Operation Safe Clubs:
Enforcement and Situational Problem -Oriented Policing

Summary

In March of 2000, the City of Miangiermitted zoning for fiveét 9 Yy G SNI F Ay YSy G { LISOA |
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enforcement complaints from tharearesidentssubstantially increasd, reflected a changing
environment thatsignaledhe entertainment districtnightclubswould need toadapt and modify
business practicesThe Miami Police Department instituted Operation Safe €ilul2008 as a Problem
Oriented Policing project designed to address a number of serious crime and nuisancedksadsa
the Miami Entertainment DistrictComputer crime analysis, beat cop interviews, resident complaints,
and meetings with various community stakeholders identitieeinightclubs ashe primary problem.A
task force was created timplement the fdlowing: (1)inter-agency coordination and streamlining of
inspection protocols; (2) review ofty and stateordinances to clarifyegulations; (3yegularmeetings
with community stakeholderto address concerng4)site inspections and issuing of d¢itns; and (5)
meetingswith nightclubstaff regardingsecurity trainingand other operational issuesWhile Operation
Safe Clubdemonstratedsignificantpositive changes across a number of indicators, the nposmising
outcomewas realized in thavorkingrelationshipthat developedbetween the MighborhoodResource
Officers (NROsand the venue owners. Nameithe NROs helpethe owners undestandthat they
needed to organizéo addressssues that continued toreate problems for the communityAs a result,
the Miami Entertainment District Association (MERVEs formedin February2010. Thisvoluntary,
non-profit organization becama vehiclehrough which stakeholders could meet, discuss, and analyze
the issues, concernand problems relaté to nightlife activityand crime The most pressingoncernfor
all stakeholdersvasnightlife crime and its drain on polifrescueservices A number of secondary

problems, includingound disturbancg, were also identifiedin responseMEDAcollabaated with the



NROs to creatthe Enhanced Police Servi¢g$S) iogram where members pay into a fund that is used
to hire additional police patrolsin addition,MEDAalsoinstituted the Sound Attenuation Prograio
determine specifistrategiesto reducetheir sound footprint withn the community. Operation Safe
Clubs resulted i decrease in crimes related to nightlife econgmmarked decrease in resident sound

and disturbance complaints, and increased quality of life for residentpatrdnsalike.

Scanning
In March of 2000the City of Miami passed Ordinancil®17 to modifycity code provisions
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areas within MiamDade/ 2 dzy (i & | Yy R {TRedrdifanc€dreattllihcBnitivésdior business
development in an area historically resistant to grovatidto promote economic parity with other well
developed entertainment areais the region (i.e. Miami Beachfivea 9 Y G SNI F Ay YSy G4 { LISOA |
were established whereibar closng timeswere extendedand distance requirements from churches
and schoolsas well agproximity restrictions between establishmentgere relaxed However, the
ordinance restricts the number of venues that can be locatatdiwieach of these entertainment zones
and requires a special permit process that necessitates a detailed plan regarding the following areas of
business operation: (Parking and traffic; (2) crowd control; (&nitation; and(4) when adjacent to
residential livinga noise &enuation plan. This paper will focus on problenriented policing
interventions within two of these districtdarkWest and Mediajvhich are nowcollectivelyreferred to
Fa GKS a52¢yia26y 9AppeBoi@) Ay YSy i 5Aa&a0NROGE
In 2007, interviews conducted by Neighborhdedsource Officers (NROs) with downtoveab
officers, residents, businesses and employ@esionstrateda growing concern for #ncrime and
nuisanceoccurring inthe Downtown Entertainment Districtin additon to normalweekend crowds

(approximately 11,000 patronghe Cityof Miamialso hostsa number of special eventghich
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square mile area. The problems orime, disturbance, and nuisance (i.e. sanitation anchspwere
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these issuedeyond atypical nightlife timeframe.Additionally, the environmendramatically changed

with the construction and opening of several large msttiry condominiumsmmediately adjacent to

the Entertainment District. A number of city officials were inundatetth resident complaints regarding

noise, trash, vandalism, and preqy destructon. Police managers reported challenges associated with

effective resource allocatiowhen responding teudden and unexpected disturbanceghin the

district.

