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I. Chronology of the Grant

Eerly in 1966, two proposals were submitted by faculty members of the

| School of Police Administration and Public Safety, Michigen State University, @o

the Office of Law Enforcement Assistance, U. S. Department of Justice. The first
of these recommended the development and presentation of a series of training
courses in police and community’relations for municipal police officials. The
second urged support for the design of a chief police executives' training course
and for the presentation of such a program to an appropriate clientele.

At the request of the Office of Law Enforcement Assistance, these pro-
posals were integrated, and one application, including elements of each proposal,
was forwarded for consideration to OLEA. This request was approved, and during
the summer of 1966, Office of Law Enforcement Assistance Grant 068 was awarded
to the Nationél Center on Police and Community Relations, School of Police Admin-
istration and Public Safety, Michigan State University.

Although the grant called for both community relations and mansgement
training progréms, this report will discuss only the management phases of the
project since & report was previously subnitted dealing with‘its community relations
aspects.

The proposal called for the development and presentation gf a Chief
Police Executives' Training Course. Fifty or some eighty eligiblé pqlice chiefs
from midwestern cities in fhe population range 50,000 to 200,000 were to be
invited to attend. After an extended correspondence, thirty~one chiefs from ten
midwestern states acéepted the invitation, and the course was held from April 3
through April 21, 1967 in EastJLansing, Michigan. |

During the summer of 1967, the project director for management training

requested an extension of the grant so another program couldlbe offered for those

-
chiefs who participated in the earlier session. In addition to the chiefs,

specifically designated representatives of their city governments were to be

invited to attend this course. The request was approved, and as a result, forty-

four individuals attended a "Workshop on the Police Chief's Executive and Legisla-

tive Relationships” which was conducted in Lansing, Michigen on February 26, 27,

and 28, 1968,

IY. The Chief Police Executives' Training Program

A, Course Philosophy. From its original meeting, the project staff visual-
ized a twofold mission:

1. To aid, through training, chief police executives to better cope
with their administrative responsibilities.
To develop materials and to discover, insofar as possible, those
methods of instruction which are most useful in presenting the
various aspects of administrative behavior to police chiefs.
While the staff wés certain that it could offer useful new information in
fhe traditional manner, there was no déesire to present just another short
course, The mood of the group was experimental. Further, this mood was
reinforced by the belief that true executive development is an exercise in
self-development. It was, therefore, mandatory that innovative techniques
be devised and tested. |

The major tasks were, then, to provide the participants with an appro-
priate learniﬁé environment and to stimulate them to take the necessary
learning steps. The informational input was, of course, viewed as important,
but the staff was determined to allow thedchiefs to have ample opportunity
to seek their own maximum in pace and level. The plan called for agssisting

and guiding, not preachihg and badgering.
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B. Course Participants. There are some eighty cities in the population range

50,000 to 200,000 in the eleven midwestern states covered by the grant.l
Invitations were extended to the police chiefs of the fifty largest of these
cities. While the initial reply was encouraging, as time passed, the number
who agreed to attend decreased., As cancellations occurred, additionsal chiefs
were canvassed. Even after all eighty cities were tendered invitations only
thirty-one chiefs accepted and attended. Ten states were represen‘bed.2
The limited participation can be explained in 8 variety of ways. Such

factors as the length of the course (three weeks) and the staff's unwilling-
ness to accept anyone other than the chief except under the most unusual
circumstances were high on the list of reasons for not attending. There
were a number who felt thgt the program offered nothing of value to them.
Three or four found it necessary to withdraw st the lest moment due to the
press of work., Finally, between ten and fifteen failed to acknowledge;the

original invitation or follow-up contacts.

An Analysis of Participants

Much has been said concerning the shortcomings of the present police
leadership. While such deprecations are not without justifivation, the staff
epproached its task with a desire to obtain concrete data on the midwestern
police chief from the medium-sized police department. Rather than on heressy,
three steps were taken to gein the necessary insights.

First, each participant was sent a detailed questionnaire to be completed

and returned before his‘arrival‘for‘the training program. A second question-

‘lThe eleven states are Illinois, Indiana, Iowa, Kentucky, Michigan,
Minnesota, Missouri, North Dakota, Ohio, South Dakota, and Wisconsin.

2y copy of the list of pafticipants can be found in Appendix I. A.

)
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naire was administered the first day of the course.3

Second, participants were required to take two tests, the "Otis Test‘
of Mental Ability" and Woolley's "What's Your Menagement I.Q.?"h on the
flrst day of the course.

Finally, each participant hed a private interview with the éoursé
director. This session had a twofold purpose, the soliciting of further
information concerning'the chief and providing the participent with an
opportunity to offer an evaluation of the proceedings. These feedback
sessions were held toward the end of the program.

_Before presenting the information garnered through these activities,
a word of cautioﬁ should be interjected. No attempt is made here to
generalize from this data, nor in the staff's opinion shouid there be.
There is no reason to believe that this limited sample is representative.
Indeed, there is some reason to suggest that the very fact that these chiefs
were willing to attend this course may reflect a certain bias, one toward
education. Such a bias is not necessarily common among police chiefs.
Further, the administrative environments which produced these chiefs are
so varied that it is doubtful that anything but gross comparisons are
possible. Caution is, therfore, in order,

Despite these limitations, a rough profile of the participsnt chiefs
may be of some interest. The "average" chief in this group is between

forty-five and fifty-five years of age. He is a career police officer

‘having come up through the renks in his department. He has over twenty

years of service. He has probably completed high school and has an I.Q.

of approximately 103.

o

, 3Sample copies of the questionnaires can be found in Appendix I. B.

yA copy of Woolley's "What's Your Management I.Q.2" can be found in
Appendix I. B. '
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There are, of course, variations. For example; two chiefs wers under
forty and one over sixty. Five chiefs began their careers with other law
enforcement agencies., The Oklaboma City and Toledo Police Departments were
represented along with the Wisconsin State Highway Patrol. Only one chief
ceme directly %o his present position from the business community. IHe was
also the only chief police executive with less than ten years of police ser-
vice. Four chiefs held college degress with law, chemical engineering, and |
business administration being represented.

The most controversial of the data gathefing actiYities was the %esting
program. Mental tests of the type utilized have besn subjected to éxtensive
criticism. Score varistions cen result from a wide range of factors including
age and social and educational backgrounds. Furttermore, questions as to
their actual meaning are readily acknowledged. The staff was aware of these

" limitations, but still felt that such an exercise would provide usefui
insights. The tests were‘thus edministered.

Wnile the average Otis score was a zlightly above average 103, the
range was more revealing. The two lowest scores were T9. The two highest
were 130, The scores by themselves are not significant, but it is interesting
to note that.most of the chiefs indicated before taking the exam that an I.Q.
‘well over 100 was necessayy fof a police recfuit.

The range for the manégement I.Q. examination was 65 to 91 with an
aversge of 80. These scores roughly correlated with the chief's Otis scores.
Further, they ranked faveirably with the national average for business

execubives, 85. Some of this slight differential can be attributed‘fo the
fact;tha£ the businéss terminology utilized in the teét~Was unfamiliar to

the chiefs.

BT L i
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Finally, the majority of the chiefs reported that they did very little
reading other than newspapers, news periodicals, and a few professional
publications. Few had what might be viewed as a working knowledge of the
existing police literature.

C. Course Content and Presentation. In compliance with the previously

gtated positions concerning experimentation and executive development, the
staff designed a diversified program employing a wide variety of teaching
techniques. The course schedule stressed flexibility and maximized the

opportunity for self-development. The schedule may be found in Appendix I. A.

Course Content

Two types of material were developed. First, hard data dealing with
specific police administrative problems such as Policy Making, Inspections
and Controls, Data Processing for Police, Budgeting, etc. was offered.
These subject matter areas were selected as a result of staff-participant
consultation., Each of the chiefs who accepted an invitation was asked by
letter to prepafe a list of topics which would be useful to him, These were
compiled, analyzed, and when appropriate, incocrporated into the progrem.
It should be noted that this exercise was not completely successful due to
the limited degree of cooperation recei;ed from the chiefs. The staff, of
course, maintained thé final responsibility for subject matter selection.

The second srea of concern included a variety of topies whiech might well
be categorized as manegement techniques. Discussions dealing with Decision
‘Meking, Social and Orgenizational Change, and the Uses of Staff fell within
this grouping. Further, the course structure placed a:premium‘on the
deveiopment of management skills of this nature. Each chief was exposed to

a number of role playing situations which stressed this type of performence.
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In summary, from a content point of view, the staff had no desire to be
all things to all people. The subjects were selected because they were
meeningful. Other toples might have been just as useful, but only so much
¢an be presented in s three week period. Finelly, as was indicated earlier,
vhile the content was important, equally important was the fact that it pro-
vided a vehicle for experimentation, particularly insofar as methods of

management instruction were concerned.

Methods of Imstruction

No single element of this program exemplified its philosophy as did
this one. A wide variety of methods were utilized from the traditional
lecture to the relatively unique "In Basket" exercise. Each of these methods
was employed in an attempt to provide the participents with the opportunity
to seek their bwn maximum level and pace in the learning process.
LECTURES: The basic input technique, other than individual reading which
will be discussed later, was the lecture. EXach day one of the selected
topics was presented to the p&rﬁicipanté in this form to supply data which
served as "grist for the mill." Even here structuring was left to the

individual instructor in most cases. Some lectured the entire period, some

employed a seminar approach, and in two cases panzl presentations were

developed. The three Policy Making offerings, each held on a differvent day,
were designed to give the participants a feeiing for the policy making process.
The first presentation provided insights into the political and legal frame-
work encompassing such activity. The second discussed the administratorfs ,
probiems in'this area. The third was a case study in the development of a

specific policy.

R s
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The program was slso sufficlently flexible to allow for more extended
presentations of individual topies. For example, an evening session S
Decision Making was held gh the participants' request. Interestingly, this
session, though not mendatory, was attended by almost every member of the

alass.

" WORK PROJECT SESSTONS: During their first day orientation, the participants

were informed that five afternoor periods had been sut #side as work project
sessions. Fach chief was asked te select an appropriate topic for develop-
ment. This topic was to be the focus of his efforts during these sessions.
The individual suggestions of the thirty-one chiefs were reviewed, and as
s result of comsultation, fi;e work groups were established.5

Each group was directed to organize itself, that is, select a chairmen
and recorder. Further, a staff member weas assigned to each group ‘to serve
as a consultant, to suggest appropriate reading matter, and to generally
assist the group. Whenever possible and es requested, additional consultants
were obtained from the university faculty, the visiting instructional staff,
and the project staff.

The work project groups were required to produce a written summary of
their endeavors.
CASE STUDY DISCUSSIONS: Another instructional technique utilized was the
case method. Four management cases were gelected from the International
Association of Chiefs of Police Series. Fach was assigned to a staff member
who Waé td be reéponsible for the development of a discussion session built

around their respective case study. The participants were then divided into

sThe actual work projett groups and their selected topics can be found
in Appendix I. C.
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four case study groups.6 Over the three week period each group discussed
each of the four case studies.

IN BASKET EXERCISE: The most unique of the methods introduced was the

"In Basket' exercise. While this training technique is commonlj employed

in business courses, few police porgrams have exposes their trainees t§

ths type of endeavor. Simply stated, an "In Basket" exercise involves a

role pleying situation in which the participant assumes an executive position.
He is then forced to respond to a number of written communications as they
are placed in his "in" basket. The activity is comulative with many of the
required decisions being interrelated. The exercise is performed alone under
severe time limitations.

Administratively, three to five participants were told to report to a
complex of offices each af’cernoon.7 There they were given a brief orientation
to the exercise, and then, separated with each being placed in his own office.
On his desk, he found pencils, paper, and "in" and "out" baskets. Once
settled, a secretary entered 5is office and placed a vériety of items in his
"in'" basket. ‘His task was then to take the necessary action.‘ This might
involve establishing priorities, preparing draft letters or other forms of
correspondence, or forwarding action instructions for subordinates. From
time to time additionel materials would be placed in his "in" besket. Needless
. to say, these materials were designed to complicate theéxercise.8
DIRECTED READING: If an individual is to be a successful éﬁia{»of police,

he mugt remain current. The only possible way to accomplish this {é to read

6The'case study group assignments can be found in Appendix I. C.
TThe "in basket" asssignment sheet can be found in Appendix I. E,

8The "in basket" materials are in Appendix I. E.

| \
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and read extensively. Therefore, the staff made every effort to emcourage
the participants to develop good reading habits. First, each individuel was
provided with a variety of reference materials. Besides the usual collection

9 all participants

of handouts given in connection with the lecturers,
received a book of mimeogrephed readings and a series of ten reprint articles

from the Harverd Business Review;lo Second, all instructors and staff members

were directed to make suggestions for further reading whenever a participant
expressed an interest. As a result, a number of brief bibliographies were
prepared and distributed. Third, the course was scheduled in such a way as
to permit fiexibility. No events weré programmed for the evening, and &
reading period waé built into the schedule one afternoon a week. Fourth and
finally, along with the available resources of the University Librery, a
small collection of relevant materials was placed at the disposal of partici-
pants at their living quarters. This was done in the hope that easy access
would serve to inspire reading.

Tt should be noted that the reading assignments were, with few exceptions,
not mandatory. I.. tine with the previously stated educational philosophy,

students were urgei. Put not forced to learr.

Faculty
The faculty consisted of two types of individuals. First, there were
the consultants who provided expert advice and/or served as guest instruct-

ors.ll They represent what the staff viewed to be a cross section of

983mp1es of these materisls can be located in Appendicies I.F.,1I.G.,
I. ®., I. I., and I. d. : :

loThe Table of Contents ¢i yhe Readings and a list of the articles can
be found in Appendix I. K. e

llA 1ist of these consultante plus the course staff can be found in
Appendix I\ A. :
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interested academics and the professiﬁnal world. This group was selected
for what they could bring:to the program. Their role was to bring informa-
tion, to spark discussion, aﬁd to encourage devslopment,

The second segment of the faculty was the staff. While some members of
the staff functioned as instructors, this was not their primary role. The
staff's major responsibility was to assist the participants along the road
of executive development. To this end, both the course director and the

assistant course director lived with the class for the three week period.

They were constantly on call for consultation and counseiing.

Facilities
A1l formal training was held on the campus of Michigan State University,
and all of the facilities of the University, both educational and social,
were available to the participants during their stay.

The chiefs lived at a motel near the campus during the course.

D. Course Evaluation,

An evaluation of an activity must of necessity be
directly related to the stated objectives of that activity. This training
program was to aid the participants in the development of their executive

skills, and secondly to devise materials and methods of instruction useful

in this type of endeavor. Classically, any test of success would involve

pre and post evaluations of the participants ‘o determine the degree of
improvement. The staff supports such a procedure, but not when suck Judgments
are predicated simply on g written examination. Improvement in performance
is the key, not the ability to merely master and reproduce a specified

quantity of relatéd informetion. : Unfortunately, two major roadbliocks rest

squarely in the path of such a meaningful evaluation.

G
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First, there is the question of appropriate success standards. As with
eny artistic endeavor, and sdministration is an art as well as a sclence, it
is extremely difficult to develop concrete measures of performance. While
there are available notions as to "good" and "noor" administration, they are
far from absolute. Gross tests can be applied, but any student of adminis-
tration feels ill at ease when asked to state categoricelly what is "good".
Under such circumstances, pre and post analysis, i properly executed, will
allow the evaluator to detect change and direetion, but it will not permit
him to unequivocally indicate improvement. The cautious and, indeed, proper

position is that improvement or retrogression has occurred when judged in
1ight of the presently sccepted gtandards.

A second set of problems also plagues the evaluator in circumstances of
this type. Neither sufficient resourcés por time are usually available.

This was, unfortunately, the case here. While a great deal of data was

collected on each participant prior to and during his attendance,.there was
no opportunityvfor & pre and post review of hig administrative performance
on his own home ground. Without such a review, a meaningful evaluation is
geriously hampered. There were many gound reagsons as to why such a clessical
design was not adopted. Little purpose would be servgd in reiterating them
here, however. Suffice it to say that the staff is aware that the present

avaluation is far from adequate because of these shortcomings. Nevertheless,

evaluaticn is ppssible.
The foilowing is far from completely dbjectdifand is in many cases
impressicnistic, but the gtaff feels that these comments may serve to assish
e

othéfs in the development and presentation of meaningful police executive

development training programs.
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Participant Evaluation

Partic;pants offe;ed evaluations under two sets of circumstances, infbrmal
and formal. |

They were first continuousiy encouraéed to express their opinioné con-~
cerning the course whenever they thought the situation merited such action.
Also, staff members were specifically instructed to avoid any show of defens~
iveness on their part in an effort to establish a setting amenable to openi
and constructive criticism. %s a result, & rather free flow of discussion
in this vein occurred throughout the three week period. |

Second, ﬁwo formal mechanisms were employed to éecure comments on the
value of the program from the participating chiefs. As indicated previously,
an individual interview was held toward the end of the course. At this session
each partigipant was asked to present his comments. Further, every partici-
pant was &;quired to provide the staff with a narrative evaluation report
on the events of each day:. The chiefs were direéted to be criticsael when they
Believed'criticism was appropria.‘be.12

In general, the participants seemeq favorably disposed toward the course.
With few exceptions, they in&iéa$edlthét ﬁhe training experienced was well
designed and presented. They stated that it was pertinent to their needs
and that the information and skills garneied would serve them well upon their
return to thelr departments. Oné chief, however, found nothing of wvalue in
the program and another expressed strong reservations.

The chiefs had high praisebfcr.the instructional staff and their formal
presentations. They found’the din ﬁasket" exercise stimulating and useful.
The?e seemed to be,hixed emotions about the case study apprdach, but with

~ more favorable then negative'comments. Probably the least successful

12A copy of Daily;Eva&uati@n Sheet can be. found in Appendix I.D.

T s
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activity from the chiefs' point of view seemed to be the work projects.
While there was some support, more uncertéinty was expressed concerning the
value of these gessions than,oflany other.,

The ambivalence of the class toward the work project sessions was also
characteristic of the chiefs' early comments dealing with the program's non-
directive approach. Their first few daily evaluations indicated a restless-
ness. While the vast mejority assumed a "wait and see" posture, a number of
participants urged greater structure and some inquired "What do you want us
t; do?" As time passed, however, most of the participants accepted the fact
that they were responsible for their development, Their final evaluation
generally supported the staff's philosophy although some bemoaned thé "loss"
of time involved in adapting to such an educational environment. Not all
of the participants could be classified as converts, of course. Fully onef

third of them expressed the opinion that more could have been "accomplished"

by relying to a greater extent on the lectpre.m@thod.

In conclusion then, the participents accepted the program as a reﬁarding
experience. While there were a few detractors, tﬁey were, fortunately, &
very small minority. The chiefs' attitudes can best by summarized by the
fact that well over‘half requested that an attempt be made to SChedule

another progrem for them in the near future,

Staff Evaluation
There was not a great deal of difference between tﬁe evaluation Qf fheﬁ
chiefs aﬁd that of the staff.
COURSE CONTENT: The formal présentafion'offered data which helped to fil}‘
a number of informétional‘voids. However, sny attempt to rate the value of
the subjects selectéd against other“pdssible topies would be pure speculeation.

The subject metter was important and useful-in the judgment‘of both the
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practitioneis and the staff, and little more can be said.

Tn those areas where an effort was made %o impart skills directly, i.e.
decision meking, conference leadership, ete., onily time will indicate the
degree of success. However, because the level of expectation was kept to a
minimum due, among other things to the amount of time available, the staff
adjudged some of these endeavors successful. For example, each participant
wes briefiy exposed to the "In Basket' technique in an effort to stimulate
interest in the decision making process. All sgreed that this procedure was
an unequivocable success when viewed in this light.

The class handout materials and the other readings seemd guite useful as
input: ducuments. There was, nevertheless, some difficulty in those casez
vhere the readings were not seen as directly related to "police" interests.
While interpretation was difficult for some, the vast mejority were capable
of meking and did make the necessary transfer. Further, the police adminis-~
tration litereature is far from satisfactory, and rathgr than lose important
ideas, the staff decided to utilize the selected articies.

- METHODS OF INSTRUCTION: The lecture methods, tﬁe cage study sapproach, and
the "In Basket" technique were without doubt the most successful of the
instructional methods employed during the course. Each fulfilled its desig-
nated purpose. If they are utilized in the menner previously described, the
staff recommends them to anyone responsible for the development and presenta—
tion of an executive training progream for police.

The panel is also recommended as é means of information input, but it
is urged that specific guidelines be esteblished for both speakers and
participants prior to the’openingfof the session., In panel situations there
was & pronounced tendency to stray from the intended suﬁdect matter, The

basic reason for %ﬁis seemed to be a leadership failure. The panel chairmen
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refused to assert themselves either in deference to the stature of other
panel members or from fear of being accused of autoeratic behavior. The
staff is certain thot with strong leadership and clear guidelines governing
discussion the panel can serve as a useful instructional technique in this
setting.

The staff found the work project sessions to be the least useful of the
instruetional techniques. They failed due to the inability of the partici-
pants to "run their own show." When they were asked to decide on an appropri-
ate topic and to organize themselves to analyze the selected subJect they
were in most cases completely lost. The staff was constantly confronted by
the refrain "What do you want us to do?” No matter how meny times the assigned
staff member or program director suggested that the project time was theirs,
they found it extremely difficult to move off dead center. Finally, in
frustration, the staff members took over the leadership of most of the

sessions and some progress occurred. This experience may well have been .

‘unique, but the staff feelsthat such work projects should only be included

- 1f the work grouns receive strong direction from specially: selected and

knowledgeable group leaders.

The staff viewed the reading program as a conditional success.. A greater
amount of required réading would have ‘been useful. Though there seemed to be
considerable voluntary reading, the desired level was never secured. The
library facility established at the participants' living quarters was not as
successful as the staff had hoped. It did, however, prove to be a useful
meeting place‘for the chiefs during their non-class hours.

13

PACULTY: With one exception,” ™ the visiting faculty performed excellently.

Their presentations were meaningful and accepted as such. The most notéworthy

13The problem here was instructional style, not content.
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conclusion to be drawn, however, is that non-policemen can teach policemen,
not only in non-police sreas bubt in police aress. ‘While one or two of the
chiefs railed about "theorists" and "ivory tower'" college professors, the
great majority of the participants found such presentation to be among the
most useful. Further, not only did the chlefs state this position, but the

- staff observed their favorable reactions and the continued discussion of
these presentations.
CONCLUDING COMMENTS: On the whole, the staff considered the "Chief Police
Executives' Training Program' a success. It is certain that the participants
gained knowledge, understanding and skills from thelr attendance. Unfortﬁn~'
ately, although this demonstration provided an opportunity'fo test both
meterials and methods of instruction, it is not possible to state that
these materials and methods are the best way to train police chiefs. The
philosophy that executive development is self-development was'applied in the
real world, and to a degree, proved its efficacy. A great deal more time and
effort must be expended, however, before it can be offended as "the" approach
to executivé development. The staff, therefore, recommends this progrem as
non

a" method and urges further field tests. Some progress has been made. Much

more needs to be donel

III. Workshop on the Police Chief's Fxecutive and Legislative Relationships

The "Workshop on the Police Chief's Executive and Legislative Relationstips"
was not offered as part of the original proposal; It was, instead, an outgrowth
of‘the police chiefs! training.program. Since so many chiefs requested another
program, end since sufficient funds remained to support the preparation and pre-
sentation of such a session, the staff sought an extension of the grant and was
glven same. |

'While only a few of the chiefs expliessed their requests coneretely insofer

as‘contént-was concerned, a definite pattern was clear. They desire@ an opportunity
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to meet and explore police problems with representatives of their city governments
on neutral ground and under sympathetic leadership. The staff agreed that such
a meeting would be productive and began the necessary preparations. *

Three factors guided the staff in the structuring of this program, First,
there was & desire to extend and test further the hypothesis that executive
development is self-development. The conference was, therefore, to have & non-
directive orientation. Second, the staff wished to focus the participants’
attention upon the external relationships necessary to the succéssful performance
of the executive task. Third, the staff believed that this program was an obvious
continuation of the chiefs' course, and that there was a great deal to be gained
by bullding upoh the rapport already existing between the chiefs iavolved in the
previous offering and themselves.

