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percent had at least one legitimate child. Of the 28 percent of rapists
who were or had been married, 17 percent had at least one legitimate
child. Thirty-five percent of all adult offenders had legitimate off-
spring, and, according to limited data, 33 percent had at least one
illegitimate child. 31 Less than half (42 percent) of the adult offenders
had dependents, with even fewer instances of dependents in the specific
categories of robbers (36 percent), rapists (25 percent), and auto
thieves (31 percent) . 32

EDUCATION

The SRI study discloses that the educational attainment of the
District's criminal population is low. Only 14 percent of the adult
offenders completed high school -9 percent of the Negro offenders and
32 percent of the white offenders (Table 6). Forty-six percent had
completed no more than the 8th grade (49 percent of the Negro and
34 percent of the white offenders). Certain types of offenders were
particularly undereducated; over 25 percent of the homicide offenders
had not progressed beyond the 4th grade. 33 Narcotics offenders, on
the other hand, were on the average better educated; only 1 percent
had not completed the 5th grade and 13 percent had completed high
school. Perpetrators of frauds, 61 percent of whom were white,
achieved a higher level of education; 40 percent completed high
school, and 24 percent pursued their education even further. 34

Of the total District population in 1960, more than half (54 percent)
of all adult males (25 years or older) had not completed high school,
and 36 percent had completed no more than the 8th grade. However,
47 percent of the District's adult Negro males in 1960 had not gone
beyond the 8th grade (compared with 25 percent of adult white males),
and 69 percent had not completed high school (compared with 40 per-
cent of adult white males) . 33 Although a much smaller percentage
of Negro offenders went beyond the 11th grade than the adult popu-
lation generally, there appears to be no significant difference in the
percentages of those who did not go beyond the 8th grade.

Many juvenile offenders had dropped out of school. Over one-
fifth (22 percent) were not enrolled in school at the time of referral
to the Juvenile Court. 36

EMPLOYMENT HISTORY, OCCUPATION, INCOME

Of the adult offenders, 60 percent had no history of regular em-
ployment at the time of arrest, but the percentage varied strikingly by
category of offense (Table 7). Only 17 percent of the narcotics of-
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fenders, 30 percent of the larcenists, 31 percent of the rapists, 32 per-
cent of the housebreakers, and 31 percent of the auto thieves had
histories of regular employment; percentages were higher in cases of
offenders convicted of homicide (65 percent), assault (53 percent),
fraud (66 percent), and gambling (63 percent) .37 Negroes were more
erratically employed than whites; according to SRI, 60 percent of all
sampled Negro offenders had no regular employment history, com-
pared with 44 percent of the white offenders.
At the time of their arrest, 50 percent of the Negro offenders and 41

percent of the white offenders were unemployed (Table 8), compared
with a 4.2 percent unemployment rate for the total District population
in 1965.38 Unemployment was particularly common among Negro
narcotics offenders, only 28 percent of whom were employed when
arrested. In contrast, 73 percent of all homicide offenders were em-
ployed," which reflects the higher employment rate for Negro
offenders charged with violent crimes (53 percent) than for property
offenses (39 percent) . Unemployed offenders were more often illegiti-
mate and the product of broken homes than those who were
employed."

The majority (57 percent) of offenders (whether or not employed)
were in unskilled occupations (Table 9). The rates were even higher
for particular crimes: 71 percent for homicide, 66 percent for house-
breaking and larceny, and 78 percent for sex crimes other than rape.
For the city as a whole in 1960 only 19 percent of the employed labor
force were in unskilled labor, while 36 percent were in sales, clerical or
managerial work, 14 percent filled professional or technical jobs, 20
percent were in skilled occupations, and the remaining 11 percent were
not identified by occupation.41
Among the offenders about whom income information was available,

69 percent (71 percent in the case of Negro offenders) earned less than
$3,000 annually, and 90 percent (93 percent in the case of Negro
offenders) earned less than $5,000.43 For certain crimes, particularly
those committed by younger offenders, low income was quite common;
87 percent of the auto thieves and 83 percent of the larcenists earned
less than $3,000.43 In contrast, 32 percent of the total adult District
population in 1959 earned less than $3,000 (38 percent in the case of
Negroes) and 56 percent earned less than $5,000 (66 percent in the
case of Negroes).44

Data on income available to the households of juvenile offenders were
limited. The source oncome, at least in part, was one or both
parents in two-thirds of the cases, and at least 12 percent of the
households received welfare assistance."
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CRIMINAL HISTORY

The SRI study produced impressive evidence of the extent to which

adults convicted in the United States District Court and juveniles

referred to the Juvenile Court have prior criminal experience. Only

limited conclusions may be drawn from the high rate of recidivism

revealed by this study, however, since the data reveals the degree to

which the sampled population repeated its crimes but does not indicate

the extent to which other previously arrested or convicted persons do

not return to crime.

ADULT OFFENDERS

The adult convicted felons were well known to the police and the
courts; 92 percent had been arrested at least once for offenses other
than public intoxication, disorderly conduct or similar minor infringe-
ments of the law (Table 10). Forty-one percent had only a prior

adult record, 11 percent only a juvenile record, and 39 percent had
both an adult and juvenile record. Ninety-five percent of the narcotics

offenders, but only 60 percent of the rapists, had an adult criminal
history. The proportion of offenders who had an adult record but

no juvenile record ranged from 73 percent for gamblers and 62 percent

for homicide offenders to 21 percent for auto thieves and 27 percent for
robbers. Those with only juvenile records included 34 percent of the
rapists, but only 1 percent of the narcotics offenders. Only 1 percent
of the housebreakers, 3 percent of the robbers, 4 percent of the nar-

cotics offenders, and 6 percent of the rapists had no record at all.

A high recidivism rate was also revealed by a Federal Bureau of
Investigation study of 7,992 offenders arrested in the District for
felonies and selected misdemeanors such as sex offenses, bogus checks
and narcotics offenses from January 1963 through July 1965. Eighty-
three percent of the FBI-sampled offenders had been arrested previ-
ously-9 percent less than in the SRI sample of convicted felons."
Many of the SRI-sampled offenders had records of several arrests.

Of the adult convicted felons, 75 percent had been arrested 3 or more
times, 52 percent 6 or more times, and 26 percent 11 or more times.47
There were no significant differences between Negroes and whites with
regard to the total number of prior arrests." Eighteen percent of the
sampled felons had no prior adult arrests (excluding minor offenses),
44 percent had a record of between 1 and 5 adult arrests, and 38 percent
had 6 or more such arrests (Table 11). The number of prior arrests

varied according to the offense category; more than a third (37 per-

cent) of the rape offenders and about a fourth of the car thieves (26
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percent) had no prior adult arrests. However, 65 percent of the
narcotics offenders had 6 or more adult arrests, and 38 percent had
11 or more adult arrests. One-fifth of the narcotics offenders (21 per-
cent) and nearly that number of the sex crime offenders (17 percent)
had over 15 prior adult arrests. A majority (58 percent) of the con-
victed felons had records of adult drunk or disorderly arrests; 6 or
more such arrests were reflected in 16 percent of all cases sampled."
Prior arrests for crimes of violence appeared in the records of 45

percent of the offenders, and arrests for crimes against property in
67 percent (Table 12). The arrest records of offenders whose most
recent crime was a violent one did not reflect a significantly higher
percentage of prior violent crimes. Thus, while 52 percent of the
homicide offenders and 51 percent of the rapists had been previously
arrested for violent crimes, so had 49 percent of the narcotics offenders
and 50 percent of the thieves. However, certain categories of property
offenders had very high percentages of prior similar crimes, such as
burglars (87 percent), larcenists (80 percent), and car thieves (78 per-
cent) . Significantly, 26 percent of the rapists had been previously
arrested for one or more sex crimes, compared with 4 percent of the
homicide offenders, 8 percent of the robbers, 10 percent of the nar-
cotics offenders, and 11 percent of the housebreakers. Thirty percent
of the white offenders had prior arrests for crimes of violence, com-
pared with 48 percent of the Negro offenders; comparable figures for
prior crimes against property were 53 percent for white offenders and
66 percent for Negro offenders."
Many of the felons had prior arrests for similar crimes. Over