Analysis

Given the information obtainedfrom scanning, many of the problemsported inthe district
were directlyattributed to nightcluts and bars. The NROs began the process of gathering additional
information to clarify the problem and to specifically addratentified issues An analysis of the calls
for service to the Mimi Police department in 2008 revealed that of the 2178 calls placed, approximately
62% werecalls made during the weekendgpendicedB and C)More importantly, the data revealed
significant differences in alcohotlated, direct anddisturbance arrestsvhen nightclubs were open.
Most concerning were the levels of victirelated crimes} f § K2 dzZaK y 20 AA3IAYATFAOlLIyG A
FANB RE lifeyfhreatenindinSidéhts did much to validate residéngndcityof FA OA £ aQ FSI NA
Entertainment Dstrict wasgrowing out of control.

A number of meetings between the Miami Police Department, Codieré&ment, Fire

Prevention PlanningandDivision of Alcoholic Beverages and Tobacco (DA&E)conducted in early

! For example, the Miami Entertainment District hosts the annual thtee International Ultrafest
Music Conference. 2011 conference attendance ededel29,000 (Bicentennial Park Management
Attendance Records).



2008 toevaluate nightlife crime and sturbance withirthe Entertainment District Documentation,
observations angbast and current citationsf nightclubsrevealeda high degree of noncomplianeéth
anumber of cityand statecodes. Additionallysurprise inspections and undercover opeoais showed
that manyof the venues were poorly managed, undsaffed, frequently over-capacity Jacked
adequate seatingjemonstratedoverall poor crowd managemefarticularly in and around
entrance$, andlax enforcement ofirinking restrictions with undeage patronsAppendixD).
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remained largely undetected; specifically, the Entertainment Districtmastlyvacant, particularlyn
the evenings during the early years of its growbowntown Miami was principally a commercial,
business and warehouse district. Howevex@ding to the Miami Downtown Development Authority
(DDA), as of May 2010 more than 70,000 people litkararea This representan increase 080%
since 2000. As of June 2009, 85% of the 23,628 condo and apartment bmitsafter 2003were
occupied.When the entertainmentspecialty dstricts were initially formed, lisinesses were permitted
to operate withlittle oversidit from variouscity departments,aslimited policeresourceswvere directed
to other nightlife areasn the city. These areas were more developed and had significant residential
populations that registered complaints.

Finally, a comprehemsge review ofvariousstate, countyand city regulationsidentified serious
discrepancies and even conflicts between a number of codes related to niglattitees Manywere
outdated andled to confusiorregarding rgulation of licensed premises. It walso evident that the
impacted agencies did not have any established means through which information could be consistently

shared and coordination of efforts organized.

?In addition, more than 120 new businesses have opened since 2008. Independent Residential Closings
and Occupancy Study. Miami Downtown Development Authority. May, 2010.



Response

An analysis of the primary problem and related issues revahtdlirect erforcement
responses for nightlife venues within the Distmatre warranted The principle goal of the selected
interventions was to reduce crime and nuisame®l increase safetyia coordinated efforts to monitor
nightclubs andars While theNROsackrowledgedthat crime and disturbancare integrallyassociated
with nightlife economyscanningand analysis revealed that factors related to nightclub operation
played a much greater role than would be expected.

A task force composed of committee membeepresentingeity departments and other
agencies was formed to: (¥reamline and clarify governmental regulations; (2) establish inspection
protocols for nightclubs and bars; (3) conduct timely and consistent inspections; (4) lobby wityious
officials to review and modify codes that were found to be gesbatic; and (5) increase
interdepartmental and agency communication regarding these issues. The primary objective&Safehe
Clubs Taskdfce was toensure thatthe venues were in code compliancetiwall life safety issues.

