COMMUNITY ENGAGEMENT
ASSESSMENT PLAN
September 2017 – February 2018
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EXECUTIVE SUMMARY
The Cleveland Community Police Commission (CPC) established under the Settlement Agreement
between the City of Cleveland and the U.S. Department of Justice, leverages the experience and
expertise of the people of Cleveland to ensure that the Cleveland Division of Police operates in a
manner consistent with cooperative community understanding and engagement.
This Community Engagement Assessment Plan (CEA Plan), which is required in compliance with ¶17c
of the Consent Decree, reflects research garnered from the Seattle Community Police Commission
Assessment Plan, relevant literature searches for best practices, suggestions from the Cleveland CPC
staff, the Community Engagement Committee and Commissioners. With the hiring of a Policy Analyst
and a second Community Engagement Coordinator, the Cleveland CPC anticipates additional edits and
fine tuning of the plan as the CPC becomes more adept at processing qualitative data.
The CEA Plan supports an evidence-based tracking of improvements in the pattern and practice of
excessive use of force and unconstitutional policing and community-police relations that lead to building
trust. Tool design, data collection and analysis will be used to track change and develop effective
strategic measurements overtime.
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ASSESSMENT PLAN OVERVIEW
RATIONALE
Improving community-police relations is an essential step in Cleveland’s police reform process. The
United States Constitution requires the City of Cleveland to:
•

Prevent excessive force

•

Guarantee reasonable search and seizure; and

•

Ensure that police services are delivered free from bias.

These precepts are fundamental to having a strong community-police relationship built on mutual trust
and respect.1 The settlement agreement clarifies this further, stating: “Constitutional policing and
effective policing are interdependent, and rely on a strong partnership between the police department
and the communities that it serves.”2 Therefore, community input and involvement in the reform
process are invaluable assets in reforming Cleveland police practices and procedures. As noted in the
settlement agreement: “Ongoing community input into the development of reforms will strengthen
Cleveland Division of Police (CDP) and the police-community relationships that are necessary to
promote public safety.”3 This mandate will be achieved through the establishment of a Community and
Problem-Oriented Policing Policy by CDP. The Cleveland Community Police Commission’s (CPC or
Commission) Community Engagement Assessment Plan will generate both qualitative and quantitative
based evidence to guide and monitor the ongoing progress of the implementation of the CPOP Policy.
Through these processes, we expect to see the development of a stronger community engagement
structure that extends beyond the duration of the settlement agreement. As set forth in the Agreement,
“CDP will develop and implement a comprehensive integrated community and problem-oriented
policing model.” The Model will promote and strengthen partnerships within the community, engage
constructively with the community to ensure collaborative problem-solving, and increase community
confidence in CDP. CDP will consult with the Commission when choosing the most appropriate model.
This model must foster effective ways to create positive daily interactions between CDP law
enforcement officers and community stakeholder groups where such daily exchanges are currently
lacking. Additionally, it should also aspire to promote a collaborative spirit among officers and the
community as officers engage in non-enforcement interactions.4

“Settlement Agreement: United States of America v. City of Cleveland”, para. 1
Ibid., para. 6
3
Ibid., para. 14
4
Monitoring Team Memorandum – December 9, 2016
1
2
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ASSESSMENT PLAN PROCESS | A FLOWCHART
Assessment is the systematic (see graphic), ongoing process of gathering and interpreting indicators
associated with a policy or program. We do this appraisal to determine if a policy or program is meeting
its desired goals. The appraisals provide valuable information for improving the policy or program. An
assessment plan contains the details of how a practitioner will work through the steps of
the assessment cycle for two or more learning outcomes.5

Compile
comments &
determine best
analysis tool.

Analyze data

Review and
interpret results
w/CDP &
Stakeholders

Complete hiring
CEC & Policy
Analyst
Recommend
Actionable next
steps w/CDP &
Stakeholders
Submit Draft
Plan to
Stakeholders
August 28, 2017

