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SYNOPSIS OF CONCLUSIONS

L1

The Staff Report was written in June, 1974, after the proposed
City-County Charter was rejected. The failure of the governments
to consolidate is taken into account in the recommendations. The

“major conclusions concerning methods of improving police services
in Multnomah County are:

%DPOLICE LINE FUNCTIONSl SHOULD BE REORGANIZED

to allow service delivery to be more responsive to indivi-
dual and community needs.

to allow citizen participation.

to allow closer cooperation between the police and other
social service agencies.

to reduce the number of personnel in management, supervisory,
specialized enforcement, and overhead positions.

to reduce the number of organizational hierarchy levels.

to increase the number of service delivery personnel.

B> POLICE ADMINISTRATIVE ACTIVITIESZ SHOULD BE MERGED WITH THOSE
OF THE PARENT GOVERNMENTS

" to allow police activitiles to reflect the policies and
priorities of government.
to allow qualified civilians to perform Administrative
‘Activities.

EWAA PUBLIC SAFETY SUPPORT AGENCY SHOULD BE ESTABLISHED
to provmde Support Activities3 to a variety of governmental
agen01es.
to achieve significant cost savings.
to allow qualified nonsworn persomnnel to hold support jObS-
to provide coordination among interrelated Support Activities.

QVA,COUNTYWIDE POLICE PERSONNEL SYSTEM SHOULD BE IMPLEMENTED
to permlt increased career paths within and ameng police
agencies. '
to allow the police agencies to function more compatibly
with agency goals and employee characteristics.
to facilitate complete police consolidation.

Although all of the above suggestions can and should Le
implemented even without complete police consolidation, com-

plete consolldatlon of police wili maximize improvement and
cost savings.

lpatrol, Detectives, Juvenile, Traffic, Vice, Narcotics,
Crime Prevention, Intelligence.

2Plann1ng, Personnel, Training, Insoections, Internal Affairs,
Financial Administration, Public Inlorma ion, Legal Services.

3communications, Records, Data Procewsing, Crime Lab, Evidence
and Property Control, Detention, Identification and Photography.

ix
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Chapter

INTRODUCTION

In 1968, the Oregon State Legislature referred a ballot
measure to the voters which amended the State Constitution
to allow consolidation of city-county governments in counties
having over 300,000 residents.l The measure passed statewide
by a margin of four to three. In 1971, the State Legislature
enacted enabling legislation which prov1ded that consolida-
tion of Portland and Multnomah County would require the affir-
mative vote of voters in both Portland and Multnomah County.
The voters in each of the five smaller cities in the county

could decide if they wished to have their towns join in con-
solidation.

This act also provided for the appointment of an
eleven-member City~County Charter Commission to draft a
charter. The commission began its work in November, 1971.
In November, 1973, the commission submitted its proposed
charter for a decision of the voters on May 28, 1974.

Local governmental officials took the opportunity to
begin planning for the consolidation of local police opera-
tions. Many people expressed the belief that even if the
governments themselves were not consolidated, merging police
functions would eliminate duplication, promote efflclency,
and reduce costs. Since the Law Enforcement Assistance
Administration was providing financial assistance to improve
local police agencies, city and county officials instructed

criminal justice planners to prepare a grant application.
“This application was subsequently approved providing funds

for the Police Consolidation Pro;ect to run from March, 1972
into 1975.

SN

A project director was hired in July, 1973. He imme-
diately began organizing the Police Consolidation Project

lMultnomah‘Countybg‘containing Portland, is the only
county meeting this requirement. :
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to facilitate employee and citizen participation in developing
plans for improving police operations through consolidation.

In May, 1974, the voters of Multnomah County rejected
the proposed City-County Charter., While this decision by the
voters may have made the task of the Police Consolidation Pro-
ject more complex, it in no way precluded the possibility of
improving police services in Multnomah County.

police Consolidation Rlanning Organization

The goal of the Police Consolidation Project was not
merely to merge existing police agencies, but rather to develop
an entirely new police design which would ke more responsive
to community needs, cognizant of citizen rights, considerate
of employee needs, and efficient and effective, yet flexible
enough to adapt to changing priorities to meet the long-term
police service requirements of Multnomah County.l Specific
objectives of the project were to (1) organize a participatory
planning model, (2) conduct an organizational resource inven-
tory of all police agencies in Multnomah County, (3) conduct
an inventory of police clientele, (4) define the legal param-—
eters of police operations, (5) design a police personnel and
operations system, (6) initiate merger of selected police
supporting services, and (7) initiate implementation of a
consolidated police agency.2 On a broader scale, it is anti-
cipated that the project will produce information about the
value of participatory approaches to police consolidation
planning. Given the high failure rate of other methods of

planning such projects, this information should be useful in
future efforts.

The Police Consolidation Project organization plan is
reflected in Chart 1. This design was established to pro-
vide a.coordinating mechanism for the various study efforts
related to police consolidation. The responsibility for
project management to achieve project objectives lies with
the project staff. This staff consists of a project director,
community specialist, police system gpecialist, Portland
police officer, Multnomah County Division of Public Safety
deputy, and secretary. It works directly with the Mayor of
the City of Portland, a Multnomah County Commissioner, con-
sultants, committees, and citizens. '

A major responsibility for providing police enployees
with opportunities for suggesting methods of improving local

lpolice Consolidation Project, "City-County Police Con-
solidation," FY 1973-74 Continuation Grant Application.

27bid.
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police operatiohs was placed on a group cons;stlngtgf ggiige
officials, officers, and citizens. This group -~ £ e goal '
Organization, and Coordinating (GOC) Commlt?ei - eis be
functioning since the outset of t@e project; owez lé N la
October, 1973, it sought and rece}ved frqm_ngor O'tS nidt
and Commissioner Clark the following definition of its p

and authority to coordinate project participation:

i i ibili-
In order for it to carry out its responsibil.
ties, we agree to support the GOC Committee's
exercise of the following authority:

1. To establish the areas of concen@ration,
objectives, schedules, and deadlines for
planning conmittees.

2. To suggest the names of police employees
who should be appointed to thg various
planning committees to the chief of police
and the sheriff for formal appointment to
the appropriate committees.

3, Tc recommend to the Policy Group_areas,
objectives and personnel for gc#mgn.task
forces that will have respog51bll%t1es for
tphysically merging" specific po;lce ser-
vices for the group's consideration and for
decisions before formally proceeding to
combine such operations.

4. To coordinate the work of planning com-
mittees and action task forces to ensure
that they are not duplicating other efforts
and that they are making adequate progress.

5. To provide liaison between all po}ice.mer-
ger and consolidation efforts,kwhlch in-
ciudes (a) assigning a GOC Committee member
as liaison between the committee and groups
involved in consolidations or mergers, (b)
instructing supervisors of such ef;orts to .
provide information related to their e?forts,
and (c) recommending to project SUpervisors
ways of eliminating duplications and im-
proving the interface of merger and‘consoll—
dation efforts.

leMemorandum of Understanding Congerning Goals, Organ-
ization and Coordinating Committee{“ signed November 8,
1973 and November 11, 1973 respectively.

v

6. To have copies of all reports, directives,
newsletters, minutes of meetings, and
other written documents from the Crime Lab
Committee, Communications Project, CRISS,
Space Allocation Committee, and other such
projects that affect police consolidation
forwarded to the GOC Committee through the
Police Consolidation Project staff.

The GOC Committee has the responsibility of
making periodic progress reports, presenting
plans, and recommending courses of action and
alternatives to the Policy Group for their re-
view and reactions. In carrying out these
functional responsibilities, the GOC Commuit—

tee is exempt from the traditional chain of
command requirements.

Based on this definition of its authority the GOC Com-
mittee proceeded to define the objectives for subprojects
and establish rules for their operation. In November, work
assignments were made for the three major committees (Inte-
grated Services, Joint Operations, and Personnel Policies).
These committees organized a total of twenty-one subcom-

mittees made up of employees of the various police agencies
and local citizens. :

The GOC Committee established tentative deadlines for
the final reports of the subcommittees. The results of
subcommittee efforts have been compiled and published (May,
1974) by the Police Consolidation Project staff in a volume
entitled Reports of the Subcommittees. These subcommittee
reports provide a most valuable resource for staff reports
and future management efforts.

Consultants were utilized by the staff to perform work
in areas which were too technical, too complex, or beyond
the capacity of the project staff and the people who served
on committees. In determining for which areas to retain
consultants, consideration was given to such factors as
time constraints, type of expertise required to perform an
activity, sensitivity of the issue involved, and the im-
portance of the work or information to the overall project.
Consultants were hired in the following areas:

L. Pension Study -- Talbert and Associatesl

lTalbert and Associates were hired prior'to the project's
being staffed. ‘
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2. Organizational Resource Inventory -- Koepsell~
Girdrd and Associates

3. Police Clientele Inventory -- Yaden/Associates

EN

4. Career System -- Social Development Coxrporation

5. Legal Parameters of Police Operations -- Laura
Vandergaw

The Police Consolidation Project staff has either pub-
lished or is in the process of publishing the completed re-
ports of each of these groups. A variety of consultants was
also retained for short periods of time to provide advice to
the staff and other project participants. Certain of these
people were paid through Law Enforcement Assistance Adminis-
tration Technical Assistance funds.

In addition to the activities performed by the preceding
groups and individuals, the staff conducted supplementary re-
search to facilitate the development of sound and comprehen-—
sive overall consolidation plans. The major staff efforts
were centered on the organizational environment, organizational
goals and designs, training, personnel allocation and utiliza-
tion, management and personnel practices, selected staff ser-
vices, resource utilization, and policies and procedures,

The preceding efforts have resulted in the accumulation of
comprehensive data related to policing in Portland and
Multnomah County.

The information gathered by the Police Consolidation
Project ranges from clientele opinions about the guantity
and quality of policing, through the nature of police organ-
izations and operations, to employee and citizen suggestions
for improving police.

Staff Reports

This report is the first and broadest in a series of
reports in which the Police Consolidation Project staff will
address the improvement of local police. This report has
been prepared to assist local policy officials in selecting
general courses to purgue in improving police operations over
the next few years. The recommendations in this report ad-
dress issues which should be decided by policy gfficials be-
fore further specific recommendations are considered. Once
these major issues have been resolved, the specifics of the
remaining detailed staff reporis will be written to corre-
spond with the policy directions.:

e - S i A

Introduction

Over the next few months th
L > few ' e staff
this general report with specific, detailed reports. Thesge

reports are subject to the approv 1 : LLS.
reflected in Chapter VIIT of this domummor. cY Officials as

plans to supplement

Organization of thisg Report

We have organized thig report to flow from general to

specific areas. Barly in
environment, later wi{h or;giirepgrt ond oo WA Lh overgﬁl t
apter

‘“n i

;atggz ggggg{;d ép Chapter IV the staff proposeg three alter-
D Eive conso ;ta ion plans. Detailed explanations of organi-
T ohantas Vuc szi related to thesge alternatives are given
11 . mmary of all recommendations is i

in Chapter VI. and Chapter VII presents a plan whiggnzﬁéned

staff believes to be th g1
oUE CUrFeRL eogioins. e most logical for proceeding from
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; ENVIRONMENT

Many experts on organizational design agree there is no
such thing as a universally applicable police organizational
structure.l Theoretically, police organizational structures
should be oriented toward their own specific goals. Since
the goals of governmental agencies are established through

; a process of conflict, negotiation, and compromise in the
. ; political arena? as interpreted by a multitude of affected

: people,3 police agencies generally should not have precisely
the same goals. The problem of an appropriate police struc-
ture is complicated by the philosophical constraints of such
notions as due process of law and the constitutional con-
clusion that some methods should not be used by police even
though those methods might result in the most efficient
achievement of a desirable goal.4 In addition, police agency
designs reflect public and employee attitudes because in the
final analysis, an American police organization depends on

: lgee Jim Munro, Administrative Behavior and Police Ox~
3 ganization (Cincinnati: Anderson Company, 1974) and Paul

E Whisenand and Fred Ferguson, The Managing of Police Organ-—
; izations (Englewood Cliffs: Prentice-Hall, Inc., 1973).

+

2paul Appleby, "Public Administration and Democracy,”
% Public Administration and Democracy (Syracuse: Syracuse
i University Press, 1965).

3Gordon Tullock, Politics of Bureaucracy (Washingtén:
Public Affairs Press, 1965). ,

4National Advisory Commission on Criminal Justice

Standards and Goals, Police (Washington: Government Printing
Office, 1973).

R
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cooperation from its clients and employees.l Therefore, de-
‘signing a police organization requires a sound understanding
of the environment wherein the crganization will function.

In an effort to provide information about the local
milieu and assess the types of organizational designs most
appropriate for Portland and Multnomah County, the Police
Consolidation Project staff conducted a variety of studies
to determine the history, culture, and social environment of
the area. This chapter summarizes our findings related to

the environment.

Highlights of Liocal History

Multnomah County was created in 1854 from parts of two
adjoining counties. Located along the Oregon-Washington bor-
der, about seventy miles from the Paczific Ocean, Multnomah
County with an area of 423 &quare miles? is the smallest of
Oregon's thirty-six counties. It is, however, by far the
most populous, containing 554,668 (26.5 percent) of the
state's 2,091,533 inhabitants.3 ,

lgee Lester Cash and John French, Jr.,; "Overcoming Re-
sistance to Change," Human Relations, Vol. 1, no. 4 (1948);
Warren Bennis, "A New Role for Behavioral Sciences," Adminis-
trative Science Quarterly (September, 1963); David Bordua,
The Police: 8Six Sociological Essays (New York: John Wiley

and Sons, 1967); James Davis and James Gayel, "Authority~Flow

Theory and the Impact of Chester Barnard;" California Manage-
ment Review, .Vol. VIII, no. 1 {(Fall, 1970); Watson Goodwin,
"Resistance to Change," American Behaviorial Scientist,

Vol. XIV, no. 5 (May-June, 1971); David Rogers, The Manage-
ment of Big Cities (Beverly Hills: Sage Publications, 1971);
James Q. Wilson, “"The Police and Their Problems," Public
Policy XII (Harvard: Harvard University Press, 1963); and
Robert Igleburger, John Angell, and Gary Pence,. Changing
Urban Police (Washington: Government Printing Office, 1973).

. 2columbia Region Association of GGVernments, Economic
Indicators, An Annotated Statistical Abstract (Portland:
Columbia Region Association of: Governments, 1972), p. 1l2.

3u.8. Department of Commerce, 1970 Census of Population
and Housing, Census Tracts, PHC (1) - 165 {Washington, D.C.:
U.S. Government Printing Office, 1972).
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Environment

County Government

When first established, Mult ah C r he :
to 3090 residents with 700 éo loogog;htggggtgigig oply 2500
land. . Its strategic location at the confluence gflthort»
Columbia and Willamette Rivers and its accesgs to th e 1f3
Ocean helped thg area grow rapidly. The original IedI‘?aclflc
res;@ents were joined, successively, by French fur ﬁrlan
American Ffarmers and eventually craftsmen and manufac§§§:§§’2

As the population of the count: i
the number of tgwns and cities, Pogtggﬁg':ngnigiegd,t§o aia
dated the creation of Multnomah County by some thgeza,lon RRe
and grgdually the city expanded +o encompass several yegrs,
dent villages and.nearby population concentrations In the
early years of this century several areas in the fér t
part of the county, too distant to join Portland the;aslern
%ncorporated. Thus the independent cities of Grésham ?igves

routdale (1907), and Fairview (1908) were created: They04)’

were subsequently joined by 74 ;
park in 1967, ~ ° ¥ Wood Village in 1951 and Maywood

Increasing population and economic developm
[y . e - -
Szg:icgge oréglnally small need for provision gf ggvziigzit
inéfeasiﬂ in bover the years the county took upon itself an
wa. ca _tg y broad range of tasks. Free public medicalgca*
8§ rirst provided in 1862, and a county hospital was opengg

in 1923.3 "o manage this establj e d
Health was established of necgssiE;Tent, a DlVls;on of Public

In fact, the provision of many
. _ Vi ny such governm ; -
ggggsnbegan in a fortultoug,'hit~or~mi33 gashion?nt;éesgg t
' department“w§s established in 1914 +o administer f ,gn Y
raised by a bond issue for the construction of the nbis

ﬁggrgyvgirgzgigéicédszite program of veterans benefits after
; i1 € county to create an admind i
office to deal therewith ] it Scertain piave
F i « and the donation of certai Mcle
state lands to the county necessitated the establisigegieggn

lwork Ppros; ini ' |
Jects Administration, A Histor
r A Y of Portl
g;z%?na£Washlngton, D.C.: U.S. Government Printing Ofgggé ‘
SO Multnomah County Board of 'Commissioners, Your ’

Multnomah County Handbook (Portland: Multnomah County

of Commissioners, 1969). Board
; i

21piqd.

31bid.
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a Parkg and Memoxrials Department. Eventually the multipli=-
cation of government services seemed to become a self-rein-
forcing process as the county was forced in 1941 to establish

a Machine Accounting Division (later Data Processing Authority)

to deal with the sheer volume of paperwork created by its ex-
panding services.

The main functions of county government in Ore~
gon are to construct and maintain county roads
and to administer programs reguired or permitted
by state law in the fields of law enforcement,
property taxation, justice, elections, recording,
public health, mental health, public welfare,
libraries, parks, land use planning, hospitals,
airports, agricultural services, sanitation,
civil defense, fairs, dog control, sewage and
solid waste disposal and fire protection.l

In order to allow this mandate to be carried out more
effectively and efficiently, residents of Multnomah County
approved a county home rule charter in 1967. The charter
provides for a full-time, elected five-man Board of County
Commissioners with both executive and legislative powers.
Services and improvements benefitting localized areas of the
county were to be provided through county service districts
and gpecial improvement districts. Seven administrative de-
partments were established directly responsible to the koard:
Judicial Administration, Public Safety, Finance, Records and
Elections, Medical Services, Public Works, and Administra-
tive Services. ‘

In 1973, county departments were restructured into Human
Services, Environmental Services, Judicial Services, and Ad-
ministrative Services. The reasons for this reorganization
as cited in the ordinance were to maximize citizen partici-
pation; increase communication and cooperation of persons
performing similar services; coordinate and synchronize
group services addressing the same or related needs of the
county; centralize administration and provide for vertical
responsibility; provide a methcod of evaluation of the ac-
complishment of county goals and objectives; éencourage in-
dividual responsibility and reduce duplication of effort;
and to provide for budgeting on a systems basis to allocate

lstate of Oregon, Oregon Blue Book (Salem: State of
Oregon, 1972), p. 182. ‘

2Multnomah County Board of Commissioners, Your
Multnomah County Handbook, 1969.

s i

I e )
e .

%imizfd resources efficiently.l
or the reorganization appeared to b
: : e to :
gggﬁigzglve efforts between the governmenfgcof the City ¢
Covtland and Multnomah County, possibly to the L tlty °F
atual city~county governmental consolidationpgln' of

Upon appointment of a dire
Al : irector
Humap Serv;@es, this department be ST the D
tralize delivery of gervices to make
to county residents.

epartment of

Port1§g§r7 irel‘si’.‘ incorporated cities in Mult
Fairview (Popglag%On 279/967), Gresham (population 10,030]
Wood Vill population 1,045}, Troutdale {population 1 : o
tion 1 SOS?GS(pgpulafion ciio) e and Maywood Park { pela
o sl 4 d . Sma Ort‘ 2 : 3 '

Jacent Clackamas COuntyp(onéSﬁafg ggi:igngi%;es N, ad-~

County (one-tenth g uar i
e mile). ,
Oswego (one-half sqgare milé?)liePar? of the City of Lake

nomah County:

County Policing

In the 1854 act areati '
A 7 et ing the county, the Legj i
O§s§$§%gogfhtge Terrltorg of Oregon estgélishedegi:I:E%Y?
it fegon- ak lounty Sherlgf to be the "conservator" {f the
ministerial officer of the courts.® The tgrmtgg

IMultnom h - ‘S :
197, ah County Ordinance #64, adopted December 21,

2Donald E ‘ ‘ J
‘ ' * E. Clark, "Proposal for th i i
Revxtallzgplon of Multnomah County Gove?nﬁzgifsngzaglOQjand

B
Office of Program An ] ‘ ‘
boo! ~ . cograr alysis, Research and i
3%95‘05 gzganization and Decentralization (Pcrtgzié?n’ Sane-

ounty Commissioners, 1974), p. s Board

41bid., p. 11.

1970 Census of Population and Housing.

-6
The Oregon Historice 1 4
of Pros Jreg cal Records Survey Prodec 1vigis
ArChiggzsséog:l»and Service Projects, Invgntorj og’tggvégéiﬁ
egon, Vol. 26, no. 1 (Portland: Historical =X

‘ Records survey Project, 1940), p. 65.
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" he felt necessary, who then served at his pleasure.4

T

officerwas to be two years after which time the sheriff would
be eligible for reelection or could be replaced by an elected
The duties of sheriff included collecting taxes

in the county, having custody of the -jails, prisons, and pri=-
soners in his county, appointing keepers of jails and prisons,

- preserving the peace, pursuing and apprehending all felons
and persons charged with any crime or misdemeanor, and exe-

cuting warrants. These duties remained essentially un-
changed until the adoption of a county home rule charter in
1967. The 1930 Oregon Code designated the sheriff as "chief

executive officer and conservator of the peace of the county."3

The sheriff had the power to appoint as many deputies as
Since
menbers of the Sheriff's Office were appointed by the sheriff
and served at his pleasure, they were understandably cogni--
zant of his exclusive authority over them. But there has
been a history of colorful and powerful sheriffs in their

own rights. The first sheriff -- first appointed then later

elected -~ was a strong (Democratic) party man. The next
- sheriff was elected to the offices of sheriff and mayor of
‘Portland at the same time -- and concurrently held both of-
fices.® He later helped found the First National Bank of

Portland. - Subsequent sheriffs were noted for railroad con-
struction, economicdevelopment, and extensive political
careers. v : ‘

loiegdn Laws, The Statutes of Oregon Enacted énd Con~

~tinued in Force by the Legiglative Asgembly at the Session

Commencing December 5, 1853 (Oregon: Asahel Bush, Public
Printexr, 1854), p. 394. S

2Ibid.
4 : . ; , : ‘
3oregon Code, 1930, Containing the General Laws of -
Oregon Annotated with Decisiong from the Supreme Court of
Oregon and the United States Courts (Indianapolis: The -
Bobbs-Merrill Co., 1930), Sec. 31-309. " ‘

Q

d1bid.

SThe Oregonian, June 6, 1958. o

- 6Charles Henry Carey, History of Oregon (Chicago,
Portland: The Pioneer Publishing Co., 1922); Vol..l, p. 779.

TFor an in-depth look at the history of the Sheriff's
Office to 1965 see John Gordon King, "A History of the Office
of Multnomah County Sheriff" (Bachelor's Thesis, Lewis and
Clark College, 1965). ey, - S
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- ganizati i ' £fici
g ion to increase itg efficiency.

administrative positions.6

‘of the Legislative Assembly, 1929 (Saiem:

f: ‘ ; Environment

Functional specialization i Srif
. L , on in the Sheriff'sg Y )
Eion in 151770 o the Shemd PETO%, 0% Sriminal identiicer
_ : 4 : ; ;
quently reorganized in 19186 s Uniform Patrol was conse~

In 1929, state-enacted civi
plicable to the Sheriff's OffiZ;lc

change. .
] . . 3 - a 3 em loe i ‘ v
- fired at the discretion of the sherifg. yIisw:: gigsdrgggired

vated by the civil service cgmmissiog vo be pericdically eval-

Qsténsibly to improve o
Sheriff's Office established
bilities in 1947 -- no longe
Police dispatchers.3

perational efficiency, the
;1§s own radio dispatching capa-
r having tQ rely on the Portland

| Deputy sheriffs formeq
as the "Mu}tnomah County Polz
This move initiated the start

XZ;Z§?§2§tin ;ge decision making process of the Sherifsf!

spar . also tended to formalize the >
ployee relationship, o oyer e
81X years have been fraught with lawsuit:

with the police uni o
election;5 ions, and that he w

he employeevor i i

: ganization k
ce Un;on‘Local L17" in 1952ozm
of significant employee in-

In 1962, the Sheriff's Office underwent a major reor-

genizati . The depart )
ganized into three parts: administration,popeﬂsgzozzs
) o I

and services. The civil i
an ‘ Service law was chan |
€ appointment of the best qualified individgzgstzoaiégw

Since 1965, a baccalaureate

/

lere g e L V ’ ‘
o gon Laws, General T, et , ‘

S : — L aws of Oregon 7 )
P§§§;9n\9£ the Legislative Assembly, 1817'(g§§h Eeguldr

General Laws Of Oregon, Thirty+Fifth

Regular;Session
State Printing

Department; 1929), Chapter 163
3The nggggigg; April 8, 1949,
dphe Oregonian, November 6, 1959.
SThe Oregonian, December 13, 1962. R .