After the task force met andecided orvarious strategies, club owners, managers, stadf
attended a mandatory meeting to review the goals and objectives of the progmapresentatives
from eachvenue fromthe ParkWest ard the MediaEntertainment Districtsvere present Attendees
were providedcontactinformation for task force membergold that surprise inspections would occur
(including during hours of operatiprand that code violations would be cited. If serious violatiwere
found, clubs would be subject to closure and would remain closed until the violation(s) were corrected.
Venuesalso face the prospect of suspension or revocation of their licengm failure to correct
repeated or multiple violationsAdditionally,venue staff were required to attendseriesof mandatory
YSSGAy3a GKIFG | RRNBaaSR &S Odzntkhase maetyh@s, irfordtatah and 2 y |-
trainingwas providedn properly identifying patrons, crowd control (outside and inside the venue),

underage drinking and ovesterving protocols, procedures regarding confiscation and disposal of illegal



narcotics, and early detection of aggression and propstraint and removalechniques® Throughout
these sessiongask forcememberscontinuously reinforced that thebjective of the project was code
complianceand life safetyand that nightclubs and bars that demonstrated a determined commitment

to addressing these concernadhnothing tofear - the process would be comprehensive and fair.

Assessment
In general, the inspections revealed a numbemifior code violations, which could be
corrected with moderate effort and cost to theenueowners. There were, however, a femightclubs
that were found to have serious code violations whieBulted inbar closures on the nig{g)the
violations were discovered. Serion$ractionswere often fire code violations regarding locked exit
doors, blocked egresses, fire safety systdimat were not operational, andazardousovercrowding.
CommunicatioramongstNROsclub ownersand contact persons within the task force proved
to beinvaluable Many owners and managers reached out to task force members for advice on how to
best corect a multitude of violations and concerns. The NROs played a significant role in the ongoing
process of facilitating meetingsith various partieso ensure that the best possible solutions were
implemented. Two significant findings underscored thecsss of the project: (1) all nightclubs and
bars within the MiamEntertainment Dstrict were found to be in 100%ompliance witkcity and state
codes; and (2) significant reductioimsviolent crimes within the idtrict (Appendix E
While theinitial results of Operation Safe Clubs were promisimgesolved issues related to

nightlife crime and disturbance remainedin addition to concerns regarding police resounsage,

% Security meeting®icluded a number of special presentations; for example, Transportation Security
Administration (TSA) agents provided training to venue security and door staff regarding search
procedures for contraband and weapons.
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of policingg on the effectiveness anfdirness(ltalics added) of the police in dealing with the
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Oriented PolicingNew York: McGraw Hill.
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disturbance and nuisanagegatively impaatd neighborhood residentsThere corinued to be calls for
increasedenforcement; angry residents were convinced that the onlytson was to close the entire

district andmove it elsewhere.Club owners attened meetings and discussed their efforts to address
communityconcerns Residets and other stakeholders tended to dismiss the gains made in life safety

issues and code compliance, often arguing that the nightclub industrypwasitilizing police and

emergency services. The sound disturbamesa particularlycontentious issudor all parties involved

as several club ownetsad been cited and even arrested for violatiorttod ordinance Project Safe

Clubs and its NROs had achieved success in code compliance and had dramatically improved the life

safety of patronsand club emplyees but quality of life issues for the residents had remaidéticult to
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defined as a criminal offens&é

Redefining the Problem
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In an analysis of the winners of the Goldstein Award in Excellence in Pr@iented Policing,

papers discussingightlife economies tended to directly target nightclubs and bars as the identified

problem. Many of the interventions or responsesuld be characterizeds enforcement ratherttan

situational POP strategi@sA review of the literature reflects a similar perspectivarget thevenues
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April 1979 pp. 236-258).
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Oriented Policing Senes, U.S. Department of Justi€tober 2000.
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8 Eck, J.E. (1993). Alternative Futures for Policing. In D. Weisburd & C. Uchid®o(igddjnovation

and Control of the Polidep. 5979). New York: Spring&ferlag.



via code enforcement, new ordinance restrictionspther coercive strategies to effect chanyés this
project evidences, signii@nt progress can be achievatilizingsuch strategies. However, the NROs
recognizedzenue ownersas important stakeholders who wenevested in solving the problems that
negativelyimpacted their businesse<larke (1997) notethat problemoriented projects seek
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the problem in questioa'®As a result, the NROs begantold meetings with club ownets facilitate
the formation of a new organization that would best represent their interests.