5

academics.lmu.edu/.../officeofassessment/assessmentresources/creatinganassessmentplan/
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CLEVELAND CPC COMMUNITY ENGAGEMENT ASSESSMENT PLAN
The Cleveland CPC recommends that its Community Engagement Assessment (CEA) Plan starts in
earnest with the on-boarding of two additional staff professionals, a second Community Engagement
Coordinator and a Senior Policy Analyst. CPC anticipates that these positions will be filled by
September 1, 2017 and project an initial completed assessment report by December 2017. This report
would incorporate all needed process steps related to compiling available community comments from
2015-2017 and is estimated to be a final report. Thus, initiating a quarterly assessment as depicted in
the Work Plan Flow (see detailed timeline for specific tasks) in parallel with other required draft policy
assessment and feedback work.
The new CPC employees will have expertise in research and analysis, alongside current data analysis
staff. These are critical to the proficiency of CPC and the successful implementation of the CEA Plan.
These professionals will increase the capacity and talent of the CPC and its ability to begin
accumulating, analyzing and interpreting community feedback in a more robust methodology. CPC’s
area of personnel growth will provide leadership for project designs and the ongoing monitoring of
community trust. CDP’s staff and the impact of new policies will receive data informed
recommendations from the CPC as required for making any suggestions for change.
The CPC Policy Analyst will provide intensive technical research assistance to the Commission
and help bridge evidence-based collaborations with the CDP and other stakeholders. Policy
analysis is a key component of Cleveland’s productive reform process. The Policy Analyst will
ensure that the Commission accurately quantifies and reports the Community’s concerns,
experiences and values, as well as assist in the development of recommendations, assessment,
and the auditing of CDP’s improved policies. This professional will provide policy research,
advice, strategy, and implementation for the Commission to fulfill its duties as outlined in the
DOJ Settlement Agreement.
The Community Engagement Coordinator is responsible for the implementation and evaluation
of the Community Police Commission’s (CPC)’s community engagement activities, including
CPC community meetings and Commission presence at noncommission community events.
This position will work with the Policy Analyst to ensure that the CPC collects raw data
representing community member concerns, experiences, values and issues. Analyzing this raw
data is foundational to the successful implementation of the consent decree and it facilitates the
creation of community engagement strategies and assessments to help accomplish obligations
related to community and, problem-oriented policing.
In the context of the CEA Plan, stakeholders include the City, Cleveland Division of Police, the
DOJ, the Monitoring Team and target groups. It is the role of the CPC staff (especially, the
CEC) to ensure that the plan engages a well-developed list of stakeholders.
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CLEVELAND CPC COMMUNITY ENGAGEMENT ASSESSMENT PLAN | CONTINUED
The determination of desired outcomes, activities, and indicators should take place during the planning
stages of project development, such as the initial CEA project that will use available raw data. For
evaluation purposes, it is essential to identify and document the program outcomes, activities, and
indicators that will be evaluated. Think of the desired outcomes as what you ultimately want the
program to accomplish, the activities are what you will do to get there, and the indicators will gauge
progress, and to what degree, you are making progress.
Outcomes should be consistent with what could reasonably be accomplished and not overly idealistic.
Reasonable and realistic doesn’t mean you won’t strive for more, but in terms of carrying out an
evaluation the more clearly defined and measurable the outcome, the better. See Patton (1997) for a
detailed discussion on the development of outcomes. Outcomes provide a foundation for all
subsequent program implementation and evaluation activities, and each of the outcomes will need to
be evaluated. While our program partners will undoubtedly seek to obtain a vision that is much bigger
and beyond the scope of a focus, your outcomes are what can realistically be accomplished.6

A PLACE TO START | W HAT CAN W E LEARN FROM THE SEATTLE CPC?
Community engagement is a complex topic that means different things to different people. After
collecting feedback across Seattle to gain direction, the Seattle CPC distilled the comments into 10
topics for potential analysis within the larger theme of community engagement. Then the Seattle CPC
prioritized three of the topics based on their understanding of the interests and concerns of the
constituencies they represent. Seattle documented their findings from one of those topics, namely,
whether the Seattle Police Department’s policies and practices in recruitment, hiring, and training of
officers promote positive engagement with people from racial, ethnic, immigrant, and refugee
communities. The Seattle CPC prioritized the study of recruitment, hiring, and training because these
emerged as a central community concern across all demographics.7
The Cleveland Community Police Commission has successfully included community members
in its full commission meetings, town halls and other policy work that required listening sessions
since October 2015. Community members shared their thoughts at each full commission
meeting and where their comments were chronicled as part of Cleveland CPC’s official records
and annual reporting. Community member comments are examples of some of the initial
feedback officially gathered that can be compiled and analyzed. This approach is similar to the
initial steps taken by Seattle. This will help CPC identify themes to use in collaboration with CDP
and other stakeholders to monitor current policy work as a means to determine where to focus
further improvement and where the efforts of the CPC research analysis team should be at the
onset of implementation. This will also provide guidance for ongoing CPC recommendations.
For instance, On December 13, 2016 the City, Cleveland Division of Police (CDP), CPC, and
other Stakeholders agreed to embark on a collaborative engagement process around
Community and Problem-Oriented Policing (CPOP) and worked together to solicit meaningful
community feedback around the Division’s CPOP Plan. The Stakeholders understand that
“working together” means three things: (1) on the front end, all Stakeholders will provide input
on the engagement materials and process; (2) all Stakeholders will participate in the community
6
7