As a result, a three day meeting entitled "Workshop on the Police Chiefs'
Executive and Legislative Relationships" was scheduled in Lansing, Michigen. It
was to be held on Februery 26, 27, and 28, 1968. Fach chief who participated in
the "Chief Police Executive's Training Program" was invited to‘attend ana provided
with the opportuhity to invite two appropriate representatives of his city govern-
mént, one each from the executive and legislative branches. He was urged to
select his superior, either the mayor or city manager, and one councilzon or
commissioner, but the choice was left to him with the staff reserving the right
or final review.

One of the more taxing problems associated with the project was the question
of attendance. Individuals at this level of the govermmental hierérchy oftten
find it{difficult to clear time in their busy schedules. Nevertheless, forty-
four accepted and attended the workshop. They represented nineteen cities in

eight states.lh

lhA complete roster of participents can be found in Appendix II.
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The program consisted of three elements. Xeynote and conecluding speskers

attempted to characterize the appropriate relationships. Professor Hermen Gold«

stein of the University of Wisconsin discussed the subject from the police view-
point in the opening address and Mr. Graham Watt, the City Manager of Dayton,

Ohio, offered his impressions in & closing s*l:ed:em.ent.J‘5

The second phase of the program was & series of small group discussion

sessions. On the first afternoon, three workshop groups met, All police officials

were placed in one, the city executives in another, and the final group consisted

of legislative representatives. Each of these groups was asked to suggest specific

items for the conference agenda with particular reference to the problems of their

particulayr group.

On the second day, the participants were once again formed into three dis-

cussion groups. This time, however, the groups were integrated with representa-

tives from any Jurisdiction was found in & group. The agenda developed during the

previous afternoon sessions, served as the focal point of discussion in this day's

morning and afternoon meetings.
Some items of interest which were placed on the agenda'were:

.  The Role of the Police in a City of this Population Range
. Prohlenms of Reeruiting Police Officers

Police~Fire Pay Parity Issues

Police Invoivement in Budget Prepsaration

Police and Community Relations

Police Unions

Manpower Requirements

~3 O\NY 0 O =

.

On the morning of the third day, the participants were reihtroduced into
their specialized groups for summary discussions and evaluation of the progranm.

The third and final element of the program was & series of clinies which were
conducted the second evening of the conference. MCurrent Developments in Police

Administration" and "Police and Community Relations" were discussed.l6

15Mr. Watt's remarks are included in Appendix II.

lGA copy of the schedule for the workshop can be found in Appendix II.
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The faculty for the conference was kept to a minimum. It consisted of the

two main speekers and three group leaders.

Eveluation
Once again, evaluation is exceedlingly aifficult. The participants vere

generally kind in their appraissl of the conference. A number of police chiefs

indicated that the meeting served as "their first opportunity to sit down and
talk men to man with their city manager.” The legislative group urged further
meetings. They openly stated & need for assistance in degling with the complicated
police problems facing them. The city managers and mayors generally found the
program "useful” and "informative." |

Nevertheless, there were a large number of reservations about the program.
Probably the most significent of these was over a misunderstanding of the course's
purpose. The gtaff admits to adding to this confusion by being tardy with proper
snnouncements, but the real problem resulted from the program director's inability
to get the chiefs to understand the non—directiye approech. Further, many of the
chiefs wanted the staff "té make s case" for them. They wanted not-only sympathetic

leadership, but outright gllies. The staff did not view this as its role, and

thus, confusion and conflict.
Some non~-police éonferees expressed & desire for greater structuring, but
on the whole they seemed to view the proceedings in & better light. |
While the staff was dismayed over the approximately one-third of the chiefs'
and & lesser nﬁmber of other participants’ dissetisfaction with at least part
of the program, it was & success in the staff's op:h:ulon.~ The many favorasble com~
ﬁents during and after the conference, and the continued support for further pro-
gramg , indicated‘as much. Finally, the staff is certain that in a significant

A
nhmbér‘of cases, the participants reglized for the first time the need for constanu

and open communication between the police chief and thekcity's administration.
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- IV, Summary

This grant resulted in the_devélopment and presentation of two training
programs to a total of seventy-five participants from thirty-two cities in ten
states,

As educational experiences, these progrems provided police chiefé and other
governmental official; with a considerabple amqunt of information and a number of
useful insights which will assist them in the successful accomplishment of their
regpective roles.

From an experimental point of view, they offered the opportunity for a pre-
liminary evaluation 6f certain methods and materials in the traihing of chief
police executives.

As for the prime question, whether or not they will help to significantly

improve the level of police leadership only time cen provide that answer.

ng
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NATIONAL CENTER ON POLICE AND COMMONITY RELATIONS
School of Police Administration and Public Safety
Michigan State Univsersity
kast Lansing, lichigan

CHIEF POLICE EXECUTIVES' TRAINING PROGRAM

April 3-21, 1967

Course Director = Raymond T, Galvin
Assistant Course Director = Vincent Swinney

Course Staff:

Consultants:

Paul Falzone
Wayne Hanewicz
Thomas Johnson
John Kelly
John Longstreth
Martin Miller
Richard Post

John Angell, Instructor
Department of Political Science
Kent State University

A, F, Brandstatter, Director
School of Police Administration and Public Safety
Michigan State University

James Fisk, Coordinator of Community Relations
Los Angeles Police Department

Herman~ Goldstein, Assistant Professor
Law School .
University of Wisconsin

Daniel Kruger,,?rofeséor
School of Labor-Industrial Relations
Michigan State University

James LeGrande, Assistant Professor
School of Police Administration and Public Safety
Michigan State University

.

Gordon Misner, Visiting Associate Professor
School of Criminology
University of California

Louis Radelet, Professor
School of Police Administration and Public Safety
Michigan State University ~ :




Donald Riddle, Dean
John Jay College of Criminal Justice
City University of New York

Re Dean Smith, Director
Research and Development Division
International Association of Chiefs of Police

John Sweeney, Assistant Professor
School of Police Administration and Public Safety
Michigan State University

Hans Toch, Professor
Department of Psychology
Michigan State University

Hillard Trubitt, Assistant Professor
Department of Police Administration
Indiana University

James E, Wood, Chairman, Management Option
Training Division, Traffic Institute
Northwestern University
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April 3
Monday
Registration

Helcome
Director

4, ¥, Brandstatter

Administration
R, Galvin .

Coffee
‘Hour

Administration
(continued)

Lunch

Testing and
Interviewing

April 4
Tuesday

Roles of the
Administrator
R« Galvin

Coffee
Hour

Roles
(continued)

Lunch

Testing and
Interviewing

April 5
Wednesday

Social and
Organizational
Change

H, Toch

Coifee
Hour

Change
{continued)

Tunch

Reading
Period

April 6
Thursday

Adwinigtrative

Decisions
Malking
R. GalVin

Coffee
Hour

Decision=~
Making
(continued)

Lunch

Work
Projects

April 7
Friday

Inspections and
Control
R. D. Smith

Coffee
Hour

Inspections and
Control
(continued)

Lunch

Case
Studies
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11:00
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April 10
Monday

Policy-Making
De Riddle
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Hour

Policy=Making
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April 11
Tuesday
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Management
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Coffee
Hour

Personnel
Management
Panel
(continued)
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Work
Projects

April 12
Wednesday

Policy~Making II
H. Goldstein

Coffee
Houy

Policy=Makirg II
(continued)

Lunch

Reading
Period

April 13
Thursday

Data=Processing
for Police
G. Misner

Coffee
Hour

Data=Processing
for Police
(continued)

Lunch

Caée
Studies

April 14
Friday

Policy-Making IYI
Js LeGrande

Coffee
Hour

Policy=Making IXI
(continued)

Lunch

Work
Projects
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April 17
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(continued)
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Panel
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Panel

(continued)
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April 19
Wednesday
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R. Galvin
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Hour
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(continued)
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- Period
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Thursday

Training
V., Swinney
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Hour

Training
{continued)

Lunch

York
Projects

April 21
Friday

President's
Commission
Report

Coffee
Hour

President's
Commi.ssion

‘Report

(continued)

" Lunch

Graduation




'CHIEF POLICE EXECUTIVES' TRAINING PROGRAM

Illinois:

Aurora

Berwyn
Decatur

East 5t. Louis
Evanston
Peorie

Indiana:

Anderson
Fort Wayne
F.ammond

Towa:

Sioux City
Waterloo

Rentucky:

Lexington

Michigan:

Ann Arbor
Bay City
Kalamazoo
Lansing
Livonia

April 3-21, 1967

gg Participants

Donald Hutchinscon
Frank Koller
James May

Virgil Baltezor
Bert Giddens
John Stokowski

Doyle Wright
Albert Bauvermeister
James Dowling

James O'Keefe
Robert Wright

E. C. Hale

Walter Krasny
Leo Cardinal
Dean Fox
Derold Husby
James Joxdan

1

Missouri.:

Florissant
Independence

University City

North Dakota:

Fargo

Ohio:

Canton
Elyria
Kettering
Portsmouth
Springfield

South Dakota:

Sioux Falls

Wisconsin:

Appleton
Beloit
Madison
Racine

Clarence Boedeker
Robert Rhinehart
James Damos

Edwin Anderson

Frank Burnosky
Maurice Flood
John Shryock

T. Wilburn

I. W. Hollowell

H. S. Hawkey

E. 0. Wolf
Howard Bjorklund
Wilbur Emery
Leroy Jenkins
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STRICTLY CONFIDENTIAL

#

SECTION I

CCCUPATIONAL DATA

il

g

I.

§
STRICTLY CONFIDENTIAL

#__

OCCUPATIONAL DATA

l, Preseat Occupational Title:

2, How long have you held this present position?

¥

3. How long have you been employed in this particular police
department?
(total number of years)

4, Please fill in the following section, listing all ranks held,
beginning with patrolman, indicating the total number of years
spent at each-level for the department presently emploved in
only, o '

RANK ' : YEARS

5 A) Have you ever held any positions within your present police
department as a civilian (as opposed to a sworn position)?

YES _NO

-

(We would find any comments you might have on the above queétions
very helpful, If you have any enter them on the back of this page
and check (x) the following space ) :

(total number of years)
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#

B) If "yes" above, please describe that job or position:

6e If you have been employed within your present department for
sometime you undoubtedly have enjoyed a variety of assignments
to the major specialty areas found in municiple police service.
Would you summarize this information by £illing in the box on
the next page, using the example below as your guilde,
list all operational and staff assignments, If all or
previous police service was outside of present department, see

section 7 also,

your recall on this),

Please
part of

(Using reverse chronology will probably help

EXAMPLE
Specialty Area Rank Held Briefly Describe Duties | Number of
, A Years
Patrol Div, Patrolman Routine Patrol 3.
Juvenile Div, Patrolman Juvenile Officer 1
Investigated
Detective Div, Detective Property Crimes 2 =
Patrol Div. Sergeant Watch Supervisor 3
Traffic Div, Sergeant Watch Supervisor 2
Patrol Div. | Lieutenant Watch Supervisor 3
Communications/Records Lieutenant Officer in Charge 3
Patrol Div. Cagﬁain Division Commander 3
Chief of Bg;i . 4

(We would find any comments you might have on the above questions
wery helpful, If you have any enter them on the back of this page
‘and check (x) the following space

3

.)

RS

STRICTLY CONFIDENTIAL

i

Specialty Area Rank Held Briefly Describe Duties Number of
Years

(If you need more space, use the reverse side of this sheet)

(We would f£ind any coumments you might have on the above questions
very helpful, If you have any enter them on the back of this page
and check (x) the following space

,,-)




STRICTLY CONFIDENTIAL

’ : STRICTLY CONFIDENTIAL

— #

7. PREVIOUS EMPLOYMENT ,
7, PREVIOUS EMPLOYMENT, continued,

A) List below in the spaces provided all full-time jobs which

Length of Time Brief Descrintion of Job City and State
— ; ,

you held previous to employment in your present department? A
Include military service where applicable, Begin with tie ‘ ! }
last full time job heid which immediately preceded your ; |
present occupation and work backwards, chronologically,
from there; approximate where necessary,
Length of Time  Brief Description of Job City and State -
1
B) Have you held additional part of full-time Jobs while
employed as a police officer?
1. YES NO
(We would find any comments you might have on the above questions
very helpful, If you have any enter them on the back of this page
and check (x) tle following space Y.
(We would find any comments you migl.t hiave on the above questions
- very helpful, If you have any enter them on the back of this page ;
and check (x) the following space v .) : ‘
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#

2, If yes, please describe below:

Brief Description of Job For How Long‘pf‘a Period

(We would f£ind any comments you miglit liave on the above questions
very helpful., If you have any enter them on the back of this page
and check (x) the following space o)

SECTION II
EDUCATION AND

TRAINING DATA

STRICTLY CONFIDENTIAL

#




STRICTLY CONFIDENMTIAL

i

II. EDUCATION AND TRAIMING DATA: Please check boxes where appropriate,

1, Grade School = check highest grade completed:

1 2 3 4 5 ) 7 8 (grades)

2, High Schousl = check highest grade completed:

9 10 11 12 (grades)

3+ Trade School = check highest grade completed:

-

1 2 3 What skill was taught?

4, Cullege‘and/or University = check highest full year completed:

1 7 3 % 5%

Did you receive a degree?

L T

yes no

Check degrees received:

> > ) ’ ’ ] (Specify_______________)

AA AS BA BS MA MS OTHER

What was your major area of study?

(Major Area of Study)

5, Law School = check highest full year completed.

1 2 3 4

Did you receive a degree?

WGin  N——

yes no

(We would find any corments you miglit have on the above questions
very helpful, I£ you%have’any enter them on ti.z back of this page
and check (x) the following space o)

o9

S

Title of Training Session

SIRICTLY CONFIDENTTIAL

i

Are you a member of any state bar association?

. .
S———— ovpp——

yes no (states/s)

6, List below all recruit and ine~service training which you have
received from your present department or previous ones gxcluding
role=call training or other imfoxrmal - training sessions. (see”
next section for FBI, SPI, Northwestern, and Michigan State Univer-
sity courses),

Length of Training Period

(We would find any comments you might have on the above questions
very helpful, If you have any enter them on the back of tnis page
and check (x) the following space )

10
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STRICTLY CONFIDENTIAL

#

i

7., List below all special training received outside of your depart-
‘ ment, i,e., FBL National Academy, FBI Regional Schools and
Seminars, SPI, Northwestern Traffic Institute, Police=Community
Relations Institute MSU, etc,

8, List below all police or similar professional journals/ magazines/
newsletters to which you subscribe to or rvead regularly.

A
(Title)
Title of Course Sponsoring Agency Length of Course é
! B
(Title)
c
(Title)
D
3 (Title)
| E
: (Title)
i F
‘ (Title)
@ ¢
« (Title)
H
(Title)
»‘,
'(If you need more space, use the Teverse side of this sheet
pase : ) (We would find any comments you might nave on the above questions
(We would find any comments you migi:t have on the above questions

very helpful, If you have any enter them on the back of this page

very helpful, If you have any enter them on the back of tlis page and checlk (x) the following space__________.)

and check (x) the following space e)

: 12
11
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SECTION III

PERSONAL AND FAMILY DATA

12

i

e

.

Ls

STRICTLY CONFIDENTIAL

#,

PERSONAL AND FAMILY DATA:

A,

Ba

c.

Do

E.

DATE OF BIRTIH:

PLACE OF BIRTH:

1) Country (if other than U,S.)_

2) STATE:

3) COUNTY:,

4) CITY:

5) RURAL/URBAN ORZGIN: (check one which most nearly describes
community raised in)

- RURAL ©  SMALL COMMUNITY MEDIUM COMMUNITY
{(Farm) (0«25,000 popo) (25,000 to 100,000 poy.)

LARGE COMMUNITY NOT APPLICABLE, MOVED RESIDENCE
{100,000 + pops) FREQUENTLY _

RACE:
CAUCASIAN NEGROID OTHER
ETHNIC EXTRACTION: (what ethnic stock or group have you derived

from, €.gs, Irish/American, Police/American,
German/American)

RELIGIOUS PREFERENCE: (check 1 & 2 as is applicable)

1) PROTESTANT :
- (DENOMINATION: _)

____CATHOLIC (ROMAN AND EASTERN RITE)
JEWISH

OTHER, Specify:
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#

2) ACTIVE CHURCH MEMBER (Attends church services weelkly,
lay member of church hierarchy, usher, choir, etec,)

REGULAR CHURCH MEMBER (Attends church services weekly
- or at least once a menth)

INACTIVE CHURCH MEMBER (Attends church less than once
a month or never attends)

F, SOCIAL, RELIGIOUS, AND PROFESSIONAL AFFILIATIONS: (please list
below any and all social, religious, or professional organiza=
tions and c¢lubs in which you are a member, Please indicate
any and all offices you have held or do hold, Please check the
appropriate box indicating the depree of participation and
activity you actually experience in each “zroup,)

NAME OF ORGANIZATION: OFFICES HELD: DEGREE OF ACTIVITY:

1 3

Very  Active Not
Active Active

T 0 O

Very = Active Not

Active Active
I S N R A B
Very  Active Not

Active Active

O

Very Active Not
Active Active

= O

Very  Active Not
Active Active

NAME OF ORGANIZATION:

STRICTLY CONFIDENTIAL

#

CFFICES HELD: DEGREE NF ACTIVITY:

4 0

Very Active Not
Active Active

N W N

Very Active DNot
Active Active

I S Il

Very Active Not
Active Active

[ W S

Very Active Not
Active Active

O o o

Very Active Not
Active Active

P

1 1 11

Very  Active Not
Active Active

.‘,.:

= T 13
Very Active Not
Active Active

s o S

Very Active Not
Active Active

15 .
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# i
G, MARITAL AND FAMILY DATA: (Please answer 1, 2, & 3) 3) WIFE, continued.
1) MARITAL STATUS: (check appropriate response) ff , be special skills training
(total years)
A, ____ MARRIED (e,gs beautician, secretary, practical or
registered nurse, etc,) 1list skill here:
B, ____ SINGLE (never married)
C. DIVORCED | C. HER MAJOR OCCUPATION: (check those which apply)
D, DIVORCED AND REMARRIED : . i 1. housewife only
E, ___. WIDOWER 2, housewife and full time employment
F, _____ WIDOWER AND REMARRIED 3. housewife andigart time .ployment
2) CHILDREN: | ’ ; » 4, If you've answered 2) or 3) above, describe very
briefly your wife's job:
A, NUMBER: . |
v(how many)
B. AGES: ) 9 N § 9 9 ) [ ] ) »’ '}
C. NUMBER PRESENTLY DEPENDING ON YOU FOR SOLE SUPPORT: @
. ; D.. HER SOCIAL and/or PROFESSIONAL MEMBERSHIPS: (please list
(how many) below any and all social, auxiliary, professional, or church
) . ‘ organizations which your wife belongs to, including all -
3) WIFE: (please check and/or f£ill in where applicable) » offices or positions she may have held in these organiza=
, tions) '
A, HER CITIZENSHIP ‘ i ,
‘ Organization: : Offices Held:
1, . foreign born , o )
i 1, , /
24 naturalized citizen : Ye® No
T e born in U,S,
: ———— . . > oy
B, HER FORMAL EDUCATION: (check & £ill=in where applicable) * — Yes o
1, grade school | .
(total years) : 3, ]
Yes No
2. high school
total ‘ .
(total years) Diploma__, , | | | , | , |
3. - college Yes . No - ' ‘ : N ’ - " ‘ Yes ’ No
(total years) Degree__ , ___ ‘ { .
, Yes = No ' ; ‘ ¥
~ . . Coies - No

17
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4) YOUR PARENTS: (please check and/or f£ill in where applicable)
A, THEIR CITIZENSHIP
1, Mother:
foreign born
naturalized citizen
born in U,S,
2, Father:
foreipn born
naturalized citizen
o born in U,S.
B. THEIR FORMAL EDUCATION
- 14 Mother:
total years
2, Father:
——total years

C. THEIR MAJOR OCCUPATIONS (check and/or fill in where
applicable)

1. Mother:
" a. ___housevife only
by ____ housewife and full time employment
o ____ housewife and part time employment
da if you've answered b) or c) above, describe

very briefly your mothers occupation outside
the home, :

STRICELY CONFIDENTIAL

#

2, Father: (describe very briefly your father's major
occupation)

5) BROTHERS AND SISTERS:

A,

B.

Brothers (enter data as applicable)

total number
(number)

Brother's ages, education and ocsupation (use a separate

box for each brother)

his present age

his present age

(major occupation)

(number of
years of
formal
‘education

(major occupation)

l
1

(number of
years of
formal
education

his present age

his present age

(number of
years of
formal
education

(major occupation)

(major occupation)

{number of
years of
formal
education

18

19




C.

D,

Sisters

total ndmber

(number)

STRICTLY CONFIDENTIAL

#

(enter data as applicable)

Sister's ages, education and occupation (use a separate

box for each sister)

hexr present age

her present age

(major occupation)

|

(number of
' years of
formal

education

(major occupation)

|
1

(number of
years of
formal
education

her present age

(major occupation)

(aumber of
vears of
formal
education

her present age

(major occupation)

(number of
years of
formal
education

6) Do you have additional dependents?

S Sn———

YES NO

e

20
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WHAT'S ‘YOUR MANAGEMENT I.Q.?