In February of 2010, the Miami Entertainmeristiict Association (MEDA) was formiad
continueto addressproblemsof nightlife crime, disturbancend nuisance withi the district. As a non
profit entity composed of nightclub, restaurantand parkingloty I Yy 3SYSy i O2YLI yASazI a
missionwasto promote security, safetandimproved quality of lifevithin the Miami Entertainmet
District Appendix . MEDA members immediately sought to clarify and design solutions for the two
pressing issues facingaltommunity (1) ovetutilization ofpolice resources; and (2) sound disturbance
and resident complaints.

Appendix Gllustratesthe traditional SARA modehcludingthe enforcement interventions that
were implemented in the first phase of &mtion Safe Clubdn addition, the graphic expands on this
model to include situational POP strategies outside the direct managemen¢ gfalicing agency.
Specifically,he formation of MEDA was critical in that it served asation arena (Olstrom, 1994)
through which community stakeholdecsuld meet to discuss, analyaad develop innovative
strategies regarding complex N2 @dbléms ! While the NROs continued to play an important rate

facilitators and mediatorst was critical that club owners takkrect responsibility for generating
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% Clarke, Ronald. ProbleBriented Policing and the Potential Contribution of Criminoldfiye

National Institute of Justice, Grant # NBCX0021, February 1997 (p. 23).

" Ostrom, E., Gardner, R., Walker, J. (1994) Rules, Games, & Gétooidesources. The University

of Michigan Press.



innovative straggies regarding these problemdt may be that situational problerariented policing
strategies are best developed through2 NB I yAT F GA2y G(KIF G SEAaGa 2dziaAiARS
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MEDA Enhanced Police Services (EPS)Program

The Miami EntertainmerDistrict Association (MEDA) began the EPS program in March af 2010
Members of the association recognized thasident complaints regarding the ovatilization of police
resources had merd l RRNBaaAy3a (GKS&S LINE o fs &cvmdmicgirhpdria@alh G A O f
Currently, nightlifdousinessesvithin the Entertainment District: (1) generate 30 million dollars annually
in gross saleg2)employ more than 1200 peopldg3) pay 3.7 million dollars in rent or mortgage
payments; (45pendin excess of 3 million dollars on improvements and renovatioand (5) purchas
7 million dollars in vendor product§.Particularly noteworthy are taxes and special assessmemtsea
percent (1%) Homeless and Domestic Violence Tax is collected on ahibbeéverage sales that are
licensed by the state of Florida to sell alcoholic beverages for consomnti the premise$

The NROs were surprised to find that many of the club owners wanted additional policing

directed toward nightlife problems as a mesato increase security and safety for employees and

patons. ¢ KS 9t { LINPINIY LINRPOARSE al2yS LRf{AOAYIE RdzNR
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outcomes rather than the usual tendency of improving internal organization of the agency. Goldstein,
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236-258).

3 Improvements and Renovations include ideas related to CRTEINe Prevention through

Environmental Design.