50 percent had been arrested at least once and 27 percent at least twice
for the same kind of crime which led to their present conviction."
Thirty-five percent of the sample had 1 prior adult arrest, and 17 per-
cent had 2 or more adult arrests, for the same kind of crime in the Dis-
trict of Columbia." Burglary, larceny and car theft offenders had the
highest percentages of prior arrests for the same crime-67 percent
for burglars, 66 percent for larceny offenders, and 56 percent for car
thieves." The lowest percentages were found in the cases of homicide
offenders (16 percent), rape offenders (26 percent), and felons con-
victed of other sex crimes (22 percent). In the middle range were
robbery offenders (43 percent) and narcotics offenders (50 percent) .
The SRI findings show even higher percentages of prior arrests

for the same crime than the recent FBI recidivism study, which re-
viewed the prior records of a substantial arrested (not convicted)
population. The FBI study found that the following percentages of
offenders had been arrested previously for the same crime: Robbery
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29 percent, housebreaking 40 percent, auto theft 41 percent, narcotics
58 percent, and larceny 38 percent.54
A majority (51 percent) of the SRI-sampled adult felons had

juvenile records, ranging in specific categories from 72 percent for
robbers, 69 percent for rapists, and 70 percent for auto thieves, to 20
percent for homicide offenders and 11 percent for gamblers.55 Only
13 percent had been the subject of "special" juvenile charges such as
truancy, but the percentage was higher for rapists (26 percent) and
housebreakers (20 percent) •56 Negroes had juvenile records in more
cases (50 percent) than whites (38 percent). When only prior arrests
for felonies are considered, 35 percent of the offenders were so arrested
while under 18."
Since so many adult offenders run afoul of the law in their youth,

lengthy criminal careers are common. Thus, the FBI recidivism
study revealed that those arrested for robbery in the District during
the period of the study averaged 5 prior arrests and a criminal career
of 6 years. Those arrested for housebreaking averaged 7 prior arrests
and a criminal career of 8 years. Auto thieves averaged 5 arrests over
5 years, and narcotics offenders averaged 8 arrests over 13 years.
These statistics are consistent with the SRI study, which developed
comparable information on the average length of criminal careers
between the offender's first and most recent offense (Table 1).
Only 17 percent of the adult offenders studied by SRI had not been

previously convicted of a crime (Table 13). Over half (58 percent)
of the sample population had been previously convicted for crimes
against property and 30 percent for crimes of violence. In no offense
category were there more than 36 percent without at least one prior
conviction; only 4 percent of the burglars, 8 percent of the narcotics
offenders, and 11 percent of the robbers had no prior convictions. A
substantial proportion of all offenders (39 percent) had been con-
victed at least once for the same type of crime which led to their latest
conviction, and 16 percent had been so convicted at least twice."
Fifty-seven percent of the larceny offenders, 55 percent of the bur-
glars, 47 percent of the auto thieves, and 43 percent of the narcotics
offenders had been previously convicted on at least one prior occasion
for the crime which was the subject of the most recent conviction."
Many convicted felons had previously been in custody of the au-

thorities. Sixty-five percent had been institutionalized prior to the
current conviction, with one-fourth (24 percent) having been sent to
District juvenile institutions." In 8 of 11 offense categories, over
one-half of the offenders had been previously incarcerated, either as
adults or as juveniles. Certain offender groups had higher percent-
ages of institutionalization; 71 percent of the robbers, 73 percent of
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the auto thieves, 82 percent of the housebreakers, and 84 percent of
the narcotics offenders had spent time in a jail or other institution.61
Half of the auto thieves and almost half (47 percent) of the robbers
had been previously committed to juvenile institutions. Forty-eight
percent of the white offenders and 36 percent of the Negro offenders
had no prior institutionalization; 19 percent of the whites had been
in juvenile institutions, compared with 30 percent of the Negroes."
A number of adult convicted felons committed their most recent

crime shortly after a prior contact with the law. Other felony
charges were pending against more than 11 percent of all arrested
offenders, with higher percentages for those arrested for robbery (15
percent), housebreaking (17 percent), and auto theft (18 percent)."
Seventeen percent of the sample were within the cognizance of the
courts and law enforcement agencies when they perpetrated their
most recent offense. Six percent were on probation, 6 percent were
on parole, 4.4 percent were on bail, and 0.3 percent were on personal
recognizance."

JUVENILE OFFENDERS

Many of the juvenile offenders also had histories of prior offenses.
Sixty-one percent had previously been referred to the Juvenile Court
at least once, and 42 percent at least twice, with little difference be-
tween violent and property offenders as to the number of prior refer-
rals.65 More than one-half (54 percent) of the juveniles were under
the jurisdiction of the Juvenile Court at the time of referral or had
been so within the preceding 12 months. Among those before the
court for a serious crime, juveniles referred for rape constituted the
smallest percentage of first offenders."

CONCLUSION

In this chapter the Commission has examined the characteristics
of criminal offenders in the District., based on data relating to con-
victed adult felons and juveniles referred to the Juvenile Court. No
attempt has been made to describe all criminal offenders in the Dis-
trict. There may be important characteristics which differentiate
those criminals examined in this chapter from the total criminal popu-
lation; therefore, generalizations should be made with caution.

Nevertheless, some important observations can be made about the
offenders discussed in this chapter. The adult offenders are predomi-

nantly Negro, male, poorly educated, youthful, products of broken

homes and large families, unskilled and erratically employed. The
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juvenile offenders share many of these characteristics. Both groups
consist largely of long-term District residents currently living in a
few high-crime areas of the city. Ninety-two percent of the adults
had previously been arrested at least once, over half had been arrested
six or more times, and only 17 percent had never been convicted.
Similarly, 61 percent of the juveniles had been referred to the Juvenile
Court at least once before.
This description of the offender population serves to outline the

dimensions of the problems which the community confronts in trying
to reduce crime. The criminal, so portrayed, represents a major social
and economic failure of the District of Columbia. In later chapters
of this Report the Commission will explore the ways in which knowl-
edge of offender characteristics may assist in community efforts to
reduce and prevent crime and delinquency.



Chapter 4

The Metropolitan Police

Department

As part of its assignment under the Executive Order, the Commis-
sion was instructed to inquire into the organization and adequacy of
law enforcement in Washington, and relationships between police
authorities and citizens in the various sections of the District. In
this chapter the Commission will evaluate the operations and effective-
ness of Washington's principal police agency, the Metropolitan Police
Department of the District of Columbia.

INTRODUCTION

Because of the great responsibility and authority entrusted to it, the
police force, of a community is the most visible, dramatic and contro-
versial of all agencies of social control. The community seeks to make
its police force powerful, but demands that this authority be used with
great care, restraint and sensitivity. The police are held to standards
far exceeding those applied to other public service agencies. The
policeman

is charged with applying and enforcing a multitude of laws and ordinances in
a degree or proportion and in a manner that maintains a delicate balance between
the liberty of the individual and a high degree of social protection. His task
requires a sensitive and wise discretion in deciding whether or not to invoke the
criminal process.'

Furthermore, these responsibilities must be carried out in strict com-
pliance with rigorous legal standards.2
In urban communities such as the District of Columbia, the diffi-

culties of the police are compounded by the apathy with which some
of the population greets their efforts and the outright hostility dis-
played by others. Cities struggling with pressing problems of unem-
ployment, housing, education, and discrimination find that the relations
between police and citizen are aggravated by efforts to find solutions
to these problems. Some elements of the community see the police
not as protectors but as part of an oppressive social order. The re-

(142)
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sultant hostility denies the police the full cooperation of the commu-

nity in reporting crimes or suspicious circumstances, complying with

police directives at the scene of an arrest or disturbance, or responding

to police inquiries.
The scope of police authority, as defined by the legislature and

courts, influences police capability to prevent and detect criminal

activity. Assignment to the police of miscellaneous functions, such

as licensing duties, may dilute the manpower available for more basic

police work. Police effectiveness may be enhanced by a community's

efforts to curb opportunities for criminality, through legislation or

private measures by individuals or groups. Finally, it must be ac-

knowledged that there are many crimes which the police cannot be

expected to prevent. Some offenses are committed beyond the reach

of police surveillance. Crimes are often committed in passion, with

little thought given to possibilities of apprehension or detection.