Compiled by Ellis H. Woollay

Number
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Use of words in reading questions: o ‘ - . |
) ) ll. ™ o R T \ .
1. Complete the following alliteration: g;’;’ﬁ;if,ggeﬁgr tzﬂ:‘;;};lﬁge Sg"‘e really worthvhile purpose partinlly
An efficient and ecapoble administrotor, menager, or supervisor ~ (2) Sub ordiﬁg tes s o . '
keeps clearly in mind that the parts of management ore materials, (v) Customers
machines, methods, money, and___ . o (¢) stockholders
2. Subpl:«/ the missing word: T 12, ~ande , v .
Some monagers, administrators, and supervisors interpret , : The line~and-staff type of organization is an outgrowth of
' : as meaning "doing for.” This interpretation ' . e ‘
ig entirely inadequate, as it involves action on the part of but 3; %&eig":nggsfgi:i gnd Qaron
one person, vhile actually the word involves the coordimnted ¢) o sh;i-t. cut to efe 12‘-{;35%“

action of two or more persons: it means working with others. "
13. Organization charts cannot achieve the best results without the

Match the follouwing words by sclecting those most appropriately ‘ charocter of
reflecting the primary factors of each: (2) Dunlism .
, ; (b) Specialization
2. Organization : ( ) Policies X
4, Management - ( ) cCharts “ , (e) Functionalism
5" Supervisor ‘ () Interpretation 1h, Y'x’@thin the limits set up in the position description chart, super-
P'iultiplef-choice questions--sclect one by lotter: ' ' \(rza;.or&s}ox:rpz:g u§§ .
. v ' o b) Monagement
6, The principles of scientific management as recognized in American } ( 2 ,
inc%ustry were developed v . ' (c) Plant equipment
a) In ancient times ‘ ‘ ] .
&b) During the recent war _ | ' 15, g?g;e;n_structions and orders follow the lines of authority, it is
- {e) Early in this century : ‘ ‘ (a; St':a ff advice 0
7. The scientific method of modern management is identical to the ‘ - gz) gﬁixgi‘i"
method of ‘ ‘ » : , _ S
ggg ga;s;’i:en Hiberal ks ' : : 16, Wheli, NOu'ask a; employee instead of his supervisor about another.
AR _ employee's work, you o .
(¢) Religion ‘ ‘ : (2) Hurt his feelings
8, Certain monagement "methods" in particular enterprises draw much : %2) g;':g tghgingiig )
criticism, when criticism should rather be leveled at . 5 v : er )
(a) Stubborn stockholders ‘ 17. The mejor function of a supervisor is to
2b) ~ Over~capitalization : ‘ management policies | ‘
¢) Faulty organization pattern - ) TFormulate Be
9.' The purpose of organization is to determine relationships and ’ | (2) §“§§;§ rot
contaets together with ‘ . i e
v(% ) ‘I{gnl;ﬁng hours and pay seales | ; : - ; 18. ‘Uhen a supervisor misrepresents management, he
§ ; ts and scope of responsibilities , : | (a) Jeopardizes his oun position > he_ '
e ‘Profitav; and losass ' | . gb) Stimulates management to get along
10, Records and system are both essentiol to organization. Records , ¢) Takes the part of the worker
S are usually considered more so because they : R . : ‘ ‘ e 7 ; o
(ag Require less "professional’ develomment _ o o 19, gﬁl gerfom,a staff function in an crganization is to— -
(b) Take up file space ' S , o ' aY n v :
»éc) Are more tangible . %163 ﬁgis:rders

" (e) Interpret



20, ILines of supervision should be congidéred as lines of authority ' ‘ : , .
in which : . : s 31. In planning for training, the supervisor should make a Trade
ga) Adviece 18 given : 4 Analysis preparatory to selecting those who are to be taught,
b; Industriol Relations act R
(c) ALl orders must flou 32. . The supervisor must be awvare of the fundamentals of learning

_ T and teaching,
21, Clarification of responsibilities and authority makes for strong

It is an error to assume that others are equally interested
in a subject that has management sanction or approval.

w
RoL
.

- §af Policy-making

b) Advice acccptance :
(c; Supervision 34, Teaching is complete only when the learner has learned,
22, An important part of every supervisor's job is to represent ‘ i - 35, Limitations of the lecture method of instruction inelude
" management accurately to the workers by . ; insufficient evidence of learner's understanding.
(2) Reading the home toun papers f :
(b; Xeeping them fully infoxmed . 36. ____ Lectures may be supplemented by questions, illustrations,
(c) Distributing the work load equitably i " and charts,
23. Bosically, the supervisor has . 37 Small groups end individuals can ‘best be instructed by the
ga) Multiple responsibilities ' : Direct Instruction Method.
b) Vo "management" rcsponsiblllties ' :
(¢) A single duty g 38, _.__ Study from text and recitation can be used to extend the
‘ : . time devoted to the subject, '
2k, The terms manager, administrator, and supervisor have been used ‘ ' \
interchangeably in this quiz, This has becn done purposely to 39, __.\_ The nuiber of "learning impressions"” should be controlled
. ' } ‘ ‘ \ by the instruector,
ga) Confusc manogers ~ \
b; Emphasize breodth of respon51b111ty i Lo, A unit of instruction is gemerally a usable division of
{c) Dstablish limits of supervision and management ‘ i ; - subject matter.
25. If, as a result of organization charts, system, records, and ' y 41, Correctly phrased questions have valuc becouse they require
reasonable work load, you are able to delegote all your routine ~ ’ ; active participation of the learner.
york to others, you . 1 ; '
§ g Are entitled to promotion : L2, 'hen the work force is constant and stable, traimm can be
b) Are doing all that the job offers for your talent : : _ suspended. , ;
(c) cConform to the best estimotes of what a manager OI' Supers : : ;
visor should do g 43, _ The modern supervisor considers current technical information

‘ v : i necessary to job accomplishment,
The following True-False questions should be prefixed by a T or F: : i :

, v Ll Training can be used to establish a strong relationship between
26. The first consideration of a supervisor is development of ~ - T the supervisor and the worker,

an effective working organization. ' »
: hs, In treining a worker, the first thmg the supervisor should
27, . fn effective organization can always be built around a group ’ ‘ - “do is shorw in detail hovw the job is pcrfomed__
T of loyal employces.

X We, Another instruction rule is to emphasize how not to do t.he
28, Instruction is a tool available to the supervisor for the o T jobe ‘
~ purpose of increasing and improving production, ' ' :
‘ : , , : . b7, A good rule to follov in giving instructions or orders is to
29. _____The well-trained working force is a result of maintaining ; ‘ ' T provide just as much information at one time as you possess,
a lorge training department. : , ; ‘ ‘ and put it in writing if necessary for emphasis.

30. The supervisor should see that all employees are sent to Lo o b8, | __There is doubtful rele.t:.onshlp between vcrsah:l.le vork force
~ training classes., ’1 , . and cyclical variations in production.
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Standqrdized procedures anﬁ schedules for instruvction are
‘desirable in repetitive operations. :

The attitude of supervisors and managers toward training
should be one of sincere interest and willingness to teach.

The following True~False questlons aye based on Factors and
Develogment of Leadcrsb;p. 2

oA supervisor should make an analytical study of his responsi-
T bilities in order to develop planning, coordination, avoid
veaknesses in the organization, and make effective use of
people's cupacltles. ) _

Washington, Napoleon, and Lincoln are often referred to as
born leaders; the man who is not a born leader is doomed to
failure,

—_—h study of the actions of recognized leaders may greatly
T inerease one's knowledge of leadership.

Leadershlp quolities include knowledgc of technical and
T mechanical elements, and personal characteristics of people,

A good supervisor on a sizable project seldom delegates any
of his authority to a subordinate if he anticipates satis-~
factory completion of the project.

A supervisor cannot maintain the respect of his men if he

' apologizea or admits a mistake,

Leadership is von or earned and is developed, it is not
acquired by delegotion or endowment,

In attempting to improve his leadership, the supefvisor’must
ook forward and must forget his past actions whlch have led
to failure or success.

N Theasupervisor‘s authority is finale-his is the last word,

Tha supervisor can delegate duties and respomsibility, but
ultimoate responsibility of the supervisor for the uork cannot
bﬂ passed on to anyone else.

lf training is used to build o skilled and reliable vorking
¥ force, less of the other phases of leadership will be required
of the supervisor. ~

It is a1l rlght to "alibi" to an employee if you have a good
excuse-n

The motmvating factor amohggmost employees is to be paid at

the end of the week and to be told what to do.

7l.

72,

73

The

5.

TS

7

G
_Most people are inclined to "ride hobbies" and place undue
emphasis upon certain factors to the detriment of otherQ.
iany shortcomings arc habits engaﬂed in without conscious
~thought; having been acquired, they are often mistakenly
held to be inherited and incapable of change.

Misunderstunding is frequently the cause of imagined unfairness@‘

An employee's private problems should have prefcrence over
the work load in ¢ase of a request for leave,

Bullheaded people are usually conceited,

Most people are sensitive to any suggestion that they lack the
qualities of lepdership,

Establishing procedures and practices that save tlme, effort,
“and money are more important than bu1ld1n” morale in an
organization,

Dele"atzou of authority is asscciated with responsibllitj
for gettizg the job done,

A good supervisor supplles a complete plan of the job operation
vhen delegating responsibility, . ,

_A\ supervisor can often help a dissatisfied worker if he finds
out vhich of the worker's needs or desires are not being met.

_The more details a supervisor handles by himself, the better
T executive he is likely to be,

___Ihe'maaor function of a supervisor ig not to formulate'policles
but rather to interpret them and carry out procedures necessary
to effect the policies in his particular unit.

Mnltgple-ch01ce questions»-select one bv letter:

Orders that avre extreamely detailed should be ' ’ ‘
a) 01ear1y stated R ‘ .
b; In writing

¢) Illustrated

A supervisor can go a long vway tovard improving his group working '
conditions he takes time to consult_ - - relative
- 4o work situations, ‘ ' '

a) An astrologer
b) The boss

. {(e) Capable employces
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79«

80,

81.
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83,
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i

':derivntmon from disciple, the supervisor should put

“as the {4 defini%ihn in his use of the vord. '

: z ;v "Penalty for treaking rulcs" :
{b

e

then orders are given that impose entlre responsibility on the
shoulders bf the supervisor they arc knoun as
ordcrs.

(2) Implied
(v) Suggestive
(e) Commond

To get more cooperation, it is comamon to use
orders.

(e) Implied

(b)( Request

(c) Suagestlve

To a group of experienced workers, it is common to use
- orders, ;
~Implied
(b) Comiend
(¢c) Direct

Though money is important, there are other factors which gzreatly
affect the aaployee's job performance from day to day., They are
generally headed by .

() Wine, women, and song

(bg Fomily and home life

{c) Educational background

The worker is most apt to be contented if he hus "
ga) Regular employment

(b) An "easy" job

(c) His home paid for

The most satisfying revard to the average worker is ‘ e
(2) Overtime work assignments -
(b) Public credit for a job well done

(c) a pay raise ,

Unconﬂenial surroundings cause workers to ve__ e
(2) Incompctent .

(b)) Lazy

(c) Dissatisfied

Proper placement and adequate use of talent is the responsibillty‘

The supervidor

(a§ Hiring o”fice
The employee -

"Disclpline has several meanings and connotatlons. 'Because‘of its‘

"Prain to obedicnce" ' ’
; "Educate oneseif to the habit of conforming"

87.

68e

39,

90..

92.

930

gt

9.

(a) Avoid labor disturbances

f‘§ g Tnvoke the prov131ons of the anner Act
B |

«8e

Misunderstanding of resulations, loziness, and lack of interest
ave subjects for . .

(a) Dischorge ' ‘
(b; Retraining
(c) Reassignment or transfer

Some cmployeces arc fond of horscplay. Several remedies have becen
used to cdvontoge in stopping the inelination, including_ o
(a) Buy hin a horse

(b) Send him home for a day or two

(c) Give him more rcsponsibility

There are several effective ways to reprimand a worker, if you
must-=particularly ‘ .

(2) By humiliating him D

{b) In a loud and spicy manner

(c) Strictly in private

Squelching'false rumors prﬂmptly nay help to ‘ .

(b) Xeep management from complaining
(c) Better supervisor rclations

After a worker has been reprimanded or warned, the supervisor
should meke sure that he realizes the importance of his mistake

by
%a) Reminding hin of it frum time to time
b) Withdraving privileges for a vhile

(¢) Helping to avoid repetition of the offense

‘Dissatisfaction is often due to 2 supervisor's failure to .

Ea) Inform workers of changes in polici: ‘s and procedures
b) Send tirthday grectings
(c) Reprimand while the matter is "ho»

It is often sald."The rezl leader is not afraid of occasional
mistakes,” He PREI

(2) Places the blame on his people

(b; Doesn't "pess the buck"

(c¢) Never rcpeats mistakes
/No sunerviscr is enh:tled to the confidence of his men until he
~demonstrates his ability to N ’

“(a) Cive orders , o

{v) Get poy increases
‘_c) Plen for them

Strikes can most often be avoided by use of which of these nethods?

Eorly adjustument of grievances
cyk Use of arbitration
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97,
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99.

100,
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A progrom or activ1ty*designed %o devclop "beneficial suggestlons"
should

ga) ‘Pay large returns to inventors

b; Reduce absenteeism

(¢) Improve job satisfaction and vocational interest
To effect improvement in methods and techniques in his department,
the Jupervlsor should ; . .

(2) £ell in plent engineering
(v) Assign the job to his crew
{c) Apply work simplification methods

The present-day supervisor should know the correct answver to
conpensation problems of people in his organization because

(2) He can thus get them more money
2b) Employees are better informed today
¢) They vant to retire earlier

Types of compensation fall into threc groups, namely »

(a) Light, mediun, and heuvy duty
(b) Real, monectary, and intangible
(c) Faith, hope, and charity

A system of employec efficiency and merit rating wiil prove of
value in showing supervisor and enployees - )
(a) Safecty factors -

(b) Vealnesses and stronc points

(c) Differences of opinion

Hatch the Ffollowing books with their authors:

The Republic ( ) vVeblen
The Prince ( ) Rousseau
The Social Contrach ( ) tnyte
Wealth of Nationsk ( ‘) Harx
The Federalist ( ) Carhegie
Capital (') Plato
~ Theory of the Leisure Class ( ) Machiavelli
How to Win Friends and Influence People ( ) Hamilton _e;_t_-.__q_l_
 Thé Manageria;‘Revolution | | ’ (‘ ) Smith
Industry and Society () !Burnhmﬂ
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GROUP? A

Bjorklund
Boedeker
Cardinal
Chamberlain
Damos
Giddens

-Krasny

Wilburn

GROUP A

GROUP B

GROUP C

- GROUP D

CASE STUDY GROUPS

(Assignments)
GROUP B GROUP C
“Baltezor Anderson
Bauermeister Dowling
Burnosky Gibson
Emery Hawkey
Fox Hollowell
Jenkins Husby
May Hutchinson
D, Wright Rinehart
R. Wright Stokowski

CASE STUDY GROUPS
(Room Assignments)

April 7

Room 32 Union Building

#8

Room 405 Olds

#7

Albert Pick Motel

#3

Albexrt Pick Motel

#1

10
#1

Room 32 Union
Building
#8

Kellogg Center
#7

Kellogg Center
#3

Kellogg Center

~ GROUP D

Bugenske
Flood
Hale

- Jordan

Koller
0'Keefe
Riddle
Shryock
Wolff

13
#3

Albert

Pick Motel

1

Room 32

Union

Building

{8

Albert

Pick Motel

#7

405 0lds’

18
Kellogg

Center
#7

Kellogg

Center

#3

405 Olds
#1

Koom 32
Union
Building
8

Work Project Groups

Group I (Civil Disturbances)

Baltezor

Bauermeister

Burnosky:
Hale
Husby

KHutchinson

Kollerx

)

Group II1

Bjorklund
Boedaker
Cardinal
Emery
Flood
Fox

- @iddens

Jordan
Krasay
Rinehart
Wilburn

R. Wright

Wolff

(Inspections and Control)

Group I (E.D.P.)

Damos
Jenkins
May
Stokowski

Group IV (Personnel Management)

Anderson
Dowling
Hawkey

Group V {Personnel Evaluations)

Hollowell
0'Keefe
Shryock
D. Wright
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Date

Daily Evaluation Sheet
Chief Police Executives' Training Program
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April
6

Anderson
Bugenske
Dowling
Emery
Hale

“April
13

Burnosky
Chamberlain
gdddens
May

Riddle

Report 40lb Olds Hall at 1:15 p.m. on date of assignments.

IN-BASKET ASSIGNMENTS

April
7

Baltezor
Bjorklund
Boedeker
Flood
Jordan

Apuil
14

Hutchinson
Jenkins
Rinehart
D. Wright

]

April
10

Bauermeister
Cardinal
Fox

Gibson
Hollowell

April
17

Damos
Krasny
Shryock
Wolff

April
© 11

Hawkey
Husby
Koller
0'Keefe

April
18

Stokowski
Wilburn
R. Wright

INSTRUCTLIONS

You are now going to pafticipate in a relatively new type of
activity. Although the time period is short the probleris are typical
and real-life and should be given your serious attention. You will
work as if you were Chief of Police; X Police Department which employs
100 people. The day is Wednesday, April 12, 1967. It is 7:45 A.M.
aad you have just arrived at your office. The enclosed materials were
left in your IN-BASKET by Miss Devine.

You are to go through the entire packet of materials and take
whatever action you deem appropriaté on each item. Every action you
Vish to take should be written~-all letters, memos, and instructions,
including memos to your secretary, and memos to yourself. You may
write notes directly on the pieces of correspondence oi attach notes
by means of the paper clips provided. It is important that you put
yourself completely in the Chief's situation!

Although recogiiizing that you must operate almost solely on the
basis of past experience and knowledge, you have the following letter

from your predecessor:




X Police Department

After resigning as Police Chief from ¥ Police Department and
vacationing for two weels, you have arrivedat X Police Department
to start your new job there as Police Chief, Since you spent your
vacation in California, you are out of touch with the situagion; and
though eager to start the new job, you know little about your specific
problems, the unique features of your position, and the department
itself, On arriving at your job the morning of the first day, you

find three memos: one from the city manager, one from the switthe

board operator, and one from the personnel director (Exhibits I-III).

EXHIBIT I

InterAgency Communication

T0: Chief of Police FROM: Ernest Stone
DEPT: Administrative Office DEPT: City Manager
SUBJ: Urgent “ DATE: 4&/10/%57

I have been asked to substitute for the main speaker, who is ill,
at our anﬁual City Managers Association meeting, Thursday afternoon,
April 13, Since this has been such short notice and since the topic -
is "City Planning for Public Séfety," I would like for you to fly to
New York on the 12th so that I can test some of my ideas om you, A

room will be zeserved for you &t the Miflin Hotel,_whefe I am staying,
You can catch a plane for New York at 1:35 P,M, Call me if you can't
make it, We'll be back Friday, probably around 11:30 P,M,

ES

EXHIBIT IX
X Police Department

Interdepartmental Conmunication

TO: Chief of Police FROM: Elsie Herd
DEPT: Administrative Office DEPL: Switchboard Operator
SUBJ: Your Secretary will be Absent DATE: 4/12167

Your secretary, Miss Rose Devine, called this morning at 6:30 from the
airport, Her mother is very ill and the doctor told Rose to come at
once, She is sorry not te be at work on your first day, but will be

back Friday morning, at the very latest,

Elsie

EXHIBIT IiX
X Police Department

Interdepartmental Communication

TO: Chief of Police FROM: John Clover, Captain
DEPT: Administrative Office DEPT: Director of Personnel
and Trainig

SUBJ: Recruiting Trip DATE: 4/10/67

I'm sorry that I can't be with you on your first day, but three months
ago, the City Manager and your predecessor, Sam Endright had scheduled
a recruiting trip for we through Ohio, Michigan, and Wisconsin, This

trip will take about two weeks. Thus, I should be back Monday, the

zlﬁ:h .
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EXHIBIT IV

March 31, 1967

Dear Chief:

I know that any advice or information given by ﬁe may be suspect
and biased; but, since I enjoyed my tenure with X Police Department
and have reti*ed undexr very pleasant’conditions and have generally
enjoyed my working relationships with the management, I thought (as
I told you eariier)‘the_following may be of some help to you in getting
geared-in. Certainly, I do not mean to’be presumptuous nor is any
offense intended. Here, then, is my capsule size-up of the people that
you will be working with:

Rose Devine =~ Your secretary--she is loyal, smart, and has
‘been employed by X Police Department for eight
years. I found her to be very capable and help-
ful, and I'm sure you will too.

Ernest Stone -- Your clty manager--This is a tough one for me
to handle! There is no doubt that he is far-
sighted, energetic and personable, and has the
best interests of the ci'ty in mind. His one
 fault--if he has one-«is that he will tackle
anything ‘and can't say ''mo" t¢ anyone. But
he always seems to pull it off. '

Harry Smith -- Assistant Chief-<This may be your one cross to
bear. He has been with the department for 31
years and has worked himself up through the
ranks. He doesn't appear to delegate much,
perhaps because he has some difficulty in
communicating. Needless to say, he doesn't
think much of outsiders! '

o W " '
T hope that you enjoy working with the department as niuch as I did.

I will be Vacatiohing until the middleépf May; but, if I can help

after that, feel free to call on me.

. : Sam Endtight ‘
©P.S. An over~simplified Qrganization chart would look like the followings

L

Chief of Police

Assistant Chief

Harry Smith

-|Patrol Division Detective Division Services Division Personnel and
’ ‘ Training Div,
Captain P, Young Captain C. Clison pMre E, Johns Captain J, Clover

A
S -



EXHIBIT V

Mormouth Motel
Lansing 6, Michigan
4/11/67

ATR MAIL
SPECTAL DELLVERY

Dear Chief:

Although this is urgent, I am writing rather than telephoning
because I wasn't sure when you could be contacted by phone.

Today I bumped into Tom Hook who we, and especially Mr. Stone,
have been cultivating for some time as a possible replacement for
Ed Johns. As you probably know, Ed retires in four years.

Tom Hook wants me to meet him in Grand Rapids on Monday, April 24,
to discuss his joining us. Although I know him fairly well, there's
some doubt as to whether or not I'm the one who should talk to him.

“Ed Johns has accused those of us in personnel of‘trying to empire-
build and take over all the hiring for the department-~and he isn't
the easiest person to get along with. Moreover, Tom will have to work
under Ed for at least two or threé years.

If I talk to Tom, I won't get back until very late Monday night.
Please give me your advice as to what I should do. |

You csn contact mes:

Wednesday (12th) night, after 7:00 P.M.
Great Bear Inn
Flint, Michigan
| fhursday (13th) night, after-8£00 P.M.
Savoy Hotel

Detroit, Michigan

P.S5. This seems to be a very good time to talk to Tom Hook. He seems.
particularly interested in us at this time.

John Clover
Director of Persoanel
and Training

i

EXHIBIT VI
Peter S, Milby
Attorney = At = Law

Indianapolis, Indiana
Atwater 3=1552

April 10, 1967

Mr. Samuel Endright
Chief of Police
X Police Department
City of X
RE: Simmons vs, City of X
Dear Mr. Endright:
I have been fetaiﬁed by Mr, Frank E, Simmons to recover for personal
injuries and property damages due to the negligent operation of your

motor vehicle by your employee, Thomas Smith, on April 5, 1957 at Main

and Henry Streets,

Your favorable recommendation concerning the settling of this matter

to the Gity Gouncil would be appreciated.

However, failure to hear from you within ten days will result in my

filing action against you without further notice.
Very truly\yours,

Peter S, Milby

PSM:db
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EXHIBIT VII : . .

EXHIBIT VII
X Police Department (continued)
Interdepartmental Communication
o ' ' Edmonds Incident: Edmonds, a "joker," arrived late for the third
i ' time, As he was leaving the house, e heard, '"Honey, wait for
T0: Chief of Police FROM: Ed Jobns { - me. I want to ride downtown with you.'" He waited while she put
her hat on, and he waited,ssessseesoolloreover, it was raining.
DEPT; Administrative Office DEPT: Services Division , So he had to drive a considerable distance out of his way to get
' here, He was angry.
SUBJ: Disciplinary Committee Meeting DATE: 4/12/67 ‘ :

Naturally, you will want to attend our disciplinary session,

Friday, April 14, at 1:30 P.M.

We've been telling these jokers for six months that we're going
to clamp down on tardiness. There has been too doggone much of 1£
around here. Each of these guys was absent for the third time within
the last six-month period aﬁd I've told the men thathwe‘re going to
be tough. Where do you stand? | .

Dzpartmental Rule: "An employee shall be suspended for up to
three days for being late the third time, as well as for any
subsequent lates, within any six-month period.”

Adams Incident: Adams, a respected senior patrolman is a keyman
on his shift and, when he is late, three other men are idle. He
is to retire in two years. His home has no telephone and the
snow-plough generally does not reach his vicinity until late in
the morning aftey a heavy snow. He said that twice, in order to
avoid being late, he has stayed downtown but the cost of dinmer, .
lodging, and breakfast is prohibitive, he says!

Baker Incident: Baker, a very conscientious and a better than
average officer, late for the third time because his wife gave
birth to a seven-pound boy at 8:05 A.M. After seeing the wife
and baby, he came immediately to work.