605 ; : ! ‘
Oregon State Statutes, Section 206.22¢0 - B

...ls..
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Chapter II

degree has heen required of all deputy sheriff recruit can-
‘didates. The Sheriff's Office hence became the first non-
federal pcliceyagency’in the United states to have such a

‘requirement.t

n; (I’/ : .

- The County Home Rule Charter of 1967 abolished the of~-
fice of elected sheriff and‘establishedra«Director of Public
safety to be appointed by the Board of County Commissioners.
With the restructuring of county government in 1973, the
sheriff's Office becane the "Multnomah County Division of
public Bafety," and was placed under the Department of Jus-

- tice Services. The charter deleted the duties of tax col-

lection and service of civil process from the sheriff and
gave him the following main functions: (1) the functions
of county officers. under the state law concerning law en-
“ forcement, except the service and execution of court or-
ders in civil cases, (2) custody of persons charged with, or

convicted of, violating the law, and (3) protection against

disaster.2 In 1974, the divieion employed 229 sworn, seventy-=

nine civilian, and ninety corrections personnel. The divi-
sion patrols 367 sguare miles3 of the county, and in fiscal
year 1973-74 had a pudget of four and a half million dollars.

portland Government

The City of Portland was incorporated in 1851. The in~
dependent villages of St. Johns, Brooklyn, Lents, Sellwood,
Mt. Tabor, Montavilla, and Linnton grew up —= each with its

! own parks,,schools,-and churches ~— and were eventually in-

corporated into Portland. These and the other individual
communities which make up the city have retained their own

identities, however.

: The City of Portland operates under a charter originally
granted by the state in 1903 as later amended by city 'voters.
‘The City Council, composed of the mayox and four commission-
ers, 1is the legislative\brgnehfbf city government, and, along
‘with the elected auditor, also ihanages thg‘city departmepts.
All six are elected on a non-partigan basis and:serve stag-
“gered four-year terms. Each council member is assigned by

the mayor to be the head of one of the five city departments:

public Utilities, Public gafety, Finance and Administration,

10ffice of Public Iﬁﬁ@imation, Multnomah County Division
of Public .Safety, Annual Report 1973 (Portland, Multnomah
County Division of Public Satety, 1974), P- 75.

L

szid.c' p. l2-
31bid., p. 74.

~16-

Environment

public Works, and Public Affairs.l The may: ’
Works ] e mayor ha radition—
ally retained the:Portland Police Bureau uzder h?stzgitggin

o Recognizing trends tpward greater partici ion ¢
citizens in local government plans and grogig;gatignlggz t
“Portlgnd City Council supported the concept of é two-ti ge
ﬁplanplng gtructgre involving existing neighborhood rotl:zere
\ﬁgmbln6§r1nto D;gtrict Planninqo::ganizations.‘2 Ingl97§S
Ehe folcekof Neighborhood Associations was established i
.e.Depax@meqt‘of Public Affairs to "improve the qualit nf
Cl?lZ?D‘pﬁEFlClpation‘effOrtS in Portland by sﬁp grt' Yo
;zégiéngbnelghboigoodhassociations and by involv?ng ;gge
= 2; broaden e channels of communication bet Ci
agencies and neighborhood associations; a Sonte on
a reqular basis.™3 The neighborhood ,dan“communlcate e
: | ’ district boundari
which were eventually drawn follo h'an i ] ity oo
boundaries and have some resemb] w 1Etor1ca1 oty s Do
ment of Human Services distri?ﬁligﬁid;zizg? county’s Pepart-

Other than police services, the Ci : '
- . e City of P -
xigistizw Pumin ;erV1ces of its’own. Thgrcityozgiiggcgzo
ith county for medical services4 and animal c 5
ligszPortland Bureau of Human Resources -- eStabligigngi‘
- deals primarily with youth programs.6 |

Portland Policing N

The Portland Police Bureau h  i

' Port ad as its precur

2}Egle §9s1tlon of town marshal, establisheg in ]ggi ;he
ity ordinance. As Portland grew, the lone marsﬁal sogn

el |

Information Coordinator, "Ci : :

‘ : -0C ity Gover : i
Works" (Portland: City of Poétlandg 1973)1:1ment flow 1=

Re t" P t l-.» » 3 .t 3 t l Ny ff' . T ]: F ] ‘72

e |
City of Portland Contract $12214, dated May 21, 1968

Scit - ;
1973. y of Portland Contract #13333, dated January 13,

| 6éffice ofk ‘
: Management Services, P i
75, City of Portland, Or » Proposed Budget 1974-—
— ot Yyegqon P - 0 ~ -
574, Pp. ITI-55 o 6. (Portland: City of Portland,

-17 -
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Chapter Il

songht the assistance
regular police system

of a number of deputies. n 1872 a
was inaugurated under three elected

police commizgioners who appointed a chief, a captain and

‘fifteen officers.
sonnel being selected

This arrangement resulted in police per-

largely from political considerations,

and the chief's tenure was vrhat of a warm sriowflake. "1

This changed in 1903,

municipal civil service system.

however, with the establishment of a
Rules and regulations of

the civil service board standardized and depersonalized the

personnel management system.

Functional specialization in-

creaged with the establishment of the Wonmen's Protecgive
Division (1905), Emergency squad (1906), Special Officers
Unit (1906), Speed squad (1917), Flying Squadron (1919),

auto ‘Theft Detail )
(1922). 1In 1913, cit

20), and Traffic Investigations Unit
izens of Portland voted to abandon

their aldermanic system of city government in favor of a

commission form.  The
+he "Bureau of Police
safety.

"Metropolitan Police Force" became
" under the Department of Public

To standardiZe operating procedure throughoﬁt the or-

ganization, the first
was drafted in 1914.

times since then, set
which the bureau stil

in 1915, the wvil
village municipal bui
Station.
ified in 1918, and ap
the basis of merit an

A major attémpt.
and effectiveness of
~ations of the Police

survey commission.?

Manual of Police Rules and Regulations
"The manual, although reviged several
forth the basic police precepts under
1 functions."2 ‘

lage of St. Johns was annexed, and the
1ding became what is now North Precinct

Positions in the Detective Division were: reclass~

pointment and retention was to be on
d efficiency. '

to assess systematically the efficiency
the organizational structure and oper-
Bureau was made in 1934 by the Police

This was followed in 1947 by a survey

lplanning and Research Division, Portland Police Bureau,

1963 Annual Report (Portland:

Cp. Ll

i)

fzKoepsell—Girard and Associatés, Organizational?Reécurce

Inventory (Portland:
p. 261. R

Portland Police Bureau, 1964),

Polise;Consolidation Project, 1974),

‘ 3Elanning and Resgearch Division, Portland Police Bureéu,
1963 Annual Report, p. 14. . :

. ~ “Charles Hammond, Chairman, Survey of Portland Police
Bureau (September, 1934). ‘ R v

=18~

vrestricted to the Portland International Air

\
. i
Envirqnmenﬁ

donducted by Vollmer Consultants L ohe (bl |
‘ 1m 1tS . ge st
the earliest efforts to apply the “principleggles eeanizan’
tion to the Portland Police Bureau. | ,
The Bureau had a 1973-74 budget of fifte |
s : ~74 bt , een and
million dollars. Bureau officers patrol the nine2y¥ih32if

square miles of the City of Portland. The Bur
741 sworn and 249 nonsworn personnel. uregu,employs

Policing in Other Jurisdictions of Multnomah County

The third largest local police servic in
county is the Gresham Police gepartmenincngg§2;¥slgighe
Cgar?er‘provlded ﬁor a part-time town marshal after théy
Eiwn 8 lndgrporqtlon in 1904. The Gresham Police Department
became a full-time police agency in 1953 with the appointment
of a chief and three officers. 1In 1967 an outside chief wiih

police experience was brought in. The dep:

‘ ' g ; . partment ha

to nineteen sworn ayd seven nonsworn employees with :nggﬁﬁn 1
budget of over $300,000.2 -/ S : -

‘The fourth and final local police “agency" exists in

Troutdale. Until 1972 o
(4rou i 7', the City of Troutdale used the
QMultnomah County Sheriff's Office and state police to enforce

county and state laws within the city. A single |
shal enforced city ordinances. In 1572 twgl?gii—tzxz §2§i~
gers—were hired to enforce both traffic and criminal codes
routdale now employs one police officer _and allocates i
$12,000 annually to the police function.3 |

A specialized police agenc :
A st | _ y, the Port of Portland Air-
port Police, was created in 1956 with primary’reSponsibiiitie%

¥ ort. ANy
consists of forty-three permanent personnel.E The agency

'Implications of Historical Evolution

- Qur analysis has fesﬁlted in the co ion |

‘has nclusion that th
govern@ents and.pollce operations in Multnomah County haie
moved in a consistent fashion over the last century and a

Lauqust “addi : k
August Vollmer and Addison Fording, Police Bureau

Survey (Portland: University of Oregon, 1947).

2Koepsell«Girard and Associates, pp. 27-37.
- 31pid., pp. 15-18. |
- 41pid., pp. 61-67.

' of organiza~

i
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Chapter II

apparent
this per
to show movement toward legalistic and rationalistic organ-
izational structures and procedures. The governmental of-
 ficials becane increasingly concerned with efficiency and
measuring the cost and,productivity of their operations.
They commigsioned several organizational studies and began
+o utilize the techniques of "scientific management" to as-—
certain the cost effectiveness of governmental activities.
procedures standardizing the handling of police clientele

"and problems began to evolve.

i

1

in local gé@ernment between 1910 and 1930. During
od governmental agencies in Multnomah County began

The prescriptive organizational characteristics of the
Bureaucratic Typology. which are yet o be fully realized in
local public agencies, include: o ;

Role and goals of the organizations are supposed to
be precisely enough defined to facilitate measure-
ment. : ' ;

The structures of the organizations are hierarchi-
cal with lines of authority and reSponsibility ex—
tending between a single head and a broad base of
personnel at the bottom.

‘activities which must be performed to achieve the
purposes of the organizations are rationally and
logically arranged into unit responsibilities.

Responsibilities assigﬁéd to a unit of the organi-
zations are supposed to be relatively precise and .
clear-cut. ~ ,

an effort is made~t6 ensure that no responsibility
is assigned to more than one independent unit of
the organizations. '

An attempt is made to define every position sO
that a person occupying it will know_to whom he
reports and who reports to him.

Each position is theoretically subordinate to only
one supervisor. :

If a person is responsible for an activity oxr

.

situation he has the formal authority necessary to
fulfill his obligations.

The number of subordinateg one supervisor can direct,

coordinate, control, and be held responsible for is
limited by the situation, the abilities of the sub-

5

Environment

therefore, the number N
, of subordi .
~one person.is very limited. rdinates assigned to

10. Staff personnel'and uni i ‘
 pe: nits exist to facili
igement, but they theoretically do nozliigiti " he
ines of authority and responsibility ate the
11. Decision-makin : ity ‘
s v g authority and responsibili
} L ¥ C > ] l l :
£§11¢yhm§ﬁters are progressively giminishzgydfgr
throug the organization hierarchy. o

12. Routine problems are h
: andled by programmed -
sponses‘wlthout the need for managegent :itzition

The Bureaucratic T is c
_ The i ypology is characteriz 3
iigzgit;onagg Eiz ;zsponsi?ilities of the orgziiEZtiizlogié
tbunits, and its rsonnel and an ap licati <sponsi
bilities in an impersonal, mechanistig mannegn O£h§2822281~
. y r=

acteristic places hi
, _ gh value on treati ‘ ;
regardless of the extenuating circumsigg¢2il peopie ‘the same

Portlgigr%gl?il ;ecommendations of previous studies of‘th
ond Gresham Péi' ureau, Multnomah County Sheriff's De arte
the value of thlce Departmept are founded on aésumptig ont
e eracte e burgagcratlc characteristics. " The gOEZrabout
, res and the police a ; LCS. ] n-
evo ; 2 ‘ T gencies in Mu
lved to their most nearly perfect Cealization of the o oneY

Bureaucratic Typol in’ :
thg 1960's. Yp 09y 1n the period of the 1950's through

the cigtﬁﬁz lggois'vsub%%an?éﬁl'Ghangesrbegan to occur i
diaaté'aazreag t ocal ofganizational environment which in
o nd toward & Participatory-Humanistic Typolo§§"

PO . . o s
wer shifts gave more political influence to previously

gzgiiiezsei2§ividuals and:groups both within and outside of
; g ies. These shifts were facilitated by incréa:ed

awareness of ethnic i i

! identity, or i i

and ,FAenLLLy, ganization of-

acceptance of minorities and women into gofiﬁifgfr groups,
“a

- parties.

theirngwzgriopgwngulvmlddle class whites have been losin
enfranchisedﬂﬁtreZé geg;?ge gidizgirggroups' Préﬁibu51y‘ags"
social S r LG roups ou ‘ fi oy
legii%m?:ZéaEes begfn organizing. Thesepgéoipsngrgegziﬁl and
movement of*@iealgep?lt of such actions as the civil ri gts
attention o the dGO s, lowering of the voting age, increased
classificati emands of youth and mipbrities, and th -
ation of victimless crimes as nénﬂriminél. Mani te

police practices relati i i
challenged fd changedfng$to soclal deviates are being

=y S -
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ordinates, and the abilities of the supervisor;

e ,
o Bl st
;

I s o Fio . ; .
WO slgnlflcapt 1n§}ugnces-for‘social change that affect

i

e g s g gy e,
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Chapter II : ’ : g { j : , e ‘éf k
Lot | "y B P , ' , : " Environment

the police have been the Supreme Court and the educational 1 ) S
+  Supervisors and mapagers who are *

S " - gystem. In the 1950's and 60's the United States Supreme L1 : emplo
L Court took steps to guarantee both the political equality of 5 B ‘ rather than' "job-centered" tend to gt geegcentered"
individual citizens as well as the subservient nature of o sults. - get better re-
government to'men. These actions have forced many changes L _ ‘ P . -
in police personnel and operations. P i : Employe?StWOrklng under strong pressure For h
Yy ~ L ; B o & DR . productivity or strong pressure for acce t; “ghex
v : : The educational system has also been moving in the same o R specified tasks tend to perform less wel§ nee of
‘ general directions as the court. 014 authoritarian educa- y 3. A narrow . 7 .
tional techniques are being replaced by individualized in- L . span of control and o i el
struction that encourages self-motivation on the part of ‘ e to accompany poor performance igiﬁeiuﬁﬁerSlOﬂ tend 5
gstudents. Basic education has become universal, and con- N - formance. : an good per- |
tinuous jadult education is being accepted as a necessity. B , s | L
o +~ 4. Freedom to set o ’

Y | ) ‘ . . 3 (} + 2 1
Schools 'have begun to disseminate social information and né s own work methods within broad

deal witth social and human relations probﬂems of the society. = limits is connected with good performance
They aré recognizing the need to'respondgﬁo students who are oo - 5 o '~ ~ *
questiohing the universal righteousness of the traditional R : LTt ?13&32 degree of mutual, rather than one-way in
system. = ‘ v ﬁ L = €, is ;elated to good performance, )
oy : ‘ atd ! ; 5] 5 - 6. Organization it ~
These changes in education have affected governmental L) ganizations with a shorter chaj ;
and police agencies. Young people ente%ing local police = : : greater downwagd diffusion of conﬁrgf gggménd and «
agencies are more highly educated than fhe employees who o End wider participation in decisions tend énfluence E
preceded them. They have been educated|in relatively free 1 . etter results. Q@ to show
and open gchool systems.  They are unwilling to accept the O ) ;
7. Organizations that utilize

authoritarian managerial styles of the Bureaucratic Typology. B s grou " L

) A : HA f A i IS Q
In many instances they have more extenﬁmve, broader life- : P processes tend to
experiences than their supervisors and jmanagers. They have

developed independent approaches to li#é, and they are in-

achieve better results.,

oy

Such research supports th bli {
~ Such , e est ‘ '
organizational arrangements in fiséabllshment reanire, flexible

B e

& tolerant of supervisors who expect thef to simply obey orders o , r : o
& , - ceeat B8 SAAEAY . : Based on such i e police organizati
and rules. They are supporting police| unions-that exercise . X research it see o o Lons. ;
political poweryand insggt on ghg procLés for employees of = working task forces are more gs conrirodect management and :
b2 POWE lice : o LOY : o organizational structy ang gpoopriate than rigid autocratic L
- the organizations. Police union offigials are heing en- ; probl \ St ures and decision makin fo : ”
i couraged by their constituents to deal as vigorously with N gp eaimst;n a highly technical and fluig envgrongesglVlng
‘ orgaqigational policies, working arrangements, and service | ‘ meﬁtalsa eit.emplqyee and citizen participation in gQVe%t
to citizens as they do with wages. These new employees S dencles will be essential to significant improvég_ &
ents

. _ seem to be convinced they Can‘contrib?te to decisions about
! how their jobs are performed; therefoke, théy are resisting

and will continue to challenge traditional Bureaucratic : and = - ,
management prerogatives, ' ‘ . ‘ ’ methgggagirihén3$°°al police agencies currently re??ggﬁlzg?
| S . I reaucratic Typolo - e
Sweeping general organizational research has also con- L gfzséepegdent on their changlgg. gz’iémﬁﬁgvﬁﬁi?g? A police
tributed to the evolution of local organizations toward the S mak ;gﬁ hat Cbanggs are necessary in police man S con- .
Participatory-Humanistic Typology. Studies which began in ;o AE-The organizations more consistent ith €] ,agement to
the 1930's reveal that while the classical bureaucratic : ments and avoid otherwise inevi wrth thedr environ-
he 193 | 7 ! > classi ; ! 5 . conflicts ; nevitable employee«management
“principles” appear effective, in-reality they often are not. 3 : ’ . ;
The following conclusions have been drawn from management :
research on supervisory approaches.l , !
g lRensis Likert, "An Emerging Theory of Organization, ;
Leadership, and Management" # paper presented at a Symposium o
on Leadership and Interpersonal Relations, Louisiana State b : o ’ §
University, 1969. R ; S :
&

- : : ! i ; :
‘2 . k'm , . P o o :  o . ’ D5 E
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Chapter 111

ROLE AND GCALS OF POLICE

The mass media have devoted so much péwgrammlng and re-
porting to police activities involving oririnal investigations,
apprehensmons, and prosecutions, the notion that "real pOllCe
work" consists entirely of identifying and apprehending crim-
inals has become widely accepted. Police officers reflect
their acceptance of it when they speak wishfully of the need
to get back to doing the "basic" or "primary" police job.
Citizens reveal such an attitude when they express concern
that pollce officers spend too much time performing "non-
police™ functions. -wUsually overlooked is the fact that ap-
proximately a century ago citizens established full-time
governmental police operations primarily to“provide twenty-

four-hour-a-day emergency services forﬂarl members of the
public in need. . /ﬂ

/

The development of an organiza#ional structure should
not depend exclusively on police rpreferences. Theg y pre-
ferences naturally tend to reflect the functions: pollice en-
joy performing. The structure should be based op (1) what
members of the public expect police to do as refllected in
requests for police attention, (2) what the police must do
because no other governmental agency exists that can per-
form the functions as well or as efficiently as the police,
and (3) 'what is best performed by police because of es-
tablished:public attitudes, past practices, and legal and
cultural definitions of police respon51blllt1es. This sec~
tion of the report is devoted to a review of the data re-
lated to these issues and a development of goals based on

o

Definition of Police Role

Any definition of "police" entails a subjective process;
however, clues about the elements of the definition can be
obtained by analyzing,h (l) standard definitions of the police




- Chapter ITI . 5 :
°  contained in dictionaries, (2) laws related to police .

Functions, (3) Jliterature dealing,withfpolicekresponsmbili—‘

tieg and functions, (4) public
- the police, and . (5)
police employees 1
formance of police functions.

Vi

il

Dictionary Definition e

The term "police" -is much

opinions of governmental officials and &
‘nvolved indirectly or directly in the per- i
" Phe Police Consolidation Pro-=

ject staff and GOC Committee members have devoted consider-
able attention to such an analysis. : : -

and clientele expectations of A

more encompassing than most

people assume. Webster's New Collegiate Dictionary defines

police as:™

1 a: the internal org

b: control and‘regulation of affairs affect-

ing the general
urnit or area

trol

92 a: the department of government ¢concerned

primaxrily with maintenance of public or—
der, safety, and health and enforcement e
of laws and possessing executive, judi- S
cial, and legislative powers ' . iy

b: the departmént of government charged

with prevention

secution of public nuisances and crimes.

Laws and Qrdinances

B Oregon laws address the

state police; however, they do not def
Oregon sheriffs have broad

. of local police agenciesiz

/ ;"&u lyjebster's New Collegiate Dictionary (Springfield, Massa-

of a political unit through exercise of
governmental powers especially with re=

. spect to general comfort,; health, morals,
oo safety; or prosperity S

c: the sYsﬁem of laws for effecting such con-

anizatibn or regulation .

order and welfare of any

A

, detection, and pro-= fy

/
i (i
P . . i

responsibilities of sheriffs and
ine the responsibilities

chusettss Merriam Co., 1973)

f , E R
21,aura Vandergaw,‘Consultant'Report:

, p. 889.

Legal Parameters gﬁ J%‘

oy Police Operations (Portland:

=28

Solice Consolidation Project, 1974)+ |

g

Role and Goals

countywide iespohsibilities;-althdw it ig di f
; / : , hojgh 1t is dif i -
nine precisely how the home rule provisions o; i;gzigng deter

County affect these duties.

‘are defined by local statutes.

dl. The sheriff is chief law enforceﬁent officer~and

2. ‘He is charged with arresting and commiﬁ@ihguto‘ g

6. He is to attend to the courts and obey court orderg

Oregon law indicates: .
o

conservator of the county peace. ]

zﬁztgggczll pgrsOnskwho break or attempt to break
the pes ' ap all persons guilty of public of-
3. 5ﬁ§isbgbiigzted tohdefend the county against those :
’ iot or other actions ‘ i
e o satdty, ctions, endanger,the public

4. He is to execute ssés a ‘ ‘ :
to processés and orders of the courts
when delivered to him for that purpose in accooglts
dance with the law. o t

5. He is responsible for éxecuting warrants.

i

The responsibilities of local peclice with few exceptions
The Portland Police Bureau's

duties and obligations are set forth in the City Charter and

related ordinances.
~ eral tone of these documents: :

are:

The following summary reflects the gen-

1. The police chief is i |
, . ; a peace office i ]
to yxecute criminal processes. r~wlth the power

2, ge1i§ rgsponsible,*with or»without a warrant, for
;gltgatlng arrests, and for dealing with bre;ches
E ¢ e peace, or the commission of crimes within
the city limits. - A : :
3. He is regébnsible for e 151 i ' .
’ xercising "vigilant con "
over the peace and quiet of the city? control

-~

4, He is keeper o i i
tions. pel £ the city prlsoa or house of correc-

5. He can exercise such < as th :
e : h powers as the city ordinances
confer on him to carry out the objects and purpose
‘of the City Charter. ° °

Specified rgsponsibilities of Portland police officers

-29-~
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1. Preserve the public peace.
2. ©Prevent crime. ‘ | S .