The inherent difficulties of police service make it impossible to

measure the effectiveness of a police agency by any simple rule of

thumb. The crime rate is sometimes used as an index of police effec-

tiveness, but tools for measuring crime are clearly too crude and our

knowledge of underlying causes of crime too imperfect to permit this

easy association. Substantial social and economic changes may prompt

increases in crime, notwithstanding the best efforts of an excellent

police force. In some cities the professionalization of a police force

has been accompanied by an apparent rise in the crime rate, as official

reporting techniques are improved and increased public confidence in
the police results in more crimes reported by citizens.3
Other measures of police effectiveness are similarly imprecise. The

rate at which the police "clear" reported crimes had been suggested

as an appropriate measure. But the clearance rate is subject to many

reporting variations between pqlice departments, making it difficult

to ascertain whether a particular rate of clearance is good, bad or in-

different. Moreover, this index only reflects a police agency's capacity

to solve crimes already committed, rather than its ability to prevent

crime. Efforts to measure the intangibles of police-community co-

operation—by counting the number of assaults against policemen, for

example—also provide a very limited basis for evaluating a police

department.
Although its performance cannot be evaluated easily, an efficient,

alert police force inevitably reduces crime. Intelligent deployment

of manpower in high crime areas deters potential offenders. By

swiftly responding to calls for assistance, the police can apprehend
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suspects during the commission of crimes. By skilled investigation
they can identify, and then apprehend, offenders. Through precise
reports and testimony they contribute to the successful prosecution
of offenders.
For a police force to accomplish these ends it must be staffed by an

adequate number of trained, well-equipped personnel, committed to
the highest standards of police work. Its leadership must exercise
strong control, be alert to social change, and ready to experiment. To
enlist and maintain vital community cooperation and respect, a po-
lice force must be scrupulously fair and honest in its dealings with all
citizens. The community must be convinced that officers who lack
the necessary ability or integrity will not be tolerated.
To help evaluate the Metropolitan Police Department, the Commis-

sion employed the International Association of Chiefs of Police
(IACP) to conduct an extensive organization and management sur-
vey of the Departrnent.4 Some of the major conclusions of the IACP
Survey are discussed in this chapter. The Survey has been given to
the Metropolitan Police Department and is printed in the Appendix
to this Report. In addition, the Commission initiated a study of re-
cruitment and retention of Metropolitan Police Department person-
nel, sponsored a seminar in police operations in January 1966 which
was attended by representatives of 15 major police departments, and
benefited from a survey of community attitudes towards crime and
law enforcement. Through private and public meetings we have
solicited the views and recommendations of members of the com-
munity as well as experts on police administration and operations.
This chapter evaluates and offers recommendations concerning the

following aspects of the Metropolitan Police Department: (1) Orga-
nization and leadership; (2) personnel and training; (3) equipment
and supporting services; (4) police operations; and (5) police-com-
munity relations. Only when a police agency reflects excellence in
these facets of its operations can its total product—protection of the
community—meet the high standards the community justifiably
demands.

ORGANIZATION AND LEADERSHIP

In this section the Commission will examine the efficiency and re-
sponsiveness of the Department's organization, the quality of its lead-
ership, and the distribution of its resources.
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DESCRIPTION OF THE DEPARTMENT

The Metropolitan Police Department traces its origins back to 1803,
when the Mayor and Council of Washington created the position of

Superintendent of Police and appointed four constables to provide

for the "abatement of nuisances." 5 In 1861 Congress designated the

District of Columbia as the Metropolitan Police District of the Dis-

trict of Columbia, and a five-member Board of Police Commissioners

was appointed by the President to administer the Department. Pres-

ident Lincoln sent one Commissioner to New York City to study its

police department, which had been modeled after what was then rec-

ognized as the world's leading police force, the Metropolitan Police

of London. The results of this study guided the formation of the

Metropolitan Police Department in Washington. The Board of Po-

lice Commissioners was abolished July 1, 1878, when the form of the

District's government was reorganized, and supervisory authority

over the police was thereafter shared between the Board of Commis-

sioners for the District of Columbia and the Congress. In 1953 the

Department came under the administrative control of the President

of the Board of Commissioners, to whom the Chief of Police reports.°

TABLE 1.—Police strength—Metropolitan Police Department

Fiscal year
Authorized
strength

Washington,
D.C.

population'

Police per
1,000

inhabitants

1910 731 331,069 2.21

1920 899 437,571 2.05

1930 1, 262 486, 869 2. 59

1940 1, 422 663, 091 2. 14

1950 1,954 810,500 2.41

1955 2, 278 792, 500 2. 86

1960 2, 608 773, 400 3. 37

1965 3,000 795,300 3.77

1966 3, 100 808, 000 3.83

The population figures prior to 1950 are from annual reports of the Metro-

politan Police Department; those from 1950 through 1966 are Department of

Public Health statistics.

Table 1 shows that the Metropolitan Police Department has grown

at a more rapid rate than the population of the District, particularly

in the last 15 years. The Department has a current authorization of

3100 police officers 'and was operating at an actual strength of 2808 as of
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November 1, 1966. Proportionate to the population it serves, the De-
partment is the largest police force in the United States. It is also the
most costly per citizen served. In fiscal year 1966 Congress provided
more than $38 million for the operations of the District's police force;
for fiscal year 1967 the Department obtained $42,129,000.7 The me-
dian per capita cost of departments in cities of comparable size is
$21.82, in contrast to the District's $32.49.8
The Department is commanded by a Chief of Police whose first as-

sistant is an executive officer. In the chain of command directly below
the executive officer are several deputy chiefs charged with the com-
mand of certain divisions. As illustrated in Figure 1, the major oper-
ating divisions include the Morals, Detective, Patrol, Traffic, and
Youth Aid Divisions.
The vital patrol function of the Department is the responsibility of

the Patrol Division, which operates primarily from 14 police pre-
cincts-1 located in the headquarters building and the other 13 dis-
tributed throughout the city. The precincts, commanded by police
captains and staffed by police personnel ranging in number from 79
in Precinct No. 4 to 171 in Precinct No. 9,9 are grouped into 5 districts
commanded by police inspectors. The Division is commanded by
three deputy chiefs, one assigned to each eight-hour watch. The
Patrol Division is responsible for preventive patrol, preliminary in-
vestigation of most crimes and incidents, follow-up investigation of
some less serious offenses, the conduct of special details, and miscel-
laneous services provided by the Department.

EVALUATION OF ORGANIZATION AND LEADERSHIP

The Commission finds that the Metropolitan Police Department
suffers from a deficient organizational structure which contributes to
poor management. These weaknesses make it difficult for the Depart-
ment leadership to exercise full control over the entire police opera-
tion; the chain of command is confused and supervision is erratic.
The excessive decentralization of the Department's operations into
14 precincts adds to these problems. One of the important conse-
quences of poor organization and management is the diversion of
police personnel to specialized or administrative assignments, thus
unduly curtailing the number of men available for the street opera-
tions of the Patrol Division.

Lines of Authority

The present structure of the Department results in confused lines
of authority. An extreme example of poor organization is found in
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the administration of the Patrol Division. The conclusion of the
IACP on this subject is sharply stated:

The administration of the division by a "troika" of deputy chiefs, responsible
to the executive officer, is a flagrant violation of the principle of "unity of com-
mand." Each deputy chief can and does establish variations of policy on the
watch for which he is responsible. Lines of authority are indefinite; the organ-
ization structure does not provide a definite means for communicating routine
and continuing problems from district inspectors to one single head of the Patrol
Division."

From the organization chart the Chief of Police appears to exer-
cise supervision over operational units only through the executive
officer, with the exception of the Internal Investigations Unit. In
practice, however, many of the deputy chiefs report directly to the
Chief. Although bypassing structured lines of authority may have
facilitated Department management, it has required the Chief of
Police to supervise too many immediate subordinates. His actual span
of control over subordinates "is thus far in excess of that depicted on
the organization chart, and exceeds the span of control generally con-
sidered desirable." 11-
By the same token, a single executive officer complicates the organ-

izational structure of the Department. The executive officer acts as a
line commander with full responsibility for the subordinate operating
divisions which report to him. The IACP reported that:

The presence of a single executive subordinate to the chief has been found
to be awkward and inefficient in other cities; an assistant of such high rank,
may, in reality, become the chief of police insofar as the operations of the de-
partment are concerned. He may assume more authority than he should or, by
virtue of his rank, subordinates may presume him to be the authoritative man-
agement voice. Any of these situations are detrimental to focusing authority
and responsibility at the apex of the structure. The strong single assistant
reduces the chief's span of control to one man, and the inherent weakness here
is obvious—an assistant who has a span of control which encompasses the en-
tire breadth of the operation is doing what the chief would do without him."

We are assured by the IACP that this dilution of the Chief's authority
does not now exist in our Department. Nevertheless, we agree with
the IA CP's conclusion that "the present poor structure is an invitation
to future abuses." 13

Formulation of Policy

A logical and streamlined organizational structure is but a means
to an end—the effective direction of police operations. This requires
that a police force have sound procedures for the formulation of pol-
icy, channels for its prompt dissemination to all officers, and techniques
for ensuring compliance with established policy.

240-175 0-67-12
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The Metropolitan Police Department has been deficient through the
years in developing procedures which enable the Chief of Police to
communicate the Department's policy to the officer on the beat. Ac-
cording to the IACP, there is no written policy governing the issuance
or dissemination of directives, methods for their distribution are in-
adequate, and there is no uniform indexing system.14 The existing
Department manual needs "complete revision." 11 The regular
monthly staff meetings held by the Chief of Police do not encourage
the exchange of ideas, and other command personnel do not regularly
discuss policy or operational problems with the officers responsible to
them. Under these conditions we believe that officers in the Depart-
ment too often function without firm and clear direction by the Chief
of Police.