http://pareonline.net/getvn.asp?v=9&n=8
An Assessment of the Seattle Police Department’s Community Engagement, page 3
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engagement process and provide necessary resources; and (3) all Stakeholders will share
information about the process with their networks.8 The approved report resulting from the
CPOP study is among documents that CPC staff will use to gather community feedback as the
starting data point. We will attempt to enumerate all official documents available to CPC staff for
this initial implementation step. However, CPC staff will be given suitable guidelines for
selecting documents. All documents submitted as final official reports should be included in the
initial data analysis at this process step.

8

2017-01-17 Bias Free and Community Problem Oriented Policing Cleveland Community Engagement-Spring 2017 Plan
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DATA COLLECTION AND ANALYSIS
The Settlement Agreement requires the CDP to formulate a comprehensive and integrated community
and problem-oriented policing plan. The Monitoring Team, with assistance from the Policing Project,
has drafted a framework document to guide these efforts, and consistent with the Agreement will work
with the CDP to include the community in the various components. The CPC’s Community Engagement
Assessment Plan is an important part of this broader community engagement effort.9
The CEA Plan intends to establish and maintain a link between the community and CDP:
•

The perceived effectiveness of public communication has a more substantial impact on public
satisfaction with police protection and crime prevention than neighborhood crime rates and
broken windows factors. This perceived effectiveness moderates the negative impact of crime
rates. After controlling for residents’ demographic characteristics, the authors of this study found
that the perceived effectiveness of communication is associated with public satisfaction with the
content and quality of the city website and the government television channel. (Alfred Tat-Kei
Ho & Wonhyuk Cho, 2017)

•

Collaborative partnerships can be an effective strategy for crime prevention, especially in
disorganized communities. Using ordinary least squares regression with 414 American cities,
this article finds that police departments with many collaborative partnerships are able to
promote informal social control within their communities and capitalize on the resources
available to them with the help of other groups. This contention is supported by the effects of
collaborative partnerships on crime rates in disorganized communities in comparison to wellorganized communities. Thus, collaborative partnerships of public organizations with other
groups may insulate disorganized communities from the effects of community disorganization
on levels of crime. (Cheon Geun Choi & Sang Ok Choi, 2012)

•

Police patrol officers were surveyed to investigate how the strength of socioemotional needs
affects the relationship between perceived organizational support (POS) and work performance.
The association of POS with driving-under-the-influence arrests and speeding citations
generally increased with strength of the needs for esteem, affiliation, emotional support, and
social approval. Patrol officers with strong socioemotional needs, but not those with weak
needs, showed a positive relationship between POS and performance. The findings are
consistent with social exchange views that maintain (a) work effort is encouraged by the receipt
of socioemotional resources, (b) POS fulfills a variety of socioemotional needs, and (c) the value
of POS and the obligation to reciprocate with high performance increase with the strength of
socioemotional needs. (PsycINFO Database Record (c) 2016 APA, all rights reserved)

The Cleveland Community Police Commission (CPC), through implementation of its Community
Engagement Assessment Plan, will fulfill the settlement agreement mandates to assist the CDP meet
its responsibilities and establish a Community and Problem-Oriented Policing Model. As the CPC was
established to be a partner in police reform lasting beyond the implementation of the consent decree,
the Community Engagement Assessment will provide the Cleveland community with a mechanism that
allow community voices to be heard by the CDP for many years to come.

9

Monitoring Team Memorandum – December 9, 2016
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APPENDICES
•

2017-2018 Community Outreach Plan

•

Feedback Memo to CPC from Monitoring Team (December 9, 2016)
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Cleveland Community Police Commission
200 DAY ASSESSMENT PLAN – Phase 1
September 2017 – February 2018

Establish Strategies for ongoing feedback about CDP Community Engagement
Action
CPC will hire Policy Analyst
and second Community
Engagement Coordinator

CPC staff will retrieve and
compile community comments
from all previously approved
CPC
recommendations, meeting
minutes, all public comments
documented over the 2-yr.
existence of the CPC and the
recent CPOP study.

CPC will host community
stakeholder’s meetings to
share findings from need
analysis and align priorities for
ongoing work.