3. Arrest offenders.

4. Protect‘prOperty and the rights of persons. é*
5. Guardfthe public health. | :

6. Remove‘existing nuisances from the streets, roads,
public places, and highways. , ‘

7. Report to the proper authorities leaks and other e
‘defects in the water pipes and sewers. and street L
lights not burning. : ‘

8. Providela~proper'force at any fire so that the fire-
men and equipment are protected. ‘ .

9. Protect strangers and travelers at steamboat and
ship landings and railroadkstations., :

i A

10. Generally obey and enforce all ordinances of the :
City Council and criminal laws of the stateAand the n

United States.

These laws and ordinances also indicate greater respon-
gibilities for police than merely criminal investigation and
apprehension. The legislators and citizens who established .
them appear to have been as concerned with making certain the i
police would handle potentially disruptive social situations
and hazards to health and safety as they were with criminal

apprehension.

Historical Perspectives

The known history of policing focuses on Western Coun-
tries.l Greece and Rome were the first countries to separate
the police from military functions. These first established
units were organized along military lines and given a broad
range of responsibilities including fire-fighting and the

lgee A. C. German, et al, Introduction to Law Enforcement
(Springfield: Charles Thomas, 1970); Raymond Fosdick, American
Police Systems (New York: Century Co., 1920); Raymond Fosdick,
Emporia Police Systemg (New York: Century Co., 1916); Melville
Tee, A History of Police in England (London: Methuen and Co.,
1901); and Charles Reith, British Police and the Democratic

Ideal (Londo%: Oxford University Press, 1943).
| i ‘ ‘ / ‘

o P8

i
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protection of the political faction in . £
: ~of power., = Cont
European police followed the same general model. Tige§§2ich

 police were established as part of the judicial system and

organized along military lines. Early French police
?rganlzgd.ln"mllltary type units, were aSsigneg tocséezigggugh
commupitles and each officer was charged with maintainin |
sufflcrent‘sugveillance of all residents in his area to g
sure that no insurrection could occur unexpectedly As zn
‘parﬁ of this responsibility each police officer ﬁaintained
elaborate records on every person in his community; |

; : - . : ‘ _ -
German police organizations were similar to those of the

| French except they were organized as an cdministrative rather

than a judicial agency German eff &y

: i : Y. orts eventually resulted

1E‘the estab%lghment of a national‘identificationysystem in

le?h‘egch~01tlzen and visitor was required to have an iden-

algiiigégnhcarg. f1§oth German and French police were tied to
' sophy of, irst, servin ove 1 ‘

ving private citizens.’ ‘ 79 Foment andy. Becond, - gex-

_ The English took a different a roach i ganizine
their pollce system. Paid, full—tiﬁg policenagigzniziggtoo
expensive for the English, so their initial police system
requlred mutual responsibility of citizens. Everf Eg lish~
man was responsible not only for his own actions buﬁgal

for those qf his neighbors. It was each citizen:s dut ig
render asslstapce~in the apprehension of law violatorsy

When apprehensions were made, the Crown paid the reSpoﬁsible

parties a reward. However, if citizen ; ;
a lawbreaker, they were fiﬂed. izens failed to apprehend

~In fulfilling their mutual responsibilit m R
;igsagzdpgfgggliigigns ?egig to pool resourcez(anZnZszigiish
] . n e early ei i
Bow Street Runners were organized Zseéggtging‘gigggizéethe
gove;nmental policy in England. However, thége‘officers
ere given only very limited jurisdiction to arrest those
Enwlylglitors who.were not apprehended by citizens. The
meg'is ave con51s§entl¥ maintained that a policeman is
merely someone who is paid to devote full time to perform-:
1gghfunctlons that all citizens are obligatéd to;perform;
gl out pay. Interestingly enough, English pdlicekto this
ay argue that they do not want to be considered "profes-

sional" because they are s 2 +C
: T merely citizens ‘
their fellow citizens. y Cit in the‘serv1ce of

Sir Robert Peel sﬁ' ‘ ” i i ’

, 2 I pported the organization of the i

iﬁiii?e:h?E Zi: evezﬁually‘modified and adopted by the ggi&ce
northeastern United States. This system

Ezsed og an elaborate_study that contained specificyassum;a—ls

tions a out how a police system should be arranged to insure

=31~
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.~ its commitment to citizens. These assumptions or principles
i defined, in essence, a "role" fot-police. They are:— s

1. ' The basic mission for which the police exist is

oo to prevent”crime and disorder as an dlternative
to the repression of crime and disorder by mili-
tary force and severity'of legal punishment.

2. The ability of the police to perform their duties
is dependent upon public approval of police exis-
tence, actions, behavior, and the ability of the
police to secure and maintain public respect.

3. The police must secure the willing oooperation
.~ of the public in voluntary observance of the law
- to be able to secure and maintain public“respect.

4. The degree of voluntary public cooperation dim—
inishes, proportionately, the necessity for the
-use of physical force and compulsion in achiev- -
ing police objectives. S ' B

5. The police seek and preserve public favor, not
‘ by catering to'publicropihiOn,,bdﬁ‘by constantly
demonstratinq‘absolutely'impartial gervice to -the
law, independence of policy without regard to the
justice or injustice of the substance of indivi-
dual laws; by ready offering of individual ser-— ,
“yice and friendship to all members of the society
without regard to their race and social standing;

by ready exercise of courtesy and friendly good

humor; and by ready offering of individual sacri-
fice in protecting and preserving life. '

6. The police should use physical force to the extent

‘necessary to secure observance of the law or to
restore order only when the exercise of persuasion,
advice, and warning is found to be ingufficient to
achieve police objectives; and police should use

" only ‘the minimum degree of physical force which is
necessary on any particular occasion for achieving
a police objective. - : ‘ '

7. The police at all times should maintain a relation-
ship ‘with ‘the public that gives reality to the his-
toric tradition that the police are the public and

_ that the public are the police; the police are the

o

f'lﬁelVille'Lee,

ﬁ*v¢::¢:¢€?*7ﬁé;yr;3iLffa,?@:ygffyzfﬁfif
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only members of the public who are pai i
e : _ U0, v paid to give
~£2ll—t1me et@entlon;to duties which are incgmbent |
every citiZen in the intere MERPO RN
‘welfare. i e Tesk Qf communrty

8. The police should always direct thei i
toward their functions and never ap;Zaictéoﬁzur"
~ the powers of the judiciary by avenging indivi-p
duals or the state,:§r authoritatively judgin
guilt or punishing the guilty. ' g

9. kThevtest of;police efficiency is the absence of
: crime and Q1sorder, not the visible evidence of
police action in dealing with them.

Barly American police were or anized in 3 ’
ways.dependipg.on whether the‘majogity of';eo;lzaiiezy ige
area were originally from ¢éntinental Eurcpe or the Brgtisﬁ
Isles. The.pollce in the Louisiana region were organized
a%ogg tbe %lnes;of the police of France. They were hi hl
mrlltarlstlc_and worked in "squads" out of barracks %h‘y
‘were responsxblevfor keeping records on all slaves end =
hiuses of prostitution. Movement of slaves had to be*
gaiggeiotzigggg locgltﬁolici. Police issued identification
| : yes; an ey checked passes, enforced curf
and ‘at the direction of a slave owner Ff : gals
ly required to administer punishments: O§£l§§§§ wiiislzgfl—
parently was one of the few direct services theée earlyp

}‘police offered to individuals in their jurisdictions. They

enforced the law solely in the int
= _ erest -
lrng\therr government.. : "es of people control

; Ih'those‘parts of early Amerioa where th Ters'y
| i c. e settlers
from England, the police were basically watchmen who ézrzere

obtained by conscription. These watchmen had broad respon-

sibilities in the area of community service.l They served

~as the timekeepers of the community continuously calling

out‘the time as they moved about the urban i

and waking travelers in the early morning. agﬁ:; i:rglggf
qglred to sweep the streets and repair holes. In the middle
nlneteegth century the New York City Police demonstrated in
gppos;tlon to;their obligation for cleaning horse droppings
rom the public streets. These officers were not expecteg

“to play a major role in law enforcement; in fact, they were

equipped with ratFles to frighten off potential law violators

S, L : - '
Jack E. Whitehouse, "Historical P i ‘
A Jacl / ] . erspectives on Poli
ggﬁgﬁplzy Service Function," Journal of Public Science ancjiiCe
istration, Vol. 1, no. 1 (Chicago: Northwestern Univer-

~ sity, 1973).

+
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; When they encountered a crime, they simply ale;ted other : ;S , . ' o
. . gitizens who shared the responsibility for apprehensions. by Systegzzizgilstggyi Ag Oakland, California police study ,
This tradition of community service was expanded across the i I r ¥y 1 y analyzed the workload of that department' f
; 4+ . officers. A total of 599,211 polic ivities (: L3 H
: A b ! police activities (all patrol ]

‘country as Easterners moved westward. e - 4

, Y T o , : , aggizétleéhduiégg one year) were classified in 109 cate-

t police literature indicates that British & ‘generai Cat: orieca%egorles were than collapsed into six
prevention, community ser-— ¥ patrol‘officgrs is sie Table 2). The results reflect that

vice and maintenance of peace as the most important functions 1] , Criminal fUnctiongves' the majority of their time in non-

of civilian police, while American police have moved toward o P S : S .

tion of security and enforcement of law. e NI ; o : R

, Y ‘ Approximately 19.8 percent of the police activities

L

EESEE

ST The recen ;
% ~ police have’ tended to stress crime

stressing the protec rC ;

The American police emphasis is reflected in their profession- 4 which consume 9 ’ Of

al rhetoric-as well as their incentivefanq reward systems; ' 2 such duties as é&egiigiﬁigofugoié?e_offlcers"time involve
tions scholarly writers and researchers ; checks, checking for‘possibie anlsgslgiﬁzgzsiaigctriiy‘

: 4 alking

however, with few except ne . ; s e
in the United States have pointed to the economic and socia v £0 S : - P Lay .
advantages of police agencies'sgrving‘t@e.nopcriminal nee@s b to ??ggegzrggnﬁhifpgﬁéigzt,Erimes against persons amounted
of the public by stressing service prov1s1on\and o;dgr main- . [ percent of their time d ota aCt%Vltles and required 2.96
tenance. Many claim these areas are related to criminal be- & 14-82'percent;of'thei; t.rlmes against property required.
havior; therefore, if police are to have an impact on the £ of their activities. ime and accounted for 13.76 percent
o - . .reduction of ‘criminal deviancy they must provide gquality per- ; ' S5 : : e
REIO RN ‘ formance of services and conflict resolution. Some of the i S ~ The patrol office ‘ _ ‘ ; .
most recent police organizational arrangements include a - ‘ Be- of functions in the a;gz zﬁ?ﬁségzgivzirl?zthf performance
: ’ ’ vices" in 17.27 per-

heavy emphasis on conflict management and crisisfintenvention" i cent of their activities :
)arrangements to address precisely these areas.2 : i*i percent of theirtiX;:%eSA;;30§?§:§ei§t;Z;E;eS tooktup%13.70
: , ‘ o - , : S . ‘ . percent of patrol

w4 ; : ,
' ‘ i giﬁégegozi$: zastievgted to administrative chores. This
; ; : nts e disparity between th “vi

~ _ u ; . e popular
Research and Literature police functlons and officers' actual actisiiiézr view of

a significant amount of research effort . ’
has been invested in determining what the public expects from, T S
police and what police actually do. Without exception these ‘
studies have supported the contention that urban police i S
should be concerned with -conflict management and the provision - ;

In recent years

SETRN I A S RS TR
BT B 3 RGN 3 A R ¥ e T

'OaklandkPoliqe~Aétivity'and Time Study

s

G

Category of Assignment Frequency (%) _ Time Required ()

of services. People most frequently seek police assistance i
with problems which are not directly related to law enforcer : Crimes Against Persons 2.89 .
ment or crime. A review of the findings in this area reveals ; Crimes Against Property - 13.76 , : 2.96
the discrepancy between traditional assumptions, police rhe- § “Traffic . 7'16 T 14.82 :
toric, and reality. : : Checking, Patrolling, ' . . - 9.20 4
- ‘ Community Service . ' ‘ ‘ .
Social Service ; i?:gg lg‘%S, )

Administration : 39.28 50.19

lgee Michael Banton, The Policeman and the Community
(Lohdon ¢ Tavistock publications, 1964) and George Berkley,
The Democratic Policeman (Boston: Beacon Press, 1969). v i

TABLE 2

27ames Q. Wilson, "What Makes a Better Policeman," S , - ,
Atlantic Monthly, Vol. 223, no. 3 (March, 1969); Bruce Terris, P Chicadgo Stud ~ , ; o
TThe Role of the Police," The Annals, Vol. 374 (November,‘1967); Lo police sergice inyéhiﬁaég63aztggyegf gltiaen requestg for
Albert Reiss, nprofessionalization of Police," in Police and b ‘ v ; sed - on 394 calls randomly
Community Relations: A Service Book, A. F. Bradstatter and 5
Touis Radelet, eds. (Beverly Hills: Glenco Press, 1968); and 1 . |
Jerome Skolnick, Justice Without Trial (New York: John Wiley i John A. Webst ~ _ ,

t : , S L ; . er, The Realitie : i
and Song, 19681 R R Towa: Kendall/Hunt Publishing T
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“Chapter III .

sampled from a twenty-four-hour period.l Sixteen percent of
the callers reported crimes. Forty-four percent reported
various types of incidents that might have involved some law
violations (i.e. suspicious person, disturbance; intoxicated
person, etc.), but which usually did not. The remaining -
forty percent of the telephone calls requested some type of
information or police service. This finding is corroborated
by an earlier study by the President's Commission on Law
Enforcement which found that over fifty percent of all calls
to the police in metropolitan areas involve requests for

service.

- University of California Study. A study by the Univer-
sity of California of a large city police department's field
activities3 indicated in excess of eighty percent of a police
officer's on-call time was spent on rnoncriminal matters. — Ap-
proximately seventy-one percent of the department's "called-
for-services" involved miscellaneous public services == 'such
activities as picking up stray dogs, answering nuisance calls
and assisting persons who had locked themselves out of their
homes or apartments. Nearly fen percent of a field officer's
time was spent on traffic accidents and violations. In this
department only: about nineteen percent of an officer's time
~was devoted to ¢riminal and related matters.

- While these findings are based on a one-year sample and
reflect only the time an officer was actually occupied by an
assignment or in an on-view activity, they tend to corroborate
the findings of other studies and the inappropriateness of
characterizing police work as that of primarily crime control.
The authors conclude "“...our observations lead us to believe
that data from any other large city will reveal similar
patterns..."4 ‘ .

New York City Study. As part of.-a Law Enforcement ;
Asgsistance Administration training projee¢t, the work, load of
the New York City Police Department's Twéntieth Precinct was
‘analyzed.® Police activities during a two-year period

 Wisconsin Law School, 1969).

lcalls for Police Service (Cbicégo:. University of

2pask Force Report: The Police (Washington, D.C.:
Government Printing Office, 1967). ‘ -

3Gordon Misner and Richard“Hoffman¢ Police Resouxce'
Allocation :(Berkeley: University of California, 1967).
y i

d1pid.

55. James Press, Some Efﬁédts'gg gﬁ}lncrééég‘ig_
Police Manpower in the 20th Precinct of New York City
(New York: Rand Institute Vol R-704~-NYC, October 1971).
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~ indicate over seventy-five percent of the total to be ré~

lated to noncriminal matters or minor ordinance violations
‘New Haven Study. One stud ‘ o e Tiate
W New \ : - 0 Y ‘appears to shed q
vzélggg riqugshs for‘pollcg attention are heavily igﬁiriéghtl ‘
AL .study of police clients. in Neyw Haven, Connecticut con-
ains interesting conclusions. The "average" pdlice CIi:gE_

.did not have the same characteristicg as the typical New
for police assistance were

» 14

- middle-aged, single, divorced or separated. They tended to

be from lower soci i
> f : lo—-economic levels ' ' ‘ ‘
cation than the average person, v‘and had 1688 fommal wdu-

.It~appears‘poliée ciiéntS‘h ‘ i

. Lt : ice ave problems whi

pgllce ire gvall§blekto handle. Their problemsl:?eogiz t?e

5hZ§ona ; f}nan01al,'and even physical.: They occur at Er

prObiggnﬁgilgzu:genc%eg afebclosed; Unless alleviated tggrs

crimina ehavior The citi - wi

problem often cannot solve it al “and Tuently doos ne

have the. somras2nn C 2 1t alone and frequently does not
e oC r informational, or fin i es

obFaln assistance from some noﬁpublic':gsigé T Therezare.

s and frustrations.

] :
datioiogﬁéézdéM%ltnOmah County Studies. The Police Consoli-
by Yaden/A3sociates of Portiesd s “mc'LoLe Study conducted
oy Yade clat .2 The pur £ the
§§§ EgedfzeiTlne.ﬁgg calls the police iﬁ Mggiiogghtgsuitsdy
For purgcs:s éfaﬁgehgzﬁggeyagygigéte‘t?? S§FVice gendersd.

: ' € udy, olice client" lef] s
iggegﬁgsgnfwhq requests any type of police as:i:tgigénig 2e
Although th;cmaany Qf.the pgllce agencies in Multnomah County
g othéi efinition omits people who receive police ser—‘
ireciiot wgyi ~-— such asg asking an officer directly for
ioeptie + assistance, or adv1ce == _the limited resources

able to conduct the study made this ommission necessary.

In order to analyze poli 13 k ’
: Yze police clients, Yaden rand
selected 4401 dispatch cards dated Januéry through gzigh of

M.‘

l N v ' ‘ - ’
Raymond T. Galvin, et al, CDAP Survey of Attitudes About

Poli i i ‘
lice Serylce iE‘New Haven (New Haven: City Planning, 1968)

2 . . . ‘
«Yaden/ASSOCLates,'ConSultant Report: Police Clientele

,InV§ntory %Portland: Police Consolidation Project, 1974)..

Sk
“
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1974. By type of call these cards were categorized as crime,
forty-four percent; service, twenty-one percent; and order

‘maintenance, thirty-five percent (or criminal, forty-four

percent; noncriminal, fifty-six percent).

Since a dispatch card is more: likely to be completed and
an.officer dispatched if a crime has been committed than if
one has not, this breakdown is biased in favor of criminal
activities. This conclusion is based on a validity .check
which was designed to determine what calls were never re—
corded on dispatch cards. When incoming calls were monitored
at the complaint desks, Yaden found that no dispatch cards
were initiated for thirty percent of the calls to Gresham
Police Department, twenty-£five percent to Multnomah County
Division of Public Safety, and fifteen percent to Portland
Police Bureau.l Of the 407 calls monitored, no dispatch
cards were made for seventy-two. Where no police officer
was dispatched, twenty-three percent were crime related,
forty-five percent were service related, and twenty-four
percent were order maintenance. ' o ,

; Since about half of the police clients interviewed had
called the police at least once in the previous six months,
it is possible that police complaint operators condition the
public as to what types of calls the police consider important
and which kind will be refused. This implies that «if all
types of requests for assistance were given equal considera-
tion, requests for service and order maintenance would in-

- crease and crime calls decrease as a percentage of the total.

In a study to determine work load distribution by type
of call and by census tract, the staff of the Police Qonsoli-
dation Project analyzed 24,752 randomly selected digpatch
‘cards from Portland Police Bureau and Multnomah County Divi-
sion of Public Safety dated September through December, 1973.2
This study indicates thirty-two percent of the dispatches were
crime related, fbrty—four percent were oqrder maintenance, and
twenty-four percént were service (or thirty-two percent
criminal -- sixty-eight percent noncriminal). These ratios
based on more extensive data than the Yaden study occur de-
spite the fact that up to twenty-five percent of the people

lThe low percentage for Portland Police Bureau could be
the result of screening by a central bureau telephone opera-
tor prior to the complaint operator's receiving calls., It is
logical to assume that none of the calls deferred by the cen-

tral operatorfwere criminal in nature.

2Poliqe;ﬁbonsolidation Project, "Police Workload Study."
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who telephone police with a problem are hahdled by communi-

cations personnel and a polj : T ,
assist the caller. police offlceryls‘not dispatched to

Conclusions about Research

The foregoing studies of work load o e
 The fc . £ woz oads- of police in Mult
County.lndlcate‘crlme—related*requests for police assisziﬁggmah

This finding is consistent with :
. 1d1r ‘ and further corrobe
~i§lated research in o?her cities. The evidehcelgggigzginthe
the nafgre of the pollce work load of what people who calg
toetﬁg ;giigzpsgt 1§hove§whelming. People with problems turn
, en €Y do not know of anvone else wh i
Eiéppggigé'igtégzz ﬁﬁ that their primary geason férmgleiié
0O L. : these agencies have twenty-four-hour :
Swering services. Whatever their r . i
the police do not provide assi o the' coioatling, Hhen
’ ] stance, the'callers f o
glected by the government which they pay st seemens
> ge . 'ty - taxes to support
Most feel that since the Yae void ' Yk
: . ! y help provide police salariec
police officers should help them when ok asoiston
R Cerx ; they ask ist Sy
In their opinion they seldom se ol > B
] ek help from gove 1t ar
when they do their problem is.as 4 % e the shoc.
en y dc -dS dmportant ds the ghop-
lifting incidents at the local .department stores oghzge pre-

ventive patrol i ‘ s
tention.p 1 1n another area,,anq they ‘éxpect police at-

Baged on their research Eh T e
. - On their rceh, the School of Poli inis~
trat;on at Michigan State University observed:llce Adminis

Police should place greater. emphasis h
'concep? oﬁ public service aéﬂaplegiziﬁggg ;g:l’ §
of their organizations. For the police, pro-
fess;onal;sm has been viewed in too naréow a"
focus. True professionalism is rooted in broad-
based public service which commands popular re-
spect for the police officer and the system of
government;py law which he represents. In-
creased efficiency in police work is ‘laudable

but as a means to an end, not as an end in iti*
self._ When efficiency isg coupled with a goal =
of crime suppression at any cost, the community
1s often faced with a police agency which is

not respopsive to community needs. Certain
?lemgnts in the community do not see it as

their" police department. ‘

———— i

1 . ’ 3 ' PR
A National Survey of Police and,Community'Relétians:
Government Printing

Office, 1967).
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Chapter IIT

Police Attitudes . -

press a need for continuing to perform both criminal and non-
oriminal functions. The Portland Police Bureau chief has
issued an order which indicates that the most important obli-
gation of the Police Bureau is the provision of services.

The GOC Committee of the Police Consolidation Project em-
phasized its~concern with ensuring that the police role de-
 Finition legitimized police responsibilities in the non-
¢riminal area. Therefore,: police’management appears to
gupport a\broad role for the police in community service.’

However, a Police Consolidation Project staff survey

of area police officers' opinions about legitimate character-—
istics of the police role revealed that many have ambiguous

0 feelings about performing duties which to them have a "socilal
work" connotation.l Nearly half of the responding: officers
felt that it is legitimate For -the police to ‘provide services
to citizens; however, they interpreted this parrowly. Only
approximately thirty percent believed that police should be

i

responsible;fdf providing guidance and counseling to citizens

with problems and even fewer wanted police officers to act as
: : advocates for citizens. On the other hand, over half of the
Y g ofificers felt that police should assist members of the public
o by providing emergency services such as transportation of '

the sick, provision of emergency.housing, provision of food
in emergency situations, etc.

o ‘ In general, it is the staff's conclusion that while

’ b ~ many police officers would prefer to restrict their activi-

‘ % ties to criminal matters, they recogniZe,obligations in
other areas. They xnow that their clientele expect ser-
vices which they are in the best position of any govern-—
mental employees to provide. Therefore, even though they
like ‘the glory and status that come with being criminal
apprehension experts, they are ahxious to be of service

+o their communitiks and citizens.

“

)

Goals and Related RecommendatiOns

The available evidence suggests there are no significant
differences in the basic purposes of the yarxious police

- ) )

| |
o lgtaff, "Eimployee-Opinions of Police Role Character-
istics."