Effective policy making requires comprehensive planning by police
leadership, reflected in anticipation of the Department's needs and
well-designed plans to obtain and utilize the necessary resources. The
IACP reported that "until recently, the MPD gave little evidence of
systematic attack and analysis of its problems, forecasting its external
and internal changes, analyzing the effects of changes upon its opera-
tion or integrating all functions to a single purpose." 16 Efforts have
been initiated by the Department in the last year to meet these needs,
and an embryonic planning unit staffed with police personnel has been
created. The principal responsibility was assigned to the assistant
chief clerk, however, whose other duties have limited the time and
effort he has been able to give this important function.

Supervision

Closely related to organizational and management deficiencies is the
poor quality of supervision which is pervasive throughout the Depart-
ment. The inadequacies in supervision can be attributed to the follow-
ing factors: too few supervisors at some levels, a failure to use a
supervisory probation period, a lack of in-service supervisory training,
inadequate transportation available to supervisors, unclear Depart-
ment policies and procedures, and a failure to define supervisory
responsibilities or to perform adequate line inspection." As a con-
sequence, there is "excessive familiarity with subordinates and lack
of bearing" and a "frequent loss of respect for the supervisor and
administrator." 18 These conclusions have been confirmed by the com-
ments of many police officers to Commission representatives. Officers
have repeatedly complained of the inadequacy of supervision and the
lack of encouragement and support by high-ranking officers. Such
attitudes reflect a low state of morale which cannot help detracting
from police efficiency.
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This failure of supervision extends to all phases of police operations.
The assignment of investigative personnel to the precincts "limits
investigative supervisors in their command function." 19 The IACP
found poor supervisory ratios in the Detective Division, due to an
excessive number of high ranking officers and a "misuse of those with
the rank of detective-sergeant as investigators rather than as super-
visors." 20 The Traffic Division also suffers from an inadequate num-
ber of supervisors, far short of the number prescribed by the IACP.21
Limited supervision and its consequences are clearly reflected in the

current operations of the Patrol Division. The district inspectors
"are required to spend an inordinate amount of time" acting in behalf
of the deputy chief or filling in for other district inspectors who are
not available.22 As a result of these and other responsibilities, the
inspectors spend only about 12 percent of their time in performing
their principal assignment—supervising patrol operations in the
precincts. Lieutenants and sergeants are also unable to provide ade-
quate supervision, due to differing duty schedules which prevent super-
vision of the same personnel in each shift, the lack of motor vehicles,
and confusion over lines of authority in the precincts. The IACP
concluded:

When these deficiencies are compounded with the lack of supervisory training

among first-line supervisors, there is little wonder that a climate exists for

disciplinary infractions and a general laxity in supervision. During the course

of the survey, officers have been observed sleeping and drinking on duty, and

have accepted gratuities such as free coffee, free meals, and discounts on meals.

Other than sleeping on duty, these activities were conducted with no apparent
concern or guilt. While this sort of conduct is by no means characteristic of all

or even a sizable number of officers, it does exist.

Allocation of Personnel

The Department is handicapped in the effective utilization of its
available manpower because of insufficient information about its own
operations and crime in the community. For example, the lack of ade-
quate data concerning investigative operations and duplication of
effort in the Detective Division hinders the assignment of personnel to
that Division according to its needs.24 The same is true of the Patrol
Division, where the IACP's workload-manpower distribution study
showed that the Department's records and reporting practices are so
far short of acceptable standards that an accurate determination of
the need for patrol officers in the District of Columbia "is not prac-
tical at the present time." 25 Similarly, the enforcement data main-
tained by the Traffic Division are described by the IACP as incomplete
as to the details of enforcement activity by hour of day and location,
and inconsistent in the terminology used to describe traffic violations.
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Consequently, "meaningful analysis of the relationship of enforcement

to causes of accidents is difficult." 78
By any measure, however, we conclude that the Department is not

deploying its officers as effectively as necessary to meet the needs of
this community. For example, the available crime data indicate that
there is greater need for police protection on Friday and Saturday
nights than at other times during the week, yet the Department's
strength on these nights is only slightly higher. According to the
IACP, "the practice of granting time off on Friday and Saturday
nights for senior officers is widely adopted throughout the Depart-
ment and further contributes to a deficiency of manpower and experi-
enced supervisory coverage during these peak periods." 27 The De-
partment makes shift changes in the precincts simultaneously, which
means that "police patrol coverage is virtually nonexistent during an
approximate 15- to 20-minute period during each shift change, leaving
the city unpatrolled for at least one hour per day." 28
Poor utilization of limited police personnel is also evidenced by

current assignment practices in the precincts. Each has its own unique
structure, but in many precincts officers are assigned to the following
positions: patrol signal system officer, license and zoning officer, school-
boy patrol officer, captain's clerk, lieutenant's clerk, detective's clerk,
property officer, warrant officer, parking officer, time and attendance
clerk, and police reserve coordinator.29 The Commission concludes
that most of these functions could be performed by civilians and that
the use of police officers in these roles diverts needed personnel away
from the patrol function. Decentralization into 14 precincts results in
an excessive drain on the Department's resources and prevents the
most effective use of its available manpower.
The consequences of the Department's administrative shortcomings

can be readily translated into alarming terms. Less than 50 percent
of the Department's total personnel is available to the Patrol Division.
Approximately 25 percent of the Division is diverted to non-patrol,
administrative duties. In short, of the approximately 2,900 officers in

the Department, only 1,387 (47 percent) are available for patrol duty
on an average day.3° This figure is further reduced by absences due
to vacation, sick leave, attendance in training schools, or other sufficient
reasons. The remaining number of men must be allocated to the 14
precincts and to each of the 3 daily shifts.
The practical results are these: In one precinct with approximately

155 men permanently assigned, there were 3 patrolmen on foot, 4
motor patrol units, and 1 wagon on duty during an evening shift. In
another high-crime precinct with approximately 160 officers assigned,
there were 6 officers patrolling on foot, 4 motor patrol units, and 2
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wagons on duty during the observed evening shift. In short, the city
is under-protected, and the Department's efforts to prevent crime suffer
accordingly.

PROPOSED REORGANIZATION

To improve the Department's organization and management, the
IACP has proposed a revised organizational structure involving new
lines of authority and reorganization of functions. The IACP has
also recommended that the Department eliminate 8 of its 14 precincts
and reorganize its operations around the 6 remaining units, to be desig-
nated as districts. The Commission endorses these recommendations
as well-designed proposals which will provide a firm foundation for
the essential revitalization of the Department.
The reorganization calls for the establishment of four major bu-

reaus—Field Operations, Administrative Services, Technical Services,
and Inspectional Services—plus a separate Planning and Development
Division (see Figure 2). Assistant chiefs (now deputy chiefs) will
command the four major bureaus and be directly responsible to the
Chief of Police; division chiefs (now inspectors) will command the
five divisions in the Field Operations Bureau; and directors (any
officer of at least the rank of lieutenant or civilian deemed qualified by
the Chief of Police) will command the remaining major units.
The Patrol Division will be included in the Field Operations Bureau,

together with the Criminal Investigation Division, Traffic Division,
Youth Division, and Special Operations Division. According to the
IACP, "the similarity of tasks and objectives of field divisions, and
the close relationship which should exist between them, make it highly
desirable to group the operating divisions under one commanding offi-
cer." 31 The Patrol Division will be commanded by a division chief,
supervising the six inspectors in charge of the consolidated six dis-
tricts. Within a district, the inspector will be assisted by captains in
charge of each watch or section.
We believe that the proposed restructuring will strengthen chains

of command, fix responsibility, eliminate duplication of effort, and
effect needed economies of equipment, manpower and money. In
essence, it calls for the establishment of a totally reorganized Depart-
ment.
The reorganization is but the first step in curing the deficiencies in

the Department's organization, supervision and allocation of personnel.
The reorganization must be accompanied by speedy implementation of
the many other recommendations addressed to these problems by the
IACP. To eliminate the defects in supervision, for example, we sup-
port an increase in the number of supervisory personnel, extended
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probationary periods, increased equipment for supervisors, and im-

proved machinery for inspections and investigations.32
The Commission emphasizes particularly the desirability of con-

solidating the precincts. As the IACP Survey points out:

In general, any organization which has been decentralized becomes vulnerable

to problems in direction, coordination, and control. The decentralization of a

police department's operations may result in a saving in transportation time and

costs, but there is almost always a greater need for administrative support and

services, such as timekeeping and other administrative record-keeping, facilities

for custody of prisoners, and property control. The maintenance of buildings

and furnishings and the cost of utilities all detract from the resources which

would be potentially available to line operations. Finally, in order to keep the

strength of the working force at a maximum, personnel costs for the administra-

tive and technical services staff must be kept at the minimum level required to

provide the field units with the necessary support.n

The Commission concludes that this consolidation is essential to pro-
vide the Department with more police officers to protect the citizens of
the community. In a city as compact as the District of Columbia,
there is no need for as many as 14 separate precincts. Other cities as
large as the District operate efficiently with as few subdivisions as the
six recommended by the IACP.34 In view of the extensive recom-
mendations made in the Survey to improve police communications and

mobility, we believe that the quality of police service available to the
public will be enhanced by this consolidation. The present decen-
tralization is unnecessary and wasteful; we urge that efforts begin
immediately to implement the proposed redistricting of the Depart-
ment."