Carter Incident: Carter, an average officer, submitted a charge

slip from a service station as he reported late for the third time.
» His story was: although leaving home at a reasonable time, he had

a flat tire. Trying not to be late, he had a service-station

attendant change the wheel. This cost him one-dollar as well as

embarrassing him because someone else was doing the work while he : i

"just stood around with his hands in his pockets." , ' (e ‘




EXHBIBIT VIII
X Police Department

Interdepartmental Communication

PERSONAL

CONFIDENTIAIL,

TO: Chief Sam Endrigit ‘ FROM: C, Olson, Captain
DEPT: Administrétive Office DEPT: Detective Division
SUBJ: - Paul Younz : DATE: April 10, 1967

I have heard through the grapevine and “unimpeachable' sources that
Paul Young has been lookins around and has had a job offer on which
he is going to give a firm answer next week, I don't think anyone
else in the department knows this yet, I justyhappened to catch
the rimor, I kaow that you feel that he is one of the most valuable
men in the department, and thought I would let you know about this

‘ for whatever action you want to take,.

EXHIBIT IX

InterAgency Communication

Date: 4&4/4/67

" To: Chief, X Police Department

From: Chief, X Fire Department

Subject: Harassment of F.D. personnel by police officers.

I would like to bring to your attention another incident of police

officers picking on fire department personnel. Several of your offi=-
cers again ticketed our trucks for blocking traffic. Said trucks had
been pulle&,from station ##7 while the apron and floer of the station

house was hosed clean. Trucks were extending into the first lame of

traffic, but traffic was extremely light during the time this occurred.

Such incidents only ad&ito the bad feelings which are growing between
our departments. Your predecéssor refused to curb similiar actions,
and worse, on the paft of police officers. These actions seem to
stem from last years attempt by the Fire Fightéfs Local to gain pay

raises separate‘from the police department.

Acticn is needed, please respond.




EXHIBIT X

(Elsie Herd delivers this memo at 10:15 a.m., April 12)

TO: Chief of Police FROM: Elsie
DEPT: Administrative Office DEPT: Switchboard
SUBJ: Message from your wife DATE: April 12, 1967

‘Your wife sald she didn't want to bother you on your first day and for
me to jﬁst leave a message, First, she said that she is really happy
with the new home. While she was there with the movers, the social
secretary of Trevor Country Club stopéed in and invited both of'ybu

to the club Friday night as honorary guests. The Elkhart &lub to
which you previously belonged notified this local club that you had
moved and wanted them to help in your getting acquainted. It is a
dinner dance and starts.at 8:30. Your wife was lucky enough to get

a baby sitter.

E.H.

EXHIBIT XI

April 10, 1967

- . K X City, Any State

Dear Chief:

On Wednesday aftermoon, April 12, 1967, at 3:00 P.M. please
expect a visit from myself and a selected delegation of local safety
repfesentatives. Those accompanying me will represent local service
groups,&county minisferial association, shopping center business
owners association, and parent association for safety. Of this group

I consider your attention to the comments of the parents to be most -

urgent.

I expect concrete action to result from this meeting which will
improve local traffic safety. Deplorable safety conditions were
brought to light following the hit and run death of the fdut yéar old-

daughter of Mr. and Mrs. Harold Tracy, local Methodist pastor.

Again, let me emphasize the urgent need of this meeting at the
time and date indicated above. Any preparation you can accomplish:
prior to our meeting would be beneficial to éccomplishing éétual
action at that time.

Sincerely, .

Duane Harsh _ -
Councilman - Fourth Ward
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THE UNIVERSALITY OF THE EXECUTIVE PROCESS
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THE BASIC "GOOD MAN"

EFFECTIVE INTELLIGENCE

EMOTIONAL STABILITY

INTEGRITY

HEALTH

ENTHUSIASM

‘ ACTIVITIES AND RESPONSIBILITIES
OF

THE EXECUTIVE

1. PLANNER AND GOAL SETTER

Deﬁermines Purposes
Clarifies Objectives
Analyzes Limitations
Inventories Resources

Plans Policies, Programs, and Operations

Sets Individual and Group Standards

Places Action Programs In Perspective




ACTIVITIES AND RESPONSIBILITIES
OF

THE EXECUTIVE

2. ORGANIZER AND STAFFER

Designs Structure
Determines Relationship of Individuals and Groups
Relates Hierarchy To Objectives
Recognizes and Uses Informal Organization
Recruits and Develops Managers

Provides A Persounel System

S R
.

ACTIVITIES AND RESPONSIBILITIES
OF

THE EXECUTIVE

3. FINANCIER AND BUDGETEER

Appraises Financial Resource Potentials
Secures Financial Resources
Allocates Financial Resource31
Creates A Budget Program
Relates Pérformance To Money

Credits Results

b 72N




' ACTIVITIES AND RESPONSIBILITIES
oF

THE EXECUILVE

4. COMMUNICATOR AND INTERPRETER

Opens Information Channels Upward, Dowaward, Horizontally, and Diagonzally
(Interprets Organization To Creators {Citizens, Representatives,
Or Stockholders), To Clients (Citizen Or Customers) to
Employees, To Community Organizations, and To Other Publics)
Designs’and Fosters Informational Systems

Secures Internal and External Understanding

S g e st

B it g o g e . N . i

ACTIVITIES AND RESPONSIBILITIES
OF

THE EXECUTIVE

5. DIRECTOR AND COORDINATOR

Implements Use Of Human and Fconomic Resources
Assessés, Balances, and Relates Individuals, Groups, and Things
Integrates Action and Purpose
Exercises Centripetal Force
Harmonizes Viewpoints

Converts Conflict Into Teamwork
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ACTIVITIES AND RESPONSIBILITIES
OF

THE EXECUTIVE

6. LEADER AND INNOVATOR

Motivates
SetsAExample
Inspires
Coaches and Guides
Challenges Through Innovation
Preshapes The Environment For Actlom

Generates Group Power

ACTIVITIES AND RESPONSIBILITIES
OF

THE EXECUTIVE

7. DELEGATOR AND CONTROLLER

Allocates Functions
Assigns Responsibilities

Decentralizes Operating Decisions

Delineates Scope Of Authority
Uses Staff Specialists Effectively
Allows Freedom To Make A Mistake
~Provides An Informational System

FolloWs4Up Pre-Set Standards By Review and Insﬁection Of Result

Corrects As A Trainihg Process




ACTIVITIES AND RESPONSIBILITIES
OF

THE EXECUTLVE

8. DECISION MAKER AND RISK TAKER

Facilitates The "Law Of The Situation"
Analyzes and Classifies Decisions
Retains Or Delegates Decisions
Sets Decision Priovities
Reviews and Evaluates Decisiomns
Reverses Decisions
Assumes Risk For Policy, Program, Procedure, and Personnel

Accepts Challenge To Hold Or Change His Position

ACTIVITIES AND RESPONSIBILITIES
OF

THE EXECUTIVE

9. APPRAISER AND EVALUATOR

Appraises Subordinates, Supériors, and Pazzs
Evaluates The Situation As To Progress Or Retrogression
Reviews The Sexvice Of Tha Organization To Scclety
leviews Fact Finding and Investigative Activities As To

0

Accuracy and Bias




ACTIVITIES AND RESPONSIBILITIES ‘ o ACTIVITIES AND RESPONSIBILITIES

OF - OF
THE EXECUTIVE THE EXECUTIVE
10. REORGANIZER AND THERAPIST 11. PERCEIVER AND CONCEPTUALIZER
Reorients Staff To Organization Goals : Distinguishes Fact From Fancy
Deals Sympathetically With Resistance To Change Develops Sensitivity Of Himself To Others and Of Others T.o Each Other
Develops New Attitudes ' Visualizes Ideas
Improves Channels and Procedures Relates The Particular To The Universal
Readjusts Organization Structure To People ' Understands Relationships




POLICE  PARTICIPATION
GOAL SETTING~--PROGRAM PLANNING
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BASIC QUALIFICATIONS OF THE EXECUTIVE*

1. 1Intelligence

2. Analytical Ability

3. Judgment

4., 1Initiative and Resourcefulness
5. Dependability

6. Decisiveness

7. Adaptability and Flexibility
8. Emotional Stability

9. Perscnality

10. Leadership (In Action)

*Adapted ¥rom Carl Heyle,'Appraising Executive Performance

(American Management Association, 1958)

A DEFINITION OF "MANAGEMENT ABILITY"

The Ability To State A Goal and Reach It--
Through The Efforts Of Other People--
And Satisfy Those Whose Judgment Must Be Respected

Under Conditions Of Stress.

Q




ACTION CHARACTERISTICS OF THE EXECUTIVE

POSITIVE

NEGATIVE

SKILLS PERTINENT TQ EXECUTIVE ACTION IN RELATION TO
DEMAND AT FOUR LEVELS OF AUTHORITY

10.

. Alert-~-New Ideas

. Open Mind

. Sense 0f Timing

. Sense Of Urgency

. Free Market~-~Ideas
. Covets A Challenge
. Tough Minded

. Creative

. Innovator

Judgment-~~Dilemma Of Ideas
Versus Disturbance

10.

. Slave Driver

. Martinet

. "Soft!" Disciplinarian (Coddler)
. Snoopervisor

. Eternal Sphinx

Office Politician

. Who Did This?
. BEasy "Yes'"-<Never Do!

. Soft Soaper’

Perfectionist
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LAV ENFORCEMENT TRAINENG PROGRAM
SCHOOL OF POLICE ADMINISTRATION AND PUBLIC SAFETY
MICHIGAN STATE UNIVERSITY

Course Material: FUNDAMENTAL CONSIDERATIONS OF MANAGEMENT

{

MANAGEMENT

Management is a process which is concerned with the proper manipulation
ot use of all the factors in a situation so as to accomplish some end
result or goal. The word implies determining the means by which a
ptedetermined objective may be accomplished through the efforts of
other people.

A definition of management with primary reference to business and
industrial activity points out that:' '"Management is the science and
the art of securing maximum results with a minimum of effort so as to
secure maximum prosperity and happiness for both employer and employee,
and to give the best possible service to the public in general." This
definitior stresses the importance of integrating the interest of the
owners, persons employed by the organization, and the publie,

There 1s a universality of menagement. This means that the basic man-

agerial process and the guiding principles associated with this process

- apply equally well to the operation of any group endeavor be it

i:ﬁustrial, municipal, political, social, economic, religious, or the
-

The management process consists of certain basic functions; namely,
planning, organizing, motivating, and controlling. These may be studied,
knowledge about them obtained, and skill in their use and application
acquired.

AUTHORITY - RESPONSIBILITYV-~ACCOUNTABILITY

Authority - Authority is the keynote of all management activity. It is
the matrix that binds and holds the parts of an organization together,
It glves meaning to a peraon's relationship and position in a management
group. '

Authority establishes or otherwise signifies a relationship between two
or more persons in which one of them has the right, power; or privilege
to dirget the efforts of the other or others. The nature and extent of
this direction must be in keeping with accepted purposes and objectives
of the organization., In addition, it must be in keeping with mental and
physical capacities of a subordinate to perform. Further more, there
are cerf:ain legal and social limitations to the use of authority.

Impliéﬂ in the above definition of authority is the right to ﬁ#ke deciéions

and thie power to have them executed.
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The existence of different types of authority relationships among units,
segments, or divisions of an organization gives tise to differant kinds
or types of authority. These may be classified as line, staff, and
functional authority.

Line authority is the ultimate authority in organization. It consists
of an uninterrupted series of directly delegated authority to the

point of impact of an authority relationship. Through its use, a person
exercises direct command and control over a subordinate. Relatively
speaking, line authority represents the main source of power for putting
an organization into motion and for keeping it in motion.

Staff authority is subordinate to line authority. It is the authority
to advise, recommend, counsel, aad assist others in an organization
but not to command, :

Functional authority is also subordinate to line authoritfy. This type
of authority is usually restricted in that the right to command action
is limited to certain specified procedures, policiles, practices, and
the like. Functional authority makes use of the ''specialist" in
organization. _ S

Responsibility - Responsibility is the obligation to perform as directed.
The person over whom authority is exercised is duty beund to strive
willingly toward the attalmment of specified objectives. Thus, respongi-
bility grows out of an authority relationship. o7

_Authority and responsibility are twins. . They should be coequal and

coexistent. Any other relationship between the two is direct cause
for friction, misunderstanding, misdirection, and other unpleasantries
and inefficienciés in organization.

Accountability - Accountability is a part of responsibility. This means
that a person in striving to meet his responsibilities can expect to
have the quality and quantity of his performance judged by the person
who exercises authority over him.

Finally, the,accegténce of AUTHORITY denotes the acceptance of
RESPONSIBILITY and ACCOUNTABILITY. . '

MANAGERIAL FUNCTIONS:

 PLANNING

Since organization exists for a purpcse, management planning begins

with a positive identification of goals or objectives. These goals

and objectives should be capable of attainment, they should be clearly
established and communicated to all concerned in an organization, and
they should include a reasonable satisfaction of certain service, soclal,
and personal wants and desires. : ‘
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The managerisl function of planning embraces a visualization and
determination of a course of action that will lead toward the accom-
plishment of a particular objective. Eventually, it involves making
a choice from among alternative actions. A road map is a plan. Among
other things, it indicates what to do and where to go in order to
reach a destinatiom.

Planning is an intellectual activity. It is hard work., It 1s unpopu-~
lar. Flaoners look unemployed.

Within an organization there will exist a hiersxchy‘of plans. Included
in the arrangement are (a) broad, long-range plans, (b} shorter-range
plans which treat with departmental activities, and (c) darivative

plans that describe in greater detail the roles of individuals, groups,
ete. '

In order to visualize and choose among courses of future action, some
process of assembling, relating, and considering all available facts
and assumptions is necessary. One generally accepted process entails
answering the following questions:

. What is the objective?

+ What action is necessary to accompliish it?
. Why must this action be taken?

When must this action be taken?

. Who is authorized to take this action?

. Where will the action take place?

. How will the action take place?

SN HWN R
.

There are various types or kinds of plans. Among them are:

Policies = broad, long-range plans or guides.
Procedures - plans that are move specific.

Programs and Projects =~ single~use or ome~time plans,
Budgets - plans that are expressed in financial terms.

Plans deal with human and non~human resources; people, money, materials,
equipment, utilities, etc. Plans form the basis for comtrol. Without
plans there is no control.

A majoxr problem in organization is to decide how far in advance planning
should be attempted and in what detail. Managerial personnel should

aim for that degree of foresightedness and detail where the volume of
their planning is greatest commensurate with the cost and effort involved,

ORGANIZING

The managerial furction of organizing concerns itself with establishing

- prover relationships among work, people, and work enviromment. It in-
~volves a study of objectives, designating functions tec be formed,
grouping people, and defining working relationships among them, Planning

represents potentially successful action. Organizing helps to crystal-
lize the initial planning by properly establishing and relating buman
and non~human resources needed to carry cut planned actions to a suce
cessful comclusion,

Organizationally speaking, the whole is greater than the sum of its
parts. That is, people can do more and accomplish more collectively,
through specialization, than they can individually. To achieve ad-
vantages of specialization, use is made of vertical division (depart-
mentalization). Horizontal division (organizational levels) is
created to achieve "optimum" span of control (the maximum number of
persons that can be supervised effectively by a single individual).

Tn performing the function of organizing, the following is recom=-
mended for consideration:

‘1. Know objectives.

2. Break work down into component activities.

3. Break group activities inmto practical units,

4, TFor each activity, define the duties to be performed.
5. For each activity, establish authority relationships.
6. Assign qualified personnel.

7. Delegate the necessary authority.

The organlzation structure.:esulﬁing from division and delegation is a
dynamic organism. It changes and requires changes.

MOTIVATING (directing, supervising, actuating)

The managerial function of motivating, in the main, has to do with
selecting the best means available to create and maintain the desire
of all persons in an organization to schileve qﬁjectives willingly .
and in keeping with planning and organizing efforts., By proper per-
formance of this function, managerial personnel can attain or. better
anticipate results from efforts exerted by the human resource within
an organization. This major step in the management process is directly -
concerned with moving the organization. It places it in actiom and
keeps it in action. ' : :

Motivating corcerns itself with some of the more intangible areas of
managerinl effort., These areas highlight and stress ;ctiyities and
techniques associated with:

Leadership ~ The activity of 1nf1uencing people to strive
willingly for mutual objectives. '

Human Relations - Integrating manpower resources for in-
‘telligent and effective use by knowing and reasonably
gsatisfying human wants and desires and by maintaining
satisfactory authority and wmorking relationships with-
and among members of the oxganization.

e
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Education and Training - Helping individuals to develop
their potential qualities. Equipping them to better
understand and adjust themselves to their work, to see’
themselves in relation to their surroundings, and to
derive the greatest advantage and satisfaction from
them, and, consequently, to render the best service to
the organization.

Communication = The process of conveying meaning. It
is the dynamic process by which leadership takes effect
in an organization. In the main, its purpose is to
get action, to direct action, and to report action.

CONTROLLING

The managerial function of controlling is characterized by checking and
correcting, It is effected by comparing actual performance with planned
performance and by taking corrective action when significeant deviation

oceurs between the two. A statement of objectives and the determination

of 5 plan must precede any performance of control.

Controlling involves the use of standards. Thesz may be quslitative
(descriptive procedures). They may be quantitative (measured or ex-
pressed in numerical terms). The better, more precise and unequivocal
the standard, the better the control.

For any standard there shoﬁld be an "allowable deviation." By taking
action only when the allowable deviation is exceedéd, managerial per=-
sonnel practice the principle, 'Management by Exception."

The time element is of paramount importance in controlling. Corrective
action should be tsken as soon as possible before, during, or after
deviation from standard as the case may be, so as to prevent further
deviation or other occurrences which do not conform to plan, This
requires speed and accuracy in measuring and evaluating performance.

Esgential steps in the control may be expressed as follows:

1. Review objectives.

2, Determine standards or elements of measurement.

3, Measure performance,

4. Compave actual with standard.

5. Decide as to the necessity of some form of cerrective
action ~ what, when, where, who, how much, etc,

6. Apply corrective action.

7. Communicate with those concerned.

Control involves, asbehtially, human perfo¥mance evaluation, Managerial
and worker personnel at all levels and in all groups must be continually
asking the question, ''How am I doing?"

-6u

Just as the organization structure is 2 dynamic entity and must change,
plans and their controls must be flexible. They require periodic
examination and revision to retain their effectiveness,

IMPORTANT THINGS TO THINK ABOUT

Any organization to be considered successful must produce value in

measure greater than its cost. The success of the profit-seeking

organization can be evaluated by comparing the value of its performance
(income) with the cost of its performance {outgo).

When the OUTIGO exceeds INCOME, UPKEEP will be aur DOWNFALL.

Conigtant awareness of the symptoms of managerial shortcomings can
help to improve managerial effectiveness:

Losing sight of ultimate objectivas,

Failing to plan well enough and far enough in advance.

Confusing the management process with "nsture of work"
activities.,

Withholding authority - failing to delegate gncugh authority.

Being jealous of prerogatives.

Opposing change without a thorough analysis of a situation.

Failing to properly apportion TIME, of which there is not enough.

Failing to recognize and make use of the knowledge and IDEAS
of subordinates. ‘

Robert M. Rompf, Assistant Professor, Business Administrailos
Room 241, Eppley Center
COLLEGE OF BUSINESS AND PUBLIC SERVICE

M




National Center on Police and Community Relations
School of Police Administration and Public Safety
Michigan State University
East Lansing, Michigan

CHIEF POLICE EXECUTIVES' TRAINING PROGRAM

The Political Official and the Police Chief®

The Case

Background

?o comprehend the personalities of the principles involved in this case
is to gain a more complete understanding of the entire issue. It will
also be necessary to allude to religious and fraternal affiliations of

personalities; this is done only that the case be presented in its
entirety,

Charles Smith, Charles Smith began his public career as an agent with

the Federal Bureau of Investigation in 1935, During World War II he

was an administrative assistant to Bureau Chief J, Edgar Hoover before
moving to the Los Angeles office., 1In 1951 he left the FBI after 16

years service to join the faculty of Brigham Young University in Provo,
Utah; while at this institution he conducted a number of police training
classes in the State of Utah and gained a reputation as a capable adminise
trator, 1In 1956 he was given a leave of absense from B.Y.U, to accept

an appointment as Chief of Police of Central City; the appointment was
made by Mayor Arthur Stone,

It should be pointed out here that both Smith and Mayor Stone were, and
are, active members in the Mormon Chuxch, the dominant religious body
in the State. The popular understanding of the people is that the invie
tation to Smith to become Chief of Police was issued by the Mayor at' the
behest of the presiding authorities of the Mormon Church, whose head=~
quarters are in Central City,

J. Thomas Lewis, J, Thomas Lewis was Mayor of Price, Utah, from 1940-48,

Puring this time an F,B.I. report indicated that Price was considered
'wide open" during a good part of Lewls' administration., Lewis' later
evident dislike of the F,B.I. seems to date from this report,

In 1948 Lewis ran for ‘Governor of Utah on the Republican ticket and
swamped his Democrat opponent in face of Truman's soundly taking the
state from Dewey, Lewls was then mentioned often and favorably as vice=
presidential material, not only by his own party, but by organizers of

a proposed new ultra-conservative party to be headed by Senator Joe
McCarthy. |

*The following material was prepared under the direétion of Dr, Bruce

Stoxm of the School of Public Administration, Unive¥sity of Southern
Californisa, :

ey
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During his two terms as governor from 1943-56, Lewis was always opposed
by the state'’s educators, and during his second campaign was §ctive1y
opposed by the U,E,A. The governor stated that teachers were a group
of demagogues and, organized as a pressure group, they were a threat

to democracy., Lewis' main ¢laim to fame during his term was that he
had saved the state considerable money, ;

Republican sentiment in the state was such in 1955 that there was a

grass roots campailgn in local precincts to elect delegates to the state
convention who would not vote for Lewis=not necessarily pledged to anyone
else. Lewis, along with George D, Cloy, was placed on the primary ballot
and was defeated by Cloy, He then declared as an independent and lost a
three~way race involving Cloy and the Democratic candidate, L. T. Rooney,
in the fall, ’

In 1957 Lewls became president of "For Amezica' an ultra=conservative
orzanization devoted to "saving the Constitution,” He travelled the
country in that year and advocated repeal of tl.e 16th Amendment,

Lewis was president of "For America' until 1958 when he declared as an
independent for U,S, Senator from Utah, making an alleout campaign
against Senator Arthur Wills, who had encouraged George Cloy to give up
his job on the Colorado River Board ard run against Lewis in the 1956
gubernatorial race, Leéwis ran in third place but was successful in
drawing enough votes away firom Wills to let the Democratic candidate win,

In 195% Central City municipal elections saw Lewis win the race for Mayor
in a non=partisan election against a weak opponent, The voting populace
showed such apathy in the contest that Princess Alice, an elephant in

the local zoo, received 200 write~in votes,

Storm Clouds Gather

That feelings existed between Smith and Lewis during and after the camw
paign for Mayor, is a fairly-well established fact, although Lewis main=
tained a discreet silence during the contest, Partial reason for this
silence was undoubtedly due to Lewig' awareness of Smith's tremendous
personal popularity, David Robinson, the defeated candidate, had stated
that, if elected, he would retain Smith as police chief; Lewis, on the
other hand, pointedly made no mention of the law=man,

fShertly after Lewia won the election, he sent a letter to a numbexr of his

friends, telling them to wear the enclosed object, a clothespin, on their
noses when they passed the police station, This was apparently the
opening salvo to Lewis' campaign to rid himself of the unwanted Smith,

Controversy was further heightened over Lewis' objections to three assiste-
ant police chiefs; he maintained that they were an unnecessary expense,
Smith said that he needed them, to which Lewis replied that there were
already too many chizfs and not enough Indians,
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It is well to digress for a moment to point out that Smith had a good
working relationship with the other members of the fiveeman commission,

With the exception of Lewis, all had served together during the adminis=
tration of former Mayor Stewart; any controversies that may have existed

were not publicized, After Lewis assumed office there was no open con=
flict between the commission and Smith, with the exception of Lewis,
There were, however, frequent conflicts between Lewis and other commis=
sion members, mainly over the budget, At this time, under the Central
City commigsion form of government, Lewis was” Commissioner of Public
Safety in addition to his duties as Mayor, :

Smith Sacked

On March 21, in the Monday night meeting of the commission, Lewis
informed the other members of the dismissal of Chief Smith; this move
was upheld by a three~-to=two vote, . Voting against the Mayor was L, T,
Rooney, who was the defeated Democratic candidate in the 1956 election
for governor in which Lewis was the defeated Independent candidate,
The two commissioners voting with the Mayor stated that they had no
complaint with Smith; they felt that he had run a good department, but
also felt that an executive had the right to select his subordinate
officers, (One of these two commissicners was under indictment for
malfzasance in office and has since been found guilty; his case is
presently under appeal), There was no advance notice to Smith of the
pending action at the Monday meeting, and he was not notlfied of the
action until after the meeting,

Lewis gave no reason for his action during the meeting other than to
state that he fcound that he could no longer work with Smith, He said,
"He (Smith) apparently didn't agree with me and T just found it impos-

sible to work with him, I have no desire to hurt the man in any way and

I don't intend to go into any details about it,"

However, the Mayor said department budget mattexs and the question of
uniform allowances were only part of the troubles between them,

A rather generalized state of confusion existed in Central City for
several days following the unexpected ouster, Everywhere, as people
went back forth to work, the release of the chief was the major topic
_of conversation, The maJority of the comment was heavily in favor of
Chief Smith and critical of Mayor Lewis. -Among many citizens, Lewis
had easily become the most unpopular figure in the city with reaction
- ranging from mild disapproval to shock and bitter outbursts.