Management personnel in +he local police agencies ex- "

-}
>

P

Role/and Goals

organizations in Multnbmah County.l Howev '
i in Mul : . er, there are dif-
ferences in priorities and clientele expectaéiéns both aiggg

the jurisdictions as well as amon it withi
of the jurisdictions.?2 g communities within each

on the Basis‘of reééarch and lit Lews '
: S18 ‘ ; erature reviews and in-
formation obtalped‘from police personnel, the staff prepaigd
several conclusions related to police role and goalsg These

conclusions were reviewed and acce .
in May, 1974. They are:3 pted by the GOC Committee

1. The most impor£ant res ibili
he . responsibility of the ice
i% the preservation of humah‘lifg. poldas

2. "The police responsibility for the ma‘  ‘

social order is conditioned by a res;giigigiitOf
fo;.proﬁect%ng‘individual rights and ensuring Y
socxal justice. Therefore, the maintenance of
ordgr clearly does: not obligate or authorize the
Opollce te regiment society. Democratic societies
expect the‘po}ice to protect the right of citizens
to bepavg in individualistic, even deviate ways if

fﬁgggg 1nd1vgdua%ism and deviancy do not injure -
treaizegi. eprive others of the r;ght to just

hs

3. Police organizaﬁions are in a i e
£ unigue position
;griugport gthir governmental agencieg with in-
ation about citizen problems and needs '
they should address. seds that

4. Law enforcement is an important function of
police; however, physical -arrest is only gﬁethe
strategy that police use to enforce laws. The
stgtg law requires police to "enforce" the
cylmlnal code, but it does not specifically
direct police to "arrest" every person who

'lin addition to the precedin
! : g see staff report o i

?gaﬁs and Object;yes (Summary report for GOC Coimitteg Pgéigi

7.);hgoepsell—G1;ard and Associates, Consultant Repoét: Or:
gin%zaalonal Resource Inventory (Portland: Police Consolidation
Cogggiﬁé ﬁgy, 1974); Staff{ Police Role Survey (Portland: Police
sultani ;eéggt?roggigéeAgiié,tlg74);‘and“Yaden/Associates, Con-

, : n i
e s Todee S ele Inventory (Portland: Police

2Yadén/Associates.

3see Staff report, "Police Goals and Objectives."”
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Chapter III °

violates a law. Therefore, poliCe officers can
legitimately exercise discretion if it results
in the enﬁorcement of laws.

id

‘police must work with and for.citizens as much

as they serve the government. police must strive
to assist citiZens in developing communities that
are livable places where citizens do not have to
be afrald of being abused, attacked, placed in
jeopardy of injury, or denied fair treatment.

" Police methods must stress cooperation with

Based on the preceding assumﬁtions,”specific goal state-

citizens based on trust rather than fear, and
they must emphasize prevegtion«rather than sup-
pression. Police should be more /concerned about
obtaining voluntary rather than forced compliance
with laws. The existence and authority of  the
police depend on public approval of police exis-
tence, actions, and behavior, and in general on
the police ability to secure and maintain public
respect. S ‘ . ; '

Ty
e

ments were developed for local police agencies. They are:

l » .

Provide emergency actions and services, not readily
available from other dgencies, that may save human
life. : e ;

provide programs and actions directed at .the causes
and conditions of delinquency and crime that will
result in the prevention of juvenile delinquency,
criminal deviancy and crime. ,

provide programs and actions to acquire informa-
tion about criminal behavior and responsibility
and expeditiously handle that information in a
manner consistent with the best interests of in-

volved persons, the community, and society.

~ Respond by direct .involvement, édvice,“dr referral

to those situations which if left unattended would -
logically result in serious mental anguish, dis=-.
order,~injury,aproperty damage, or loss of indivi-
dual rights for people within the jurisdiction. -

. provide actions and programs for coordination be-

tween and support for agencies that seek to facili-
tate social justice and justice processes. ,
h : S () a .

provide order maintenance programs and actions to

reduce danger and facilitate normal commun%ﬁy and
social operations during'periods'qﬁ%ynusual :

v
5 >
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‘related to local police goals and objectives:

Role and Goals

disruptive occu U '

rrences such as ¢ivil ” ,
disaster, ri ‘ protest, natural
er, riot, and war. !

Provide~programs, procedures i i
: X orocec , and activities that
will result in efficient, effective and fair manage-

ment of the police organi i
; ganization and sati i
of personnel career needs. . fistaction

mentsAﬁﬁiough-the GOC Committee intended these goal state-
Police agencies in fne councy.  fheir adoption countywide
 agenc, nty. elr adoption ¢ Ui
would in¢rease uniformit ici P ountywide
~ X y of policing throughout th
It would facilitate coo o grouw e county.
v 1 peration and enhance evaluati
pOllce agencies. In addition, thei = unation of the
T ; [ > adoption would -
hibit the establishment of hwgsmlynnt not pro
s Mvks ; ‘ organizational arrangement
would facilitate variati 3 : igements that
individual agencies. ons in emphasis and priorities in the

Therefore, the staff offers the following recommendations

.

Recommendation. The préeceding ‘¢ i

1. g ¢onclusions and go

s?;glq be reviewed gnd endorsed by policy and'pgl?i:

: g‘ 1c1als. Appropriate changes should be made in or-
f;g:giiisre%at$g Eo police responsibilities and modi-
; ‘ shoul initi I j Lcid
Sy evlnltlated in police policies and

Eﬁgngeggaﬁigpé_ goiice organizational arfangéments
S odifie 0 ensure greater congruence
. 3 ‘ O
goaés,.structure, an@ police activities.g This regom~
megigthn should be implemented with or without con-
sg ihat;on of police operations and without regard to
: g er or not the preceding goals are adopted. e

Recommehdation Methods should be ‘
L . : ‘ e adopted by the :
pgllce‘to en§ure.cont1nuous development and‘zndating o -
zh pollce gbject1Ve§ in a manner that will maintain ' :
elr consistency with the organizational goalé.

Recommendation. Methods . should be established for h
mgplﬁorlng the exteny of goal and objectivé accom- '
plis mentuand assessing the effectiveness of various
organizational strategies. R
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CONSOLIDATION OPTIONS

Traditional wisdom and logic support the conclusion
that fragmented authority and duplicative governmental
functions are unnecessarily expensive, wasteful, and in-
efficient. Public administration scholars, practitioners,
i and citizens have long advocated consolidation of similar
i governmental functions as a reform method for reducing
j governmental overhead and increasing efficiency.l. Re-

i searchers, however, have found governmental consolidations
I - fail to satisfy all the expectations of their supporters.
o Their research seems to fault simplistic organlzatlonal

] designs rather than the consolldatlon itself.

Flndlngs suggest certaln social service functions
such as education, police, and mental health are hampered
if they are consolidated and organized strictly by

3

e L “ : ‘ , , . © lin the police field the most authoritative document

L ‘ : Y advocating this approach was the President's Comm1551on, The
. ! - Challenge of Crime in a Free Society (Washington, D.C.: Govern-
SRR L . 3 ment Printing Offlce, 1967). More recently the National Crim- s
R : : ‘ : ‘ R ‘ ‘ : B inal Justice Standards and Goals, Advisory Commission on Inter- i
oy governmental Relations, Committee for Economic Development,
P - , , b and Oregon Law Enforcement Council, Law anorcement Plan

; ' ' : ! Commlttee took similar p051tlons.

2See Robert I.. Bish and Vincent Ostrom, Understanding
Urban Government: Metropolitan Reform Reconsidered (Washington,
D.C,: American Enterprise Institute, 1973); Elinor Ostrom and

S Tt -

“i  Robert B. Parks, "Suburban Police Departments: Too Many, Too
i Small?" Urban Affairs Annual Reviews, Vol. 7 (Beverly Hills: .
: Sage ‘Publications, 1973); Elinor Ostrom and Gordon Whitaker, i

"Black Citizens and the Police: Some Effects of Community
Control" (Paper for 1971 Annual American Political Science

: Association meeting in Chicago); S. T. Ishak, "Consumers' Per-
. ; 5? " ception of Pollce Performance: Consolldatlon vs. Decentral-
IR SRt : : , ‘ i ization, The‘“Case of Grand Rapids, Michigan Metropolitan Area"
LN e C ; (Bloomlngton- Indiana University, 1972).

1

. I
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traditional bureaucratic "princ;ples,“l The effective. per-
formance of such functions is highly dependent on personal
contacts between the governmental agent and the person being
served. Both the nature of the service and the method of its
delivery are highly dependent on the characteristics of the
specific community and individual being served. This means
that the organization of these functions should be such that
governmental agents performing them can be responsive to com-=
munity and individual needs and preferences. The research
further indicates a bureaucratically arranged agency cannot
Pe sufficiently flexible to permit its agents to respond to
The diverse needs and preferences in its communities.

On the other hand, bureaucratic organizational arrange-
ments in government can be effective if the functions so or=
ganized are pasically technical and procedural in nature.
Examples of such functions are data processing,'records,~and
communications. Ccitizens are not concerned about how these
functions are performed as 'long as they receive the guantity

and quality of assistance they expect.

The Police Consolidation Project is founded on the pre-
valent Portland and Multnomah County political‘philosophy
which places heavy emphasis on responsiveness to citizen
preferences,~requests, and needs. As indicated in Chapter II,
long range trends indicate planning should anticipate more
rather than less emphasis on responsiveness and its counter-—
part -- citizen participation -- in the future. Awareness of
thig trend by local police managers ig reflected in the or-
ganizational goals they have endorsed.4 Efforts to reduce
cost and improve effectiveness through consolidation must
provide organizational arrangements which will reflect both

local philosophy and trends.

lgiah and Ostrom.

25ee David J. Bordua and Albert J. Reiss,; Jr., "Command ,
Ccontrol and Charisma: Reflections on Police Bureaucracy,"
American Journal of Sociology, vVol. 72 {(July, 1966);
"Daydreams, Dogma and Dinosaurs," Police Chief, Vol. 36 (April,
1969); Gordon Tullock, The Politics:of Bureauqxagx'(Washington:
EublicfAffairs Press, 1965); and Sven Lundstedty
logical Contributions to the Management of Law Enforcement
ngencies,” (Philadelphia: American Psychological Association

Annual Meeting, 1973).

‘ 3Elinor Ostrom explained this notion in a discussion
with theﬁGOC Committee in January, 1974.

4gee Chapter III.
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- Consolidation Options’

The Police Consolidation Pioj '

_ i ject research indica
currept organlzaﬁlonal arrangements facilitatg iggtigtes e
stantlal’respons%vengss nor efficiency. There is a cr‘igb—
negd for reorganlzatlon of the police functions in Poiillcgl
an Mu%tnomah County. The research supports the con tan
consolidation as the most viable method by which it
organization can be achieved. HoweVer, in order Eound <

] ] r X
pgltcetto.address adequately their goals in a manngg Egi—
zi;pigstgétg the.logal democratic political philosophy

rganizational m i '
S e iraed, 1Eio odels of the past will have to

i
What are the Options for Improving Police?

The optimal benefits from r i zati |
. 3 : : eorganizations in th L.ce
systen can oo Gerived only 1F che”entlye sovommmencal Struc:

, : ultnomah County is consolidat  oF
to attempting to change police i psolidated prior

: and police related i i

The more complex the authorit ue atéd functions,
1= ; ) ty structure responsibl -
cisions about changes, the lower the efficieﬁcy witﬁ igicge

~current disjointed, fragmented, duplicative police functions

can be improved.l However, the i i1i
| . ' e inability to achie
zﬁppigt for the complete consolidation of local goz:rX;Zii
oig | not affect efforts of local officials to improve thS
iaj;git;hr?ugptgonsolldation. In light of the fact that tﬁe
] of citizens and governmental officia : :
_ 4 ; al ; i
ggge2;sggmhof ggvernmental consolidation (althzuggriﬁeglth
1ave been unable to agree on the detai! ‘he 1ogs
Zfszzgfesﬁiﬁgtxlth regrganizing the pdlice in&él$§;n22eci§glc
tent wi e eventual complete consolidati : -
nt : ion of -
migzi-;n Mul?nomah County is particularly persuasivegov$i2
q ion pqllcy makers should address is not "Should. 1i
cgﬁgolldatlon.occgr?“, but rather, "To what extent shpolcliice
ggn;getﬁonsolldatlon occur immediately?" The staff hgg de |
ree options, any one of which can facili i B
opt . cilit -
g;ovementg in the police, although to differin dzti ot
gse options are: - S ot

.1l. Establish a single i ot ﬁ
. police agency for th i
of Portland and Multnomah COuntg. © Cltyv

2. Establish a Public Safety Support Agency to

1 o ,
san beTZ:eieiults Ef a complex, ambiguous authority structure
Chd el n such efforts as CRISS, police space allocation
he polle 'recgrds merger. Unless changes are initiated bOth’

mmunications and crime lab mergers will also be hampered

by this problem. Thi ituati i ’ : '
mendatiogs. | his 51tuaﬁ19n is addressed in later reccom-

WA&'%MJ«Z;;%;;‘“;% i B A RN e i v
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Chapter IV

consolidate and coordinate Support Activitiest
while reorganizing and maintaining independent
police Line Functions in each jurisdiction.

3. Impsove and coritinue the ad hoc mergers and re-
ductions of duplicative efforts in police Support
Activities while reorganiging and maintaining-
independent police Line Functions in each
jurisdiction. , ~ i

These options represent three positions on a continuum
between the current fragmented police organizat#ons and com-
plete police consolidation. Trends point to the conclusgion
that the current natural evolutionary process will eventually
result in consolidation of the police. Any of these three

options will reduce the time and expense that will otherwise

be involved if consolidation,occursFthrough naFural~eVolution.
However, each has advantages which should be cpnsidered. :

Option l: Complete Consolidation of Police Oﬁerations

i

The first option available.to the policy makers involves
the complete merger of the Poriland Police Bureau and the
Multnomah County Division of Public Safety.2/ Although the
actions necessary to implement this arrangement are relatively
complex, in the long term they will be simpler and less con-

- fusing than those required to implement either of the other

two options. This arrangement would involve a contract be-
tween the city and county which should include the following

The positions of Portland Chief of Police and
Multnomah County Sheriff would be combined in a
position of police director. ; ‘

l‘

o ; )
2% The Chairman of the County Commission would agree
' with the Mayor's appointment of the Chief which
would then be ratified by the County Commission.
The appointee would then be sworn in as Sheriff.

a. This Director of city-county police would

i

~}For'a,definition of the terms "Line Funétions,“ "Staff
Functions," "Administrative Activities," and "Support Activi-
ties" see Chapter V, especially Chart 2.

VQZOtherkjuris&ictions in the County could choose to con-
tract w;th the consolidated agency. , S

' 3see Appendix A for detailed guidelines and Appendix B ,
for 'a sample contract establishing a consolidated police agency.é
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gzaggoxigeg with a contract of at least twb
Ch specifies his responsibilitd
. : iZl.
ggtggrlty, relationship to the othep ;ggﬁgﬂt
€ governments, and process for removal ®

b. gggigirggtziewguldtbe under the immediéte =uper’
~visi the County Commissi Lrm; n .
Mayor of the City og Portisgé?n Thalrman, and. the

3. All sworn person i R .
nel .
would be deputized. in the Portland Police Bureay
gggiggunggrgggiglassume responsibility for future
for police. r-and the f;nan?}al admlnlstraQion
o Egigégnq’POIice‘Bureau officers would be main-
Officer;ncggidngglandbpinsion system; however, naw
. ose between the Multnom '
Sworn Law Enforcement Officers’ Rétiremen:hsggzgiy

and the State Public i
for police. 3 ?mployees Retlrement System

6. A cost sharin ‘ : :
’ ng model would b fdn .
the agency (see Appendix B);e‘eﬁﬁa?%;sbed for funding

A

7. E;Eﬁ;cgﬁnﬁgggﬁg EOlice ageficy rights and obliga~
. given. o © he police operations would be

T ‘ i ‘
he ;dvantages of thls type of arrangement include:

1. It would faciiit ‘ ' ) the '
| ate reorganization th 1 i
£§§Y§ the responsiveness of the polic:ttgliimim"
‘.1 Y and client needs while reducing duplications

police service by providing ' j
S : g one police
the City of Portland and Multnomgh Coungg?ncy rex

3.. It would fac{iitat' ¥ : '
g I € Zong range nni
improvement &f police sgrvicgs_Plannlng for the

4 . It Wou»ld be é’aS oo N : . :
; asler to implement and adminisi
than either of the other two options?dmlnlster

5. It offers thé most cost savings poﬁential;

Basically, the ma- L
AL EE / najor problems for admiristr, g
ticult but fewer in number than with either §?t§§§ giﬁer

two options. They include:
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Chapter IV

1. Political control would be more intricate due
to the contractual arrangements and dual super-
‘vigion of the chief police executive.

2. There might be substantial resistance from the

3

employees n the organizations.

3. Will complicate enforcement and training,problems
since police officers would be responsible for.
both city and county ordinances:and priorities.

4. The personnel system and pension arrangements
will require more administrative efforts over
the next several years. T

Option 2: Establish a Public safety .Support Agency

The second option for improving police services and re-
ducing overhead costs through elimination of duplication
would entail establishing a well defined structure for more

. effective coordination of the efforts of selected Support
Activities Rather than continue to distribute functions
in an ad hoc fashion among existing agencies, this option
would involve the contraCtual‘establishment'of a single
agency to organize and manage Support Activities for emer-
gency and guasi-emergency public safety and criminal Jjus-
tice agencies. A position of coordinator, initially re-
sponsible to the chief governmental administrators, would
be assigned the responsibility for organizing the agency.
This person would be responsible for managing the support
agency in a manner that would ensure high quality, efficient

operations.

; The agency should be organized as reflected in Chart

7. . It provides direct services in the areas of (1) communi-
cations, (2) records, (3) data processing, (4) evidence and
property control, and (5) identification. 1In addition, it
should be responsible for the functional supervision and
continuous evaluation of (1) criminalistics [crime laboratory) .
(2) equipment acquisition and maintenance, (3) prisoner de-
tention and processing, and  (4) facility acguisition, manage-
ment and maintenance.l ‘

- et T

lpurther information related to the selection of these
activities for crganization is presented hater in Chapter V
of this report. :The rationale for limiting the functional
areas to Support Activities is also explained later. '

Y

>

Consolidation “Options

This arrangement would be implemente ' ‘
gntere@klnﬁo by the ‘city and counEy underdtﬁgzzgtﬁgiiimeng
regon Revised Statuteg, Chapter 190 (see Appendix A) yfg
zgrgemeng would estgbllsh~a city=-county agency to ma-. he

b e piev%ously’ment;gngd activities. City and countnage_
a:gisoi.izithese gcthlties‘would be managed by the gbé?din~
o d;s Publlc_Safety Support Agency. One contract
would be o awn and Would'cover most projects,.rather than
be,fgr ate Zgz;;agt for each project. The contract would
s tﬁe li number of years, and the jurisdictions
party to the cgn ract‘would agree to phase out their opera-
ey ac ortance w1th‘the.plans initiated by the sdpport
ag the.partgzz ients and divisions within the jurisdiction
of the part o the agreement should be required to utilize
the polide ; provided by the Public Safety Support Agency
he police syenoies weuld not be given bulget allocetions to
_ . : . e contr i
tlon would in general contain the followiig gggvzgtinz?era—

1. ‘The r?sponsibilities and authority offthe agency
2. Provi%ions for the Jod i ' |

» sior e joint appointment of a srdin-
atorfyavlng the responsibility and auth k.goordln
organize Support Activities and to coorgig { =
those‘Support_Activities'that are providedabe
agencies outslde the county (e.g., crime lab¥

3. A definition of the cost sharing arrangement

4.  Designation of th i fic su
Co o he specific Support Lvitd
_to be organized under this agéggy; Activities
5. Authorfzatioﬂ for tt eng i '
ok 1@ agency to establish it
own ‘personnel m « yra Ty : its
staff. ethods with basically nonsworn

6. Agéhcy responsibiliti ’ !

1t bilities for coordinati -
| jated departmental o eils Sontracts on
Vi3 e urisdicti 1 NP
Jlabor: ;tc.). ctional boun@arygs, division of

],/
i ,

It
i

’b/ ® ;

, This approach of mer i : cal | S g

4 ging police| Support Activiti S

icﬁ?mgﬁ? of advantages over the ad h&c‘ﬁgrger oglgitles has
1V}t1es outlined in Option 3. i Support

/i» o ' b

/1. It would ensure coordinated, reas “

F S : , ; reasonably effici )
: provision of Support Activities for emgrgenéglent
~agencies of Portland and Mur%dbmah County

t

- 2.  Support’Activities e les:
: : : would be less expensive
if provided by independent jurﬁsdiciions. Fhan
i
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Chapter 1V

3. The approach is more consistent with long rangé
trends toward,consolidation of governments and ~
would move police further in that direction.

4. It would give cach jurisdiction control of its
Line Functions and Administrative Activities.

5. It would place responsibility for coordinated
performance of Support Activities and eliminate
competition among the Support Activity units
from the political arena.

6. It would reduce the amount of administratiye
time which legislators and administrators must
devote to this area. 5

2. Tt would facilitate greater cooperation Of USET
~ agerncies. . : R

A major disadvantage to this approach is that it would
reduce the amount of direct control individual agency admin-
istrators can exercise over Support Activities. Tt might
also reduce communication between the police and their
gupport Activities. However, thege problemsywould occur
regardless of the methods used if the activities are re-
moved from direct control of the police agencies. They
are not serious problems, provided the police have sensi=
tive and cooperative management personnel and governmental

N

leaders give the plan firm support.

This option as well aslbption 3 can be implémented
without complete consolidation of Line Functions, but if
police effectiveness is to be improved, police Line

Functions andnAdministrative'Serv1ces will have to be
reorganized. ' : =

Option~3:zkAd Hoc Eliminatidn of Duplications in Support
Activities . P

Over the past several years, the city of pPortland and
Multnomah County have been attempting to improve the per-—
formance of police Support Agtivities by‘establishing‘joint
cooperative projects. This method of merging activities to
improve police services entails‘defining'duplicative Support
Activities, obtaining official agreement both on the wisdom
of merging the activities, and how the mergers will be

lgee Chapter V for discussion and recommendations xe-
lated to Line Functions and Administrative Activities.
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managed, and administratiwve e ‘
1 : vely or legislati td
Egsemiggiitgg the acF;vxties, In some inszzigegangzc;ng
have resut in a simple colocation of offices é d mite
th any significant reduction. in operating ngtts
) S .

To date such moves do not
X Rl ot appea :
cations sufficiently to jusﬁ?fyrtﬁg ggzirtﬁprOVed communi-

‘ In most cases, merge : * :

iR , gers have been handled i

establiiiZé ;gi gnlgue organizational arrangem:iiztﬁvely

S s bove no b ach new merger. The directors of s?vi been

tracts and seld een ProleEd with personal services ign-pro—

tracts A ofoﬁ nas the;r authority been defined ig av

the Smomdest. £ erms. With no formal contracts wh:i’chwen
uties,; project directors have been léfﬁfwiiﬁf

scant overall guidance i
little specific aUthOrit;?nSlderable resppnsibility, and

Policy !
technicali{igzkiﬁstire only generally,familiar with the
ood thes eSO e specific ogeration of merged functi
A e D tunal:gle to define responsibilities o ions,
T haas e to directors. Even more serious afi Fhve
indtiating thegzri’ policy mgkers and other officgélﬁ h?r
e erai'ves to be in conflict over the det;ilmVe
the merged. Eo ions. Project directors have, therefos of
Been Torced to organlzg advisory groups of criminal ju igl
sufficient consZﬁsugoéécin?iﬁzgiysiin‘an g e Ogtziice
projects of the support and powe;atongﬁé:igg ensure their

Althe b
i B o oot fonation:
tion F Been. n npts at joini i :
, s have not been. notably successful? Tiggfgi}ésingugc—
L s a

brief summary of t ;
date. : Yy he police consolidation experiences to

1. P ice ' ‘
ortland Police Bureau provided communications

for the Multnomah Count

, 1 nty Sheriff' '
gﬁtwgenrlQJO and 1946. The Multnzmgﬁpggtmint
£ eriff's Department separated in 1946 o

Gresham police have relied

H polic elied on the Mult

gg;;ﬁiigéziglonfOf Public Safety to prgg?gg ’
ons for their department, b i

rzgeg? months,~§resham has establisﬂeduz égs-

patching operation of its own and appears to

be moving t ;
: oward its . >
system. Oyn communications

D?iigggzla?d Pol%ce Bureau and Multnomah Count‘
Rivi ’InolgPubllc'Safety combined training iny
. ] 71, this arrangement was dissolvedd
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4. The Portland Police Bureau and Multnomah County
Division of Public Saféty\gerged their records in
1968. However, after three. years of experience,
the Multnomah County Division of Public safety
withdrew from the arrangement. .