PLANNING AND DEVELOPMENT DIVISION

An enlarged and well-staffed Planning and Development Division
is essential to enable the Department to undertake the massive reorga-
nization recommended by this Commission. In large measure, the
extent to which the Department's planning capabilities are rapidly in-
creased will determine the quality of its leadership in the immediate
future.
The Chief of Police has recognized the need for improving plan-

ning in the Metropolitan Police Department. In a special anti-crime
program presented to Congress in May 1965, the District of Columbia
requested a supplemental appropriation of $192,000 for fiscal year
1966 to establish a planning bureau and advance the Department's
plans for the utilization of computers in its work.36 Although Con-
gress supplied funds for most of the programs outlined by the De-
partment, this particular request was rejected. The Chief of Police
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in late 1965 began the process, in consultation with the IACP, of
selecting five police officers from within the Department to serve as
the nucleus of the planning unit.. Additional civilian positions and
approximately $51,000 were obtained for the unit for fiscal year 1967.
The Department's plans have been given impetus by the award of a

grant in February 1966 of $310,670 by the U.S. Department of Justice
under the Law Enforcement Assistance Act of 1965. This sum is avail-
able until June 30, 1967 for hiring professional and clerical staff for
the planning unit, as well as consultants in specific administrative and
technical areas. Although the grant was announced on March 9, 1966,
only three management analysts and six clerical personnel had been
employed by November 1, 1966."
We strongly urge rapid action towards full staffing of the Planning

and Development Division. The grant from the Department of Jus-
tice contemplated that six or more police management consultants
would be employed promptly. It was assumed that at least 15 pro-
fessional and technical staff members (sworn and civilian personnel)
would be hired for the unit during the ensuing year. The proposal
also called for the temporary assistance of operations consultants from
other police departments in the immediate future to help the De-
partment make the needed improvements recommended by the IACP
and this Commission. Looking further ahead, the Planning and De-
velopment Division outlined by the IACP Survey should eventually
have a staff of 30 professionals."
The Division will be responsible for conducting intensive studies to

discover new and improved police procedures and for evaluating the
effectiveness of the Department's operations and administration. It
should be the vehicle by which imaginative and affirmative police serv-
ice will be introduced into the community. The Division should con-
stantly endeavor to broaden the Department's horizons by drawing
heavily on the successful experience and practices of other police
departments around the country.
For example, the Division should explore the adequacy of street

lighting in areas of high crime, as determined by scientific analysis
of crime incidence, and recommend improvements. It should con-
sider, in conjunction with other units of the Department, the advis-
ability of building-security codes and the development of teams of
"security inspectors" which would note defects in resident and com-
mercial security systems and offer appropriate recommendations. It
should explore all possibilities of implementing technical advances in
police work, including new forms of weaponry. In order to allocate
manpower more logically, the proposed Crime and Traffic Analysis
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Unit of the Division should analyze the incidence of crime, alert the
Department to significant occurrences or trends, and disseminate this
vital information to operating units.
As the planning arm of the Chief of Police, the Division should

attempt to anticipate demands for police service and the resources the
Department will need .to meet those demands. For example, the in-
troduction of a subway system to the District will create new prob-
lems of police service; the Division should, as plans for the system
develop, work closely with the appropriate agencies in anticipation of
the need for expanded police service. Moreover, a detailed plan of
expansion and modernization should be drafted, modified over time
as conditions warrant, to guide the orderly development of the Depart-
ment. The plan would permit the assignment of priorities to the needs
of the force, and budget preparation would thus become more rational.
We believe that it is important for the Division to have a high status

in the Department, reporting directly to the Chief of Police. In mak-
ing this particular recommendation, the IACP Survey concludes:

Experimentation elsewhere with several patterns has demonstrated that a close

and direct relationship between the Chief of Police and the planning unit is the

best organizational pattern. This is particularly true where the force is large

and inadequate attention has been given to planning in the past. Both of these

conditions exist in the MPD. Further, the organic planning unit concept is new

to this Department and will need strong support from the Chief during its infancy.

Not all subordinate management personnel will be sympathetic to the need for

such a unit, and it will take several years to win over all but a few of the "die-

hards." This unit will address planning on a department-wide basis; therefore,

it must work from a position high in the hierarchy. To place it in a subordinate

bureau would tend to isolate it from the mainstream of department decision-

making.8°

In order to ensure full support for the new planning unit, we be-
lieve that the Chief of Police should make special efforts to explain
its mission to all officers in the Department and demonstrate his strong
support of the new operation.

PERSONNEL AND TRAINING

To provide the community with expert and responsive service, the
Department needs to fill its 3,100 authorized positions with highly

qualified officers and to experiment with new personnel programs
aimed at increasing its capabilities and efficiency. The necessary in-
centives must be provided to attract, promote and retain young officers
with leadership potential. At all levels of the Department—from
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recruit to top management—there must be a new recognition of the
importance of continuous professional training.

RECRUITMENT AND RETENTION

Present Recruiting Practices

To be eligible for recruitment by the Metropolitan Police Depart-
ment, applicants must be at least 21 years old, but under 30, as of the
day of appointment; must be at least 5'8" tall and weigh 140 pounds;
and have eyesight no worse than 20/40 correctable to 20/20. Candi-
dates must have a high school education, pass an equivalency test, or
have worked for one year or more in the police department of a large
city. They must also pass a written examination, be evaluated by a
psychiatrist, and undergo a character investigation. Although there
is no pre-employment residence requirement, after appointment mem-
bers of the Department must live within 21 miles of the Capitol
Building.40 The beginning salary for privates in the Department was
$6,010 until recent Congressional action raised it to $6,700.

Until recently, the recruiting efforts of the Department were super-
vised by the captain in charge of the Police Academy and Training
Section. A reorganization in April 1966 separated the recruiting and
training functions and created a Recruiting Bureau under the com-
mand of a captain who has no other principal assignments. His staff
includes one civilian aide, one lieutenant, one sergeant, seven police
investigators who conduct character and background investigations,
and four policemen who perform clerical functions.
Within the District of Columbia the Department has depended

largely on traditional means for advertising its vacancies—want-ads
in newspapers, publicly displayed posters, Civil Service Commission
announcements of examinations, ipot radio announcements, and re-
cruitment advertisements distributed to local military installations.
Placards and informational brochures have been distributed within
a 50-mile radius of Metropolitan Washington. The assistance of com-
munity organizations has been sought.
In 1965 the Department and the U.S. Civil Service Commission

began conducting entrance examinations more frequently. Applicants
may appear at any one of three regularly scheduled examinations
during each month without any prior processing. During 1965, 1,121
applicants reported for these examinations, and 649 (58 percent)
completed them successfully and were considered eligible for process-
ing after a preliminary screening.4' Of this number, an estimated
100 were eventually appointed to the Department.42
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The Department has supplemented its local recruiting efforts by
seeking applicants from other states. Between March 26 and Decem-
ber 10, 1965, the Department conducted recruiting drives in 32 cities:
16 in Pennsylvania, 5 in West Virginia, 3 in Ohio, 2 in New York, and
1 each in Indiana, Maryland, Massachusetts, New Hampshire, New
Jersey, and Tennessee. During these drives 1,043 applicants were
tested and 72 were eventually appointed.43
The Department has substantially increased its recruiting expendi-

tures in recent years, from $3,057 in 1960, $3,500 in 1963, $19,253 in
1965, to $25,748 for the first half of fiscal year 1966, when at least
$9,000 was spent on field recruiting efforts. In addition, the Depart-
ment initiated an employee referral plan in October 1965, authorizing
a $50 incentive award to any police officer referring a candidate who
is subsequently appointed. As of November 1, 1966, 460 referrals
had been made, 62 such awards had been granted, and 11 more were
pending.44
The Department has obviously not ignored its recruiting problems.

It has increased its advertising expenditures, made the Civil Service
examination more convenient, reorganized its Recruiting Bureau, in-
creased the number of field recruiting trips, and adopted a referral
plan. Nevertheless, these efforts have not enabled the Department to
meet the added recruitment burden resulting from the increases in its
authorized strength during the past five years. As shown in Table 2,
until 1966 appointments exceeded departmental losses by slim margins
in each fiscal year since 1962. Even the "gain" of 177 officers during
the 1962 through 1966 period was illusory, as authorized strength
during the period increased by 256. The Department was 215 men
short of its full strength on July 1, 1966 (Table 3) and 292 short on
November 1, 1966.