On Tuesday, March 22, both men made statements before the public; Smith,
in a televised appearance, and Lewis before an Exchange Club meeting in
Provo, a city 40 miles south of Central City, It had originally been
arranged that the two would meet in the televised discussion, but Lewis
_ chose to make his.initial statement outside the capitol c;ty.

by

It is interesting to note that the statements made by both men at this
time, and in later utterances to press and public, contained the same
charges made initially; the only new material added was substantiating
evidence to earlier charges,

In his televised appearance, Smith stated that many of tha prysblems
could have been overcome had the mayor made himself available for
discussion of common problems, He went on further to state that their
differences were not economic and budgetary in nature; that the real _
reason they had not been getting along was because, "he asked me to do
some things that I could not conscientiously do,"

Smith charged that it was the intention of Lewis to have Central ity

a wide=open city, as was Price, Utah, when Lewis was mayor of that
community, He also alleged that there was a concerted effort by liquor
interests to force sale of liquor by the drink in Utah, with Central ,
City the focal point of the drive, In this connection he charged that
the mayor had asked him to keep "hands=off" the private clubs, He
stated that an individual who owned a club in Central City had come to
his office and asked his cooperation in making Lewis look good as mayor;
that it was the mayor's aim, and the group backing him, to use the post
as a beginning in a drive to the U, 8. Senate in 1962, Smith went on
to tell ‘'of a raid upon a c¢lub in the city in which gambling was taking
place and that Lewis was present; the mayor was not accused of being a
participant,

In reporting a conversation between the mayor and police chief, Smith
stated that Lewis said, "You know, Chief, I think you're the kind of
fellow who doesn't think anybody is any good unless they belong to your
church,' Smith went on to say that xeligion had been injected several
times into this particular conversation and he felt that it had nec place
whatsoever in the issue,

The mayor's charges against the chief were centered around the theme of
lack of cooperation and insubordination, It was his charge that dife
ferences between him and the chief in regard to cutting police depart-
ment expenses were ruining the morale of the department,

In later televised appearances amplifications were made of earlier -
charges.;  Lewis claimed thak Smith had used city employees and city
materials for private purposes, and that he had given free copies of
the 1958 Police Department Report to local Mormon authorities. Mayor
Lewis also declared that he did'riot tell the former chief to '"keep
hands off" private ciub operations but said that, because of complaints
of the shortage of policemen, they should be used on more important law
infractions. In a further reference to Smith's religious affiliation,

{ Lewis was supposed to have stated that Smith was more interested in

fighting sin than crime,
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Smith countered these charges by stating that the mayor had deliberately
failed to mention that copies of the 1953 Report went to leaders of all
churches in Central City as well as Mormon leaders, He also denied
categorically that he had made improper use of city employees and mate~
rial, ‘

‘Lewis_Changes Jobs

On the Tuesday morning following the firing, a public meeting was held

in the commission chambers at which more than 200 citizens crowded in

to protest the firing of Chief Smith. The citizens were extremely ver=
bal in denouncing the mayor - the entire commission was present = and
asked that the dismissal be reconsidered, This meeting was adjourned
with no action being taken, and as Lewis left the chambers he was practi=
cally mobbed by the irate citizenry. One individugl present at this
meeting who has had a long personal acquaintance with Lewis, stated that
the mayor "really took a beating; I've never seen him look so bad,"

At the regular Wednesday morning session of the commission, Mayor Lewis
proposed a shift in posts held by commission membexs, and as a result

of this reorganization, the mayor moved from his position as Commissioner
of Public Safety to that of Finance, Observers of the scene theorized
later that this was what Lewis was after all the time; that he wanted

the finance department but also wanted to rid himself of Smith before he
changed jobs. - '

fven though he had publically stated that he would not protest his firing
and that he would not seek to repgain the lost positionm, it was reliably
reported that Smith fully expected f:o be called back as chief following
announcement’ of the switch in commission assignments, He felt that the
change had been made to save face for Lewis and so that he could be re~
hired, which couldn't be done as long as Lewis was Commissioner of Public
Safety., :

However, the new commissionerx, J. K. Jones, stated, in answer to a ques-
tion from a Smith supporter, that there was no chance that Smith would
be taken back, that the 'breach was too wide," Jones had supported Lewis
it the Monday firing. .

Aftermath

As before stated, the individuals concerned, althouch making a number of
public statements, did not materially add to the charges made above,

The bulk of activity has since been centered around efforts of citizens
to make their views felt, and these views have been almost entirely
belitnd Smith and against Lewis, There is no provision in Utah for the
re~call or impeachment of elected city officials, so one group has con=
cerned itself with attempting to gain enough signatures to place the
re-call issue before the legislature, This is seemingly an answer to
Mayor Lewis who, when told that citizens didn't like his actions in

—bm

firing Smith, retorted "they know what they can do about it," There
were several public protest meetings held to support the ousted chief,
but this move died when Smith said he would not protest the dismissal,

It is interesting to note the reaction of the police department to the
firing, A polling of officers revealed that with few exceptions,

nearly all felt that a blow had been dealt to law enforcement in Central
gity, Most of the officers questioned said they felt that Chief Smith
during his time as chief, had raised the efficiency, national recogni-’
tion and standards of the department to an all-time high,

"Although we might not have been exactly happy with the outgoing regime,"
all officers concluded, it brought this 'department up to the highest
standards it has ever had during its history,"

A‘post~§cript’to police activities during the week fellowing ti.e {onday
firing 1s'that a detachment of officers had to be detailed to protect
the mayor's house during the night, The mayor also complained bitterly

aboﬁi citizens calling him at home at all hours and hurling "vile insults"
at Me

... Religion, Power, Odds 'n Ends

Although the essentials of the case have been reported above, there are
other elements that should be recorded in order that certain factors
be.made more clear, The points to be presented deal with'the power
structure in Utah, Comments concerning Smith and Lewis made by interested
observers of the scene, and late developments,

Power Structure

Conyersation with residents of Central City seemed to typify the Smith=
Lewis fracas as a struggle bLetween the Mormon Church and the forces
opposed to it, These same individuals emphasized that Central City was

peculiar in that the Mormons stood on one side.and those backing Lewis
on the other, ‘

W?thout going into historical reasons for the division, it is a recog=-
nizable situation that the power hierarchy in the area congists of four

~ well=defined groups: the Mormon Church, the Masonic Lodge, the Chamber

of Commerce, and the Catholic Church, with the lastenamed playing a less
prominent role.

As stated eaxlier, Smith, a Mormor, was invited to be Chief of Police by

a Mormon maybr at the insistence of the presiding officers of the Mormon
Church, This would normally cause no great stir unless events spot=
lighted the issue, and the election of Lewis did just that, cauéing a
division along the lines mentioried above, Smith incurred the wrath of
the Chamber of Commerce shortly after assuming his~positioh in 1956 by
stating to the newspapers that Central City needed '"'cleaning up" before




T

it would become a good family town and attract new business and resi=
dents, Lewis was, and is, active in the Masonic Lodge; it was reported
after the dismissal that a meeting of the Lodge's ruling body in Central
City following Lewis' election, decided that Smith "had to go."

It is rveliably reported that the staff of The Desert News, owned by the
Mormon Church, spent a two~day period gathering a bill of particulars

to be used against Lewis, charging him with malfeasance in office, The
editor was nd allowed to publish the story, the reason being given that
while Smith was chief, he failed to prosecute a traffic violation ine-
volving a prominent Mormon leader., It was believed that Lewis would
exploit this incident if he were attacked by the Mormon's official paper,

Voice of the People

The consensus of opinion concerning Lewis was that he probably wanted
to be U, S. Senator, and was uging the mayor's office as a rallying
point around which to unite those factions which would back him in
opposing a Mormon incumbent in 1962,

Lewis is described as being a very engaging person who was extremely
personable, but, "like many politicians who have a strong desire to
succeed, he has grasped at one or two points and is playing them to
the hilt; these are tc save taxes and extreme economy, and the voters
love that," :

Lewis 1s further described as being an extremely poor administrator,
A man who, first and last, is a politician who could work all angles
to his advantage, But in his first attack on Smith, Lewis aroused
the Mormon opposition along with other factions opposed to him, and
this was a maneuver that boomeranged into a severe set=back for his
political ambitions,

Charles Smith was acknowledged to be an outstanding administrator, even
by those who did not like him personally. That he had tremendous per=
sonal popularity among the voters there is obvious, but this following
was not sufficient to save him from dismissal, Even though Smith had
good relations with other members of the Central City Commisgsiomn, his
-seemingly superior manner undoubtedly cost him support when it came to
a show=down vote on the firing, His religious affiliation probably kept
him from establishing a close and harmonious wori:ing relationship with
non=Moxmon elements who could have brought pressure to bear on the mayor,
and the impression he gave some quarters of fighting sin and not crime
lost him further support,

Smith's handling of the situation following the dismissal did help his

cause, He underplayed uis own role and was very skillful in appearing

humble before the people, This humility did much to recoup his strength
among those who had previously accused him of having a superior attitude,

Later Evénts,'

Shortly after the dismissal Smith said that he would not turn down a
draft for governor; this was in answer to hiis supporters who were
urging him to seelt the office, At the Republican state convention
on May 7, 1960, Smith declared himself to be an active cnadidate for
the Republican nomiration for governox,

As further evidence of the growing support for his political ambitions,
Smith was also selected as a member of tlhe state G,0,P, delegation to
the national convention, Lewis, who had also announced his candidacy
for a delegate's slot, ran last in the field of those seeking to make
the trip to Chicago,.

LR
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PLANNING

ORGANIZATION AND MAMAGEMENT
ORGANIZATION - PLANNING

Police objectives are achieved most effectively and economically through
the efficlent operation of three inter-related precesses: wviz., planniug,
doing, and controlling. Of these, planning is basic. Without it,
effective direction, coordination, and control are impossible.

Planning Defined

Planning is the process of developing a method of procedure or an arrange~-
ment of psrts intended to facilitate the achievement of a defined objective.

Plans are found in a variety of forms. The budget is a work plan in terms
of expenditure requirements. An organization chart represents a plan.

»

The Vglue of a Plan

A plan implements policy and clarifies it by defining more precisely an
immediate objective or'.purpose and outlining what is to be done to ac~
hieve it.

A plan serveé as a guide or reference in both training and performance.
It simplifies the direction of the members of the group, facilitates the
coordination of their efforts, and places responsibiiity.

The planning process gives continued attention to the improvement of
practices and procedures,

A plan enables a check on accomplishment.

Wise planning assures the most effective and economical use of resources
in the accomplishment of the purpose of the organization.

The Nature of Police Planning

Police plans may be classified in a number of ways. To facllitate orderly
discussion, they are here arbitrarily divided into mansgement plans, vpera=-
ting, procedural, tactical, and extra-departmental. This classification
with its terminology may be controversial.

Management Plans

Managemeht plans relate to the proB1ems of equipping, staffing, and pre-
paring the department to do the job, rather than to its actual operation

“le

as an organized force. They include the organization plan (with defini-
tions of the duties of the compomnent organic units), the budget, and
procedures relating to accounting, purchasing, and personnel management
(recruitment, training, rating, selection for promotion, discipline, and
welfare).

Opexational Plans

These include the work programs of the line divisions. The work to be
done to accomplish the purposes of patrol, crime investigation, traffic
etc., must be analyzed from the point of view of the nature, time and
place of the component tasks, and measured in terms of manpcwer and
equipment requirements. Men and equipment must be assigned to each
branch of service; specific objectives must be defined and methods of
action developed for their achievement. Some procedures relating spe-
cifically to the accomplishment of these objectives will also be planned.

Procedural Plans

Included here is every procedure that has been outlined and officially
adopted as the standard method of action to be followed by all members
of the departwment under specified circumstances. These plans constitute
the standard operating procedures of the department.

Procedural plans include reporting regulations, record-division operations,

dispatching procedures; procedures to be followed in stopping, question-
ing, sesrching, handcuffing, and transporting persons whose actions, in
a vehicle or on foot, arouse the suspiciouns of an officer.

Tactical Plang

Are restricted to methods of action to be taken at a designated location
and under specified circumstances. Tactical plans represent the applica-
tion of procedures to specific situations. Action that is to be taken in
the event of a jall emergency or when a report is received that a robbery
is in prograss or has just been committed at a specifiied location, such
as at the First National Bank, are examples of tactical planms.

Extra-departmental Plans

Extra-departmental plans include those that require action or assistance
from persons or agencies outside the police department, or that relate
to some form of community organization. :

Scope of Planning

Planning needs are not the same in all departments. Units of governmment
sometimes employ an outside staff to plan a complete reorganization of
the force with a modernization of all departmental procedures. In such
an undertaking, rescarch is necessary to provide an inventory of person-
nel, equipment, and buildings, and to appraise police=-service require-
ments. On the other hand, a department may undertake a similar basic
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overhauling of its own organizational structure and operating procedures ‘

over a somewhat longer period of time, Other departments, on the con=~
trary, have carried on a satisfactory planning program over the years.
Their plans are usually stabilized and there may be little to be done
except to keep them up~to-~date.

Organization for Planning

The chief of police has ultimate responsibility for planning, just as he

has final responsibility for all processes operating in the organization.
Except in the small force, he will not have the time to carry on department-'
wide planning and to supervise the planning process throughout the
department. For this reason provision must be made for a planning unit

for plans that are department-wide in scope and for supervising the plan-
ning process throughout the department. In a small force, planning re-
sponsibilities may be placed on a designated officer.

Duties of a Planning Unit

The planning unit should consider stimulation of the planning process as
a first responsibility. The duties of the planning unit may be best de=
scribed by saying that it performs planning duties that would be per-
formed by the chief if he had sufficient time.

The duties of the planning officer or unit may be listed as follows: .

To review and analyze periodically all department plans.

To modernize and improve plans that are departmentewide:
in scope.

To suggest the modernization and improvement of operational
plans of operating divisioms.

To lend such assistance to the operating divisions in the
preparation and improvement of their plans as they may desire.

To analyze the operation of plans to ascertain their suita-
bility; when a new plan is placed in operation; to discuss
its weaknesses with operating personnel and to effect needs.
ed improvements in it,

The Stimulation of the Planning frocqu

It should be understood at the outset that planning is a process that
permeates the entire organization, Planning must be in operation at
every level and in every functional unit of the organization. Since
this is so, no.one person may be given total responsibility for planning.

The purpose of organization for plamning is to stimulate the planning

process. Insofar as the creation of a planning unit accomplishes this o ..
purpose, it is achieving its end. The planning unit, however, should

g ke
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not do all department planning. A planning unit or a part-time planning
officer is tempted to take over the entire process rather than to stimu-
late it. This hazard should be recognized and gugrded against,

Recoggition of the Need for the Plan

If the need for the plan is not recognized, the plaii obviously will not
be prepared. It is important, therefore, that attention be given to
the discovery of the need. Otherwise, essential planning will not be
done and the effectiveness of operations will consequently be impaired.

POLICE ORGANIZATION AND MANAGEMENT

Administrative Planning

From an administrative point of view, a plan of operations is a synthesis
of various plans: annual, long-term, short-term, and special. The need
for a plan of operations is recognized by all, but the practice of pro-
viding one is not yet general. Planning is the working out in broad out=-
line of the things that need to be done and the methods for doing them in
order to accomplish the purpose set for the enterprise. It involves a
forecast of the future problem and a scheme for meeting it. Police prob=-
lems involving crime, delinquemcy, vice, and traffic occur and re-occur
in time and place with such a high degree of regularity, that adminis-
trative predictions are possible. Accurate estimates of the situation
can be prepared and from them short-term, long~-term, and special plans
can be formulated. :

Perhaps one reason for the lack of planning.in the field of police ad~
ministration is the great effort required and the lack of managerial
ability to sustain such effort; another is the fact that the basic data
necessary for estimate and planning are not available in the. average
police organization., The extent and quality of police 1nte111gence or
administrative data depend upon the character and administration of the
police record system, Expert surveys of police departments in. the

- United Statés reveal a wide range in the character of police recorda
administration. ‘
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POLICY

Policies in Police Operations

. Policy, and How It Differs from Rule

A, Definition of policy

. B. Definition of rule

C. General interpretations

'D. Characteristics which distinguish

Essentials of Policy Formation
A, Definite, positive, and clear

" B. Translatable into practice
‘C. Flexible yet highly permanent

D. Cover all foreseeable situations

E. Founded on facts and sound judgment

F. Conform to laws and public interest

G. General statement rather than detailed procedure

Why Policy Should be Reduced to Writing

A. Lessens misinterpretations and error

B. Provides a check list

C. Constitutes useful instructional device
D. Fallure to write is admission of weakness

Why is Responsible for Formulating Policy

A. Control must lie at top management level
B. Policy maker seeks staff aid and guidance
C. Not only a police concern

Steps in the Development of Policy
A. Determine objectives

B, Outline nroblems

C. Consider practical aspects

D. Test and analyze

Prescribing Procedures and Rules

A. Consider objectives, problems, and policies

B. Make it a job analysis

C. Make it extensive enough to maintain uniformity
D. Be brief as possible with clarity

E. Follow standard pattern

An Example of Policy Application in Tolerance in Enforcement
A. The policy is identified
B. How to justify

Operational Areas Needing Policy Formulation (Examples Ouly)
A, In accident investigation

B. In traffic law enforcement

C, 1In traffic direction

I.

II.

III.
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Policy Formulation in Police Management

by ielson A. Watson
Fleld Service Division
International Association of Chiefs of Police

WHAT POLICY IS

A: Term Used in Different VWays

B. Definition

c. Anat?my of Administrative Concepts

1. Philosophy

. Objectives

. Principles

. Policies

« Programs

. - Practices

+ Procedures

+ Rules and Regulations

O3 O\ W

D. The Role of Policy

WHY POLICY IS NEEDED

A. Guide to Action

B. Consistency and Measurement
c. Translaté; Fhilosophy into Action
D. Implements Objectives

E. Stability and Continuity

F. Administrative Tools

G. Policy énd Decision-making
SOURCES AND DEVELOFMENT OF POLICY
A, Authority and Responsibility

B. Limiting Factors

C. Sources of Policy
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VI.
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D. Development of Policy

E. Methods of Deciding on Policy
F., Broad Participation

G. Ultimate Responsibility

H. Policy Levels

I. Steps in Policy Development
FOLICY COVERAGEL

ESSENTTALS OF GOOD FOLICY

A, Clarity

B. Consistency

C. Appropriateness
IMPLEMENTING POLICY

A. Cohesion of Effort

B. Policy in Writing

C. Disseminatinn of Policy

ANATOMY
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Internal Comtrols Imposed
on_the Administrator

¢. Case veports.

d. Indexing of persons and property.

e. Control of time spent in records keeping.
f. Retention and disposition of records.

g. Review of evidence.

h. Maintenance of department i{ntelligence.

I. Exercise of control is prime requisite of success of the Administrator.
- Without well-defined methods and devices of exercising controls over
the department function, the administrator will find that other szgencies

will impose controls on him. : - 6. Council requests.
7. Request from department to upper echelouns.
IL. Deifipe the Who, What, When, Where, Why, and How °f Administrative 8. Purchasing procedures and maintenance of up-to-date specifi-
Controls.
cations.
9. Surveys and studies, and their follow-up.
A.‘ Who controls, : 10. Library.
1. Large departments=-special inspection divisions. : ' ; N
2. Small departments~every command officer. ' B. Line or Operations.
3. .Fallacies of dogma of delegation. . ' 1. Communicaticns.

.
\¢

B. What are controls. a. Methods of recording and auditing of radio, telephone, and

; ‘ “inéident r ts.
‘1. . Reports, audits, physical and process inspections, follow up A ncident reports
device§, . | ' 2. 1Incidents.
C.. When are controls imposed. '~ a. Use of shift commander's reports.
' b. Audits.of car logs.

D. Where are controls exercised. c. Audits of officer's time reports.

1. In all line, staff,'and inspection functions. : 3

Functional time distribution.

E. Hhy are controls imposed. a, Audits and annual comparisons.
‘L, /Tzust your personnel?

2. 'Present personnel needs and future projections.
3. Improve pzirol function.

4. Follow-up systems.

a. Tickler files.

b. Calendar systems.

¢. Multiple case copies systems.

d. TImportance in public relations., Follow up of injuries
and obituaries, . :

F. How are controls imposed.
1. The development of control systems and processes.

III, Examine mechanics of control in three areas of department functions~

Staff, Line, and Inspection, 5. Performance and production control.

a. Means of evaluating pecformance and production.

A Staff. b. Determination of officer's competence.

1. Assignment of research,

2, Continuous maintenance of policies apd rules and procedures.
3. Hiring-issuance of propetty-responsibillty of officer for
. custody. :

4, Training.

5. Recoxds.

(1) Use of personnel_jackets‘énd qualifications sheets.

6. Pre-planning and exercises.
7. Accident report quality control.

a,  Court,
e b. Pictures.

RCRT
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VI.

C. Inspections.
1. Definition~difference between personnel and process inspection.
a.  Hood files-intelligence.
b. Internal-personnel,
¢. Board of Inquiry.
(1) Crooked cops and prosecution.
D. Personnel Performance.
1. Citizen complaints.
2. AAA follow-up card,

3. Personal interviews.

Every commander must exercise these control devices in all of his
functions regardless of how apparently insignificant,

Can we administer competently withoutvthe exercise of controls?

What happens if we don't exercise controls.

III,
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Index Number A=l

WRITTEN ORDERS AND MEMORANDUMS

I. PURPOSE

The purpose of this order is to establish a standard definition and

format for the written orders and memorandums of this Department., It also pro-
vides for proper preparation, indexing and distribution so that all personnel
- concerned may be kept informed Gf departmentnl policies and procedures.

II. DEFINITION OF ORDERS AND MEMORANDUMS

A,

B.

c.