5. The city and county attempted to colocate police
administrative offices and operations in at least
two instances. First, there was an attempt to.
locate both the East Portland Police Precinct and
the sheriff's operations office in the same build-
ing in east Portland. This effort failed. Second,
there was an attempt to colocate the administra-

L tive and selective support and operational units

, of the city and county police in the police admin-

istration building at Second and Oak. This ef- 3

fort has been partiallyksuccessfu , although the

situation is extremely fragile. There is-not
sufficient colocation of officers to ensure good
commuizications between the counterparts of the

two agencies.

6. CRISS is one of the more successful attempts at
v project cooperation between area police agencies.
Tf€ it is eventually successful, the success will
probably be due to the fact that several million
dollars of tax money have been invested in the
system.

7. The merger of the Portland Police Bureau deten-
tion operations with the county jail has been

the most successful consolidation project to
date. ~ E

g. City-County Justice Coordination and Planning
has been another cooperative effort:; however, it
‘appears to be losing favor with the various
agencies. -

9. The Communications Project, which is“currently in
the preimplementation stages, offers reason for
hope that it may be more successfu}, than other

K . X

projects. However, while- the initial planning

has. been extremely sound, the prospects of success .

are’ slim unless the project is established along
the{lines‘outlined in Chapter V and Appendix A.

lgince this cbservation was made, the City-C J i ‘ ' :
' y-County dJustice the companies held meeti v
] ' - ) etings, chances are the fin:
e s inal product

Coordinationland"Planning operation was terminated.

Consolidation Optiopns

g ‘ Regardless of one's phi whi ‘
- . ‘ ; X ) philosophical commitme e
:Eéngrgggéigatéve governmgntal functions, expzr?:nzgseéiggn~ i
) g do not provide a background for optimism abbuis 2

:gehggszibiiitﬁ of future success of mergers based on this | ;T
anique cﬁgraag . BEven though each of these past efforts ha k7
cteristics, they have had significant similari-s =

:i::lzhéghnga{ogg ﬁ:igiedlto their high failure rate. First s
. ng-r planning has been undertak ' ' .
ggsiﬁpiemengatlon of a merger. In some ins%aniggkigrpzlor I
. structuiZ? p:§géiigir§2;28d ang tﬁe initial crgaﬁizatgoﬁal
| 3 ‘ . ~ s, and physical faciliti ofi
however, in no instance h" Sy acilities defined;
’ ) as sufficient attention b iven
§gnt§g% ;ange problems such as continuous funding e:guggzzn o
echanisms, and the possible impact of ﬁhé changes =

Second, planning for mer b
¢ 1, : gers has not been suffici
§Zgﬁr:gzn51v§ or systemic. QRISS and the communicgtz;iztlz -
Ject goo examp}es of this problem. The 0perationsko§ °
casese Egggigzzlarg énterrelated, and the projects cannot
SOl ly independent of each other. The ar

gfaigignf?rmaﬁlqn.system that also .includes poligea;zcgigz
componegtsor ?izggggdthiie gunctions\must include all threé

. ently developed plans for eac ’
iiiisaﬁgit ﬁi bzied on assumpt%ons about extensivehcggp:?2~ ]
bon refgecteth ree areas. Without detailed overall plans :
I sonnel and data ioigziiface‘prgcedures;“technology, B | 5
- : 1d on instruments, th
‘ will not interface ade LSy these subsystens

n ter quately and neitlier the i i

system nor its subsystems will work effectivél;nformatlon

Third, there has been i ‘
“ . e I nadequate commitment
igzgg;onsé. Partlglpapts hgve been free to withdr§$ ?gigii
“cipanté bolgen this situation, the attitude of some patti—y
grpants tg siihﬁglgrgggancetratherfthan cooperation They
v ‘ ‘ operation if .& functi i t per- ;
formed their way suffici { ' s i & :
ned . icient commitments on th ' E
political bodies would hel " re aifortt .
oli ; p to ensure co i :
on the part of operational personnel. Opexative sifoxts

"The present ébprﬁach to the i C o ‘ -
3 +the information syst i 9
zggiiiigscﬁipiﬁﬁempilngt°tbuild an airplane byygiignésthree
e es to construct subsyste i ' 5
veloping an overall inte Y me without ever de- i
R grated construction plan.
CQ; . 4 B an .
Wiggiﬁtez Qﬁy have a pexrfect understanding og airpliiisthgzi
craft bei grgugh description of the specific type of aiye
buildin ‘ggm ut%t; none'of the companies would be capaﬁle’of
: ing patible engines, fuselage, and wings. Even if
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ill-defined.-

the responsible personnel.

will best sexrve the merger or project. : R ; i\

‘~Chapter Iy

Fourth, the lack of sufficient auvthority has hamstrung
Failure to specify the obliga-
tions of participating agencies has further hampered mergers. -
Since agreements between the involved parties are inadequate,

_conflictS§ﬁave to be negotiated as the consolidation occurs.

This situ,tionméoxces‘project managers to -make extensive time
investments in-\pnflict resolution and makes effective manage-
ment difficult, if not impossible. el e :

Fifth, related'comﬂi%£Ee objectives and structures are

Relations ﬁFs between committees and staff mem-

bers are difficult, if'nﬁﬁ,impossible, to understand. - Where
committees have been usedy it is difficult to deterriine
whether professional staff members command the committees or
the committees command the staff. Apparently very little
consideration has been given to what type of relationship{f

Sixth, mergers and coopsrative projects have been
managed by people who have been sworn employees of the exist-
ing agencies. These people have, at times, been hampered by
(1) lack of technical knowledge about the areas of coopera-
tion, (2) subordinate-supervisor entanglements with one of
the participant agencies, (3) lack of experience and skill in
project management, and (4) immutable confidence in the value
of the basic methods used by their own police agency. . Since
it is usually more difficult to learn the technical areas

- than the police operations, it seems logical to hire merger

A

directors who are -independent of the participating agencies
and knowledgeable in the technical areas. ,

. The -staff's conclusion is that in order to make the ad
hoc approach to mergers, cooperative projects, and functional

. consolidations successful, the preceding problems must be

corrected. If.they cannot be solved, both the people sup- -
porting consolidation and police employees will become dis~
couraged and discontinue the time-consuming, expensive ef-
forts required. While the continuation of ad hoc mergers
of'police functions can improve services and reduce costs,

" such' will not be the case unless substantial changes are

‘made in “theapproach.- If the ad hoc approach to mergers is
continued, existing and future projects should be improveds
in the following ways: ‘ : , Y

1. The jurisdictions_involved should negotiate a.
: precisevgoﬁtract‘ﬁhichﬂspecifically sets forth
¢ the objectives of the project, the budget, com-
. munication channels, and the management authority
of the project director.l. I R P
> g - - i a . , . . .

‘.

‘1See7Appendix A for guidelines on conﬁracts.~

e

. activities ang
1S presented later in this repoxr

for, limitin N
i i ~MiTing the func :
. explained later, o ronal areas t

' Consolidation Oétions

2. The contract Shouid : ; :
. tlonS and the len th of - - g
- to the contract. J - commitment

ﬁ?e obliga~

of the partie,

- It should be designed topelimii—
2w. of project
~All agencies should be
mount of service they will

management activities.
able to ascertain the g
receive.

3. The reporting res {bilit
E | ponsibility of the pro- Lre '
-~ tors should be precisely defined, IE sazgfddgzecn

: -fie -authority. to : b
to perform what functions.yJoQ,oxdeF the director

4. Projects should be Supérviséd by peaple whd are

~competent in the technical area -rather than

‘simplyvpoliCe=managers who a i
L1ce: are ass
- of the participating agencies. q‘lgnedkby one

5. Plans should be comprehenSive

~ long-ranged. 1In addition ’
;unlgss there is specific ’
cation for modification.’

ve 'syéfemic and
~they must. be followed
well-conceived justifi-

: L , , . citve ‘ P e
efforts in the;following Staff Supporé‘grggg?fy duplicative

[

Cﬁmmunications
“Records :
~Data Processing : ey
- Evidence and Property Control :
(Crime Laboratory Services) -

Criminalistics
‘qulpmgnthcquisition and Maintenance

DetenFlgn and. Prisoner Processing“
Identification B -

«Warrant Service and Extradition
,Faglllty:Acqulsition,—Manademént and Maintenance

O W0 0N OV UL I Lo B
® L ]

=

Initiélly, ad hoc je . o o
0 ; Projects : . .
most instances require o higher igvggimprecedlnq areas will in

geing_demgnstrated‘by;CRISS and the Co
owever, the amount of increase necess:
entirely on the . ks ‘

,ilFurther,infbfmation related EO t

he selection
recommendations™c + of. these

oncerning their organization
t. .In addition, the rationale
O Support Activitiés is also

T
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-

Jnce ' i zed functions have chome'operatlonal! §ub—
Oncetﬁhi Ziiﬁggzlcgi gg realized because of the’ﬁl) el;m;?a-
s?an J-%du licative command and Superv1sgr¥.pe:sonnel, ( Ya
tlznbi' hmgnt of lower cost nonsworn positions, (3) re@uc 1§n
in o %sment”and facility duplications, and‘(4) economies O _
;gaigu;glated to purchasing. such savings would occur in ap

proximately three to five years.

The reorganization of thége activlt;es sgoulitzliz ge
sult in improvements in operations and lowere fcomfservicing
+esult of expansion of the‘SupporF Activities rol eryict
reiu the police to providing service to a@dlt;ona g iy
;gn{al agénbiés. For example, commuglcatlonsnigdrigiﬁz ca;ig
could also serve firg( animal contrg‘, emiigie delivery’agen—
bulance, street repalr and even soc;al_se_ ¢ Livery agen-

i laboratory could serve cour s gn%‘p -
fenders?hesgzimzxpansioﬁ og,services should facilitate CCOPEr

P . . d - 'm_
"~ ation and communication among governmental units, thereby 1

proving the coordination foggVernment actiqps‘in‘addre851ng
overall goals and serving citizens. 3 ~ A
The diéadvantages of this ad hoc approach'tg imptoimng
police services as compared to the other two og;mops‘ar
many: - N L - B
1 It fragments authority over projéctsAWhich~results
" in a lack of coordination between projects.

k2k Tt results in competitionuamong projects for funds.

' i i ic islators and policy
. It increases time which legis LS ‘ .
’ makers must devote to\admlnlsterlng Support Activi
ties projects. = - e o :
4 it increaséS‘the difficulty o£ longm§ange planning.
| . - & indivi 1 agreements
, It increases the;numberygf 1qdlv1dua 5
° and policy groups resulting in cumbersome o;ganlza
tional arrangements. =

6 It fails to achieve maximum cost ;edugtlonkandd -
. efficiency due to increased coordination and akmln
istration time. :

' in fai sausi high rate of
7. Tt+often results 1n failure, causing a :
! separation (@.Ger records, tralnlng, purchas;ng).

8.%ait wpﬁldkrestrict the number of user agencies.

g9, It fails to offer the securityynecessa;y to
‘attract competent personnel.

Consolidation Options

Again, it should be emphasized, past experiences lead
one to conclude that unless the changes in the current ad
hoc approach are made in accordance with staff suggestions,
the success rate of this method will continue to be low.

Evaluation and Recommendations

R

- To compare the relative merit of the three options, the
staff has identified seven criteria which are particularly

important to decisions about police-related mergers and con-
solidation. ‘

1. Legalitz of arrangement. Any arrangement must be
legal or there must be the potential for changing
the law. ‘ ' ~

[\

Potential of the arrangement for providing respon-
sive service based ‘on policies and priorities of
individual governments.

3. Probabilityigg arrangement facilitating police re-
sponsiveness to community and citizen needs.

4. Increase of efficiency.

5. Extent of consistency with the trends and long-
range plans for the improvement of police service.

6. Ease of implementation.

7. Ease of administration for elected officials and
other governmental -administrators.

~ Table 3 provides a comparison of the extent to which
each of the three options satisfies each of these criteria.
To summarize, all three options are:.legal. Police rgspon-
siveness to local communities and people who call for police
service will be dependent on the intevnal organization of
the police loperation. However, if the research that has~
been conducted to date is utilized in the development of-’che
internal police organizational structure, the effectiveness
of police in addressing client needs and expectations can

~bée increased considerably under any of the three options.

~ All of the options are consistent with long-range plans
developed by the Oregon Law Enforcement Council, the philo-
sophy of reducing duplication in government, and social '
trends in the local area. However, it should be noted that

‘each of these options is a different distance from complete
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i

Table 3

COMPARISON OF CONSOLIDATION OPTIONS

R S R N

ciency?

CRITERIA  ALTERNATIVES
A Option 1 Option 2 . Option 3 ‘
; Complete Support Ad Hoc
Co Merger Agency Mergers \
v B Yes Yes )
1. Arrangement legal? Yes :
Responsive to § ?
2 policies and v .
‘priorities of . Yes Yes
goverhment?
3. ‘Responsive to P & oo
local public? Yes Y
: 4. Increase effi- “Ygi' Consider— os ’Questionable
‘ ably | ’

% 5. Consistent with

long range trends

Yes, more than

Yes, more than

7. Ease of~admihis—

O i

option 3 but loy-
er than option 2

rate. .

i ' Yes
and plans?: options 2 or 3 qptlon 3 |
. o, _ . o B R
g 6. Eas§~O£ implemen Greater conflict ApproxlmatglyJ; Yis, l?lict i
Fation than either op- | same confllcz as gh czzsiest-
: : o :
1.0 2 or 3. - option 3, bu ; RE
;iZEZSS potential | higher success howgvigéesigw.‘,_
%ﬁ>ﬁ is higher than ces

tration for juris-
dictions?

Least time con-
suming for the
chief adminis#ra—
‘tors of each jur-

i

Easier than op-
tion 3

isdiction.
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Highly time
consuming and
conplex.

o,

2

Consolidation Options

the three options would
dation of police.

likely to result in (
the lowest investment of time by po
would be the easiest
trative time will result from:

be Optil:‘ 5o

ks

However, in tle

1. Reduced number of

projects which report directly
to the county and '

the city. :

2. Reduced number of individual contracts to admin-
ister. .

3. Reduced number of committees.

4. Conflicts over the administration of col
merger, and consolidation being removed
political arena and placed under the pol
istrator for resolution.

ocation,
from the
ice admin-

5. Simple cost formulas enabling the city to determine
the level of services it will receive. '

Recommendation. The Portland Police Bureau and Multnomah

County Division of Public Safety be completely consolidated
in a manner described for option 1. : o

- As an alternative to this recommendation the second best
approach is outlined in option 2. 1f neither option 1 nor
option 2 is deemed acceptable, option 3 will represent an
improvement over the approaches

61—
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Chapter \%

INTERNAL ORGANIZATION

The dltimate purpose of the Police Consolldatlon Project
is to develop methods of subbtantlally improving the local
police /8ystem. Even though it is not possible to anticipate
which, i1f any, of the preceding consolidation optlons officials

Smay- prefer, it is possible to define problems ‘and suggest

courses of corrective action which are basically compatible
with any of the three alternatives. This chapter contains
(1Y summaries of the staff's conclusions about police organ-
igzational problems and (2) recommended courses of action,
consistent with the three options, that policy officials can

/institute for police improvement.

Areas of:Potential Imprdvement

- Police departments, as other governmental agencies with

‘responsibilities for providing human services to individual

members of the public, are in the difficult position of having
to be consistent with the overall policies and priorities of
the local government of which they are a part, while at the
same time addressing the specific needs and preferences of

the individuals and communities needing their services. 1In

~addition, police organizations must ensure their employees

the best possible workJng conditions as well as humane, fair

treatment. As a result of these obligations, the organiza-

tional arrangements needed to maximize the effectiveness and
efficiency of the police are complex. Given this situation

~and the amblguous milieu of the police, police organizational

de51gns are nearly always imperfect. Therefore, weaknesses
in organlzatlonal design are not proof of a bad organlzatlon,
rather they are npthlng more than an indication that improve-
ment is possible.! Such improvement should be considered the
basic challenge facing public officials and administration.
Only through the identification of shortcomings can lmprove—

.ments be initiated and developed.

[ 5

Staff research has resulted in the 1dent1flcatlon of a

- variety of shortcomings which havellmpllcatlons for changes

~63-
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in local p

olice‘operations. The most prominent of these S

related to (1) administrative philosophy . (2) re-
4 officials and civilians,
B management

problems are ,
jationship of police with electe
(3) organizational gtructure and goals;, and (4)

and perSonnel practices.

administrative philosophy

/as re-

tn regard to the first area of shortcomings,/ : e
flected in Chapter 1I, the evidence indicates thétksociety, ‘ tola
especially american Society. is evolvin towards' a less ‘ =
authoritarian, more egalitarian system. The‘hﬁstoriCal 7

‘ r the last _cen- ¢

changes in, Portland and Multnomah County ove e
‘ nt with those of the overall society.

tury are consiste :
hes have progresspd from &

gsociety and managerial approac ;
personality oriented Typology based on & hierarthical social
system through a Bureaucratic Typology»emphasizing formalized,
impersonal treatment of people to 2 Participatory Typology
based on personalized,~participatory methods. The local -

in Multnomah county have moved f£rom personality-

governments i
oriented, authoritarian organizational,arranqements to
authoritarian arrangements to Organizational

purcdutratized, ’ .

approaches involving extensive'CitiZen‘and employee participa- |

tion. : ~
Local poliCe,agenoies, however, appear to have developed bl

rapidly to the Bureaucratic stage and frozen on the charac-
teristics of this typology. Although police personnek,Seem
aware of the weakness of the‘military—like, pureaucratic

approach, many middle managers in'localApolice agencies_seem i
- reluctant to risk change to aumore;participatory style. -
‘These commanders exXpress confidenge’ in Such.bUreaucratic ;

accoutrements as nierarchy, rank, span qf'control,‘chain of (g.

command , specialization,Nexperience in the police bureaucracy:
universalistic rules and regulations, impersonal treatment of
employees andvclients, and control of employees and clients
by threats and punishments; They view civilian involvement
in police operationsvwitﬁ suspicion and'%ling’to the more
L
; , !
laiso, see Philip E. Slater and Warren G. Bennis, .

 "pemocracy is Inevitable; ! Harvard Business Review (March-
April, 1964). B T

. f ) ; I
2Staff,"HistorX and ghangeyPatterns kegort.
- " |

. ; 1
3phis situation is not unique to thetPortland/Multnomah
area as reflected in the presentations of iChief Robert Igleburq%},
and Chief John Fabbri to -the Goals;, Organization and Coordinatin
Committee and staff in early 1974. ot S - Cpt

>y

“pation ; i
ons that are considered professional reflect a si

Internal Organization

, A
traditional bureau v h ) ,
: . cratig¢ eriteri ; .
the sure N N bis o erion Of L . e
matters.StE;nélcation oﬁ competency topgééie §:Perience as
limited primgzgiietpartlcipation in‘deciQiOnw;a§i§°l+ce
tions.l "It appears people in high status g is
the ultimateaﬁgEZEnggat ?any police arefboi??dzgzktﬁg:l_
has been identified. police organization and management
- t o | i .
"7he functio o ” L
cOmmunicatiggtignzlcnezeSSltY of participation and op
mental and social orTeTporary organization facing pes.
recognized by m conditions of chronic change h%ng environ-
PR génerai eaniz police officials.2 Their a ashnOt'been
planning activiﬁp oyee participation in decisiggre aoson
police manageme tes is reflected in their insist making and
affecting policn domination of all functione and opesation
Ployees are b i oPe]‘:atlonS. Frequently lOwer I:E OPerathns ‘
cesses only wigggzg in to the police decision maizil o
will strengthen th p managers are confident such i g pro-
legislat eir positions with " tsiders® involvement
ators and the public. OuJSlders such as

Relati i j
ationship with Elected Officials. and divili‘
; ’ 5 ) ans

~ In terms of the relati . o
with the publi elationship of the police {zation.
staff 6bs§§$itgoanq 10c§1 legislators thépmo;zesirgén%zatlons
tend to gperate ?nln this area is that local polignl%}canF
managers; seem to b a highly autonomous fashion. Me Jgens.es
electeds%overn o believe elected officials, esp Lo police
relationship w?igtal administrators, ought ,to gec;?wly ;
(2) negbtiatin fbe police to (1) enacting logi ine-thelr
erated [ideas g go ice pay rates, (3) endprsin gﬁslgtlQn'
Elected offié"? (4) defending the police a ag‘PO,lce gen-
POliceQOperat;a’s who legitimately endeavor golpsglcr;tlcs‘
asmqulihg inogiiiﬁ thifpublic interest are gftgn 3§nced
i 19 e affairs.  Th « i h : viewe
seems to b : e position i
know bBest $h§§a§hp°ll¢e;managers, rather thanOfoTQEF poloe
sponses which areeipugilc needs as well as theppoiiéglansl
% ~ n e~publicgintereet.$ They tend igf‘
iﬂ L
Some i . :
, W police managers h !
participat agers have had sufficient :
Participatory managerial philoaophy S0 Ty Shposlre o
red reactionary. Therefore, they inzizgazie ko
4 ey

practice it How
X - v eve -
rhetoric is small. r, the number whose practice match their

3 . . "
SThis ition i : ‘ ‘
position is not unique to the police. Most occu- °

4

atis ﬁ
philosophy. yflar
4
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\

ignore the apparent conflict between their positions and the
obligation of elected public officials to estahlish priorities
and direct the agencies of government over which they have
authority. : ;
Ccitizen influence on police operations is seldom welcomed
or facilitated. Although police managers want broad citizen
gupport, they seem to pelieve that if a simple majority of
all citizens generally express approval of a police agency,
the agency is doing a good job. They feel that public crit-
cism 'of their operations is the result of either attempts by
special interest groups to gain special treatment or a lack
of understanding on the part of critics.