TABLE 2.—Metropolitan Police Department personnel—Losses aml appointments*

[Fiscal years 1962-66]

Fiscal year Losses Appoint-
ments

Gain

1962 244 371 127
1963 258 280 22
1964 271 297 26

1965 235 267 32

1966 295 265 —30

Total gain 177
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TABLE 3.—Metropolitan Police Department personnel—Authorized and actual
strength*

[Fiscal years 1962-66]

Fiscal year Authorized
strength

Actual
strength

Strength
deficit

1962 2,844 2,829 —15
1963 2,900 2,859 —41
1964 3,000 2,887 —113
1965 3,000 2,915 —85
1966 3,100 2,885 —215

*Information supplied by Metropolitan Police Department.

Evaluation

Shortage of police manpower must be viewed as an urgent problem
which demands greater efforts by the Metropolitan Police Department.
We recognize that recruitment difficulties are not unique to the Dis-
trict of Columbia. It is also clear that recruitment and retention
efforts are often significantly affected by factors over which the police
have no immediate control, such as the amount and kind of crime and
the social and economic characteristics of the population to be policed.

Nevertheless, the Department has "one of the highest resignation
rates among major cities." 46 Over the last three years, the average
exceeded 4 percent; in 1965 the rate of resignations exceeded 5 per-
cent, almost twice that of the St. Louis Police Department and over
four times that of the Chicago Police Departnaent.47 A large per-
centage of the resignations were from officers who had recently joined
the Department. Of the 783 men who resigned from the Department
in the period 1959 through 1965, 486 (62 percent) had less than three
years of service.48
The Department maintains a statistical account of the various

reasons policemen give to explain their resignations in interviews with
the executive officer. During the years 1958 through 1964, only 50 of
675 resignees (7 percent) indicated that they were resigning to go
to other police departments, while 290 (43 percent) stated that
they were leaving for "unspecified other employment" or for "per-
sonal reasons." 49 The Department concedes that at present many men
do not give their "real reasons" for resigning.
In an effort to shed further light on this difficult problem, the

Commission sponsored an independent study of the recruitment and
retention of policemen in the Metropolitan Police Department. The
project sought to explore the motivations, attitudes and financial
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condition of men who had initially qualified for, but declined, ap-

pointment to the force (80 of 153 responded), resignees from the De-
partment (57 of 153 responded), and 56 officers presently on the

force.
The recruitment study suggests the importance of personal experi-

ence in developing an interest in police work. Over 28 percent of

present and former Department officers had one or more members of

their family in the law enforcement field, but only 4 percent stated that

relatives had aroused their interest in police work.56 The most fre-

quently reported source of interest was personal observation, which

nearly half (44 percent) of the respondents listed as the basis of their

desire to work for the Metropolitan Police Department"- Of all the

possible sources of interest, personal observation or suggestions by po-
lice, friends and relatives accounted for 71 percent of the responses.

The best sources of information about openings in the Department

appear to be Civil Service announcements, police officers and news-

paper advertisements.
The study suggests that problems of retaining police personnel are

not solely economic, but involve more complex factors such as morale,
supervision and relations with the community. The respOnses re-
ceived during the study suggest that the Metropolitan Police Depart-

ment has a good reputation with respect to salary, benefits and retire-

ment.52 Only 4 percent of all applicants to the Department were

earning more than the starting salary of $6,010 at the time of their

app1ication.53 More importantly, of those who resigned from the

force and revealed their salaries for their present jobs, 74 percent

earned less than $6,000 per year.54
The Department's over-all image was rated by the respondents as

inferior to that of the Park Police, White House Police, Prince

Georges County Police, Chicago Police Department, and a State Po-

lice organization, and superior only to the 'Military Police and a

County Sheriff's office.55 Almost one-third of the respondents who are

now on the force stated that they would not recommend employment in

the Department to a friend.56 When present and former members of

the Department were asked what could be changed as a means of rais-
ing morale, the item most often mentioned by far was "supervision,"

followed by "courts," "economic" and "public support." 5 7

As to field recruitment difficulties, the necessity of relocation was

singled out by many (42 percent) as an important reason for de-

clining an appointment. The study found that the rate of resignation
for those recruited from outside the District is significantly higher

than for District recruits. These facts led the Recruitment Study to
observe:
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It may be that increasing salaries to compensate out-of-state dwellers for the
cost of living in Washington will increase recruiting rates. On the other hand,
if their dissatisfaction is not with being in Washington per se, but rather being
away from home, a salary increase would have the effect of causing a higher
turnover rate and not just a higher recruiting rate.°

The study concludes that recruiting costs of the Department are
high compared to other cities studied. The District spends consid-
erably more for advertising, travel, per diem, new recruit relocation,
and recruiting personnel than do Oakland, St. Louis and Berkeley,
not only in the total expenditures but in cost per applicant and success-
ful recruit.60 The study suggests that spending more money on stand-
ard recruiting practices will not meet the Department's needs, and that
field recruiting efforts, in particular, should be critically reexamined.

Recommendations

Selection Criteria

The Commission recognizes the importance of high standards for
police officers and the fact that some police departments presently are
more selective than is the Metropolitan Police Department. As a goal
to be achieved in the next five years, the Commission recommends that
the Department aim at a requirement of academic achievement beyond
a high school education.
In view of the current recruitment problem, however, we do not

urge modification of selection criteria except in one respect. The Com-
mission recommends that applicants without a high school diploma
who now qualify for the Department by virtue of one year's police
service elsewhere should hereafter be required to pass a general educa-
tion equivalency test. We agree with the IACP that service in any
police department regardless of quality should not automatically
qualify an applicant for the Metropolitan Police Department." In
contrast to the IACP, we do not believe that completion of a high
school education should be required of all applicants; if the applicant
can pass a test showing its equivalent, we believe that this is sufficient
evidence that he has the necessary educational qualifications.
The Commission recommends that qualifications for police recruits

tend towards flexibility. For this reason, the Commission is dis-
inclined to support the IACP's recommendation that minimum height
and weight requirements be increased to 5' 9" and 144 pounds.6" We
do not find it demonstrated that a change in these physical standards
is necessary or presently desirable. Nor do we attach much significance
to the fact that the Department does not now give a standardized IQ
test, as is recommended by the 'ACP." Before any such requirements
are added, there must be better data concerning the impact of any new
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rigid requirement on the available pool of applicants. The Depart-

ment should consider weighting its requirements in such a way that

failure to meet certain criteria can be counterbalanced by other spe-

cial qualifications which it needs.

Salary

An increase in police salaries has been urged by many as a way to

meet recruitment difficulties. After consideration of several specific

proposals during the last seission, Congress increased the entry salary

from $6,010 to $6,700.64
The Commission strongly supports this increase in police salaries

as a step -toward upgrading the District's police force. We believe

that such a pay raise is necessary not only because the Department is

currently short of men but also because the intrinsic difficulties and

dangers of police work warrant greater recognition by the community.

We agree with the IACP that a more "systematic approach to annual

salary changes is desirable." 65 One appropriate way of accomplish-

ing this would be to link police salaries with the salary structure of the

Federal Government, so that officers in the Department would receive

the periodic pay raises granted Federal employees. Without reflecting

adversely on the District's fire department, this Commission also

endorses the growing trend toward separate consideration of the sal-

aries of policemen and firemen. According to the IACP, 9 of 29

cities from 300,000 to 1 million population now pay policemen more

than firemen. In view of the greater complexity of duties, increasing

standards, growing crime rates, and present manpower shortages, the

Commission concludes that policemen in the District of Columbia

should henceforth receive separate consideration of their major sal-

ary needs.
In the future substantial salary increments should be linked with

measures to raise the personnel standards of the Department. As a

step in this direction, the Commission supports the IACP's recom-

mendation for the creation of the rank of Master Patrolman, with a

base salary of $8,184.66 The qualifications for this rank would include

a degree in law enforcement or police administration at an accredited

university. This recommendation is designed to encourage college-
trained personnel, with particular training in law enforcement or

police administration, to join the Department and thereby increase

departmental standards. It should also stimulate men now on the
force to pursue their higher education.
The recruitment and retention problems of the Metropolitan Police

Department will not be met solely by liberal salary increases. The
Commission's recruitment study suggests that the role played by eco-

240-175 0-67-13
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nomic considerations in recruitment and retention of police officers is
not as paramount as is generally believed. Although paying the police
more money may increase the number of applicants, it may not sub-
stantially decrease the resignation rate. To accomplish the latter task,
improvements directed to the total operation of the Department and
police morale may be far more important than salary increases.