Al

General Orders: General Orders will be issued for the purpose of
announcing the adoption or revision of policy or procedure applicable
generglly throughout the Department. General Orders will only be
issued under the authorization of the Police Department,

PERSONNEL MEMORANDUMS: Personnel Memorandums will be issued for the
purpose of announcing the following:

1. The appointment of new personnel,

2. The assignment or transfer of members from one unit to another,

3. The issuance of off1c1al recognition for supericr service and
acts of bravery,

4. The promotion or demotion of members from one rank to another,

5. The suspension, dismissal and/or restoration to duty of a member,

6., The resignation or retirement of a member. ~

All such memorandums will be issued only with the authorization of the
Chief, Police Department, Personnel Memorandums will be directed to

- those who have a need to.know.

Special Orders: Special Orders will be issued to announce policy end
procedure in regard to a specific circumstance or event, or poldcy or
procedure that are of a temporary and self-cancelling nature, or vhich
have applicability only to a specific segment or activity of the Depart-
ment, Special Orders will be issued only under the authorization of’

the Police Department., Special Orders will be directed to all personnel
or to the limited group who are specifically affected by the crder, ‘

DISTRIBUTION OF ORDERS AND MEMORANDUMS

In order that members may be held responsible for the subject matter of
department orders and memorandums, they will be issued copies of all
orders which affect them.. -
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‘B, General Orders will be issued to all personnel.

C. Special Orders and Personnel Memoranduns will normally be sent only
to individuals affected by their content,

D, Copies of all Ceneral Orders and those Special Orders and Personnel
Memorandums vwhich are sent to the various commends will be maintained
in e master file at each command headquarters,

E.” The distribution will be noted on each document by code letter as
follous:

1, "A" includes all personnel.

2, "B' includes major commands, the Chief's Office, Operations
Bureau, Major Investigations Division, Divisions il, .2 and i3
and the Administrative Division,

3, "C" includes "B" group end other specific units or individuals
noted.

IV, REFERENCES

Whenever applicables all orders and memoranduns will carry notations
directing attention to other orders, Mmemorandums or documents which are related,
Any General Order, Special Order or Personnel Memorandum vhich rescinds, super-
sedes or ghanges in any manner other documents will carry the identifying data
ne¢essary to connect them. :

Vl DATING ‘ %
A1l ordars and memorandums will indicate their effective date.
VI. INDEXING, GENERAL FORMAT

A, The Chief's Office will be responsible for indexing and coding General
and Special Orders and Personnel Memorandums., ‘

B, General Orders will be numbered consecutively with a prefix consisting
" of the last two digits of the year, i.e. 62-1, 62-2, etc, The chief’'s
office will maintain a Master File in this manner, All major commands
"and all personnel will maintain their copies of General Orders in a
Departuental Manual. BEach General Order will have an additional code
below the date. These letter number combinations are:

1. A-l, A-2, etc.
2. P=1, P-2, etc,
30 R“‘l, R"2’ etc.
b, G=1; G=2, ete,

Administration

Personnel Policy and Procedure
Rules and Regulations

General Policy and Procedure

TR R A |

This additiohal code will be utilized in maintaining the General Orders
in the Departmental‘Manual. ~ ,

c. Special Orders and Personnel Memorandums will be mumbered consecutively
 with a prefix consisting of the last two digits of the year, i.e. 62-1,

0

D.

E. Departmental Manuals will be maintained by major commandx and individuals.

-

62-2, ete, The Chief's Office will maintain a Master File ¢f both of

- thegse types of documents by utilizing this coding system. MNajor com-
~ mands and all personnel will also maintain coples of Special. Orders and

Personnel Memorandums in their Departmental Manuals in this manner.

The Departmental Manual will consist of all General Orders, Special
Orders and Personnel Memoranduvms that the major commeands or individuals
receive., It shall be bound in an appropriate loose-ieaf binder and
shall be organized according to the following table of contents:

Volume I = General Orders
Administration
Personnel Policy and Procedure
Riles and Regulations
General Policy and Procedure
Volume IX -~ Personnel Memorandums
Volume III - Special Orders

These llanuals will be available for inspection.

VII. CANCELLATION

The existing orders, rules, regulations and documents of previous

Chief's, are currently under review, They will be considered in force
unless rescinded,

VIII. EFFECTIVE DATE

This order is effective December 28, 1962,

BY ORDER OF:

CHIEF

DISTRIBUTION: A




SCHOOL OF POLICE ADMINISTRATION AND BUBLIC SAFETY
MICHIGAN STATE UNIVERSITY |

’ ’ : =

COURSE: Police Executives' Training Program

SUBJECT: Police Decision Making

I. Decision Making

‘A. Definition: Process utilized in‘ratiqnally choosing between
several alternatives. ’ S

1. ‘Proégss
2. Rationality
a. @nds?and meansito‘go#lf‘
b, Limitations
(1) Individual
APPENDIX I, G, (2) Organizétiona}
(3) Uﬁaﬁtieipaﬁed COnseéﬁence% ’
c.r'AdminiStrative'rafionality
B. Impdrtance of decision ﬁakiﬁg'té'tﬁe bélicé.exequﬁive ;L‘k
: C._'Théréteps in the process | |
i. Goals -
2. Preparation for the décisiqn :
| v a; ‘SoutceS,‘
b. Is,the‘pfohlem'yburé?.
3. Cléfifiéation‘of the p:dblem  ;
"'4;; Reseaféhyaﬁd fact’findiﬁg
5. Identification of alternatives S T ey L
. 6fr‘EQaluatiéﬁQ5f co§siﬂeféﬁi§hs;' | » | . T
‘7,“”Sei¢cﬁioh‘betWeen‘altefpatibgsﬁ”?~»,'
\18;;'iméieﬁénting;the_deéiéiaﬁ?5 wi‘J)J

739; Follow-up .
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STEPS in the PREPARATION OF A STAFF STUDY
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The Problem:

The Alternative:

WRITTEN METHOD OF EVALUATING ONE ALTERNATIVE BY CANCELLING

POSITIVE AND NEGATIVE FACTORS
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Topical Qutline

To Be Used In A Lecture On . III. Types of Staff
"USES OF STAFF" | . | , | A. General

To Be Presented To
The Poiice Executives Training Program

Michigan State University

April 17} 1967
By

James E. Wood
Chairman, Management Option
Traffic Institute, Northwestern University

I. Role of Staff

B. Special

e

1T . Examples and kinds of Staff Work

C. Personal
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Iv.

V.

When Use is Justified

Personal and Organizational Requisites to Successful Staff Work
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VI.

VIiI.
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Specizal Organizational Arrangements for Staff Work

Cbmpleted Staff Action




THE COMPONENT PARTS OF A STAFF STUDY

HEADING

The heading contains the Title of the study, and the classification or
file number.

PROBLEM

The problem should be stated as a mission in military. In police work
a concise statement of the problem which the study will undertake to

" resolve. Particular care must be taken by the staff officer to assure
himself that he fully understands problem before proceeding with the
study. Basic problem is to find out whether or not there is a problem.
Then decide if you need to go on further. Problem should be stated in
~single issue terms - not multi-faceted.

ASSUMPTIONS

Any assumptions which are necessary for a logical discussion of the
problems, which cannot be accept and considered. List the assumptions
or conditions which in addition to the known facts, are considered
essential to establish completeness and give validity to the study. If
the stated problem is simple and concerns current operations and all the
factors to be evaluated can be established as facts, the paragraph is
omitted. In complicated studies or studies of future operations logical
projects will have to be made. Assumptions become requirements and
should be kept to a minimum and must be realistic. All assumptions
should be listed in the study. Experience and knowledge will assist in
making assumptions.

. FACTS BEARING ON THE PROBLEM

Statements of undeniable fact having a direct bearing on the problem or
its solution. The facts should be capable of documentation, when pos-
sible. This section should help to clarify the problem. The statements
should not be opinions, speculations, conjectures, probable eventuali-
ties, or conclusions. Previous positions taken on matter in the past
may be used. Quoting of regulations, or state policies or any other
consideration which is relevant and indisputable.

DISCUSSION

A careful analysis of the essential facts, presenting consideration
both pro and con, to arrive logically at the conclusions and recom-
mendations. This paragraph consists of an analysis and evaluation of
the combination of facts and assumptions interwoven with reasoned and
considered opinion which develops the necessary background form which
logical conclusions can be drawn. The arrangement should be logical.
If study is 1engthy the discussion will appear in the 1 annex. The

- mission of the writer is to present to his superior a clear, concise,

and logical personal analysis of all available informatlon relpvant to
. the problem. :

7

6.

10.

CONCLUSIONS

The conclusions arrived at after a careful analysis and study of the
factors involved. Only those conclusions which are in consonance with
the assumptions, facts and discussions should be enumerated. No new
material or idea should be introduced at this stage of the study. Justi-
fying elauses are not desirable in phrasing conclusions.

ACTION RECOMMENDED

The conclusions reached usually indicate the need for action to be taken.
Valid recommendations on the action to be taken are the test of the staff
study -- the solution to the original problem. These recommendations
should be stated in simple language and must chart a clear course of
action for the commander. If implementation is required, the implemen-
ting documents must be prepared and submitted with the study as arnexes
thereto. This is completed staff action.

CLOSING

Signature, including position, title and telephone number.

ANNEXES

When the material presented in any paragraph of the study is necessarily
lengthy or complicated, it should be placed in an accompanying annex.
Supporting documents, as required are included as annexes. Annexes in

turn, may be supported by appendixes.

CONCURRENCES AND NON-CONCURRENCES -

Other members of the staff and all interested agencies have the right to
concur or non-concur, Non-concurrences should be stated briefly at . this v
point, or if too lengthy in an annex. Concurrences secured after the

completion of the study are formal and do not take the place of the in-

formal concurrences obtained during the preparation. The action by the
approving authority may or may not appear on the study. If the recommen-
dation is that he sign a letter (which has been prepared and attached as
and annex), the fact that he signs it constitutes an approval If,
however, the study proposes a certain procedure or policy, then the sig-
nature of the approving authority on the study is sufficient to put that
into effect. Recommended that each be in writing - Give reasoas for Non-
Concurrence. Sample problems which can be resolved by the use of Staff
Study: - : )

Use of horses in parks and crowd comtrol?

Whether to shoot looters?

Should we continue use of K-9 units?

Are we losing our image of force in one-man cars?

Should we buy helicopters for police use?

Feasibility of a 40-hour in-service training program?

. Length of recruit training?

In- servxce training vs. external training for command personnel?

O~ PHWN -




Staff Conference Discussion Piece

Control of Organizational Behavior

Staff Conferences

Conference Cuide . Control of member behavior is a problem that occupies much of the law

' : v , enforcement supervisor's working hours.
This series of Staff Conferemces ie intended to demonstrate the effectiveness P ‘ 8 How to gain conformence Lo

of group thinking. The subjects were picked fzom among many that are of

certain organizational beliefs, philo i ¢
interest to the police supervisor. g > P sophies, theories, and operatioms,

has resulted in a proliferati ' i "yui ip"
Single answers to any of thase problems will be difficult to arrive at, but P ation of mechanical or "built in" controls.

many ideas advanced by the group should prove of value. The objective is to
bring the collective experience and brain power of the group to bear upon the

The organization itself is structured t i i
bring th uctured to provide maximum controls. The

. various levels of the hierarch i
Participation of all conference members is required but it will be the respon- rchy are designed to exercise a high degree

sibility of the ccnference leader Lo maintain reasonable order and to guide of control over subordinate levels

ho t 3 3
the group in presenting its ideas. This establishnent of & chain of

command makes it possible for maxi. i
e class will be divided inte groups, each group will develop one dtscussion p maximum use of delegation of authority, and

piece. The group will select its own conferenmce leader and will be guided by

‘ at the same time, institutes controls through 113
piece. The grour | , ough assignment of responsibility

' and accountability.
Persuasion based upon logic will strengthen the conference. Statements and

- ideas that have mo basis in fact, if carried to an extreme, will make little
or no contribution to the group. ‘ To better illustrate this, examine a typical organization chart. The
Study each discussion piece carefully and be prepared for lively, intelligent,

chart, along with description of duties of the majo d
participation, either as a group member or as an interested spectator. ’ d ' medor comands, will show

| how controls are set up organizationally.
‘Each discussion piece has several important points. Group leaders will meet P 0T8 Y

with the instructor to discuss the material before completing final arrange-
ments for their respective conference. ' The Chief has over-all responsibility for departmental operations, but in
Students should read each discussion piece. Each confeﬁence will run for
forty (40) minutes plus ten (10) additional minutes that will be allotted ,
for a question period. The conference leader will be held accountable to keep accomplish functional activities.
the conference on schedule and importantly to keep diccussion and questions on
the assigned discussion piece. Students observing the conference will not be
permitted to interrupt by asking questions or making observations until the
question period is opemed by the conference leader.

order to accomplish his mission, he has delegated authority to others to

The Deputy or Assistant Chiefs have

authority and responsibility in their particular areas.

| “ ‘ ' Each of the major commands ié broken down into smaller command '
Put yourself into the situation. Visualize this conference as one conducted cmands.  Thess

at the district or section level. Place the conference leader in the position
of District or Section Commander. Remember, you are a member of the Com-
mander's staff and for the purposes of this conference, functioning as staff
to him. That is, to come up with worthwhile information that will assist him

in his command responsibilities. : : ' level.

commands in turn are broken down into smaller units, and so on. Through
this system each level attempts to control behavior of the next lower

How this control i3 exercised may be generalized as follows.

NOTE: This material to be used in class room instruction as a learning

: ‘ ‘ ‘ Organizational planning, manuals, rules and regulatioms, t i ) -
experience in staff conference participation. : ‘ e g & ons, training, report

ting procedures, standard operating procedures, and job descriptions, are
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attempts to facilitate control of behavior through the formal organizatiom.
Certain types of controls that might be termed "organizational include:
1. Use of staff units in supervision, for instance, the vice.
commander exercises technical supervision in the vice
area; the inspector makes staff inspections to ensure
compliance with departmental policies; the traffic com-
mander exercises technical supervision in his area of
responsibility.

2. Standards and measurements are established to furnish
- an objective behavior control guide.

3. Reports and records of all activity have certain control
features built into them.

4. Orders are another strong control, often requiring a
report back by a certain time on results obtained.

Human controls through supervision are provided by techniques such as

teaching, inspection, investigation, examination, appraisal, and visitation.

The very nature of law enforcement dictates that a rigid set of controls

be adopted in order to keep behavioral defects at a minimum. Temptations
constantly before the individual enforcement officer range from a free meal
to large bribes fxom organized criminals. Agreement by anrofficer to over~
look gambling o£ prostitution might result in bribes that amount to several

times his annual salary.

Offers of political "clout" to overlook or to crack down on certain offenses
are dangled before the enforcement officer. Very closely asgociated with

this one is the very natural desire to be liked by all,

Another "job hazard" that confronts the patrolman is as follows:
An enforcement officer, after being verbally abused in the proper discharge
of his duties, might be tempted to take out his vengeance on others when

encountering this reaction in future cases.

-3=

Excessive use of violence either physical or verbal, is a means that is
invitipg to use in wetaliation. These and other problems have caused the

previously mentioned controls, plus many others, toe come into being. In

spite of all these controls, behavior defects still exist and cause

severe problems in law enforcement.

The ever-present threat to the policeman's job security, public condem=

nation, and even possible imprisonment, hasn't been effective in bringing

7

every individual around to complete acceptance of the organizational
behavior patterns. Why is it that one policeman, after catching another
policeman in an illegal act, will not report him? Why will one policeman
cover up delinquent acts for a colleague? What thought processes are at
work that cause a supervisor to accept below standard performance from
his subordinates? What causes a police supervisor to chance losing his
own position in covering up misbehavior of one of his subordinates?

The following answers would come from a typical group of police officers.

Policemen tend to be clannish and withdraw into a tight, fraternal group.
There are many people "looking over our shoulders" who are sure to
misinterpret or deliberately distort any derogatory information about

police.

Another reason for failure to take action in some cases of individual

misbehavior is a fear of resulting publicity. Even where a policeman has
violated a minor organizational rule, the resulting publicity may ruin hisg
career, embarrass his family, and caﬁsé severe damage~to community-police

relations.
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The political arena in which police perform is held by some to be a
deterrent to behavior control. The argument is advanced that since
political parties are constantly scrutinizing poliée activities, that it
is better to conceal minor infractions lest they become political issues,

issues in which the police always lose.

A relatively new trend that might gé far in producing positive results

in disciplinary actions is the surge toward professionalization. A prime
tenet of professionalization is a university accepted code of conduct that
is énforced by the members of a profession. Many police administrators

feel that strides are being made in this direction.

In any event, the problem must be studied carefully by all police managers
whether they'be first line, middle management or at administrative rank.
it is management'é responsibility. How can the police supervisor dis-
charge his management respogsibility to improve organizational behavior?
How can the supervisor establish working conditions that induce voluntary
compliance with department policies? What can the supervisor do to gain
high level pérférmance from his subordinates? |

NOTE: This discussion piece is an example of training material and is
"~ used only as a training device.

"The Assistant to''

A.

Six Major Functions

1.

Communication: interpreting what the chief meant
seeing. that all top commandérs have a’cammon
understanding of what is wanted - algo to
occasionally remind the chief what he‘requested
key members of his staff to do.

Catalyst: facilitates exchange of views between
key commanders, allows conflicting views to be
resolved without referring to the chief.
Difficult to do - must not appeér to assume the
chief's authority.

Intelligence agent: keep the qhief informed of
what is going on. The chief 'is ofteh'surrounded
by an insulative barrier that prevents needed
information from getting through.

External imége: can spot the chief's blind
spots in areas of external relations - and can
assess the impact of specific decision (press
and public; and inter-agency).

Sounding Board: allows the chief to try out

‘ideas on the assistant. This requires maturity

Off. Form #29
10-62
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_OUTLINE

NOTES

and judgment on the part of thé assistant to avoid
partisan reaction. Must have good organizational
background to place chief's ideas into perspective.
Must havé fortitude to point out his limited abilify
to advise in a certain area and recommend someone
else to bring a more knowledgeable viewpoint.

Must avoid being a ''yes" man.

Administrative Arrangements: ensure that travel
arrangements, summaries of meetings, and digests

of corréspondence are prepared. Much of this work
will be overséen not actually performed. If this
is overdone, then the "assistant to'" may become a

"elerk."

B. Qualifications for Effectiveness

1.

2.

Technical knowledge helpful.
Possess a good uﬁderstanding of basic management

processes, especially in the area of decisions to

~be made. To be able to discern the types of

" decisions that the chief should make and those

that should be made at a lower level.

Knﬁw and understand how things get done in other
departments of government and agéncies - such as
cenﬁrai services (persomnel, budget division, etc.)

legislative bddy, ete.

OUTLINE

_NOTES

4. Be adaptable and be able to grow in relation to
the changing complexities of the job.

5. Be aware continually of own relationships with
the chief and with'those on whom the chief relies
in each field.

6. Develop a special sensitivity to the chief's
weaknesses and blind spots.

Basic Ground Rules to Observe.

1. To evidence objectivity to the chief and line
commanders. alike. Never become identified with
’particulag function, (traffic, CID, etc.), or
indicate bias because of previous experience
and training. |

2. Must develop ability to act wholly within the
context of the chief. If major commanders get
the feeling that directives, etc., being passed
’on by the assistant are not completely those of
the chief then conflict may arise necessitating
need for Jclarifying" the order.

3; Never take advantage of the’relationship with
the chief. Fox instance, suggesting to others

that he has made up his mind when he hasn't.

‘;\l.“ . R
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OUTLINE

NOTIES

Assume a position of helping commanders -‘not of
an obstacle standing between them and the chief.
Continuously seek information and make it clear

to all concerned that you. are always searching

for it.

Avoid contests for power.

N e

"ON COUNSEL"

Francis Bacon

The greatest trust between man and man is the trust of giving
counsel; for in other confidences men commit the parts of life,
their lands, their goods, their children, their credit, some
particular affair; but to such as they make their counsellors they
commit the whole; by how much thé more they are obliged to all
faith and integrity. The wisest princes need not think it any
diminution to their greatness, or derogation to their sufficiency
to rely upon counsel.

Isaiah 9:6 God himself is not without, but hath made it ome of
the great names of his blessed Son, "The Counsellor.”

Proverbs 20:18 Solomon hath pronounced "in counsel is stability."
A king, when he presides in council, let: him beware how he opens
his own inclination too much in that which he propoundeth; for
else counsellors will but take the wind of him, and, instead of
giving free counsel, will sing him a song of "I shall please."

(In jest from Psalm 114:9 the Vulgate).
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Police Budgetigg

R S Police'nudgetiag

Definition- A comprehensive fiscal plan for a juris—
di iction over an established period of time.

»1. Comprehensive
2, Tiﬁe»flctbf |
3. Mot authéiity to spend
Needkfbr a budget
.1. Scarcity of funds
2. L%gal requirements
v;3.' Plﬁnnihg |
4, Control
The‘budget proéesé
1. ﬁudget di;ecti&e
2. Budget calendar
3. ;pudgec format
a. Objéct |
 ‘;5; /Pfog:am
‘é. Performance '
Budgetary phasel
1. Preparation |
 2."submiss1on and adoption
3. _Execution '
4, hudte

'caéitdiaoutlay e e




- of 2% per year will probably continue.

- Justifying Your Budget in Terms of Performance
- ucee : Persomm

SUGGESTED MEMO FROM CHIEF ADMINISTRATOR TO
. DEPARTMENT HEADS REQUESTING WORK FROGRAMS
" AND EXPENDITURES ESTIMATES

T0: . Police Chief dtholice Supefinteﬁdent

FROM:  Chief Executive

SUBJECT: 1963 Budgét

DATE:  July 15, 196-

The budget season is here again. The deadline for submitting in duplicate

your estimates and performance justification to this office is September 1,

196-. - «

. General Budget Pgiicx

Indexes of employmenﬁiaﬁd«business‘activity,both nationally and for our.
area have risen to record peace-time levels. Based'bn_per cent of'1947Q
49, the general business index for our jurisdiction averaged 159 during
the first 6 months of 196-. Indications are that present levels will be
continued through the fiscal period. Population growth at current rate

Preliminary projections of revenue sources indicate moderate incfeasa

in total available. Our end of period surplus will be above the last

‘pe:iod by approximately $60,000, primarily because of current sales tax
receipts being above estimates and because of greater savings on depart-
mental appropriations made possible by your careful managément} Unfor- -
tunately, very little of our increased income can be relegsed for many
desirable expansions in services other than providing for population ’

growth. Next year we must finance the 196~ elections and provide for

increased salaries as adjusted during the current year. A conservative

budget policy must therefore be followed. Generally speaking each depart-

ment must look primarily to savings from continued ado  eff
mus ‘ rix _ ntir adoption of more effi-
cient operating methcds if expansions or improvements in service are to

“be affected.

ety

In the final analysis, the bud§ét represents dollar values placed on a

work program designed to accomplish specific end-results fr ’ o
Tk program des. ’ mp 4 , end= s from the perfor-
;mance_ofngvgry activity., In recent years, therefore, we have revized'the
style of thé annual budget document, | It riow in¢ludes summaries of departa‘

ment work programs and other information designed to give our legislative

. body and citizens a better understanding e se - e
.+ body it ~a ba standing of the services to be financed
from taxes. Further budgetary improdéments_arerpﬁssihle.with‘continued

- cooperation of all department heads.