4 Miami Entertainment District Association Industry Survey, February 2010.

15 Sourcenhttp://www.miamidade.gov/taxcollector/touristpay.gs



(ThursdaySunday)'® BPS officers are required ttivelypatrol the community with emphasis on
nightlife aime and disturbance. Integral to the success of the program is the useasdsiggnedell
phonethat serves as the primary point of contact when incidents take platightclub managers and
security have been trained trallthe sergeanin chargemmediately when problems arisesubstantially
streamlining communication and decreasing response tidgScott 006 points out, many club
operators and staff have a disincentive to &l because they do not want official police records to
reflect negaively on their liquor licenses. Club securityinderstandthat EPS officerare there to assist
and that asking for help earflecreases the likelihood thatore serious crimewill occur. The EPS
program and the Safe Clubs training have continuously reinfdred@nportance ottlub security
assuming&NR2 £ S 2 F & LINR G S O 26N addition) f&udy Mdgraviated/assauisyaidz NJO S NJ
shootings occur when a fight breaks ousige a club and thendividual(syemoved wait for the other
party to exit the venue. Security protocols developed for the EPS program direct club staff to
immediately call th€ePS officeso they can ensure that thénstigatorsactually ave the Entertainmnt
District before more serious crimes occur.

Sincebeginning the EPS prograMEDA members have spent in excess of $130,000.00
(AppendixH), representing more than 93% of the organizat@»genditureswith an average cost of
$2200per week It should be noted that the service is continuously evaluated, modified and tailored to
meet the changing needs of thastlict. TheNETCommander attends MEDA meetings whpedrol
numbers, zone specifi@d reoccurring and new problenase addressed. For exahe, the annual
Ultrafest Music Conferenademandsa serious commitment of poliaesources. In 2011, the

conference reported a record attendance of 129,728 peopipproximately $7100 per year was

!81t should be noted that the NROs involved in the MEDA project cannot work within the Enhanced
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Compensation, Police Insurance Trust, and Administréties.

7 Scott, Michael., Dedel, Kelly. The Problem of Assaults in and around Bdsitian. Officer of
Communityoriented Policing Sersés, U.S. Department of Justio&ugust 2006.
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invested INEPS service during Ultrafest for 2010 anti®20Appendixl showsthat while there is no
significant decrease in crime incidenacksing the Ultrafest Music Conferenceis critical to note that
attendance at Ultrafest, the American Airlines Arena, and the Ashfiorming Arts Center increased by
100% since 200QAttachment)). In other words, incidences of crime remained relatively the same
despite significant increases in event attendance during Ultrafest wéhkanay be attributed to
increased police premce via the EPS program

Finally AppendixK provides statistical comparisons for reportéttidences fron2007 through
2010 during weekend hours of nightclub operatioh cursory analysis of reported incidences reveals
modest declines between 2009 an@1D in a number of crimes typically associated waithtlife
economies (i.e. DUlJahd-related incidents or arrestsandalismand assault and battery). Direct
arrests and disturbance arrests increased, which magttvébuted to preventative, earlyesponse

policing.

MEDA Sound Attenuation Program
The Miami Entertainment District is a vibrant and diverse metropolitan area that has witnessed
impressive business and residential growth within the past decMitest of the residents in the district
recognize that city life is significantly noisier than residential liziagrade-off against the
conveniences of living in the center of a community in motidtowever, here is no other issue more
AYRAOIFGAGS 2F (KS NI 3IA awiddisturbaNde As3GHIEsNIN (1979 Bojats Guk | Yy G K
aLY FFEOGzX y2AaS Aa LINPolofeIKY2yE WKS YRABdE 2102 Yie2\y
As previously discussed, there are a nembf challenges regarding the soundiimance and its

application. On two separate occasions, venue owners were arregiedrdinance violationsin one
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April 1979, (pp. 23@58).
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consider proceeding further in the case. The second vas dismissed; the judge determined that the
nightclub was located in an entertainment district and that it was simply carrying out its regular business
of playing music for its patrons. These two instances highlight the diffimaltylocal municipaties
haveregardingthe enforcement osound ordinances that are based on ambiguand subjective
fly3adz 3S 6 A dS.dnbdthiiesexabds@luablelEkpager rBohiegnd court timewas
wasted, businessdsstrevenue andvere subject toattorney fees andialuable police resourcegere
misdirected as the intervention (i.e. arrests) did sotve the problem

In April of 2010, MEDA proposed that a study be conducted to determine the exact nature of
the sounddisturbance within the district. The program consisted of two components: (1)-atadif
conducted by the nightclub owners to determine specific mitigation plans for each club; and (2) a two
month general investigation of sound complaintsagsess thelisturbance as perceived layea
residents. The resident complaint study would be conducted byCibeof Miami Code Enforcement
Department Codeenforcement officers would respond to each complaint and would be required to
complete a standardized rept and nightly log. MEDA agreed to pay for all project staffing and any
other associated expenses.