Goal
To provide expertise and
increase CPC’s capacity to
design survey tools,
implement studies and
provide data analysis on an
ongoing basis (¶17).
To represent a variety of
community input.
To see trends in data from
community members over a
period of years (2015-2017).
To develop a list of trending
themes representing the
voice of the community,
including that of stakeholders.
To prioritize themes to better
determine several foci themes
for a need analysis.
To collaborate on the use of
need analysis findings and
ongoing trust building work.

Responsible Party
Executive Director &
Commissioners

Deliverable/Outcome
Hiring process complete; all
appropriate paperwork is filed
with City of Cleveland HR
Department.
•

Policy Analyst,
Community
Engagement
Coordinator and any ad
hoc research
committees CPC staff
deems necessary for a
successful project.
Commissioners will
provide oversight
CPC Staff &
Commissioners

•
•

A list of evidence based
themes to help determine
priorities to set the tone for
building trust be the
community and the CDP
(¶14).
Topics to cover in response
to the need analysis.
Establish rationale for
strategies to assess CDP
activities(¶17c)

Review findings and achieve
an understanding about CPCs
ongoing analyses of CDP
community activities (¶17c).

Timeline/
Deadline
July –
September 15,
2017

September –
October 21,
2017, first draft;
Final report
December 2017
Ongoing (¶14;
¶17c)

By October 31,
2017

The goals outlined in this section are ongoing and work products are expected quarterly.
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Community and Problem-Oriented Policing
CDP will develop a comprehensive Community and Problem-Oriented Policing Plan.
The Stakeholders, including
CPC and the Monitor will
review the proposed final
draft of the CPOP plan and
highlight issues and/or
concerns.

The CPC will obtain
community, officer, and
stakeholder input into the
CPD’s proposed draft of
the community and
problem-oriented policing
plan. The Monitor will
provide CPD and the
Parties with such input
and highlight recurring
issues or concerns.

To gather community feedback on
CDP’s Final CPOP draft using a
data collection tool designed by
CPC Policy Analyst:
• Townhalls
• Listening sections
• Other: digital outreach

Policy Analyst, Community
Engagement Coordinator
with Commissioner
oversight

Produce data that supports
evidence-based recommendations
to be shared with Stakeholders

August 28, 2017October 13, 2017

CPC Staff with
Commissioner oversight

Written summary of Community
Comments on CDP CPOP Draft

October 13, 2017November 10, 2017
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CPD will develop a bias-free policing policy. (¶ 38.) (August 15, 2017overdue)
The draft policy by CDP was officially handed off to CPC Friday, August 25.
Please see example of a work plan calendar on page 15
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Use of Force-Related Policies
In consultation with the Monitor and the Parties, CPD produces a Proposed Final Draft of both, Use of Force and Force Investigation Team
(FIT) policies that adequately incorporates the feedback of the Parties and the Monitor. CPD submits its Proposed Final Draft to the Parties,
Monitor, and CPC. (Due September 29, 2017)
Action
Goal
Responsible Party
Deliverable/Outcome
Timeline/
Deadline
The Monitoring Team and
See proposed
CPC Staff
Submission of Feedback to
October 31, 2017
Parties receive feedback
activities
Commissioners provide
Monitoring Team and Parties
from CPC and other
calendar below
oversight
community organizations
about the Use of Force
investigations and FIT
investigations policy and
forward recommendations to
CPD.
The Monitoring Team and
See proposed
CPC Staff
Submission of Feedback to
November 30,
Parties receive feedback
activities
Commissioners provide
Monitoring Team and Parties
2017
from CPC and other
calendar below
oversight
community organizations
about the use of force
investigations and FIT
investigations policy.
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Other CPC policy areas to monitor, assess and make recommendations:
•

Recruitment and Hiring – First draft September 15, 2017; written work product be Monitoring Team November 1, 2017

•

Administrative Review Processes – Ongoing

•

Internal Affairs Policy Manual – May 8, 2017 to November 3, 2017

•

Office of Professional Standards – Ongoing; Draft program to provide awareness – First draft November 20, 2017

•

Police Review Board – Ongoing

•

Transparency – Ongoing

•

Police Inspector General – Status update

•

Staffing – CPC will collect the concerns, expectations, values and issues related to CDP staffing levels from across Cleveland’s
diverse communities in a single written document to submit to stakeholders – summary due February 1, 2018

•

CPC’s Annual Report – December 15, 2017
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Next Section

Feedback from the Monitoring Team on the
CPC
November 2016 CEA draft plan
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