Even the involvement of technically competent "ogivilians"
in police operations is generally viewed with distaste by
these "sworn" personnel. In contrast to many other govern-
mental agencies that actively seek citizen involvement and
the support of highly educated personnel ‘in their staff posi-
tions, the police in Portland and Multnomah County rely
pagically on sworn, experienced police managers for "expert"
decisions about their organizations and operations. When
citizens or civilian employees are involved in the police
processes, subtle efforts are at times made to ensure that
they will support traditional “police positions. “

" Business and nonpolice governmentalﬁoperations tend

o be concerned about the people who uge their services ox
products more than about the sthtisticaldly "average' person.

in the entire society. The police are relatively unique in
~failing to perceive any difference betwéen their clientele

and the statistically average citizen. Local police managers
are not particularly concerned about the characteristics of
the people who frequently seek .their service, and they

appear to invest 1ittle effort in assessing the needs, priori-.
ties or level of satisfaction with police performance of the
people who request police attention. They seem to enjoy pro-
viding law enforcement whether their clients want and appreci-
ate it or not. ‘ ‘ o ' :

§ lstudies of police clientele.to date suggest the people
who seek police services do not reflect the same character-
jstics as the statistically "average" citizen. See Thomas

E. Bercal, "Calls for Police Assistance: Consumer Demands
for Government Service,"” American Behavioral Scientist, Vol.
13 (July-August, 1970); John Kenney, et al, "Field Patrolmen
Workload in Ccalifornia," Journal of california Law Enforcement,
vol. 4 (January, 1970); and Raymond T. Galvin, et al, Survey
of Public Attitudes Toward Police Services (New Haven: City
Plan Commission, 1970). The research conducted by the Police
Consolidation Project corroborates studies completed in other
jurisdictions. : ‘
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ﬁtudx‘(Pcrp%and:
. Police Role Questionnaire Results," April, 1974. -

Internal Organization

Qfgagizational Goals and Structures

b

it “

All local police chiefs and a signific ! ’
ALL ’ significant proporti i
thiipollce managers espouse a service oriented Eolg foioioggl ‘
ggllgzéhaggi grev1ou§}y reviewed goals reflect the heavy ver-

1 ome police managers place on service '
malﬂte?ance»ra#her tpan criminal apprehension per SZ?? Oﬁgsf
egeL!~Lpe service orientation does not receive the same em-
glazéziéioige depiﬁtmentil allocation of resources, operation-

; ok , O e evaluation and reward system of th i
agencies. - The Portland Police Bureau i es : ‘ Tt e
thirty-six percent of its annua i PR LA G e
: : ol al financial resources in crim-
;g:iazggizhsgiéﬁnhas zgmpired to thirty-four percent inbpgéﬁol

‘ * rich has the basic responsibility for servic
gigizigilg§e§agie fungtions (Table 4). The ﬁul&nomah‘cginigd

£ Public Safety uses approximatel thirt 5 ]
cent of its annual budget for crimi o it et A
> @ inal appreéhensi

to thlrty-n%ne percent for patrol.?2 ’ 'Pp ensson compared

~ Line supervisors tend to rely on citati ‘
staFlSthS in evaluating police ogficers.gtlgﬁ: gggtigﬁgst
Po%lce Bureau patrol distribution’ plan relies heavilyion
crime related data,4 and the formal and informal priorit
systems of local police agencies tend to emphasize crimigal
apprehension.?® Therefore, the emphasis polide officials |

place on the provision of noncrimi v i
: 1 minal services is n i -
sa%ly shared by their subordinates. of wniver

staff study squests thet while police almost unanimously

lsee Chapter III of this repdrt.

2 ' "

These .percentages are of necessity sub] ] = -
ments beseq on a comparison of the propgrtiogegglzingzSiisested
;glspec;allzeq enﬁorcemegt‘functions as per generél patrol
tio;?e igggg%zdatlonkPrOJect Staﬁf, Study of Resource Alloea~
£ : - (July, 1974). This conclusion does not apply to

resham Police Department or the Port Authority. ;= ol

&,
B

‘3 o .
The only informaticn provided supervisors about the quan-

tity of work of f Hhei e . . ‘
arrests. each Offthelr subordinates is citations and

4p1annin ’ i 5 ’
P g and Research Division, Personnel De
(Portland:_.Police Bureau, December,’l970). ! pioyment Zlan

5 ' '
’See Yaden/Associates, Consultant Report: Police Clienteler

Police Consolidation Project, 1974) and Staff,

£
b

e
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i
Table

4

COMPARISON OF POLICE FINANCIAL ALLOCATIONS

PORTLAND : FOLICE BUREAU

 MULTNOMAH COUNTY ,
DIVISION OF PUBLIC SAFETY |

k se . Budge@‘
Purg§ . ‘ Allocation
Allocation (1973-74)

Administrativel&

Support Units $4,543,336

Percent “§
of  §
Total

Projected Percent
Allocation - of
(1L974-75) Total

$1,362,074

crime Units? © 5,574,516

1,471,464

General Operations

5,229,537
(Patrol) »

0 $15,347,389.

Totals

| 7

| ,, 4 , |
Office of the Chief i
! Inspections ‘ I
I Planning & Research |
' Fiscal?Administraylon |
| Personnel & Training [
| i
| |
| i
|

lAdministratiye &
Support Units

1,827,815

$4,661,352

Administration & Planning

Services
Operations:

(1) Instructor Time
{2) Pleet Maintenance

(3) Building Maintenance |

R Records % ot
> Communications h (4) Forest Serv
Internal Affairs ﬁ
——.u—u——v——n--\———-—--—-—-—u—-an—-—--————— ﬂﬂﬂﬂﬂﬂﬂﬂﬂ ' ;F ——————
Uni ' ) L #Intelligence
2C;ime<Un1ts } “§§§Z§§ize‘ ijVice;and Narcotics
%/r5 Woﬁen'slgrz?ective , F/Opii?téiggéic
. Criminalistics | ‘T
o = Special Investigations 0 (2) Inveit$g321ons
4 Intelligence ; (3} Cour ‘
Y { Traffic 1 P T S s
wwwww [ | . é/ “ . .
3 n | i ; iy District Patrol
General ) 3 Precincts * /l pEsdoia pe
Operations

-5 8~ / / ‘i:i

(1) Reserve

{2) Parks 4
(3) Search & Rescue
(4) Leave Taken

Internal Organization

agree on law enforcement as a legitimate function in the police
role, only about half of all respondants would support police
involvement in the rendering of services. This indicates that
articulated goals are either not adequately understood by em-
ployees at lower levels of the hierarchy or the stated goals
lack credibility amonyg operational personnel. Both managers
and street-level officers should be using organizational goals
to guide their behavior; this appears not to be the case.

Both Portland and Multnomah County police organizational
designs reflect a similar ¢riminal apprehension oriéntation
as reflected in their financial allocations. However, this
is not true in Gresham. The Greshahm police not only invest
the major portion of their funds in patrol operations, the
police organization is arranged for the delivery of general
services,

law enforcement and criminal apprehension as compared ko

: The Division of
Public Safety has approximately twenty-six percent assigned
to specialized law enforcement and apprehension units and
thirty-eight percent to patrel. Gresham has eight percent
assigned to criminal apprehension and fifty-four percent to
patrol services (Table 5). o :

As the preceding suggests, Portland's Police Bureau is
heavily specialized. ‘Phis observation was also made dn a
previous study in 1947.3 Although both Multnomah County
Division of Public Safety and Gresham are less specialized,
they have been taking steps which will increase the propor-
tion of specialists in their orgamization. The high degree
of specialization currently existing in Portland and Multnomah
County Is creating problems related to dissemination of in-
formation, duplication of efforts, and employee morale. In
addition, status systems associated with specialized police
Positions and units are working against the overall efficiency
of the organizations. ,

. Lsee Chapter IT}/and Staff, "Employee Opinions of Police
Role Characteristics." .

21t is interesting that the Yaden/Associates study of police
clientele revealed that .Gresham Police Clientele reported their
officers responded faster and they, were more satisfied with the
police service they received than were the police clientele of
Portland or Multnomah County.

3August Vollmer and Addison Férding;/Police Buteau Survey
(ngtland: Univerﬁgty of Oregon, 1947) . THowever, it is only
fair to point out that as this report i%ﬂbeing prepared the

Bureau ig taking steps to reduce some of itg specialization, v

-9~
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) O
 COMPARISON OF POLICE PERSONNEL ALLOCATIONS .
] . e Gen@ral Servi¢es ’@
- o ative Crime ; ‘ v :
| Adméﬁgggii i Units | (Patrol) ; i
| S evsonnal Agsignedkpersonnel Assigned Personnel Agsigned f{
Agency s ] s | 4 % ¥ % |
;Sgiiggmﬁ 10 ~ 38% 2| .83 e | 4
- IDepartment i ' \ P
Multnomah ) ; , o S Lol
; 2i§i§iig‘ 101 | 36% 72 ) 26% 105 /4 waf=38% B
0 © : ' ‘ 2
Bafety. o
'?'Pgriiigd 200 | 33 342 35% 336 | o 34r r
olic ~ | , “
Bureau* . ‘ ‘ R y e |
Totals a0 | 3028 416 2% 453, o
8 ‘ ’ . G- : . = c
T s alade 13 oyees on leave and
*Pi 5 do not include 13 employees on leave and
: Flgg?;ﬁbse assignment could not be determ;nedt

’~~Duplication of efforts is very

Internal Organization

The organizational structure of police and other units.
of government are not adequately‘interfaaed,‘therefore overall =
governmental efforts suffer.! The police Administrative
Activities duplicate the functions of similar units in the
city and county. The relationships between the police and
~other social service agencies are ill-defined and as a result
police Officers‘do‘notfadequately understand or frequently
utilize assistance from these agencies
goals. - ST I

Personnel allocation and utilization also contain ser-

ious problems. A large proportion of sworn personnel is
»assigned to overhead and specialist functions. The alloca~
“tion of personnel is based on either a-narrow definition of

workload or superficisl information about the woltkloads.

Long-range, accurate planning is hampered because of the
management data system strﬁbture.; Further detailS;relatgd

to ‘some of thesge general observations will be discussed
later. S Ce :

4

Management : ‘

- The-operationsg of the police systems are hampered by a
number of management problems. They include (L) . lack of S
undérstanding of their role by some managers, (2) a crisis,’
rathek*ﬁpaﬁ‘qoal,‘orientation by managers, (3) a reluctance
to delegate authority and responsibility to,Subordinates, and -
t4) an inability to hold employees accountable~for.addressing
and achieving objectives.. ; . ‘

P

Management and supervision within the organizations are
based on a punitive philosophy. This approach damages both
the communication~and’personnel‘dévelopment programs needed
for the effective functioning of the police organizations.
It results in unequal, inconsistent treatment of employees,
~and it stifles innovation and decision making essential to
organizational improvement. T
, T : S v A

the procedures and goals of

it TRF : !

Cux-

rently the police agencies involve neither citizens nor police

. ol R

‘ lStaff ¥Yesearch indicate major communication problems
within the local governments. In most instances,employees
are only aware 'of their own activities and they have almost

ﬂQwinfogmation about their own let ‘alone other'agencies.v
common . o
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operational personnel in the development of operational pro-
cedures: Therefore, neither the people who are served. by
the police nor the police officers who actually carry out -
procedures have adequate opportunities to evaluate or dis-
cuss the procedures in a systematic way before they are im-
~.plemented. Many officers feel that operational procedures
‘are usually inappropriate because they were developed either
by a civilian.aide or a commanding officer who has not handled
an operational level field problem in several years. Members .
of the public can offer little in the way of educated support
for police procedures because they do not have gpportunities
for being involved in the development of policies and pro-
~cedures and in.all likelihood they c¢an not even obtain a
~copy of a police procedure or rule. ' : -

‘ The procedures that do exist can be criticized because
they are not organized. or catalogued in a systematic or con~
venient manner. Rules and procedures are not readily avail-
ablé,toppolice employees or citizens. This creates misunder-
- stzdings and problems which the procedures were developed

to prevent.

- The creation and updating of procedures has involved
haphazard efforts in respense to crises. Often procedures
do not provide the flexibility which police employees need
to carry out their responsibilities in a fashion that will
meet the requirements of the spe¢ific situation; therefore,
officers frequently must ignore them to carry out their re-
sponsibilities. Supervisors tolérate this situation umtil
a serious incident occurs, at which time the rule book is
used as a basis for discipline.l: . ' o

B e o i RET
~Citizens who believe themSeiwes abused or neglected by
- the police or who feel a police procedure is improper \
generally have nc. access to police rules. Therefore, they
must depend almost exclusively on:police for information

about thelr recourse. ' They frequently feel it is more Al

\trouble to get such information than it is woxth, so they
. do not press for corrective action. These citizens harbor
11l feelings and the police agency suffers because police o

managers are not aware of the existance of a problem. C

- L . . X A
. : o = v R 5N
,‘lPolice»cfficers recogqize this situation as one of the
hazards of their job. They frequently refer to the manual
7of rules and regulations as the "get ‘'em book." '
. ) . 7i . R

JZInternal'Affairs,Subéommitteej'ggggggg of the,Subcomﬁittggﬁzj

(Portland:‘ Police~ConéplidatiQp Project, 1974), p. 168,

- . : B

.

. agencles in the county meet court

. pPolice organizations can be improved.

-effects.

8

Internal Organization

. t}.‘limo]i;herse:::ious problem in all loca
is absence of racial minorities in th ohi :

' ' ‘ € agenci lcu-
122;¥)1n,operatlonal and @anagement;positidng (se:S%aE?:Elgu -
a « At the present time it appears none of thetpo1ice

' Ar nty ~established stan s £

Eggggﬁczé?égito;y hgrlng and promotional practicesdargi-for

, FOrts are being made to obtain minoritiee. i ey
level positions, even if these s onooeessy SREry-

_ 31 efforts are su £ '
basic problem created b - mi ties will not Lhe

; Y a lack of minoritie 111 no
solved. - One of the reasons for needing mineeite eror. 08

= : . ! r needing minority emplox
Of“a police agency is to ensure that police polzcieg gyges

ractices are not discriminatory i itiz

1 policeﬂorganizatioﬁs

leyg}s of management,
a;e'lnfluenqed by their superviso
The;:?ore, if minority members ar
positions, they will have little imp: i

: ‘ : ; ha v tl pact on police organiza-
tlogs an@hthe way police deal with minoritypcit;zensganlza

Conclusion

v

While the pdiicé ageﬁﬂies £ : 3 ‘

: ‘ o =0 n Portland and Mult
County have well deserved reputations for integrit nggghf
31g2t, organlizationally there is subst: Y ore=
ment. 11 :

worse thanﬁthekpolice:in‘other areas. It simply means local

tions concerning chanc e : gpecific recommenda-

: s cor ges which polic ici ']

to maglmlzg‘thelimprovementskinploca{ ;tf}c*als shogld St
contained in the following section.

a

Design Recommendations

The Police Consolidation Proiect £ oritéy :
N : ons : -On_Project staff critévia f
;Zgiuiﬁlgglgn organizational change that will be an imgioveé
: police are related to quality, quantite i
These criteria~are:‘q‘ : ¥r.4 -»t;tyl andAS%de‘

7

/
I.

The change should result in 4 better product. It
should produce police service which beffer meets
thexﬁgeﬁsﬂand preferences 6f police clients cause °
the’pollgevopgrations,tofbe more open to thé public
ore responsive to the public and political leaders,
or allows more personal freedom, etc. = - ’
2. The change should'result in a more efficient or-
ganization. It should reduce cost For a constant
-amount of servige, or. it snould provide more ser-

= vice for the same resource expenditure, or both.

=73=
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Table‘6 :
SWORN COMPOSITION OF POLICE AGENCIES_BY‘RAQE

Internal Organization

PR

v | : : - kOther o 3. The change should not produce deleteriouskside :
' Police Agency Black White - ‘ ‘ "; : B effects. It should not infringe on personal free-
e T e T el s ] s '

doms, increase inconvenience to the public, cause
fear of police by citizens, etc,

Gresham 42

In addition, the staff rec

_ ommendations in this
are consistent with the followi

ng limitations:
Multnomah

section

County : ; - 55 2 ; 0.4 . 1. Recommendat@ons are at a level consistent with
Division el 0.4 226 22 L ‘ o the obligation of elected officials to establish
of Public - ' ‘ ,3; ‘ : policy‘WLthout usurping police,administrators'
Safetyl ‘ authority to exercise management prerogatives in
: _ ; implementing the policies established.
?;g%ize s 9} 1.2 ’731 98.7 l 0.1 x 2. Recommended changes are related o problems existing
Bureau ' RN . at the time the data was collected (December, 1973
: - ‘ f § through June, 1974), : ‘
rt i * . : ; 0y : L v B ‘ '
Auigority 12 5.9 ) .29 85.3:¢4 3 8.8 G 3. Recommended changes are consistent vith findings
; ( ” 1005 s e - - and conclusions related to t
* TOTAL i

he local environment,

projected sbcial changes, police goals, and policer

1] responsibilities.
, , Tablek7 ; : : : ' ef ‘ 4L Recbmmendatidns are’¢ompatible with the consolida~
RACIAL COMPOSITION OF POLICE BY SWORN~RA§K_ —— : tion options presente

d in the previous chapter.

fdi : Although tﬁése'recommendations”have‘
o © by police personnel,

not been reviewed

'Rankz

Chief

v

' Organization of Recommendations : , o

-} Deputy or Assistant

Chiefs ‘ 0 0 4 (100 yo0 | O ~ In an attempt to facilitate understanding, the staff has
- - : : PR 17 1100 lo - 0 developed a clagsifigation,SYStem for qrganizgtional functions
- Captains 0 0 1T ‘ which is summarized in Chart 2. Functicns which are necessary
b : &MD%%“I\‘ 5 toe the effective aperation of a police agency are divided into
: Lieutenants - 0 0 48, © : » (1) Line Functions and (2) staff Functions. ILine Functions
: : ‘ = . 97.2}1 | 0.7 consist-of General Operations and Specialized Operations.
RIS - Sergeants 3 2.1} 136 1 97. : : , Staff Functions are divided into Administrative and Support
R e ; — , BN R e ~Activities. ' ' : ' : ;
v Detectives 0 0 .88 1100 0 ,WO £ '
Patrol Qfficers  } 9

€ asic misslion or goals of the police,
e : Line Fuqctlons,generally involve direct contact between police
TOTAL , 12 : officers’and members of the public.  Under this area Generai
. TR R o Operations: are provided by uniformed patrol officers.f‘gggciale
1poes not include éorrectlonslofﬁlcers~' L _ i : ;zedQOperEEions,mostvfrequently’include such operations as
“ZNot all positions 8r ranks are'included IR |~ Investigaion, intelli

gence, crime prevention, narcotics, vice,
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POLICE FUNCTIONAL CLASSIFICATION CHART

1

PATROL

{ RESPONSIBILITIES

SPECIALIZEDf
OPERATIONS

i
A

CHART 2

POLICE

{ADMINISTRATIVE]
| ACTIVITIES |

SUPPORT f
ACTIVITIES |
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DETECTIVES L.{  PLANNING COMMUNICAT IONS [~
JUVENILE = I PERSONNEL RECORDS -
TRAFFIC = b Ll TRAINING DATA PROCESSING}-

VICE H INSPECTIONS CRIME LAB |
i ~ INTERNAL | f EVIDENCE AND. -~ |
BARCOTICSS ] K%FAIRS “IPROPERTY CONTROL
T RS - |
PRgsémTION = 1 FINANCIAL DETENTION \
‘ - ADMINISTRATION —
' L - : IDENTIFICATION L
LNTELLIGEyCE “PUBLIC AND PHOTOGRAPHY
- INFORMAT 10N , \
| LEGAL
SERVICES
. nsninnl

IR i

i

.aéﬁéff?f;fﬂl(4;<:;gaﬁj\;va:

- Internal Organization

‘The second major category of activities includes func-
tions that are required to keep line police officers opera-
tional. These are called Staff Functions. We have separated
the most common Staff Functions into Administrative Aetivities
(planning, personnel, training, financial administration, .
public information, and legal services) and Support Activities
(communications, records, evidence and property control,
criminalistics, detention, identification and photography,
equipment and facility acquisition and maintenance, and data ®
processing). s .

Both the Portland Police Bureau and the Multnomah County
‘Division of Public Safety currently engage in a wide range of
Line and Staff Functions (see Chart 3). .In terms of potential
for reducing costs and increasing true efficiency, Staff Func-—

~tions offer the greatest number of alternative arrangementsg

that can be utilized. 1In the area of Line Functions the or-
ganizational designs that will result in improved effective~
ness are more limited. The basic recommendations concerning
the reorganization of Line Functions will be discussed first
followed by those related to Staff Functions. :

Line Functions Organization

‘As previously mentioned, the existing police agencies
in Multnomah County are organized in general accordance with
bureaucratic attributes. The basic characteristics of these
bureaucratic organizations are:: -

1. A hierarchy of authority, status, and formal
" positions Or ranks. : ‘

2. A division of labor into highly specialized
activities, functions, and units. °

_ 3. A system of rules and procedures for dealing
B with all work activities., °

lThese‘characteristics are described in greater detail
earlier in this report and by R. Bendix, Max Weber: An Intel-
lectual Portrait (Garden City, N.J.: Doubleday, 1962); H. H.
Gerth and C. W. Mills (eds.), From Max Weber: Essays in Soc-

~iology (New York: oOxford University Press, 1958); H. Henderson

and T. Parsons (eds.), The Theory of Social and Economic Organ-
ization (New York: Oxford Uniyersity Press, 1947); O. W. Wilson
and R. C. McLaren, Police Administration (New York: McGraw-Hill -
Book Company, 1972)% and P. N. Whisenand and R. F. Ferguson,

The Management of Police Organizations (Englewood Cliffs, N. J.:

g




Chapter V Chart
EXISTING ORGANIZAEIONAL STRUCTURES
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“organlzatlon.l
.staff appear to suggest a solution that is in conflict with

i L
Int%rnal Organization

[

‘ : §
Y oo C B : b

4.'>Establlshed routlnes that are learaed prlmarlly 3
through experlenoea in the organlzatlon.

5. Impersonallty Jn handllng both employees and
; clientele.

. This approach to organis zation and management is con51dered

ideal by many police people because it (1) is straight-forward

and easy to understand, (2) provndes a concise set of general,
unlversally applicable organization and management "principles"
which. ¢an be ea31ly memorized and utilized without the need
for justificatiop, (3) "insulates employees from citizen pres-
sure by llmltlng their respon31bllltles to specifically stated
job definitiong and supplementarv orders by their immediate
supervisor, (4) results in the development of specialties
which are readily learned and can be mechanistically performed
without regard to other organizational activities, and (5) pro-
vides status and securlty for specialists and supervisors who
are comfortable with the understamdlng that effective opera-
tion of the organization is dependent on their performance of
a function which .only they are in & position to understand
and discharge. In addition, police management courses often
indoctrinate and reinforce police: ‘managers with the value of
this approach. y

Vast amounts of llterature and research challenge the
wisdom of rigid adherence to the classical "principles" of
Therefore, where problems identified by the

one of these prln01ples, the staff may choose to disregard
the principle in the interest of solving a problem. The
alternative to this approach is to disyegard the problems
and modify the police structures to conform more closely to
bureaucratic principles. This alternative might result in
simpler organizational designs, but pollce problems would
likely become more acute.

The staff,feels that, consistent with bureaucratic
theory, the chief police administrator or administrators
should be given the authority for the internal organizational

~and managerial actions necessary for an effective pollce or=

ganization. However, policy officials have a reapons1b¢llty
to establish limitations and guidelines for the management
of pollce operations. ~

"As mentioned previously, Line Functions in both the ‘
Portland Police Bureau and the Multnomah County Division of

A
A

i
A

V lChrls Argyrls, On Organlzatlons of the Future (Bever]y
Hills: ‘Sage Publlcaflons, £9273) presents a review and dls—
cussion of some of the major criticisms.

K : =18
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Public Safetylvsuffer from (1) a lack of interaction and
cooperation with members of the public and other governmental
agencies, (2) inadequate attention to the goals related to*
service and order maintenance, (3) overspecialization in such

“activities as traffic, investigation, evidence gollection,

(4) excessive layers of hierarchy and unnecessary supervisory
and management personnel, and (5) inadequate manpower alloca-

~tion and distribution procedures.2 The basic reasons for

the oc¢currence of these problems need further explanation.

A police agency's ability to respond to the irequests -
of the people in a commuaity is dependent on the quality of.
the relationships between persons seeking police attention
and the officers actually responsible for satisfying these
people.3 It is also dependent on a variety of other factors
including (1) the extent to which the members of the organi-
zation are restricted from responding Because communications
personnel fail to dispatch street officers and (2) the number

~ of police officers available to respond,

o

The most significant problems related to local police
responsiveness are the highly centralized police organiza-
tional arrangements and the universal police operational (i
policies and procedures which limit meaningful relationships®
between police officers and the public. Police and citizen
relations are further restricted by dispatch priorities which
govern the transmission of requests for service to street
officers, time pressures that limit street ovfficers' ability
to serve clients, and hierarchical command structures that
reduce opportunities for and legitimacy of officer-citizen
contacts. In some instances, rotation policies discouxage

lgresham is not affected by these corditions due to its
smallness and its lack of specialization. However, the trend
toward specialization in Gresham is apparent and should be
resisted. In addition, the supervisor-subordinate ratio is
high, and even with potential annexations'may be excessive -
overhead. Lo :

%Awsurvey of the Portland Police Bureau B?KAugust Vollmer
and Addison Fording made many of these same observations in
1946. See Police Bureau Survey (Portland: University of
Oregon, 1947). TR ae ’ ;

3see. Louis A. Radelet, The Police and the Community
Beverly Hills: Glencoe Press, 1973); Alan Atshuler, Community
“Control (New York: Wéstern Publishing, $970); U. S. Commission
on Causes and Prevention of Violence Reports (Washington, D.C.:

Government Printing Office, 1969); and President’s Commission on .