Recruiting Techniques

The recent reorganization of the Recruiting Bureau was an appro-
priate recognition by the Department of the need to reevaluate its effort
to attract and retain qualified policemen. In order to make the initial
steps as convenient as possible for applicants, we suggest that they be
permitted to take the examination at any time they appear for testing.
We recommend that the Department revise its recruiting brochure.
As pointed out by the IACP, the present announcement fails to dis-
play "an inviting image of the Metropolitan Police Department in
terms of its attributes, prestige and importance." 67 In redesigning its
recruiting materials and campaigns, the Department should refer to
materials used by other police forces and secure the assistance of pro-
fessionals in advertising and public relations.
The Department should undertake more aggressive efforts to de-

velop interest in police work among the most qualified and likely
groups of applicants. The Recruiting Bureau should maintain close
contact with local universities, particularly those offering degrees in
police administration. A considerable number of present applicants
have some college training; this suggests that police work in the
District is potentially appealing to men with advanced education and
that recruiting efforts among this group should be expanded. Simi-
larly, liaison with military bases should be strengthened; the Com-
mission's recruitment study revealed that more than 20 percent of the
total sample applied to the Department while in the military service.
If at all practical, the Department of Defense should supply the
names of enlisted men, particularly military policemen, who are
either discharged in this area or discharged elsewhere but returning
to Washington.
A program for the continuous collection of reliable information on

the problems of recruitment and retention should be established. The
Department should explore more thoroughly reasons for resignation
with officers leaving the force, and consider periodic surveys of those
who, although qualified, decline to accept appointment. As suggested
above, the selection criteria should be constantly evaluated in light
of more precise information concerning the reasons for rejection of
applicants.
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Recruiting in the District of Columbia

The Department does not require that applicants live in the District

or the Metropolitan Area, and neither the IACP nor this Commission

believes that such a residence requirement would be appropriate in

light of the Department's current manpower shortage. During the

period 1961 through 1965, 399 (25 percent) of all appointees resided

in the District of Columbia at time of appointment. Another 143 (9

percent) lived in the Metropolitan Washington Area. Thus, only 542

(34 percent) came from the District or its environs. The Commis-

sion urges that greater emphasis be given to recruiting efforts in the

District of Columbia.
We believe that the Department's manpower needs are generally

'mown in the District of Columbia. The recruitment study suggests

that factors contributing to the scarcity of qualified applicants include

the general availability of other employment opportunities for high

school graduates, the difficult working conditions of a policeman, and

the image of the Metropolitan Police Department. We cannot under-

estimate, however, the extent to which local recruitment efforts are

hampered by the past history of segregation in the District of Colum-

bia. When this city was predominantly white, it was policed by white

officers. In recent years, as Negroes have become the majority, the

police force has not kept pace; in a city approximately 60 percent

Negro, the police force is still approximately 80 percent white. Local

Negro residents, impressed with the history of white dominance of the

Department, have perhaps viewed career opportunities on the force

as limited and therefore declined to apply for appointment.

In order to attract more Negro applicants to the police force, the

Department must increase its recruiting efforts in the District of Co-

lumbia. As a first step the Recruiting Bureau itself should reflect the

racial composition of the city more fully. Although discrimination is

contrary to the official policy of the Department, we doubt that many

Negro citizens believe that the policy is being vigorously implemented.

Extensive efforts by the Department—perhaps with the assistance of

the Commissioners' Council on Human Relations—should be aimed at

getting this message across to high school students and Negro

organizations.
The Commission recommends that the Department develop a project

to be financed under the Manpower Development and Training Act

(MDTA) . Such a project should provide special training or remedial

services for District applicants who have failed to meet the entrance

requirements because of certain physical or educational deficiencies

which can be readily corrected. A recent project along these lines has

been developed in New York and financed by an MDTA grant of
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$1,138,384.68 Under this project, between 600 and 700 persons will
receive 26 weeks of training designed to equip them to qualify for em-
ployment as policemen. The program is directed both at high school
graduates and non-high school graduates, drawn primarily from
minority groups and disadvantaged neighborhoods. Similar proj-
ects have been recently announced for St. Louis, Oakland and Los
Angeles; others are pending for Miami, New Orleans and Cincinnati."
The District of Columbia should profit from these prior efforts and
develop a program calculated to increase the number of District resi-
dents who can qualify for entry into the Metropolitan Police Depart-
ment.
The Commission places a high priority on the employment of more

District residents. We think that these efforts over the long run
will be less costly than field recruiting and will develop more recruits
who will remain on the force. Most importantly, such a policy will
make the police force more representative of the citizens it serves. As
our subsequent discussion of police-community relations makes clear,
no single reform by itself will bring about the needed improvement in
relations between the Metropolitan Police Department and Negro
citizens in the District. But a more representative Department, espe-
cially one stemming from special efforts by the police themselves to
bring this about, will be of marked assistance in improving police-com-
munity relationships, and will assist the Department in exercising its
difficult responsibilities with greater effectiveness and sensitivity, and
at the same time will emphasize to white and Negro citizens alike
that the police force is an integral part of the whole community.

PROMOTION

The process of promoting officers from rank to rank within the
Department bears importantly on its overall quality. An unsatis-
factory promotion system has a serious adverse effect on police morale
and leads to the eventual promotion of unqualified or inadequately
qualified men to positions of responsibility.
Captains and inspectors in the Department may be promoted by

the Chief of Police without regard to examination. All other em-
ployees of the Department are promoted under the procedures of the
classified civil service. Before an officer in the lower ranks can become
eligible to apply for promotion, he must meet certain requirements re-
garding length of service. For example, a candidate for sergeant must
have served five continuous years in the Department; for the position
of lieutenant a candidate must have served nine years in the Depart-
ment and have at least two years of continuous service in the grade of
sergeant.
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Candidates for promotion who meet the basic eligibility require-

ments are first evaluated by their superior officers, on the basis of

monthly evaluation reports showing information regarding leave, duty

time and violations handled. Ratings for precinct officers are sub-

mitted for review to the appropriate district inspectors, then to the

Promotional Rating Board, composed of deputy chiefs and inspectors.

Personal interviews by the Board are required of candidates for ser-

geant and lieutenant.
The Civil Service Advisory Board, consisting of the executive officer

and four deputy chiefs, has primary responsibility for preparing writ-
ten examinations. The Board studies proposed questions submitted
by various commanding officers and submits selected ones to the Civil

Service Commission, which approves approximately 120 for use in the
examination.
Final ratings are based on fitne.ss and experience (60 percent) and

written examination (40 percent). A promotional register is pre-
pared from these ratings. Promotions are made from the top three
candidates on the eligible list, with a provision for "out of line" pro-
motions when necessary to fill a highly specialized position.7°
Numerous police officers have informed the Commission that the

examinations have caused dissension in the ranks and that they are
ambiguous, unrealistic and unfair, particularly to police officers per-
forming non-clerical duties. Although there is clearly much room for

improvement, neither the IACP nor the Commission found indica-

tions that the Department's promotion procedures were discrimina-

tory. Similar conclusions on this subject were reached by the General
Accounting Office in 1964, and, more recently, by the District Com-
missioners' Council on Human Relations.71
The IACP identified the following defects in promotion procedures:

(1) There is an apparent absence of material on supervision and ad-

ministration in the examinations; (2) the content of the examinations
for different ranks is similar, thus raising the question whether exami-
nations are accurately testing the different qualifications necessary for
different positions; (3) separate promotional examinations for detec-

tive ranks are unnecessary and should be eliminated; (4) oral inter-

views of candidates for promotion are improperly structured; (5) the

overall rating system for a candidate is unsatisfactory; and (6) the

Department fails to give credit for promotional purposes to candi-

dates who have pursued their college educations. The Commission

is particularly concerned by the IACP's conclusion that several of the

experience requirements in the Department are excessive, since such

requirements operate to curtail the promotion opportunities of the
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many younger men in the Department who have demonstrated their

leadership capability."
The Commission endorses the numerous recommendations made by

the IACP to improve the Department's promotion procedures. In

particular, we support: (1) The formalization of promotional rating

methods which would not use mere numbers of arrests by an officer as

a rating criterion; (2) increased weight given to the written exami-

nation; (3) improvement in examination questions, with increased

attention to matters concerning supervision and administration; (4)

the elimination of separate promotional examinations for detective

ranks; (5) the reduction in waiting time required for advancement to

the next rank; (6) the increased use of probationary periods for all

ranks; and (7) authority for the Chief of Police to appoint qualified

persons to key positions from within or without the Department with-

out the prior approval of the Board of Commissioners." Adoption

of these changes would serve to inject needed vitality into the leadership

of the force and encourage junior officers to compete vigorously for

positions of responsibility.