Each department head' should review criticaily the.existing practiééa iﬁ_'

‘the various activities under his jurisdiction to determine whi . -
4 ious. activi der h . , o rmine wbit improve- -
ments can be made to bring about more efficient;and,economi&gﬁOpegatibh;'

i ;

R ’

®

a

R

S~/

~ Personnel
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I hope you will have many such recommendations to make; if not, please
state in your letter of transmittal that you have undertaken such a review
. and have no recommendations to make. Also, since it is the responsibility
of the legislative body to determine the standards of service to be pro=-
vided, it will be particularly helpful to indicate what economies can be
effected by reducing the standards and what additional expenditures would
be necessary to raise the standards. Special attention should be given to

items you believe can be reduced or eliminated and to services that may

" no longer be essential or may be replaced by more essential ac:ivity,‘

\ Oéher;Suggorting'Information

1. Pregaré a brief«Statemént of the overall objéctive of your department's
opzration. This should be in a concise form which you would suggest

for inclusion in the actual budget document sent to the council. As a

guide, review the similar statement as contained in the current budget:
and see if it answers the question--what are we trying to do in terms

of end-result? In the case of some of the larger departments responsi-. :

ble for a number of major sarvice operations, the statement should be.
broad enough to include the overall objectives of each of the major

services.

2. Prepare a short table and/or statement for the budget document that
will answer the question--how well is the job being done? Where pos=
aible this should be expressed in quantitative terms such as volume
‘of fire loss compared to national averages, etc.

3., Submit an organization chart indicating present lines of authority and
- aseignment of functions and responsibilitieéfto,each,organization
‘division and section. Proposed changes should be indicated in a dif-

ferent color on the present chart of by attaching a second chart.

‘4. Departments which have a variety of operating locations and service

areas should have available for budget hearings and for city council
/bgdget conferences complete maps showing all facility locations and
“boundaries of various types of service districts. PR :

1. ‘All positions are to be budgeted on the basis of the present compen=-
sation schedule and classification plan. You are authorized to budget
'salary increases that will come up in 196- involving application of
the rules for normal advancement byugggps‘within the dalary ranges

 established for positions under the présent pay plan. R

L2, 'Persopnélwféquésgs should be justified on a man-hour or man~month

basis by relating requests to the measurements of work load or by
S manning,standardsféStablishedDfor various activities of your depart-
"~ ment. The major test of your administrative competence is. ability
to make constant improvements in the efficiency of your department
" which should make possible each fiscal period. some increases in work
load and improvements in service without adding new persomnel. .

S
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3, New. position classifications requeated 'should. be on the basis of

- those titles which the department head believes to be most appropriate
in view of duties performed. For each new additionmal position re-
quested, however, a statement of duties to be performed, as vell as
‘the relative position of the job in the organization, should be sub-
mitted in a separate letter and in duplicate. The latter statement
will be forwarded by this office or the personnel director for as~
sigoment of tentative clagsification if the item is approved.

Prices

Base your estimates for nonpersonal service items and commodities:on
prices in effect as of the present date except for certain specific items
vhich will be indicated in a memorandum that you will receive from the
purchasing agent. On equipment outlay items contact the purchasing office
for the most recent price information. With respect to any major items

- of nonpersonal service or commodities please include in your letter of
‘justification an explanation of how your estimate was calculated.

0nt1a231‘~

Major capital improvement items requested should be in accordance with
- your department's 196~ section of the long-term capital improvément pro-
- gram as most recently revised, Project sheets used in commection with
- preparation of the long-term program should be submitted on each project.

Any variations from the long-term program, such as changes in cost esti-

mates or proposed scheduling, should be fully explained and justified.

Comments should be included concerning the effects of the improvements
on operating budgets for future years. :

In studying equipment needs and estimating outlays remember that we are
interested in long-run economy. Do not hesitate to request new equipment

- that will improve operating efficiency or equipment replacements in
' interest of long=-run economy, Justify such requests by factual statements

on each item of equipment. Describe fully in terms of specification,

‘price, purpose, and savings to be effected. 1If a replacement item, give

the condition, age, and salvage value of equipment to bekdiscarded. e

Summary s

: In.conclusion.you are asked in this letter to:

1j~ Include in your budget a statement of what you are trying to accomplish,

- how much’ of a job it is, and how we11 it is being done.

k 2. Review your present activitiea in detail recommend discontinuance

- of those which are obsolete or unnecessary -and. proposed changes which
' will reduce expense., :

3."Budget salary increases in aceordance with the present compensation

plan and instructions outline above.

[
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4. Budget nonpersonal expense and wmmodities at ourrent prices except
for specific items as indicated in the memo from the purchasing
agent.

5. Consider long-run economy of operations'and improvement of efficiency
: of performance in planning your expenditure requests.

6. Submit copies of your performance, justification data, and expenditure
‘estimates not later than the date specified.

Let's not forget that a budget is not just a statement of dollars and cents.

It is a program of work which is important to the health, safety, welfare

“and convenience of citizens, This is the most important job that you and

I have to do jointly each year. Let's do the best job we know how,

ey
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When

Feb. 1 - July 1
Prior to July 15

‘
i

“July 15

~July 15 = Sept. 1

July 15 = Sept. 1

Aug. 15 = Sept. 7

Oct. 15

S,

.

Sept; 1

”Nbv,vl :
‘ Ndv.“1[-VNov, 22
’ NOV- 7 - ‘NO‘V-‘ 15
» Nov.,ZZ -

© Dec, 15 = Jan. 4

- Continuous

Nov. 1

N

LAW ENFORCEMENT TRAINING PROGRAM

Chief Administrator
and Department Heads

Chief Finance Officer
‘and Budget Officer

Chief Administrator
- Officer SRR

Department Heads
Chief Finéncé officer
-and Budget Officer

Chief. Finance Officer

Budget Officer and

~Chief Administrators

Chief Administrator

Chief Finance Officer

and Budget Officer

Chief Administrator

: Legislative Body'”‘
Legislative body

~ Legislative body

- Department Heads and
“" " Budget Officer

Al administrative and
 Staff Officials

// Rl -

POLICE ADMINISTRATION AND PUBLIC SAFETY
- MICHIGAN STATE UNIVERSITY o

Budget ?régaré:ion Calendar

:  vhat

_ Preparation of long-tern

program of services and
capital improvements

Preliminary work including

‘entering of prior and
- current year financial data
" on estimate forms and pre-
liminary revenue estimates

Issue budget instructions and
estimate forms

Prepare work programs and
- budget estimate

Prepare revenue estimates

Checlk mathematical occuring
of estimates, compile and
summarize

Investigation and review of
requests; determination of
final recommendations .

Preparation of budget
~ document I

Submit7to legislative brarnch

Consideration of budget

Public budget hearings

- Budget adoption by enactment

of appropriation and
revenue legislation

~ Preparation; review and

establishment of budget
-allotments - DR

~ Budget:admin£étfa£1on and

management research

=

113 .

| LA ENPORCEMENT TRAINING PROGRAM
SCHOOL OF FOLICE ADMINISTRATION AND PUBLIC SAFETY
' " MICHIGAN STATE UNIVERSITY

Budget Classification
:Patterns
The foil@wing chart4ref1ects'the veriety of classification methods found

in govermmental budget documents. Few jurisdictions, if any, employ all
of the below listed classifications in combination, but all utilize

~ these classifications in one form or amother.

ClassificgtiQQ " Police Example - ~ Purposes
Functional L Ptotection of persons Program formulation
. ’ and property '
Departmental ‘Police ‘ *1, Program formulation
s : B 2. Budget execution and
- accountability
Program Traffic regulation 1, Program formulation
' , ’ « 2. Budget execution and
accountability
Performance Lo : ' ~ ' o
1. Activity Parking and intersection 1. Program formulation
2. Product’ ~control - - 2. Budget execution and
‘ ‘Accident investigation accountability
-~ follow=~up o ,
Object - ~ Personnel serﬁicés Budget execution and
o ‘ ; accountability
‘Function: Protection of Per?ons and Property
Department: Police A
, Engfam: . Trgffic,Regulatién, |
Problem: To provide the level of police service required to retard

an unfavorable frend in traffic accidents attritutable to
city's:growth I SRR : : 5 :
| e |

Decision:  To increase police protection in the traffic area by adding ,

one prowl car (on a one-man car basis) around the clock for
bne year.. , = =

|
1
i
i [

A

e
; Fisa
i

‘J%ggi




e e S G : = : AN T - scuoox. OF POLICE ADMINISTRATION AND PUBL)‘(‘ SAFETY

® Budgetary g B T e e R | , MG 5
.',”\~, i Analysis-,,, - ’ n‘- Sl ;lﬁ o RN s S ‘ B ‘w;n- T  ;' | _ sl » “‘,  : Phases'in the‘Budget_Cyeig'
| Salaries for 4 5 patrolmen @ $343 00 per month ‘: ) 18,522;00 - : ; ‘ =

s ‘%;, T S ‘1"v(Under‘the”Executive"BudgeE)Sysrem)
l;»Compensation Insurance Premiums ",_ S ol ', 198,00 | o R k“ : , ;, : R e S 0

f*,;Automotive equipment cost: (depreciation, repair, and

“operations) C o 2,306.00 TREOREYE S  eorsume

il

o QRet{rement-city matching contribution T NI  941;00

‘ " s ’Mrscel aneons supplies (citation book ammunition,' ;
o T Ry L etc p R , D PR . 63.00

L?
o

“‘A&OPtion

Preparation | L -

~Rey Deeisions: , .ervilements:

1. How much program? ' L, Expenditdre level

: :2, «What type programs? ‘ 2}»,Revenue‘1eve1

'Y,;v33 nResources required? ‘3. Salary scale

y~4.‘7Types of revenues?

5. How efficiﬁnt is present

oy

resource use?yi

B

| Emecution | . Accountinglandy | post Audit |
PRSI Performance |Records. a : e

"

;_Control‘through Information:f ' ?v_}: SO Basic Purposes-*

1. Program accomplishment vvjj ; \;.5;‘ .1.’;Chec% financial integrityﬁ’ vfw,
,2;; Exnenditurez] ﬂ;we S PR »; ,"~~l~“ﬁ. 2. LCheck adherence to budgetf‘”

'3, Revenue behavier = .o | . . v plam *<?~-‘;f‘ <m";

- “v.,3;‘1Sy5ﬁemsfena1ysi$f‘""
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. BUDGET PREPAPATION PROCESS |
N 3 : o ; ‘ ; e | R ’Revigw k ;
, e L e e e e e TR R IR - Submit
SRS S e :  ﬂ'f“j';‘;  Budget o ‘; ~~ R ~"/rk'. e
L et iy B S Estimates -~ . . I L S

Chief of Police . oo . ..Directive . ainhE S : Feedback |

{1

Lo

: Feedback

- Tiine ]

“"\V- Flow;ﬁp— 

A

ax]

St

Vo orewvp Y miwup

RS SR

‘Steps in Pfepa:atioh

Define Goals

. Apalyze the Needs -

Develop the Plans =

~_ Estimate the Costs = =
 Compile the Document

e : P R L




T S 'LAW ENFORCEMENT TRAINING PROGRAM
/i | 'SCHCOL OF POLICE ADMINISTRATION AND PUBLIC SAFETY
f‘ . - MICHIGAN STATE UNIVERSITY

Exgenditureirrbcess

Agency, Department

S SR R Steps B ~ Documents
Division, Uhit or Individual - : ' : R

Lieutenant (Traffic) T Request of Co Departmental
C R S Item ./ : Form

- Chief, Traffic Review and) | Departmental
o B Approval ‘ Form ¢

""l

A

Departmental, Chief S Review and S k] Requisition !
or budget unit . Request " 1

w17

_ Budget Office Preaudit>'f o ‘ ' lp ” Buggetyt .
. o e oL olice ‘epar ment |

) —y 13 ) ) R -.j }.&——-
Accounting Office - " |{Encumber) = -1 -} Budgetary ccntroll‘.
PRI ‘ ~accounts
‘ «

e o | . : L S
K“Purchasing Orrice , . (igfgs)'f~ Purchase
1 ’ Sy—— . Oxder .

TS ’ = ; ’ \L %
T Y B . % - o

‘Yendor o g :  ‘Dé1iQer} Invoice

T

‘Police Department : ?(Cgr;ify) Voucher -

.

. Treasurer . . {Bxpend) ... - |warrant |

 Auditors .= (Auait) © . | Audit Report L

=
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LAY ENFORCEMENT TRALNING PROGRAM .

SCHOOL OF POLICE ADMINLSTRATION AND PUBLIC SAFETY
MICHIGAN STATE UNIVERSITY

Curricula Development

Handout

; ’ ~ To be included, if possible, in materials
. ‘ to be sent %o participants of: Chief

' f Police .Executives Training Program,

April 3-21, 1967.

II‘.

~

Chief Police Executives' Training Program

April 3-21, 1967

Presentation on "Training"

Training is Communication! Effective communication does not just
happen, it is planned.

Effective human communication is dependent upon knowing that:

A.

]

The normal and expectable result of human communication is
either partially not understanding or partially misunder-
standing portions or all of an intended message.

By age 7-10 we have learned to communicate only that which
we evaluate as safe and profitable to communicate.

Each of us makes evaluations as to the purpose of the message
communicated and as to the motives of the one who is communi-
cating. e . :

Each of us makes predicitions as to the message and many times
begin to formulate an answer before hearing the actual message.

All of us fluctuate as to our effectivéﬁess as communicators.

k ]




I1I. Structuring of a Training Program

P ETTIN '
Training has

L]

Material needed
by student or
participant. 1Is

oriented.

Definite & desired
end results.

Title & Statement

) L Defined in of Purpose
{ shill or knowledge| :

. ,175}:;7

P ) Degree of pro- Stated in the Goals
frogram ficiency desired
to be achieved.
Statement of -
courses - course v L :
descriptions & Called the {Curriculum
syllabus of main . .
points.
Supported "1 By
m'Tféining Evaluation Neﬁ’Sfétement ApproVéd &
Needs - of of Department Implemented
Study Effectiveness Needs in by both
: of Training Chief &
Past Programs CT Staff
o

NN

IV. Structure of a Lesson

New Element of

%e~M\\\ has

sson

Information or Defined Titl
a component of in_the | €
a skill
A Purpose in Stated Lesson
Training in the Objectives
A Method or
an order in
which it is Galled the Procedure
given to the
class.
Supported

Preparation’

" Good
Introduct

Presenta-'
tion-Includes
Review

ton)

g
Applic;:\\
tion Step

\Y

+ dvm—_




v. vFivS DangerkSignals to Lagging Motivation
A. Abandoned Purpose
1. No concrete plan
2. Present achievement considered ultimate
3. No future plans for 1mprovement
B. Déubt
1. About self and ability
2. Self confidence géne
3. Confusion creeps into work
C. Smug Self Satisfaction
1. Takes it easy
2. Settles for good enough - good - better
3. Fails to encourage good work in others
4. Seeks security, not chellenge
D. Delay |
1. "Manana" Philoscphy
2; Steers clear of considered risks
3. Plays ostrich
E. Symbbl Worship
1. Status seeker
2. Relishes title--abdicates responsibiiity

3. Goes for sure recognition, not achievements

VI.

Steps to Increasing Self-Motivation

A'

Plan-Gdai, Crystalize Thinking

1. Time limit control

2. Define route

Alternate Plans

1. Attempt to predict obstacles

2. Map out‘routes to goal

3. Use actual check-off lists
Promote desire  for improvements

1. Personal strengths

2. Personal wéakneasesA: corrections

3. Reward improvements

Promote Faith in Program

1., Mottoes

2. Halo effect
3. Design internal successes

Seek & stréngthen determination

1. Channel to already established goals

2, Employ persuaéion

Develop subordinates’

@




VII.

Management Development

" Ao

The Learning Phase

1. Good material

2. Adequate instruction

3. Able motivation‘

Attitude Change

1. Adopt positive department goals as own
2. Flexibility |

3. Compatibility with supervisors
Ability Change

1. Practice - chance tp ewmploy new skills
2. Evaluation & re-direction

3. Continued modification

On The Job Performance

1. Leaderéhip climate

2. OrganiZational‘élimate

Achievement

1. Support of group

2. Support of supervisors

peya
B

gy




VIII. Techniques of Course Preparation
A, Course Development

1. Determine objectives
2. Selection of instructional material
3. Organizétion ofvinstructional material
4, Selection of student activities
5. Summary activities

B, Scheduling Instfuction
1. Factors involved

a. Time necessary for subject

APPENDIX I. XK
-b. Available time

.. Size of group - . , ‘
d. Dispérsion of’group
e. Training on whose time
f.f Type of subject
g;a\Type of program
h. Facilities and staff available

2. Methods of scheduling |
a. ﬁertical |
B. HOrizénta1~

C. Revision after presentation for future use




List of Additional Items Received

by Each Participant
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vArgyris, Chris. "Interpersonal Barriers to Decision Making." Harvard
~ Buginess Review, Cambridge, Massachusetts. Harvard University
‘Press, March-pril 1966. S g

i Bowman, Garda W. "What Helps or Harms Promotability?" Harvard Business
‘Review. 7Cambridge, Massachusett5° Harvard University Press,
January—February 1964. ‘ : w,f : i

‘Emch, Arnold F. "Control Means Action.“ Harvard Business Review. Cam~
bridge, Massachusett3° Harvard University Press, July-August 1954,

| Granger, Charles H. "The Hierarchy of Objectives." Harvard Business
Review., Cambridge, Massachusett8'~ Harvard University Press, May- -
June 1964. S RS S

House, Robert J.f‘ﬁNanagement Development Is A Game." wHarvard Business
Review, Cambridge, Massachusetts.  Harvard University Press, July-
August 1963. : ‘ o , R

: International Association: of Chiefa of Police. Series of Case Studies.

Irwin,kPatrick'H. and Frank W, Langhan, Jr. "The Change Seekers." ‘Har-

- -vard Business Review. Cambridge, Massachusetts. Harvard University o

- Press. January—February 1966.

Katz, Robert L. | gKills of‘a@,Effective:Adninistrator."' Harvard‘Business

Review, Cambridge, Massachusetts: Harvard University Press, January-

T February11955.

Likert, Rensis. "Measuring Organizational Performance." -HarvardkBusiness,'
Review. Cambridge Massachusetts. Harvard University Press, March- i

: April 1958.

MeMurry, Robert N. "The Case for Benevolent Autocracy.". Harvard Business =~
" Review. Cambridge, Massachusetts: Harvard;University,Press,]January- -

Februarv 1958. e

: McMurry, Robert N. "Clear Communications for Chief. Erecutives." Harvard
Business Review. Cambridge, Massachusetts' Harvard University o

 Press, March-April 1965.,’f» . : S

Py

“-Myers M. Scott.0 "Who Are Your Motivated Workers?“ ‘Harvard Business Re-.“

: view. Cambyidge,- Massachusetts.~ Harvard University Press January-
February 1964.‘ -
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READINGS FOR CHIEF POLIGE EXECUTIVES' TRAINING PROGRAM
TABLE OF ‘conrsnrs,
THE POLICE ROLE IN A DEMOCRATIC socxm

Herman Goldstein o S , : o
Frank Jl Rmington [ ] . & & - » L] . » ‘ . ‘ . " L] - . . L ] . L] L 3 * 1 ] 1966

THE POLICE AND THEIR PROBLEMS: A THEORY

James"Q., WIlSOR + o« 4 o o o o s » s s « « « + . Public Policy, 1963

‘SOCIAL INTEGRATION AND POLICE

‘ MiChael Banton “ a4 e 8 B e 38 e 8 & & 8 The POlice Chief Apr:l.l 1963

.

NONVIOLENT CIVIL DISOBEDIENCE AND POLICE ENFORCEMENT POLIC?

- Je L. LeGrande

POLICE LEADERSHIP AND HUMAN RELATIONo

Marshall E. Jones . A S L SO \Police,~May-June 1966

DECLARAIION BY THE EXECUTIVE COMMITTEE

Michigan Association of Chiefs of Policek. e e aea . Mﬁyik1956 i

GENERAL ORDER CONCERNING CIVIL RIGHTS

Chicago Police. Department . SRR JER .y, « « o » April 1966

JTH ANNUAL POLICE-COMMUNITY RELATIONS INSTITUTE

‘:Irving Reichert R R R « + + January 1966

o

GETTING VIEWPOINTS or SUBORDINATES KEEPING PROMISES AND

; HANDLING SUGGESTIONS

S Malcolm Whale
. Law Enforcement Training Progrsm
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February 26, 1968 - o i
! 9:00 = 10:00 Registration
WORKSHOP e ; : , 10:00 ; "Opening Remarks"
: : o o - Professor Raymond Galvin
on ~ : ~ _ ; . : Project Director
the Police Chief's Executive o : : "Welcome"
‘ : , : : ’ ‘ : - Professor Ralph Turner
and : S Acting Director ‘
, ' | | ‘ | B o | School of Police Administration
Legislative Relationships ~ ’ : o and Public Safety ‘
"Kéynote"

Professor Herman Goldstein
School of Law
University of Wisconsin

12:00 St Tunch

1:30 - 2:30 ‘ "Problem Identification”
' Specialized Groups

-

2:30 - 3:00 Coffee Breek
- 3:00 ~ 4:00 : ) "Problem Identification"
. , (continued)
February 27, 1968
| | | | R . 9:00 - 10:30 | Discussion
- School of Police Administration P e S . ‘ - Integrated Group -
- and Public Safety o , a ‘ e , : o : , R v
Michigan State University | | | . : o | :
Ll ﬁ : : 10:30 - 11:00 - © - Coffee Break
' February 26, 27, 28, 1968 o * TR ;
E - o | , - , , 1 11:00 - 12:00 , ' Discussionﬁ
{Vj?'? AR TR : o 7 ; S | . L | : 12:00 = 1:30 o | o Lunc'h"‘ L

P




1:30 - 2:30

2:30 - 3:00

3:00 - 4:00

8:00

February 28, 1968

9:00 - 10:30

10:30 - 11:00

12:00

e f
[

Discussion
~Integrated Group

Coffee Break'

Discuséioh
(continued)

Optional Clinies

"Police and Community Relations"
Professor Louis Radelet
Chairman ;

School of Police Adiministration
and Public Safety

"Current Developments
in Police Administration”
Professor Gordon Misner
Chairman o
University of California

Discussion - Summary
Specialized Groups

Coffee Break

‘ Iunch

"Closing Remarks"
Graham Watt
City Manager
Dayton, Ohio

s




Workshop on the Police Chief's Exccutive

and Legislative Relationships

Donald Hutchinson
Chief of Police
013 Fifth Street
Aurora, Illinois

Albert D, McCoy
Mayor

30 South Westlawn Avenue

Aurora, Illinois

Kenneth B. Chamberloin
Chief of Police
8000 Long Avenue
Skokie, Illinois 60076

Gordon E. Thorn

City Manager

5224 Monroe . ‘
Skokie, Illinois 60076

William J, Elliott
City Commissioner

7425 Lamon Avcnue
Skokie, Illincisz 60076

Doyle T. Wrisht
Chief of Police
2320 West 12th Street
Anderson, Indiana

Harlan D, Vaughn
Assistant Chief
.Rc Ru ‘5?2

Box 2

Anderson, Indiana

James,O'Keefe
Chief of Police

3902 h2nd Street
Sioux City, Iowa

Buford Watson Jr,.
City Manager

2843 Valley Drive
bﬁoux City, Iowa

!