Law Enforcement (Washington, D.C.: Government Printing Office,

¢ [
(I

1967). :
| a}
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familiarity between street officers and citizéhs.

Internal Organization
o

i

Organiza—

tionally encouraged impersonal treatment D eitd

, ‘ ‘ E of,alk citizens-
fu;ther,hampers officers' ability to qommunﬁcatE"with\tie
people they are obligated to serve. SRR

. The scarcity of street officers who"rOVide direct
aSSlStaHCe‘tO:the public is due'primarilypto an bVer-Ezliance*
on the principles" of organization. Both the Portland Police
Bureau‘and tbe Division of Public Safety conscieﬁtibdsly ob-
serve the.prlnC}ple of ‘a narrow span of control.l This has
resulted in a six-level rank hierarchy in the City PoZice’
-Bureau and a five-level hierarchy in the County. The ratio .
of total]superv1soerand command positions to patrol officers -
and service level specialists isg approximately 1 to 4.5 Eh
the Police Bureau, /1 to 2.7 in the Division of Public Safety
and 1 to 2 in the Gresham Police Departnent , 2 | R

‘ R Y

Functional specialization and the aéé* '
‘ : : _ : ssignmnent of patrol
off%cers‘to staff duties further reduce the\ﬂumberfofpoffgcers
available for street;duty,3 Based on assignments ih early 1974,

1The logic behind the c ’
' 11nd oncept of a narrow span of cont
1s that close supervision is essential to high qﬁality, effigient

work. The staff has not been able to 1 4 ' pi

e ; . ocate’ one’ piece: of experi-
mental soclial science research which confirms thig assumptiog-
All available research in thisg area suggests that close super-

vision leads to poorer rather than better work by subordinates.

Renis Likert has prepared an excellent sum ' i y
i S pI Ssummary of this research

ent;tlgd "A§ Emerging Theory of Organization, Leadership, and

Managefent, " which was presented to a Symposium on Leadership

)

§§d InterpersonaluthaVlor, Louisiana State University, 1969.
Also see Sven Lundstedt, "Sociél”ﬁﬁychological‘Contributions‘
to Management of Law Enforcement,"| presented at the American

i
I

'ngchological Assaciation, Philadelphia, 1963,

[

2 : . i q § . AP IP
Police Consodlidation Project/ staff, Personnel Comparison

Study, .1974.

f

3Vollmer and Fording made this same observation in 1945.

The following gives the personnel assign ~ :
/ B > L ¢ gnment changes ~
; Portland Police Bureau over the yéars. g n the

(WD)

: ~Patrolk Detective* \&kaffic Juvenile Misé.
1939 48.7% ., 18.13% 12.1% 2 :

; - ,18.13% 12.1% .18 19.0%
1946  37.7% © 15.3% ©3.33 2.3% 20.5%
1974 34.4% - 22.5% ; 9.1% 3.4% 30.6%

*Includes Intelligence, Criminalistics, and Special In-

vestigation. -
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Chaptex V

N

‘malntalnlng ‘an average,’

~any’one time.

*ipersonnel ‘requires the exPendlture of funds that might other-
Wlse be spent on personnel who would serve citizens dlrectly

e operatlons is needed. ) ,
: o /

i i
N

the Poruiend Poche Bureau "with a total of 990 personnel was
f approximately 40 patrol vehicles

staffed by unlform generalist ‘patrolmen on city streets at
*The Multnomah® County Division of Public Safety

with 398 personnel maintained an average of 17 patrol cars
lh The mainten-

staffed by uniformed deputies on the streets.

ance of elaborate hierarchies and a large number of specialized-

: One final observatmon regarding the current pollce hlerﬁ\j
archlcal structures shouid be made. The communication barrlers
in these arrandements result in police employegs at the bottom
of the hierarchies being; insulated from not only the policies .
established by ‘elected offlclals, 'but also from the top manage-
ment personnel within their own organlzatlons. As a result,
street officers often do not receive accurate information.
They are forced to operate on assumptions that bear little or
‘no .similarity to the beliefs held by higher level officials.
By the same token, important feedback about police field op-
erations that should be getting to top police admlnlstrators
and elected officials is getting blocked and fl&tered in the
overhead hierarchies. The "chains of command" /are so ineffic-
ient that even written documents far -too frequently are not
distributed to intended employees. An organlzétlonal arrange-
ment ‘which is more conducive to eff1c1ent ovefall governmental

The 1nFormatlon available persuades the/staff uf the

V §

/

¢ ‘ : i

' lThls low ratio of street officers to”total empLoyees
should not be construed to mean that all unlform officers are

‘carrylng extremely heavy workloads. The gverage patirol-unit
in Portland receives approximately five dispatches durlng an
eight Hour period. A uniform deputy in the county isg dis=-
patched an average of three times during his eight hours on
duty. However, due to the fact that there are wvariations in
the request patterns some officers receive substantially more
dlspatches than otHers. Therefore, some uniform officers do
hqve a ssubstantial workload. Incfact, apprQX1mately one per-
cent 6f the people #ho currantly call for pdlice are refused
service -by *he dispatcher, "ostensibly because of.a lack of
available patrol officers{ In addition, if the dispatchers
began to communicate the citizen requests which they are cur-

rentlv handllng, the workload of the average street offlcer

~u0u1d lnarease as much as thlrty ‘percent.,

a ° s

]

@

<
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pollce operatlons.,

e

Reccmmendatlon, The ratlo of management and super« o
vigory: personnel to nottom~level subordinates. should
be reduced. Spans of control should be based on the
type of work.performed:
ranklng personnel to £ill nonsuperV1sory p051tlons_
should be dlscontlnuede

Eecommendatlon.‘ The number Qf levels “dn- the organ~
izational hierarchy. should be reduced to no more
than four ramks AT e SR M,A,-:; b

’Recemmendation;‘ The amount of specmallzatlon in :
‘police line Ffunctions should be reduced: bygincorpora-~
“tifg specmallst responsibilities into patrol officer:

~jobs, and returning spec1allsts to unlfo med generallst

patrol operatlons.

Recommendatlon\‘ Temporary speclal%purpose commlttees
~containing patrol officers should be used to perform -
“functions éurrently the exolusmve respone:blllty of
overhead personnela.'e,‘,. SRR R e

Except for the lnformal varlaulons in pollcles ‘and
priorities that result from the exercise of discretion by
individuals, local police agencies currently have their own
universal priorities-and policies with which officers are
expected to comply. The police literature and research,
‘which has Dbeen verlfled locally by the Police Consolldatlon
Project's consultant research, indicates distinct differ-
ences among pollce clientele in terms of their needs, ex-
pectations, and priorities for the police attention.l
‘Therefore, police organmzatlonal structures which permlt
appropriate variations in priorities and operatlonal SR
policies.would serve the best ;nterests cf a large propor—
tlon of cltlzens.

Patrol offlcers can most effectLVely establlsh rapport
Wlth and an understanding of citizens, communlty oxganlza~f
tions, and other social service agencies if they are given
stable assignments in community and helghborhood areas. Re-
sponsibility for the quallty of policing can be placed more
directly on police supervisors and officers when they are
assigned to a specific geographic area. Police officers

,tend to-do the best job when they are glven freedom to work

lsee Chapter IIT and Yaden/Associates. BT
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’ulth communlty people to establlsh prlorltl

 their own work methods.
onZZling with. thell cllents are further increa

. officers receiv
'«;rlorltles of the people 1n a spedlflc,

/j

es and develop
de rstandlng and skills in

e furt sed if pollce,

eared to the needs and
Lo that Lo homogeneous area.%_*
Recommendatlon Organlzatlonal arrang;minizts?zﬁid
k groups'o -
-~ be redes1gned to provide wor! D torial and
“ visors and patrol officers wi and |
zﬁgiilonal responslblllty for provmdlng the appro |
“prlate serv1ces to thelr cllentele.f _ i

‘;The Multnomah County DlVlSlon of Publlc Safety is: cur—,

j“rently geographlcally divided into patrol districts under

‘the direct supervision . of their Operatlons Headguarters in’

have been: derlved
: . The patrol dlstrlct boundarles .
*Giiiﬁgﬂ a subjzctlve process base% in commaniizdeitigzgzs
° ¥ain,
rkloads and consmderatlons o er

:idwgondltlonS, ease of supervmslon, natural boundarlizi
estrmates of avallable manpowex , etc. ghgiztii;uziog

e methods or procedures for personne .
gezently, the DlVlSlon has: begunrmOV1ng toward the- des_ ,
“velopment of teams of pollce officers who would consi
'tently wWork. together in the same geographlc area.’m :

Ry
The Portland pollce patrol operatlons are organlzed

into three geographic pre01ncts eagh zonta;ﬁéngrgiiigt
{cts and on occasion’ walking beats.

%;iﬁdarles were lnltlally establlshed as a resuit gf tgie

Willamette River's division of the City. of "Portland.

East Side Precinct was: established on the cast side of the -

tablished west of
: d the West Slde Précinct was es
| ihgeilizr _When the City of Portéand iﬁnexedtitésizhﬁs,_
] hed: in e northe
the third prec1nct was establls Seinirion S aie
: f Portland. Since the original defi
;gizzlgcts, patrdl dlstrlcts have been organlzed exclu51vely

Wlthln the prec1nct boundarles.l

trlCtS ‘were ‘re-
: eral ears ago, Portland patrol dlS
drawn?evHowevzr, the new patrol districts w%re devglgped
by tabulating data by old patrol districts. : The data
used in determlnlng patrol offlcer work load for

‘u

lSee’“Report of Tralnlng and EducatlonlsuboOmmittee "
'Reports of the ‘gubcommittees (Portland:
- Project, 197
training needs. | o v

2Personnel Deployment ‘plan.

v

2

“Police. Consolidation
4) for<Spec1f1c retommendatlons related to local

14

-~ order maintenance rather . than law enforcement,

°, preceding geographlcal divisions would make the’pollce ‘ 8 ?5/
organlzatlon more meanlngful and manageable.; : o

Internal Organization

"H°dlstr1butlon purposes Were (l) proportlon oﬁ tlme from re~ly |

ceipt of citizen request. by dlspatchers until: officers com-fi

o pletlons of a531gnments as: compared to- the total‘such tlme -
.. for, the entire city and (2). proportion of total number . of

crlmes to tctal crime reports in entire city. Thls means

that the Police Bureau patrol dlstrlbutlon plan 1s based

‘%//»heaV1ly on repcrted crlme. v,~

l

Slnce the major empha81s of the role and goals of the‘g'

///'ocal police is on service areas, and since the majorlty of

people who request police agsistance are. seeklng service or . -
1 the dls—* ‘
tribution of police patrol personnel ‘should. be based on .,
work load data reflected in person—hours rather than crlme—f,
weighted data. This approach would prOV1de more adequate e

vdlstrlbutlon of patrol personnemmj,;;g,,”}

‘The review. of patrol dlstrlbutlon reveals no sub—'
‘stantial consideration‘was given to- communlty boundaries;

economic or cultural, satuatlons, ‘school or political~ boun—

,darles, census tracts,.or other related. 1nformatlon and
‘divisions. Increased consistency between pOllce patrol
boundaries suoh as precincts or radio districts and the

L \\ el

In contrast +to the patrol drstrlbutlon plans of local

: pollﬂe, the Multnomah County Human Services Department. has

decentralized its service delivery operations into geo- =
graphic areas based not only on work loads but also census

- tracts, political and school boundarles, nelghborhoods, and
- natural boundaries.

This agency has also given considera- -
tion to demographic characteristics, social trend 1ndlcators,
and social disorder and disease 1ndlcat0ls.2, Similar con- -
siderations have been made by the city in the organization
of human services. It is the" Pollce Consolldatlon Progect'
staff's judgment that the organization and distribution of -
pelice patrol . operatlons should be as compatible and com-:
plémentary to the geographical organlzatlon patterns of the

. City Bureau of Human Resources and the County Department of

Human Services as is feasible. This would involve tabula~
ting work load data by census tracts rather than patrol
districts and structuring precincts to correspond to com= ;
munity boundarles.t Patrol districts within precincts should

be organized to correspond as closely as possible to nelghbor—
hood and ‘Human Servrce Department Team areas.

lSee Chapter III. i
o 2Off:l.ce of Program Analys¢s, Research and DeSLgn, Hand-—

“'book of Organization and Decentrallzatlon.
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In addltlon, the pollce serV1ce dellvery operatlons ,
should be structured so as to lnvolve neighborhood and" com—j

" munity groups and act1v1tles.k Nelghborhood and- community
‘policy development groups ‘should be established to assist-

- and complement. 1ocal pollce ‘work ‘groups or units.  Such
integration of pollce with local- communities and’tommunlty
assistance agencies should facilitate the development of

"~ policy dlfferentlals and increase the rapport between E
pollce offlcers and thelr communltles.;~ ,
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‘Recommendatlon. (The General Operatlons of the
police should be reorganized to facilitate (1)
priority and . operatlonal pollcy differentials that

owill render pollce services moré relevant to the:

‘needs and expectations of individual communities, -
(2) citizen participation,. communlcatlon, and
-influence -with police- officers in their communi-
‘ties, (3) police officer familiarity with the

~communities-and people whom they serve, and (4)

3cooperatlon between the pollce and other city
and county social service agencies. {8ee Chart
4 for an illustration of the form such a structure

' mlght take.) .
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' The preceding'recommendation related to Line Functions
is appropriate whether Line Functions are consolidated or
‘not. : L s S S
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Organlzatlon of Adm;nrstratrVe Actrvrtles

, Admlnlstratlve Act1v1t1es, con31st1ng of plannlng actlv—;
‘ities, personnel services, tralnlng and personnel develop— g
- ment, flnan01al administration,” public information, legal - E
s services, inspectional functions, and internal 1nvestlgat1ve R
~activities, directly affect the ability of an executive to ;
manage a large organization. ©Personnel in these areas have SR
an obllgatlon to perform these activities in a manner con- 3
sistent with the style and expectatlons of the ‘head of the S
police agency. If properly managed, these activities have g el
great potentlal for 1mprov1ng the overall quallty of pollc—, : T
ing. ~
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These act1v1tles are extremely drfflcult to reorganize
for several reasons. First, the fragmentatlon of efforts-
and dupllcatlon -of govelnmental Administrative Activities
are extensive.  Not only is there dupllcatlon/between 1n—

~dividual police agencies, there is fragmenta/lon of effox@s'
as a result of pollce agencies performing tHese functlonSO*w
independently of their supercrdinate governments. Regional
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. and state.agencies, such as the .Board on Police Standards
~and Training and CRAG, duplicate both local governmental
and police efforts. Cooperative city-county units dupli-
. cate police, local government, and regional agency activ-
itdies. T R ,$r‘ . Ry ;
. Becond, these functions are so, crucial to the chief
administrator's ability to manage his organization, the
wisdom of moving them substantially beyond his control is

debatable,a 

, ,Thi;d, thegfunétions'éhoﬁld‘be qloselyfrélated‘to’ R
“their counterpart functions at the governmental level which

‘have the responsibility for providing political and adminis-

tratiive policy guidelines for the police organization. Such

" a close relationship between the.government and the police
“is wvital if police operations are to consistently reflect
~the overall priorities of govermnment. IR

Fourth, police Administrative Activities have tradi-

- tionally been arranged both organizationally and physically
neay the chief of police. Breaking with such tradition
would be iconoclastic and it would likely result in emo-
tional resistance. : S ’ '

_.Both the Portland Police Bureau and Multnomah County
Division of Public Safety currently have Administrative
Activities reporting either directly to the chief adminis-
trator or to a commander of a Staff-Functions branch of the
organization.l' Since neither of the larger police agencies
has Administrative Activities that are well integrated with
counterpart units at the governmental level, ‘these police
organizations are relatively isolated from their super-
ordinate governments. The actions and research of these
agencies are at times duplicative or in direct conflict
with governmental Administrative Activities. This “situa-
tion reduces the overall effectiveness of governments.

- Aside from the area of financial administration, nearly
all police Administrative Activities are supervised and per-
~ formed by sworn personnel. This practice of f£illing all,
managerial, nearly all supervisory, and most Administrative
Activity positions with sworn officers cannot be justified

by either cost or effectiveness criteria. From the standpoint

lgresham has no specialized Administrative Activity units
in the police department; therefore, this organization relies

more heavily on Gresham city staff services than do the
larger public agencies.

88—
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of cost, whén‘salaries;and;fringefbenefits.are‘éalduiated J
aeie : r

civilians of comparable educational backgrounds are sub- 2

stantially less expensive than sworn office o 119,

educated and experienced nonsw0rn.stagffiﬁgr;éna§Z§2n2;gglg\*
sonnel ‘at times require less financial investment than g i
sworn officer. In terms of effectiveness,.a‘nonsworn~person7
Wlth‘pyofesslqnal‘training; contacts, skills, and credentiale
is logically better able fo ' o RO

i - The desighation of "sworn" isnconf
ployees to provide them with arrest and 1 ‘
: Cthem re .egal pow
accordeq,nonSWOrn_c1tlzens; If a pOlice.pgsitEéneigvggE
responsible for dlrectly‘initiating arrests, it is not

erred on police em-

This conclusion‘isjapplicable‘to both management and staff,

While the fact that a 1 ana s ¥

' ‘Position can b .

: 232§§°ggf§§gson:;hould not preclude its beinga§t§§%i§dbﬁy
e €r, 1r a sworn officer is placed in e

wpgs;thn,_thg,gfflcer should be paid thg'salér;?cgmizggfp .

wlth the position rather than ' ; | € nsurate

vice rank. , ,

. ’ ne | . 1 s about ﬁhékredr i
zatlopwof’Admlnlst;atlve Activities can be made, the sgggific
oxrganizational designs must be based on the structure of

ons, particularly if Line Functions are

While "some general recommendation

consolidated.

S Bk s 3 . 3 v ‘ .

‘Recommendation. Adminiétrafive Activi i

- : L = ivity units wit
similar functions in the City of portlagdf'Multnomgh
Cgugty, the Portland Police Bureau, and the ébunty '
Dlzlglgn gi Public Safety should be physféally lo-
cated in e same facility in close 1 iy
each other.l Y shoss PIOlelty ko

,Beqommendation:~ Similar Administraéivé Activity
units of the city, county and police should hold.
, /

1lThe locati i ;
_ « 1on of police Administrative Activi i

_ X cti

Zggigigztto each.other was recommendeﬁ,by nearlyvggi gﬁlgie
Wlttees which dealt with Administrative Activities
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 periodicgvjdint'staff meetings to ensure that their

efforts are'cooperative-an&‘coorQinated.

" Recommendation. Positions in Administrative Activity
. units, inclading supervisory positions, should be .
“classified/as nonsworn althoughjswcrn‘police~dffiqers
“'should~n0ﬁkbe~prec1ude$er0mffilling*such'a:pOsit%on
"if a sworh officer seeking the position is the mopt
qualified in terms. of 'skills, knowledge, and cre- '
dentialsd. However, sworn dfficers assigned to such
‘positions should receive an appropriate adjustment
in their remuneration. IS ; SR

O : L i :
. Récommendation. Personnel for: Administrative Activity
Wnits, with the ‘exception’ of police officers assigned
temporarily to such units for special projects, should

" be hired by governmental staff .administrators rather

- than by the police. " ; >
8incé the organizational design of Administrative /' -
‘Activity units will be different. depending oh whether or
not the police Line Functions are completely consolidated
or maintainediunder separate governments, the following are
comments and recommendations regarding the arrangements ‘
under each of these options. . ; 'ﬁ
’ : ' : ; ' E : Ik

- With Consolidated Line Functions. If a decision iis
made‘to consolidate Line Functions, it is essential-that an -
organizational arrangement be implemented that will keep the’
single police operation responsive to both local governments
and their policies. The traditional arrangement of simply ..
placing an Administrative Activity unit with the police -
agency, independent from the Administrative Activity units
of either of the governments, would keep the police ex- :
tremely independent of the governments. Placing the Admin-
istrative Activity units with either of the governments | -
would likely result in the dovernment with control of the I
units being favored by the police agency. An arrangement |
of splittin@ the Administrative Activity units between the
two governments (i.e. placing planning with the city,. per-
gsonnel with the county, etc.) would result in a complicated,
difficult-to~supervise, inefficient arrangement, and it would
reduce the possibility of other police agencies elséwhere in '
the county entering into-cooperative arrangements. There-
fore, a new arrangement which will permit mutual influence
and maximum cooperation in police Administrative Activities
is needed. ; o :

N

?’ " ‘,i' . ‘
Recommendation. If police Line Functions are com-

i pletely consolidated into one police agency, Admin-
o igtrative Activities should be placed under the

N

v

- each government.l

Internal Organizatioh
) BN

direct control of the police direct i mi '
direct control Ol1 rector with Adminis-
trative Activity personnel provided b ¢

’the county. (See Chart 5,)p X the i apd

, ‘The organiéation‘of Administrat' eivit , .
. - , LC AC lve Activities alo
lln?s ;llgstrated.ln Chart 5 should ensure these serviggsthe'
zreéh‘(l) respons;blgktg the police director, (2) responsive
O the governmental jurisdictions, (3) cooperative with

* counterpart units in the city and county, and (4) competent

to perform quali?y work. It should reduce duplication of
_effortg and’pr0y1de‘relevant, competent work while at the

- same time ensuring organizational responsiteness to the in—
dgpendept andsautonomogs local gové%ﬁmsnté/being served by

the police agency. This arrangement is also compatible with -
future consolidations of governmental services., R

. With Separate Line Functions. There is considerable
Liellng among members of the public’ and governmental of%icials
t.at many Admlnlstratlve Activities should be merged even
ggﬁ?gﬁt afiqgsoiidation of Line Functions. The rgasoning
2ind such pfeelings is that training, - pos-
 51b}y o?her,Administrative Activitieg'hgigszggiéﬁ igdcg;;oh |
?o qustlfy their complete consolidation. Such-.a conclusion
1s inconsistent with the local political philosophy which

.- Mmaintains that police should be responsive to the policies

and priorities of their own indivi ; o
élso 1n‘cogflict with the need ozliﬁz%éﬁ222r2§;§§§étritois

in @hg various police agencies to have Administrative ’s
Actlv;tles that reflect their own individualkperceptions \
of the needs of their operations and their managerial stylés.

va

»The staff has goncluded it is not in the best interest of the

;ni%v%dgal governments to consolidate police Administrative
ctivities if police Line Functions are kept separate under

) goweVEr; the consolidation of poli ini B
Activities With counterpart activitgeilgitﬁgglzﬁztggigve
government is a logical and sound move. Therefore, in the
even? a‘d§c151on is made to maintain separateﬂLine'Functions
the 1nd1v+dual governments should take immediate‘sfeps to '
merge police Administrative Activities with their counter-
part units a? the‘governmental level, Although such an
iiﬁ?ggzgegitéiszgégugTfgr large police agencies, it has been
’tions For menn yearg.an successfully by military organiza-

11t should be u

It understood we are referring stri '

o Tt she _unde : rictly to ,
Administrative Activities (see previous classification% Chart

+2} and not all Staff Functions when we make this observation.

2
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Recommendation. TIf police Line F
solidated into one police agency,
ities should be merged with their

unctions are not con-
Administrative Activ-
counterpart activ-

ounty government (see

AUTHORITY

"PROVISION O

PERSONNEL
SESENNENSENSERNNAENAENE

FINANCIAL
ADMINISTRATION

~ LEGEND

—— —— p— p— o—— —

ssmesunEd || argued that these f

ACTIVITIES
LEGAL
SERVICES |}

COUNTY
_ ADMINISTRATIVE.