The seHstudy was conducteth April 0f2010 and aound engineer was hired ®valuatesound
mitigation plans andhe physical structure of each parti@png venue.In addition, sund assessments
were completed during operational hougs A 1 K2 dzi | y& OKIy3Sa (G2Thé KS Of dzo Q
study revealed thatvhile a number of nightclubs were in general compliance with the ordinance
particular strutural elements ofmany of theproperties contributed to sound disturbanceAppendix L,
for example, details the findings for one venue whiebealed that an alleyvay entrance significantly
increased sound propagation because the alley served as an amplifiett THe T S ¢iud Agfeddto

post security at the exit and to use it only in emergencies.
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General results of theelfstudy showedhat most sound disturbanszould be ameliorated by
eliminating or drastically decreasing patio music, chaggintrance and exit door usaged improving
sound absorption within the chs. Finally, owneracknowledgedhat roof-top, openair dance patis
would need to be eliminated. One nightclub in particular took the drastic and costly step of enclosing its
roof-top patio; anotherade no structurathanges and has been forced to operate its fogf patio
without music. It should also be noted thalEDA members attended resident meetirdyging which
one particular club owner askedsidents tocall his cell phone regarding any sound disturbance
problems. He was contacted on a few occasionsvesrt directly to thedoffendingg venwe. As a result,
the problem was immediatelyesolved

As a result of the changes madesident sound complaints dramatically decreasEide
improvement was so significattiat the City of Miami Code Enforcement Departmelegemedthe
generalinvestigationunnecessary. Baase of the efforts made to sefiolice, code enforcement and
the club owners havdevelopeda solid, working relationship. Since the sound mitigationsteidy,

MEDA has been contactedgarding a variety dssues andontinues to work collaborativelyith code
enforcement to resolve these problems.

Operation Safe Clubs has transformed the community and provided a process through which
nightclub ownerslaw enforcementind othercommunitystakeholders can work to resolve problems
typically directedoward policing agencies. Through the formation of MEDA, root problems have been
analyzed and innovative, situatiahPOP sategieshave been implemented. This would not have been
possible without the early enforcement responses instituted by Opereiiafie Clubs; club owners
YySSRSR G2 3S0 adKSANI K2dzaSa Ay 2NRSNE 0ST2NB Y2NB

the benefits of this project reach far beyond what anyone anticipated. Most surprising is that venue
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owners have developed clos@WNJ Ay 3 NBf F A2y aAKALA YR NBAadS Ol T2 N
are discussiors of group business projects that would never have been possible without Operation Safe
Clubs. The project is affecting the bottom line of the businesses invqliésl actually creating an

opportunity to increase revenue

¥\When reviewing results of a 1994 POP project (Electric Avenue, Calgary, Alberta, Canada), analysis
NEZSHESR GKIG aodzaiySaasSa YSNBfe& ofl YSEeSandK 2 GKS
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collaboration and trust are essential for success and-teng sustainability of these initiatives.
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Key Project Team Members

Officer Wanda Mendez
Miami Police Department

Michael Slyder
Vice President
Miami Entertainment District Association

Project Contact Perso n

Officer Wandaviendez

Downtown Resource Officer

City of Miami Police Department

400 NW 2nd Avenue

Miami, Florida 33128

Phone: (786) 289407
Email:Wanda.Mendez@mianpolice.org
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Analyze

Appendix B

A statistical analysis of calls for service for the Park West

Entertainment District in 2008 showed 1092 calls
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Appendix C
A statistical analysis of calls for service for the Media-

Entertainment District in 2008 showed 1086 calls for service:
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