February 26-28, 1963

Robert S, Wright
Chief of Police
1615 Patton Avenue
Waterloo, Iowa

Lloyd L., Turner
Mayor

2546 West 9th Strect
Waterloo, Iowa

Trueman Miller
Councilman i
456 Progress Avenue
Waterloo, Iowa

Walter Krasny
Chief of Police
1230 Woodlawn .
Ann Arbor, Michigan

Wendell E. Hulcher
Mayor

City Hall

Ann Arbor, Michigan

Leo E, Cardinal
Chief of Police
400 South Arbor
Bay City, Michigan 48706

Casimer F, Jablonski
City Manager

907 South MeLellan

Bay City, Michigan L8706

Max Murningham
Mayor

City Hall
Lansing, Hichigan

Louis Adado

Councilian
Lansing City Hall
Lansing, ifichigan

Jaties Jordan
Chief of Police
16455 Surrey Drive
Livonia, Michigan

Milton C, Vogel

Chief of Police

1510 Loveland Drive
Florissant, lMissouri 63031

James J. Eagan

Mayor

1620 Jodphur

Fiorissant, Missouri 63033

Col., Jomes P, Damos

Chief of Police

512 Purdue

University City, Missouri 63130

Charles T, Henyy

City Manager

711k Kingsbury Boulevard
University City, Missouri 53130

Edwin R. Anderson
Chief of Police
815 11th Avenue
TFargo, North Dakota

Herschel Lashkouztz
Mayor .
501 Scventh Stref?F~South

‘Fargo, North Dakifte

Kenneth R. Johnson
Police Camissioner
1629 Tenth Street, Houth
Farso, North Dakota

Frank J, Burnosky

Chicf of Police ;

1207 Colonial Boulevard, N, I,
Canton, Ohio

Harry S. Miller
Safety Director -

1134 Colonlal Boulevard, N, E.
 Canton, Ohio ' uu71u —

John R, smmcl{\

Chief of Police\ ;
2400 Alvarado Dr;ive
Kettering, Ohio l&ﬁ»«ﬂ(

Robert J, Haverstick
Mayor
2501 Adirondack Trall

Kettering, Ohio 45409

Charles F, Horn

Vice Mayoyr

617 Enid Avenue
Kettering, Ohio k5409

Ervin L. Uelch

Ctiy Monager

112 West Dorothy lLane
Ketterinz, Ohio U5hk29

I, Y. Hollowell
Chief of Police

648 Dorchester Drive
Springfield, Ohio

Denver Briem

City Comnissioner

511 Knickerbocker Avenue
Springfield, Ohio L5506

Margret E, Medders
Assistant City Manager
2362 North Limestone
Springfield, Ohio

Tarl O, Wolff

Chief of Police

837 Cambridge Court
Appleton, Wisconsin 54911

John F. Ayers

President

Conmon Council

824 East Hancock Street
Appleton, Wisconsin 54911

Howard Bjorklund
Chief of Police

192k West Grand Avenue
Beloit, Wisconsin

Robert W, Quinlan

City Manager

Tovm Hall & Colles Road
Beloit, Wisconsin

Gerald R, Goodwin
City Councilman
1211 Bushnell Street

Beloit, Wisconsin gf *x1 Ma
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Wilbur H, Emexry

Chief of Police

225 South Midvale Boulevard
Madisoh, Wisconsin = $3705

Otto Fesbge

Mayor

4310 Heirick Lane |
Medison, Wisconsin 53711

LeRoy C. Jenkins
Chief of Police

1515 Deane Boulevard
Racine, Wisconsin

illiam Beyer
Mayor

902 Peryy Avenue
Racine, Wisconsin

&

R o

Remarks by ==

Graham W, Vatt, City Manager
City of Doyton, Ohio

Prepared for =~

Seminar at Michigan State University
School of Police Administration and Public SafetJ
February 28, 1908

There are a lot of people who think the police aren't doing a very good job these
days. Crime rates are skyrocketing, Riots tearlat the hearts of our cities,
Negroes scream "honkie" at white "racist" cops and allege police brutality. The

President®s Coamission on Civil Disorders charges that police have used excessive

force in dealing with racial violence,

When the sergeant in "The Piratés of Penzance" first sang his lament:

"When constabulary duty's to be done,

The policeman’s lot is not a happy one," ~-

little could he conceive how much worse the situation would have become 70‘years.

‘ later. And if you didn't think so, you wouldn't be here, Your presence is ample

evidence of your concern, o
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The typical police chief today is suffering a serious trauma, He feels rejected

by the society he is sworn to serve., When he_seeks approbation, he gets criticism,

The courts, ciﬁizens,,civic'officials, and evén Presidential Commissions say that

your greatest efforts,aré not enough; you must doistill more, much more,

Law enforcqpeht has become entangled with social programs: anti-poverty, civil

S,

3
i

rights, youth opportunity, end similar activities which place ever more demands
uponvyouf limited manpowver and strained budgets° "iIf oniy people would leave us

alone," you say, "we could get back to law enforcement and be good policemen,”

This is a period Of'greatfuncertainty as to the'bestfrelationéhip bétween the

police and %hekcommunity;'bétween the police and the city govermment; between the

police and o host of new agencies working to improve the condition of our citizens,

i

_prevent ¢rime, and raise moral standardse

It is our nature to seek absolutes, but there are no absolutes to aid us in this
’ ‘ | B : ' A\:’l | ‘ ' ‘ iy k v ‘ | N
,dilemma.. Théfe’is,n9 bbvicus right, Theréfare.no’definite,guidelines to follow,.

- . Y
¥
%

‘There is only complesxity, ‘confusion, and continued challenge, -

& . . S

S

"I suggest. that never again will a police chief enjoy the lugury of being "left

alone” to do his job as he thinks it should be done, - (The police chief is not

unique in this respect, however; the same condition confronts virtually every

‘public‘service enterprise, as well as doctors, automobile manufacturers, funeral

directors, drug chemists, airline presidents and just about every other field of

endeavor, )

Several times recently I've had the opportunity to meet with poliée chief's and
top law enforcement experts. A common thread which runs through all these dise
cussions is the question of a proper relationship betuveen the police chief and the

city goVérnment‘of vhich his department is a vital part.

Let's begin by looking at some basies, then we'll particularize to the policeuseth'~’
'viee and.to”the unique circumstances of today vhich so greatly influence our

activities,

A police chief serves four masters: the legislature, the Judiciary,‘the4instru—

ments of populaxr preséure -~ political, social, editdrial,‘and his administrative

| ‘ .

superior.. BE

Sy




,k_q-
As‘administrativekofficials, we share ﬁhe traditional responsibility of realizing
leglslative intent, ’Painful as it sometimes ié, it is the duty of an administrator
to subordinate his plans tp the wishes of the legislative branch of governmen#; As
wooden and illw-willed as some represenﬁatives are, they belong to that branchkof

government vhich is supreme --- and must be supreme ~--- in a democracy.

O, W, Wilson speaks with usual clarity when he tells us that the elected representa-
tives of the community esteblish policy by the enactment of ordinances designed to
regulate the general public. 'The police are charsed with the enforcement of these

lavs,

Wilson also speaks strongly about limitations imposed upon the police‘chief's autho-

rity to use his resources in the way he believes most effective. These limitations,

when imposed by legislatures, should be carefullykdistinguished‘from brdinanges
designed to regulate the géneral public, Wilson says that meny commuhities "un-

wisely" reStrict.the‘authority of’the chief to manage his_force‘in the manner he

\
N

il

considers most effective. I agree, Police must be given fiexibility to adapt

.

law‘enforcementVpractices to changing conditionst‘

)

'<§5_
The TaSﬁ F6rée on the Police, of the President's Commission on Law Enforcement,
obsér&eg éhaﬁ "there has bééﬂ a con@inuing effort to cémpromise;thé need for popu-
lar control (of the police) with the need for a degfee of‘6pgratingkindependence
in order té avoid the undesirable practices that have generally resulted from
direct political control (law enforcemegt, politically‘dictated appointment§ and
assignment of personnel, immunity eiéhanged for political favors, use of police to

assist in winning elections),"”

The Task Force repbrt recoumends that local legislatures participate in the creation

of an institutional framework to encourage the development and implementation of

'law enforcement policies which are effective yet consistent with democratic values,

One way to accomplish this is through legislative action which delegates an explicit'

policy-making vesponsibility to poliece in areas not preempted by legislative or

 judicial action, The legislature should presecribe standards or criteria to guide

Iy

police policy-making and judicial review should be provided by appropriate means,

Other local officials should be involved‘by participating in the police policy=-
making process, the Task Force RepdrtksuggeSts, The significant word here is
"participate" for "mayors and city cbuncils.areknominally pOSSeSSed ofythe‘ultimate

responSibility for police WOfk, but it is difficult for them to exercise their.




ﬁpwers to influence police policy when that policy is informal andwinexplicit."
The Commission suggests that there is no better way to end the police isolation
from the community, which inhibits both law enforcement and service to the commue
nity, than by the police téking the reéponsibiliﬁy for formulating policy and dis-
cuSsing it openly, visibly with legislative andvexecutive officials aﬁd with the

community itself,

In the final analysis, of course, govermmental control ovérkpolice departments
. must be exercised by tope-level executives =-- mayors or city mahagers -== through
tqp-level police officials, Departmental integrity is lost when this control is

exercised by neighborhood politicians through precinct officials.

Let's look then at the relationship between the chief and the administrative head

of the city government, whether he is mayor or city manager,

In Aristotle'siNicomacheaanthics; we are cautioned to avoidkextremes. A boat
;‘cah be too long, and a boatkéén be tob short, A man can be too'tiﬁid, and a<man
‘ can bé‘reéklegs and foolhardy. In contrélling hisksubofdinatés, éh‘exécutive‘can;
»éasily‘beccme ébb(stricﬁ and overbéafing, orkhekcan justkas eaéiiy beéome wishy«

-washy~and,alloukhis‘organization to,becamekspbngy'or to split apart,

‘his mayor or menager informed,.

e
Generally speéking,.the higher the executive position, the ﬁore subtle and indireét
the control-over’immediate subordinates, George Washington had the éuthority to
shoot a wavefingkéoldier at Valley Forgé, but he also saw thé advantége of sharing
his blanket with a hélfefrozen sentry.' An administrative organization may be
designed.to éllow the top‘gxecutive to impose his will upon‘gnyone, ﬁut thevgood
executive knous that the‘best hay to éoordinaﬁe the pefformance of his subordi-

nates vwith his objectives is to cause them to want to do what he wants them to do,

Every police chief should have a clear understanding with his administrative superior
as to (1) matters which vequire pre-action ccnsultation and approval; (2) acticn
that the chief can take without prior clearance but on which a report is desired;

and (3) other matters on vhich no report is desired,

The chief should know or find out how,fully his superior wants to be informed.,
Usuvally, a mayor or mahager wants to be informed vwhen a decision is to be reached
which effects his ovm activities and principal responsibilities., Hejwants to be

infoxmned on all matters on which he may be questioned,by‘his superiors or consti=

:tuents. :Generally,,mayors and manegers do not vant to be consulted about solutions

‘>tb*internélkprobléms within the chiefis department, Some superiors‘liké7memoranda,

others7pféfer oral‘reports. ~But whatevér the means, the policé~0hief should,keep~

b
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I£~there are chiefs;here‘who are unsure of the limits of their aﬁthofity or who do
not have a clear understanding of the reporting and clearance requirements of your

.mayor;Or manager, then this should be yonr’firstvorder of business when you return

"hqme; In my opinion, there can be no more important bésic understanding between a -

"department head and the city®s administrative head., And, the process of reaching
these understendings and agreements will be profitable, rewarding, and helpfu1 in

bridging the gaps which.maykexist in your present relationships,

At the same time, the city executive mu#t also realize that-the.police chief is a
"resident exper " in the law enforcement field and that the police departmenti
représents an "intérest group" which cught to be cogsulted vhen mgkiﬁg decisions
’kinﬁolving lav enforcement,and crimina1 jﬁétice. As the Task Forcé on foliée Obw=.
served: "Decisions ieiating to the enfdrcement funétibn have tiaditionally been
madeifor‘the police’gy others, The police have typicél1y’nbt been consu;ted when
changes were~contgmplated in'tbe gubstantivé'or pxocedural~ériminal lavw, despite
thé f&Ct”thét'they cle%?ly havekﬁore exﬁerience iﬁdealing With‘sbmé of‘the basic

' issues than anyone else,"

Csania Wy

0=
But achiévement of an important role in policy-meking by poliée will require
substantial alteration in the treditional attitude of police leadership towafd
its o function. Police éhiefs will have io aécept the importancé of ﬁhis role
and indicate a willingness to have police poliéies the subject of community inter=

est, discussion and debate,

There is still more to the relatibnship between the police chief and his mayor
or manager. Understanding the paremeters of his authority is essential, Parti-

cipation in policy-making is desireble. Support for the police is a thrid’aspect.

My discussions with police officials give evidence of strong feelings by chiefs
that they frequently lack the visible support of the mayor, council oerity

managers

This ié particularly évident in plahningkresponée to7civi} disqrder,, Here there 
should be Support for the police departinent and its chief; that support should be
prior ﬁo the emergency, it should be~visible and known to the public, not merely |

‘understocdjbetween;the chief and his administrative sqperiog.
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In nmatters which ére of increésing concern to pblice officials,'chiefs want élear,
definitekstatements of poliéy by the mayor or city copncil,‘or by the city managsr,
if that is the’apprcpriate procedure in some cities, There should be clear under=
standing of the extent of‘the police devartment’s responsibilities and assurances
that there is ample authority to cérry out those responsibilities, This means thatk
the major and council and the éity menagzer must be sensitive to needs which ére
unique to police responsibilities: equipment, training resources, intelligence,

and the like,

The police chief has a couatef responsibility: the résponsibility to exercisz the
suthority which he seeks. ﬁilson sAys that the mqst common weakness in police
service stems from failure on the'part of the chief of police to exercise the autho-
rity which he has, ihis failure sometimes results from lack’of’courage or lack of
appreciation ofvthe need for action,k Sometimes it comes fron the ignorance of" the
meﬁh?ds to use, ﬁhether the subject is personnelymanageMent, use of’expénditure.
authorityé Qr some. other aspect of adminisfxation, the chief vho fails to exercise

‘%fhis authority in timé’of need should expecﬁfto lose either his authority or his ‘,5‘

position,

D NSl
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Nearly g year ago, I ﬁas facéd with the task of selecting = new chief of pclice
for the city to Which I had only ?ecéntly cOmé myselfi ﬁéfore consiﬂering indiﬁ
vidual éhnﬁidates, I bvegan to put toge%her a comunity profile of ‘the nevw chief ==
an invenﬁbry‘of the expectations.about the chief and his role, To-do this, I
talked with a cross section of the city's citizens. I. interviewed industrial and
retail 5usiness leaders, bank presidents,- newspaper editors, Chamber of Comuerce
officigls, ministers,. Negroes ~=.both militant and non-militant -- professional .

people, men and women,

I also talked with local police-officials and national leaders in the field of
lav enforcement, When I was finished,‘I~catégorized the commenxs_and'desc?iptions
which they had used in telling me vhat characteristics they thought were vital for

the nev chlef,

By far, the most important feature vas admihistrative ability, Administrative

“aspects of the chief's jcb wers mentioned more frequently and with greater emphasis

than any others, Some of-the comments, almost verbatim, are interesting:

== The chief ina largé city is a business managér, he can surround himself

B
b

;with competence in police work,ﬁ

<= The chief's job is 80i &ﬁministration and 207 law enforcement,




. ~13w
2lle

. . ' ’ v . ' L The need for innovation in police work was reflected in such comments as:
. ©'0 == He should be a strong administrator) but he needs a good law enforcement \ ‘ :

. ' : i ' ~ == Chief should have a broad view of the changes taking place in the world
background to be acecepted by members of the department, ; 7 ‘ ' ;

_ . today. He should be willing to change‘to meet changed circumstances,
Aze was mentioned with surprising frequency -- most respondents referred to an age=- : :

. ~= He should have the ability to "swing" with new federal programs. The
maturlty balance, The general standard was a man between k0 and 50 years of age. _

imaginative departments will get the money.

Many of those whom I interviewed felt that the chief should have a bachelor's -- He must enticipate and guide change, be venturesome. He ghould have the

degree or its equivalent =- with a major in police administration or a closely ability to grow with a job which is growing in complexity.

related fleld of specialization, ' | u Others mentioned departmental training, the development of greatey professional

competence within the department, leadership -- especially in helping his men 'to

. The representative function of the chief was recognized by most who stressed the - : . derstand. and g to B b1 '
, understand and respond to Negro problems,

need for a person articulate in written and spoken communication,

== One Said, social and community relatlons work is becoming more important. .; The completed profile characterized the community's expectations both for the new
Law enforcement must be integrated into the community --- not apart from chief and for the program he was to head. Only when this profile was completed did
1t. . (' we prepare & position description and»'kbegin to recruit a.pplit:an%s. The man who was

-= Another said, the chief has more dealings with others in local govérnment ultimg,tely ksele‘cted from within the dep&rtment neasures ;l? verb""""f gL,to the profile.

and with community leaders. Articulate. Needs to communicate with uni-

’ ‘ : ; The first paragraijh of our position description, even couched in the lin‘go of the
versity people, scientists, computer people; with judges, prosecutors, and e ‘

, bersqnnel administrator, is meaningful to our discuséioﬁ here, for 1 ﬂ:’ff’;atesbthe
the power structure. He must be able to meet with corporate executives and . 5 ; o

' range of respdnsibi;ity and authority génerally in the manner of the previous com-

; explain why he cemnot or can handle a labor or racial problem.

ments. It reads:

s
i
-,
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"Under the direction of the city manager, the director of pelice is the

chief executive officer in chgrge of the Dayton Police Department, He is

g

responsible for the continued devélgpmggg end the administration of a. com-
prehensive law enforcement and crime prevention program for the city of
Dayton and for the management of all departmental facilities and equipment.

He administers policles established by the City Commigsion and City Manager;

he recommends to the City Manager changes in policies (laws and regulations),
new policies and elimination of policies no longer appropriate, The
Director of Police is responsible for the meintenance of a high level of

law enforcement'effectiveness throughout the community.,"

This is about as clear a statement of police involvement in policy determination

and sdministrative freedom as I have seen anywhere,

When he was appointed, Dayton's new chief requested assistance in helping him and

’his'department to meet the new challengés and demands of today and tomorrow, One

of his proposale is for the employment of a variety of expert advisors on a short
term basis t6 work in close cooperation with top departmental operations and staff

officers =-=- to identify together areas susceptible to improvement, to develop

- together the needed improvements, and to see the changes made by Dayton police

v i e i e =

f
§

~15-
officers who‘have been provided the assistance, the assurance, and the competence
of a recognized expert in the particular field of specializaﬁionq We don't want
"just enother survey" of police operating methods and procedﬁres, and a report of
what ought to be done, Wheﬁ this project is completed in about a year, any report

issued will state "this is what we accomplished.”

No police organization can remain sﬁétic, and we want to increase the capability
within our department to evaluate and assess community law enforcement needs and to

develop and implement new and improved methods of policing to cope with these needs,

In the police service, where cyiefs traditionally rise through the ranks, it is dif-
ficult to introduce rew and novel ideas and techniques into the’organization; outi=
side influences find it difficult to penetrate to counter the status quo, The
"system" thwarts introduction of modern techniques and experimentation with innova-

ting approaches. By placing carefully selected experts as "counterparts" to top

- department officers for brief periods of time, we believe we can counter these

traditional trends and mske significant, meaningful improvemEnts, sparked by our

own police officials who will call upon their staff experts for advite;kSuggestions,

" reliability, and support.
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:tried in a single city.

kaili”inclﬁde:

Another;responsg to the new chailenges;wﬁich_we‘féce'is the prgparatidn by the
‘Ciﬁ& of Déyton‘and Michigén,State Univeféify's School‘of’Pélice‘Administr&tion,
Jointly, of a new,'unﬁried, compfahensivé @olice-community relations program. This
ﬁerm "pdlicewcqmmunity relations" has been brought forth to cover a‘humber of
specialized new‘activities reflecting the concefh of law enforcement orf{cials

about their imsge and the growing public concern regarding the effectiveness of

'poliée services, These new programs genérally propose to (1) improve the police "

imege, and (2) involve the community in crime prevention activities,

L

For our program, we went to the President's Commission on Law Enforcement's Task 4; _ Q

Force Report on "The Police" and to the MSU "National Survey on Police and Commu-

P .

nity Relations," These reports proposed. & number of suggestions for improving the
police~community relationship; many of these proposals are still unteStéd. Some . -

elemehts are in use by some police agencies, but the total package has never been -

Oﬁr proposalbis to implemént fhe total program and, using careful research metﬁodsgf

to evaluate the effects of.each element, The eSSéﬁtialfelements of the;program,‘




1o Formation of ah‘Advisory Council on Police-Coﬁmunity Relations to advise

2,

- 3

b

5e

.
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the chief apg his top commanders of areas of community tension and to-

provide assistance in the formulation of special community-relations

programs,

S 5

Appointment of a Coordinator of Police-Community Relations who will head

i

i

the Community Relations Unit in the office of the Chief of Police,

Introduction of new policescommunity relaﬁions programs involving every

police officer and largé groups of citizens,

Review and assessment of current treining programs and the development of %

new training programs aimed at providing the police officer with needed
skills to deal with sensitive social problems,

Appointment of a Citizens' Appeals Officer in the office of‘the City Mana-

ger télreviewﬂcitizen appeals from decisions of any agéncy of géVernment
and to advise the}City Manageryas to recommended action§
Experiﬁgntatién; with new‘policé fieidfprbcedureé g%éé& atvieducing the
“tension existiné between some eity.reSidents'and'thexpolicé department.
Review‘and 5ssessment'of,evg;& pr§¢éSS‘involved in the‘implémgnfqtionﬁéf,f
.these'Pngrams’dﬁa the uﬁiiization‘ofthig data in restrﬁctﬁringﬂsom§ 

N

,parts of the programs aS1neé¢séary. 7
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The*ppoject'iﬁvolves;placing’administrative;analysis -~ young men specially qualified
in seleéted fields -== into the government as "assistants to" administrators who
have managemen% responsibility for these areas., The administraﬁive analysts will

provide,irofessional staff assistance snd serve as impartial agents of evaluation

and change. They will be advisors only, the final responsibility for decision-

making will be left to the administrator.

Those to whom assistants will be asgsigned include the Chief of Police, the Superin=-

tendent of Policé Operations, the Commander of Police Training and Personnel, the

"Coofdinator of Police-Community Relations, and the Qitizens' Appeals Officer.

.When the prdjéct ié campleﬁed in abgut threévyears, we expect in Dayton to have
developed a model police—commuhity relations program; a program aimed at the identi-~ .
fication of tension areas in the community %nd the design of prbgrams to reduce
this tensioﬁ;_to-havé developed a new emphasis on the concepﬁxof gocial»reéponsibi-
ity as a legitiéﬁtéAactivity of the»§olice se;viée; and fb have established a
moiel comri:ipt proceduré’no£'only wi£hin ##e.poliCekdepartmgnt but.throughout the
entife;éitykgovernhent so that thé»Péwerless members of the ccmmuniti will‘féel

that £héy have‘somé easily accesSible place to seek satisfaction if they feel a
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wrong has been déne. Those programs and activities which are found successful will

be reported in detail‘as guidelines for action in other cities, .

In the final analysis, it is the police chief who is responsible for the prévention
of crime and the repression of criminal,activity,vfgr the protection of lifg and
@roperty, for the preServation of peacé,kand for~public compliance With countless
laws., The community provides him with mep and equipment to assist in the @ttain—
‘mentbof these objectives, All our efforts must contribute tovreaching these or

comparable goals designed to make our cities £it places for men to live, Our 4

methods change and must change, our objectives remain essentially the séme. To

begin, we must recognize our cities and those who live in them as they really are,
not as we would like them to be, To be honest with others, we must firSt be

honest with ourselves, To be faithful to others, we must first be faithful to

ourselves. To move others, we must first move ourselves, To challenge others,

we must first be challenged,

LR
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