DIVERSIFICATION OF PERSONNEL

Although the officer patrolling the beat is necessarily the backbone

of any police organization, an efficient department must utilize diver-

sified professional skills. The Metropolitan Police Department in re-
cent years has made significant strides in meeting these goals; the
dimensions of the reorganization of the Department which lies ahead,

however, require that even greater attention be given these personnel

issues in the immediate future.

Cadet Corps

In an effort to provide the Department with a reservoir of man-
power and relieve sworn personnel from non-police functions, a Cadet
Corps program was initiated in 1965. Young men between the ages
of 171/2 and 19 are trained in the rudiments of police service and
utilized in quasi-police and clerical positions for their period of Cadet
Corps service." The Department was authorized to employ 25 cadets
in fiscal 1966, and obtained money for an additional 35 for fiscal 1967.

Recruitment and Salary

The first Civil Service written examination for cadets was held
February 13, 1965. A total of 315 candidates, recruited primarily
from the high schools, applied to the Civil Service Commission for
admission to the examination, but only 179 appeared for the tests
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and 102 passed. Attrition from the physical examination and charac-

ter investigation accounted for another 75, leaving only 27 acceptable

applicants to fill the 25 positions authorized for both fiscal years 1965

and 1966. There were 22 cadets in the program as of November 1,

1966, 13 of them from the original class of 25.75 Five had resigned

and five were in the armed forces. Because of the age, marital status

and excellent physical condition of the cadets, they are particularly

susceptible to the draft. No formal effort has been made to obtain

any special deferment for cadets.
If the Department hopes to fill the 60 cadet positions provided by

Congress for fiscal year 1967, aggressive recruiting efforts in the Dis-

trict of Columbia will be necessary. For many months no steps were

taken by the Department to recruit replacements for the "drop-

outs" from the program. This delay aggravated normal recruitment

difficulties, since recent high school graduates probably had made

other commitments by the time the Department solicited applications.

The appointment process should be substantially expedited.

Cadets who took the February examinations waited several months for

notification of acceptance. In some instances written examination

results were not forthcoming for six weeks; thereafter, the background

investigation took eight weeks. Cadet applicants should get the same

kind of expedited processing established for regular police recruits, and

applicants nearing graduation from high school should be notified

promptly as to acceptance or rejection. The kind of young men the

Department desires will be those who are actively seeking employment,

looking for further educational opportunities, or contemplating enlist-

ment in the armed forces. The cadet program must compete as an

employer, and to compete it must expedite cadet processing.

New cadets receive $3,618 per year. After the first year's service,

they are promoted to $4,005; and after an additional year's service,

they reach the maximum cadet rate of $4,480. Acknowledging the

youth and inexperience of the cadets, the Commission believes that

this salary is too low, especially when measured against the cost of
living in Metropolitan Washington and the Department policy pro-

hibiting other part-time employment. Cadets in the Montgomery

County Police Department receive a minimum salary of $4,108 and a

maximum of $4,995 per. annum. The Commission recommends that

cadet salaries in the District of Columbia should be increased to a

competitive level.

Training

The initial cadet class received several months of training in a
business course, with instruction in English, public speaking, report
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writing, typing, shorthand, filing, and records control. Under that

program, cadets attended classes 4 hours each weekday and were un-

officially required to participate in the 30-hour Police Administration

Certificate Program at American University, where one 3-hour course

in English composition was conducted in the spring. Cadets are now

enrolled in a 3-hour police administration course.
The requirements of the Cadet Corps program should be upgraded

as part of the Department's overall goal of higher educational re-
quirements. We endorse the recommendation of the IACP:

Cadet training should also be linked with compulsory outside education in law

enforcement, so that by the time a candidate reaches the age of 21 he will have

attained most of the requirements for the degree of Associate of Arts or Associate

in General Studies. Education achievement will depend on age at entrance in the

cadet program, the question of military service, and so on; but a realistic re-

quirement would be to combine a 6-hour work day with 6 units or more of

courses leading to the degree. Cadets should maintain a "C" average to remain

in the program. The city should make the same contribution to the cost of

education for cadets as it does for regular officers."

These requirements should receive adequate publicity, since they would
characterize this as an elite Cadet Corps program.

Assignments

The various duty assignments performed by the cadets tend to be
clerical in nature, and the cadets have expressed an eagerness to be-
come more involved in actual police duties. The Commission recom-
mends that every effort should be made to assign cadets to jobs more
closely resembling "police work." Cadets should not be equated with
civilian clerical help, but should be routinely assigned to various units
of the Department on a planned rotation schedule. Special po-
sitions which will permit cadets to perform meaningful police-related
duties must be developed, in order to provide necessary guidance to
unit commanders who may be uncertain about cadet assignment policy.
Unless the Department makes special efforts to prevent the Cadet

Corps from developing into a series of junior-grade clerical jobs, it is
possible that the program will fail. Although cadet programs are
attractive in theory, they have proved to be unexpectedly difficult in
practice. According to the IACP, few police departments with cadet
programs "offer a real opportunity for a variety of interesting assign-
ments."" In San Diego a cadet program was abolished after eight
years because of difficulties of administration.78 We do not under-
estimate the difficulties of developing a successful Cadet Corps, but
the goal is a desirable one and the Commission urges, therefore, that
the Department direct the necessary time and attention to the task.
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Policewomen

The Chief of Police is authorized to appoint as many policewomen
to the force as he deems appropriate." The present authorized
policewomen strength is 40; there are currently 6 vacancies.80 The
Department has 34 policewomen: 30 are assigned to the Women's
Bureau, where they handle cases of girls and younger boys, and per-
form investigative and social services in matters involving female
adults; 2 policewomen are assigned to the Sex Squad, where they per-
form primarily interviewing and clerical functions; 1 is assigned to
the Special Investigations Unit; and 1 is assigned to the Planning
and Development unit.
Much can be gained from the more effective deployment and utiliza-

tion of policewomen. They are on the average better educated than
their male counterparts,81 can deal efficiently with the public, and
present a favorable image of the Department. There are many non-
patrol functions open to them; policewomen are utilized in precinct
stations in Los Angeles and in the communications center in St. Louis.
The Commission recommends an increase in the authorized strength

of policewomen to permit their employment in a variety of assign-
ments throughout the Department. We think that at least one police-
woman should be temporarily detailed to the Recruiting Bureau so
that she might solicit the interest of young women in working for the
Department.

Civilian Personnel

Extensive and imaginative use of civilians can free scarce officer
personnel for basic police operations. As illustrated by Table 4, the
Metropolitan Police Department in the last several years has been
granted authority to hire an increasing number of civilians. Posi-
tions the Department is currently authorized to fill with civilians in-

TABLE 4.—Metropolitan Police Department civilian personnel*

As of June 30 each year Authorized Assigned Deficit

1960 266 266  
1961 , 295 298 +3
1962 299 302 +3
1963 308 313 +5
1964 334 319 —15
1965 387 373 —14
1966 426 366 —60

*Information supplied by Metropolitan Police Department.
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dude school crossing guards (150), a few technical specialists, and a
number of clerks and other administrative assistants.82 In its budget
for fiscal year 1967 the Department has obtained funds for an addi-
tional 89 positions, including 7 for its planning unit and 26 clerk-
typists.
The Department's limited use of civilian personnel in the past is

another example of its poor allocation of manpower. Too many
police officers are still assigned to non-police duties, although in re-
cent years the Department has been more concerned with this mat-
ter. The Commission recommends that the Department enlarge its
request for civilian personnel and make more effective efforts to fill
the current vacancies. If such requests in the past have not always
found favor with the District Commissioners," the deficiencies high-
lighted by this Commission and the scope of the proposed reorganiza-
tion should place this matter in a different perspective.
In the future more responsibilities should be assigned to highly-

trained civilians. Civilians can bring needed technical disciplines to
the Department as it begins the reorganization and modernization
outlined by the IACP and recommended by this Commission. In the
new organization plan there are important Divisions which could
properly be commanded by civilian directors. In the areas of plan-
ning, training, communications, public information, record keeping,
computerization, and many others, there are important jobs requiring
professional skills not now available within the Department. The
reorganization presents a unique opportunity to add to the Depart-
ment's complement of skills and thereby equip it to provide better
service to the community.

Lateral Entry

The Commission endorses lateral entry of trained professionals
into the Metropolitan Police Department. In recent years other major
police departments have adopted a policy of actively recruiting civil-
ian specialists as well as talented police officers from other depart-
ments. The Metropolitan Police Department, however, has not ex-
perimented in this fashion. Consequently, exposure to the policies
and practices of other police departments has been restricted, and
the Department has not been able to take advantage of the modern
disciplines and sciences which offer substantial contributions to ef-
fective police service.
In addition to civilian experts, the Commission recommends that

the Department hire experienced police officers of special capability
and potential. Under the current grant from the U.S. Department
of Justice for the new planning unit, specialists from other police de-




