the homicide and visits to the 

homes of relatives and other key participants within the geographic space surrounding 

the location.   

Based upon this process the crime dynamic of homicide in this area is developed 

that included a focus on motive, relational dynamics and the characteristic of the places 

in which these homicides occurred. Based upon this analysis, interventions are crafted 

to address three distinct types of homicides that occur in the target area. 

TTHHEE  IINNNNOOVVAATTIIOONN  EEXXCCHHAANNGGEE.. This is a collaborative program involving multiple 

law enforcement agencies. The purpose of the program is to allow employees from each 

of the participating departments to conduct a site visit to any department for 5-6 hours 

to observe how other departments operate and/or provide law enforcement services in 

areas that have been problematic in the employees department. The intent is to 

maintain “a competitive edge” by discovering how “our colleagues” are doing things 

better than “we are”. Employees are specifically instructed to abandon the mind set that 

“I know we do this better than they do” but to focus how “they do things better than we 

do”. The program material provides a guide of potential areas for examination to help 

employees focus on specific areas during the observation. 
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GGUUIIDDEELLIINNEE  TTWWEELLVVEE::  EESSTTAABBLLIISSHH  AA  SSPPEECCIIFFIICC  RREESSEEAARRCCHH  AANNDD  DDEEVVEELLOOPPMMEENNTT  PPRROOGGRRAAMM..  

While initially the subjects of research, the police have evolved into research 

partners sharing the responsibility for selecting topics, managing the process, and 

disseminating the results.  The next logical step in the creation of police knowledge is 

for the police to take the lead role in the creation of knowledge. The typical 

organizational model for this role is found in classic research and development units or 

departments. Police research must go beyond simply providing a statistical description 

of the department to actually employing trained researchers to both conduct research 

and liaison with Universities to do the same. 

 

 CCOONNCCLLUUSSIIOONN  

There is little evidence that the police profession is aware of Knowledge 

Management as an overall management strategy, but is involved in KM activities in an 

incremental way. Knowledge Management, as a purposeful organizational strategy, is 

more than an innovation in itself, but is a fundamental part of the innovation process 

that is essential to sustaining an organizational culture that is based in innovation. If the 

police profession is to sustain its position on the “cutting edge” of innovation, there is a 

need to integrate the various KM techniques into an interrelated system (see figure 4). 

Such a system would link very specific crime type analysis with daily patrol strategies, 

monthly COMSTAT process and the larger COMPASS process that extends beyond the 

boundaries of the police department.  

While police departments may have adopted recent innovations because they 

need to, the relative rapidity of the adoption of recent innovations (Weisburd, 2001, 

Weisburd, et.al. 2001) and the emergence of intrinsically innovative police departments 

(Pendleton, 2002) suggest a growing natural interest in innovation. When police 

departments want to be innovative, they will re-craft their organizational structure, 

policy and practice. In effect innovation will become an intrinsic value. 

 
 
 



 26

Figure 4. 
AA  KKNNOOWWLLEEDDGGEE    MMAANNAAGGEEMMEENNTT  IINNTTEEGGRRAATTEEDD  IINNTTEERRVVEENNTTIIOONN  MMOODDEELL  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Crime Unit Based Analysis 
(Auto theft, Burglary, Sex Crimes, Domestic Violence, Assault, Narcotics, 

Homicide) 
KM Process: 1.) Literature Review; 2.) Data Base Downloads-Yellow Paging 
Search; 3.) Stepwise GIS and Crime-Place Based Analysis; 4.) Intervention 
Plan 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
  
 

Monthly COMSTAT Process: 
Place Based Trend Analysis Using GIS To Assess All 

Crime From Each of The Units 

Daily Shift Briefings: Shift briefings conducted using 3 to 
4 hour old crime and activity data and informed by both 
COMSTAT and Unit Based Analysis. Two to three 
projected screens to view mapped data. Three part 
briefing to include viewing overall crime trends and 
activity, one or two specific unit presentations, and then 
design of patrol suppression strategy-goals. 

Inform Community Policy Process and Decisions 
Place-Based Macro Analysis Using COMPASS Format 
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