Te

e evidence suggests these functions
he overall government. Therefore,

; Project staff makes the following
suggestions: ‘ o

Recommendation. The local governmental officialsg
should consider the possibility of establishing
inspectional and citizen complaint units to per- ' a
form guality control functions for their respective T
~ jurisdictions.l o

PUBLIC
"~ | INFORMATION

for

~ Chart 5 , )
ORGANIZATION OF ADMINISTRATIVE ACTIVITIES

Recommendation. The police inspectional functions
should be staffed by both sworn and nonsworn per-

sonnel and o;ganized as part of the planning unit,?2
r o .

 POLICE
ADMINISTRATIVE

 CONSOLIDATED
ACTIVITIES

POLICE AGENCY

Recommendation.

Consolidated Line Functions 

PERSONNEL

TRAINING

CITY

e e et et e

w0
=
e
=
=
3
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Lin the area of citizen complaints, the Internal Affairs
Subcommittee assumed that such governmental agencies night exist,
and they found such arrangements acceptable. Sece "Report of In-
ternal Affairs Subcommittee™ in Reports of the Subcommittees,
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2The Inspections Subcommittee suggested t
of planning and inspections i
Inspections Subcommittee, "

he organization
n the same unit. "Rgport of the

e
”~
PLANNING

3This arrangement is sug

: gested by the Internal Affairs
\ g Subcommittee, "Report of Inte

rnal Affairs Subcommittee. "
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Chart 6
ORGANIZATION OF ADMINISTRATIVE ACTIVITIES

for

COUNTY -

VADMINISTRATIVE

»

Separate Line Functlons

CITY
f ADMINISTRATIVE

ACTIVITIES

ACTIVITIES

(5

PERSONNEL

s

LEGEND
mewsem AUTHORITY

~ —<— SUPPORT

FINANCIAL
 ADMINISTRA-
“TION

i FINANCIAL
ADMINISTRA-!

" TION

o

“Holice line personnel and operatlons.

,(V/"v

) ; .
Internél Organization

e
.
§Z

‘k/; @
o if L, \ e . .
and cooperation among Administrative Activities; reduce dupli-
cations ¢f efforts; and increase the overall efficiency and
accountability of the Administrative Activities.

Organization of Support Activities

Local police operations must have Support Acthlty assis~
tance to (1) receive requests from citizens, transfer those-
requests to the appropriate party or dispatch the apprOprlaﬁe
employee or unit; (2) collect and process field reports; (3)
process data and provide employees with operational and manage-
ment information; (4) receive, protect and proc¢ess recovered
and evidentiary property; (5) receive, protect and process
people arrested by the police; and (6) perform criminalistics
functions. The objective of a Suppore Activityrunit is noh
to render a Judgment about the management of police 0perations
or achieve a primary police goal, rather it is to perform im~
partially and mechanistically routine housekeeping chores for
In.general, polive
Support Activities involve acqulrlng, malntalnmng or pro~
cessing physical items, informationior prisoners. The per-.
formance of Support Activities entails basically progedural
and custodial functions which can be subjected to a h;gﬁ
degree of routinization.

In many instances governmental agencmes other tﬁmﬁaihe
police also have a need for Support Activities #imilar. ﬁ%
those needed by the police. For example, the regeipt and
communication of citizen requests for governmental servivey
is as important to fire, animal control, children's services
and a variety of other agencies as to police., It is im~
efficient and confusing to citizens for each of ‘thess a§@%¢1ag
to provide its own comnunmcatlons eguipment and gtaff. YLhe
nature of these functions is such that if they are separated
from complete police dom;natmon and expanded to sexve aﬁ&l“
tional governmental users, governmental perfcrmance ceuxd
be significantly improved. The routine nature of thes
activities facilitates their organization as single ceunﬁy
or regional units which can be readily performsd by nou-
police personnel. ’

The current trend is toward such expansion. The Comn>
munications Project is planning a commuricatinns myst&m
that will eventually provide emergency complaint receipt
and dispatching to at least fire and possibly other ﬁgancmaqsl

lPubllC safety Systems Incorporated, Detail bystem DGMLQH
of the Law Enforcemeut apd Fire Services Communiication B:spa grky
System (Proposal prepared for the City of Portland and Multnomih
County, Oregon), September 10, 1973 and P.S.S.I., Task 1-A
Final Report: Minutes of RFP/Propqcal RﬁVlew Medtlng, Janudrj

14, 1974.
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Chapter V

The police information system is organized as a part_of a
larger data processing operation, which serves a variety of

local governmental agencies.l

The Crime Laboratory Study

recommends establishing a criminalistics operation which

will serve coutrts and public defenders.?2

The police mail

distribution service responsibility has been placed with

the City-County Central Services Bureau.

And the acqui-

sition of police vehicles has been placed with central
service operations in both Portland and Multnomah County.

Previous efforts to bring about mergers of Support
Activities have been controversial and subiject to much

criticism. = As
to the methods
the mergers of
future efforts
the past. The
(1) weaknesses

previously mentioned, major problems related
utilized to date in attempting to achieve
Support Activities must be corrected before
will be any more successful than those of
high failure rate has been due basically to
in long-range planning, (2) failure to ade-

begins.

Internal Organization

The plans laid to date are basically sound. The

problems which may cause masor diffi
the project are: Y aJor difficulty further along in

1.

The project director is basically L '
pgtent police officer who has itgd?eglggiguggga~
tlogs teghnoloqy from a police viewpoint. This
‘offlge; 1s knowledgable of police needs and ’
tradlthna} police communications procedures;
howevgr, fire officials and the managers of éther
ggegcmgshthat‘are potential users do not feel he
é§ ?mlllar w;#h‘the procedures of their opera-
ions. In add;tlon, the fact that his career is
tied to a specific user agency could caure
pioblgms if hls_own agency attempts to impose
é S wishes on him, Regardless of his neu-—
ra}lty, other agencies may suspect that his
actions favor his own police organization.

quately consider systemic relationships with other functions
before beginning mergers, (3) failure to develop solid, long- g
range commitments to the use of merged activities, (4) fail- |
ure to assign specific respongibilities and adequately define 3
authority in the merged areas, (5) the imposition of elaborate,
ill-defined committee and task force gtructures without a :
division of responsibilities and authority between the com- b 2.
mittees and project staff, and (6) the assignment of re- 3

sponsibility for mergers to skilled police practitioners ;
who have not had sufficient experience in the technical ¢ 5
areas of the Support Activities being organized. :

Since the officer in this it i i
. . position is highl
ggmpetent and sincerely striving %o overgomg
eése problems, he can be successful if he re-~

ceives adequ =%
ficials. equate support from policy-level of-

No formal agreements re i i i

jreemer garding the obligation
and regponglblllt%es of the user agencigs or :he
communications unit have been initiated to date

cept in the political arena. 1In iti
m%tment§ to the project are subjeggdig;ggéoggm
;igggizégn egen before the project is fully inm-

1  and operational. The pro- ir !
bas;c opticn for maintaining supggﬁgeggrdﬁ526t§§;s
grams will be informal influence on people inp
positions of authority and through the establish-
ment of committees of powerful persons who will
give him the support of consensus. .

Plans have already been made and action is being taken
to consolidate several Support Activity units. While the ¥
plans for these consolidations are for the most part logical i
and well conceived, impiementation of the plans is suffering b
e or will suffer either because the plans are not being 1
e followed or because the plans were not sufficiently encom-— 3
passing to ensure the success of the project. Before pro- 1
ceeding with specific recommendations, it may be useful to
review the 'specific problems related to two such projects ~-

communications and Crime Laboratory -- as illustrations. § . 3. The project is not sufficiéytl nterf
- , , I3 eNCly 1nterfaced with o
~ S s : . o other parts : . ; 1 ;
o ' The Communications Project has been thorough}y re- ' A o municagions gfoygitlgiogggt}onbsystem. The Com- \
searched and study efforts are continuing as the implementation 13 pends substantially on
’ | ’ ’ . police records and data processing. However,

R ; , : ; since police records and data rocessing
| J Endex the control of entirely geparate,gfigiials
J - he project director is at their mercy and in ’
N some ;nstancgs they are at his. Further coﬁpli—
ng. | ) | . A , ;i:ing the 51tgation, the Communications Project
| zqRepgrt of the Metropolitan Crime Laboranry study S ﬁormatgggegeszl;thther go,Tonents of the in- ”
Commission® (Portland: CRAG, 1974) . yste or funds.

. olvyhat is CRISS?" (Portland: Columbia\ﬁegion Information
Sharing System, 1974). o

g

&
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The Crime Laboratory Project has different problems. The
plan for the Crime Laboratory was developed through a syste-
matic and sound approach. Professional criminal justice opin-
ions and advice were solicited, considered and weighed by a
prestigious study commission. This commission evaluated
similar laboratories operating in other parts of the country
and defined the options for efficiently organizing and imple-
menting a local laboratory system. The resulting plan is
solid in nearly every aspect. However, a few police agencies,
representing only & portion of the potential users, have es-
tablished their own implementation committee. This group
does not include representatives from nonpolice agencies that
are potential users. As one might predict, the police com-
mittee has proceeded to disregard the basic implementation
procedure laid out by the Metropolitan Crime Daboratory Study
Commission. : . : ’

The major premise of the Commission was that, first,
an independent, professional project director would be hired
and, second, the director would organize the laboratory in
such a way as to maximize its utility for all potential
users. The police group's actions will effectively usurp
the prerogatives of any person who is eventually designated
as project director. These actions will, in effect, sub-
vert the original study group's efforts in the interests of
the police. As a result, other potential users may not re-
ceive full benefit of the system ~-.a situation. the Com-
mission hoped to avoid. Even if the laboratory is struc-~
tured to provide services to.,a broad range of nonpolice
users, as a result of the police methods, these potential
users may not be confident enough in the laboratory to rely

- on it for services.

The deVelopments in the Crime LaboratorwarOject illus-
trate the importance of ensuring that the implementation of
Support Activity projects with interagency service potential

~is not (1) disproportionally influenced by narrow personnel

or bureaucratic interests or (2) modified in a way that
significantly alters the intent of the project,

The consolidation of Support Activities combined with
reorganization of the police Line Functions and Administra-
tive Activities has*pot;ntial for improving both local police
and governments. However, such consolidations will continue
to have a high failure rate unless preimplementation plan-

~ ning is systemic and detailed and implementation of the

plans is initiated in a systematic, objective, and well
coordinated fashion.

‘ Options 2 and 3‘presented,in Chgpter IV are alternative
approaches for handling the consolidation of Support Activities.

I\
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Option 2 would establish a Public saf
: : t
the responsibility and authorit “on i
1S Lty & Y to organize and i
all SupQO;t‘ACthltleS. Option 3 is an ad hoc apgggzgﬁna?ih
;e:pon81blllty for each merged unit decided au
asis,

presented in the following discussions. . ;

Y Support Agency with

Public Safety Support a ‘ :
- | y € gency. The most logi '
1nrth§ §taff's,9plnlonf administratively sound gegﬁédagg’re*
organizing quport Activities is through the establishment
Oﬁt; Pg?lli Safety Support Agency havi a
authority to manage Support Activities for g i

: X _ . r all pub
g;gaglgatlons in the city and county., This appgoai;ci:afety
ined in Chapter IV under option 2. : ouE

Gresham and other police a L ]
m gencles in the county shoul
be parties to the contract, although their ini{ial ihgoiizg

ment would: not be Ny ; i
agency. ot be critical to’the establishment of the

This Public Safety Sup ‘
i A Support Agency should be m
: COOEQ1nator who would initially be responsible tgn:g:dcﬁief
Xecutives of each of the participating jurisdictions
an arrangement could be modified after the agency’hasjbe

The following Support Attivities and personnel should

be placed in this agenc '
S : y (see Chart 7) und :
Supervision and control of the coordiiatgr?r Ehe direqt

1. Communications for police, fire and
v . , other emer-
geqcy_anq quasi-emergency governmental agenciZs.
"This is in essence the current Communicationg
%rogegt although the concept should be expanded
to a complete "911 System" for Multnomah County.

2 R 2 i ’ E ] . E‘. i { ]
. -

3. Data processin ‘ : ‘
. ‘ , g for emergency and crimi Jjus-
tice agencies. ‘ ! . inise Jus

4f Evidence and property control for all criminal
‘just;ce agenclesylncluding police and corrections.

~90=.
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Chart 7
CONéOLIDATED PUBLIC SAFETY SUPPORT AGENCY
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I
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Unit
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Internal Organization

5;' Police identification records and activities.

In addition, the PublickSafety Support Agency should be

~responsible for coordinating the following activities to re-

duce inefficiency in their performance and ensure police and
other public safety agencies of an adequate level of services.

1. Crime laboratory services{
2. Equipment acquisition and maintenance.
3. Prisoner detention and processing. -

4. Facility acquisition, management and maintenance.

The agency would have only functlonal supervrsory authorlty
over this second group of activities. However, in carrying out

this supervisory role it would conduct research to assess the
activities, Based on such assessments, the coordinator would
recommend improvements to the approprlate policy officials and
administrators. ,

The preceding arrangement for the management of Support
Activities for emergency organizations,. with sufficient com-
mitment and authority, would solve a number of problems.
First, it would place the responsibility for ensuring the

. successful merger of Support Activities squarely on one in-

dividual rather than having it scattered among a multitide

- of agencies and individuals. :Such an individual should have

the security of a formal, contractual commitment from the
participating governments This contract should provide
sufficient time and authorlty to organize the activities and

achieve reasonably stable operations.

‘Second, it would make Support Act1v1t1es separate from
complete pollce domination and they could be organlzed to
serve a large number of organlzatlons.' , S

Thlrd 1t would prov1de an 1mpart1al coordinator who
could devote full time to ensuring that activities competing
for scarce resources receive appropriate allocations. This
arrangement would facilitate more rational dec151ons about
the fundlng prlorltles of all Support Activities. Current

econfllcts over: funds should be substantlally reduced

k Fourth it would glve governmental admlnlstrators a

single person with whom to deal, thereby reducing the amount'

of time they personally have to invest to ensure the success
of mergers. The staff necessary for the provision of direct
Support Activities should be provided by the existing support
unitg’ of police and fire communications, records, CRISS,
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i i fication, and evidence and property contrql. They should
iieg§;§;2223 uéder the supervision ofighe coordinator WEE sh9u1§
have the independent authority to appoint managers for .te ngl
ous functional areas. These people shouldkbe'nelther city £
county employees, but rather gnder an occupaﬁlonal a:rangemin
similar to that of the Columbia Regicon Council of Governments.

] i j j i ' »rt Activities
The alternative to this organization of Suppgr ‘
is option 3, the ad hoc merger of Support Act1v1tles.‘ Thls_ad
hoc approach appears to be the most acceptable to police mana-
gers in Portland and Multnomah County.l

rgers of Support Activities. The ad hoc merger.
of Suggogchgiigities wouﬁg consist of nothing more than ellmtnae‘
tion of duplications of efforts through,governmental agreem%? S
to trade responsibilities. The governments best able to pex
form functions for both the city and county wquld bg glyenw
the appropriate responsibilities. The follow1gg guidelines
should be observed to ensure.the success of this ad th
approach. "

1. The mergersgshould be consistgnt with eventual
complete consolidation of police.

2. The plans for eventual consolidation o? police
should be sufficiently defined to perm1§ long~.
range planning of the systems and functions belng
‘merged. ~ : .

g its - ;'ting
3. The merged units should be attached to existir
agencies and organizations rather than established

as independent organizations.

4., Contracts precisely defininggrgsponéibilities,
authority, and a positive commitment Qn_tpe part
of the individualwﬁgencies should be 1n1t1ate§u
for each merger., ' ' ‘ o

#+ 5, Agencies utilizing the me;ged_servicgs;shogld pe
PR obligated to use the services of the mgrqu units
o for a specific period of time and prohibited from

- developing their own duplicative services.

6.‘ IﬁdiViduai agenciés should be obligatédito
V standardize their own functions andypxocedgres
for icountywide.uniformity and an adequate inter-—

face with the merged services.

 lSée“ReEdfts ggrthe‘subcdmmittees.f

T T R

Internal Organization

7. A master schedule for mergers should be established

and observed to prevent a counterproductive sequence
in implementation. ;

8. City and county facility planning should anticipate
eventual governmental conscolidation and similar
activities should be colocated even before mergers.

9. Administrators and managers of counterpart functions
should be located in adjacent office spaces and
coordinate their efforts through joint staff meetings
-and joint operations.

10. The city should move to annex county territory
where irrational boundaries hamper the efficient
provision of police services by the county or
natural communities are split by jurisdictional
boundaries. o
Even within these guidelines, successful mergers of
Support Activities will be difficult to achieve and even more
difficult to maintain. Fragmented responsibility will create
communication problems and conflicts. The quality of services
received will vary with projects and necessitate continual
evaluation and intensive high-lével administrative efforts
to ensure quality control. The personnel of user agencies
will probably be more critical of the quality of service of
the new units than of self ‘supplied services. The top level
administrators will have to be constantly alert to coopera-
tion breakdowns. However,;: in spite of these problems, 1if

adequately managed, the merger of selected Support Activities
should reduce costs. ;

The following are suggestions regarding the Support
Activities which should be merged. .

" Recommendation. Communications, records, and data
processing should be organized as a single informa-
tion services unit for the police and other govern-
mental agencies and placed under the City-County

- Data Processing Authority. :
; The current separation of communications, records, and,
data processing is inefficient and will have a serious im-
pact on the ability to implement effective operations. Each

- of these areas is dependent -on the others, and decisions in

one area will affect the others. Records control must start

- 'in the communications operation; data processing operations:

are dependent on the type, organization and quality of
records; and records must rely on data processing. These
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operations make up the information system, and without a
single control mechanism, competition and conflict will
hamper the effectiveness of the system. In addition, the
system should be placed in a position of independence from
the pclice to ensure the broadest possible service to
governmental agencies. The existing Data Processing
Authority offers the most neutral and efficient structure
for housing the system. :

Recommendation. Police evidence and property con-
frol should be organized under records.

Evidence and Property Control is currently in need of
reorganization. The major responsibility related to this
area involves storage and disposal of property that comes
into police custody. The most critical aspects of the oper-
ation entail processing and accounting technigues. The
functions must be organized and controlled by an agency with ¢
countywide jurisdiction. It-is important that the procedures
be interfaced with police records and data processing, and
the controlling unit be able to monitor both the owners of
property and the property itself as they proceed through

the criminal justice system. It is also of critical impor-

tance that evidence in custody and records of cases be
coordinated to ensure their production in court at the
appropriate time.l Hence, the records section of Data
Processing Authority will ke in the best position to pro-
vide an evidence and property control system.

Recommendation. Criminalistics support should
be organized and implemented in a manner con-
sistent with the Metropolitan Crime Labouratory
Commission and placed under the supervision of

£he Oregon State Police. ‘ ’

The Metropolitan Crime Laboratory Commission has pro-
duced recommendations- for establishing a system that will
provide effective and efficient criminalistic services to
the local criminal justice system.2 The criminazlistics
operation should be organized in accordance with their
report. This arrangement should provide greatly improved
service to the Division of Public Safety and provide the
Police Bureau a reduced cost. ;

lgyidence and Property Control Subcommittee, Reports
of the Subcommittees, p. 17.

2Report of the Metr0politan'Crimé Laboratory Facilities .

Study Commission. (Portland: CRAG, 1973).
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Regommendation: Police VehicleS-acquisition?and
malntenance functions should be assumed by the
Bureau of Fleet Management, City of Portland.

Police vehicle acquisition and maintenance fun fons

7 118 S nctions are
curreptly performed efficiently by both governments; however
the size and scope of the City of Portland's operation re- ’
sults in the services being performed at a considerably lower

cqit.l Therefore, these functions should be assumed by the
city. ‘

Recommendation. Detection and identification
functions ghguld be placed under the Multnomah
County Division of Public Safety. o

Currently the Division of Public Safety is ing
detention functions for the city and county¥ lBoEﬁriﬁZmlng
Pollcg Bureau and the Division perform some identification
functions. Since .identification operations must be cloéely
interfaced with detention and since a minimal effort would
be required on the part of the Division to develop & high 2
quallyy identification operation that would serve all police g
agencies working in the county, this operation should be
assumed by the Division of Public Safety.?2

Recommendation. Warrant service and extradition
functlong §h9uld be assumed by the Multnomah
County Division of Public Safety.

The county is currently performing th jority of th
warrant functions. Extradi{ign is an ghligagiggrégytgg whe
count¥.3 Therefore, a minimal effort would be required for
the Division of Public Safety to assume these functions.
Portland police personnel engaged in these activities
should be reassigned after the county assumes responsibility

for these activities.

&
__1Police.C9n§olidation Project staff, “"Comparison of Police
Vehicle Acquisition and Maintenance Costs" and Motor Pool and
Transportation Subcommittee, Reports of the Subcommittees, p. 237.

2phe Identification and Scientific Investigation Subcommi-
tee agreed that detention and identification need a close re-
1§tlogshlp; however, they cautioned against assigning°idénti-
flcatlon to corrections. Reports of the Subcommittees, p. 99.

3Records Subcommittee, Report of the Subcommittees, p. 348.
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Chapter V

-

As previously indicated, this ad hoc approach appears to
offer the least potential of any of the proposed options for

reducing overall costs. If this method is adopted, substantial,
improvements in overall police effectiveness will be dependent

- on the line functions of the police of§agizations being re-
organizad in the manner suggested previouFly in this chapter.

s
Personnel

Regardless of organizational design, the effectiveness
of a police agency is ultimately dependent on its employees.
Police officers must be compatible both with the people they
serve and the organization by which they are employed. They
must be familiar enough with their clients' attitudes, wvalues,
and needs that effective performance is automatic. Their
appearance and performance must meet with public approval
and instill in citizens sufficient confidence that they
willingly assist police in handling the problems of their
communities.

The importance of a match between an organization and
its employees is not often recognized; however, many police
management problems result from incongruity between employee
and organizational characteristics. A service-oriented
police operation cannot achieve maximum effectiveness with
apprehension-oriented employees or vice versa. Egalitarian
employees will not perform successfully in an auwthoritarian
organization ¥r vice versa. Highly educated and independent
personnel are not suited for organizations with highly
routinized, narrow divisions of labor. Considerations of
these observations have had a significant influence on the
following personnel recommendations.

Regardless of the extent of local police consolidation
"occurring in the immediate future, it is both possible and
desirable to _establish uniform police personngl practices
throughout thie®county. Citizens expect that they will be
able to obtain a uniformly high guality of police service
from competent police officers at any place in ‘the county.
-~ Therefore, the public will support sound uniform standards
for police personnel. In earlier parts of this report °
recommendations have been made that will facilitate the
establishment of uniform personnel techniques and standards.
For example, the adoption of ‘a’common set-nf police goals
and the reorganization of line functions in a similar
fashion will facilitate a uniformity of personnel practices.

. There ére numerous advantages to having standardized
personnel operations for all police organizations in the

“that confine them to r&utine duties and activities for

Internal Organization

county. A common personnel system woul intara
mobility thyough lateral trangfer. Thig iiiig ;ggﬁiigfﬁgg -
agenqy.shaylng of personnel. The increased range of caree:
p0351b111tle§ would make a police career within the coun'l:ur
more attractive, facilitating recruitment of high qualit‘y
employees: Agencies would have an increased range of mag -
ment candidates from which to choose. Organizational in-—age

breeding would be reduced i ‘ X
would be possible. ed while broader job experience

- The facilitation of the trend toward tot i
dation of police would be another advantage O§lacgg;§é;
personnel system. Employee fears of inequitable treatment
in a consolidation would be reduced, reducing also the
resistance to consolidation. One of the most difficult
problems of consolidation -- sorting out differin er-
gpnnel arrangements -- would be eliminated. 7P

Aside from the issue of consoli ]
idation, a common -
g;gg:iesystem ¥§uld allow the separate police agenciegeio
more efficiently.. Common recruitment i
‘ c He and s
egforfg cou;d result in economies of scale. The quziigtlon
OL police service would tend to be standardized countywﬁde

The development of : : ‘
would be a?ded. of statewide police standards and goals

;Rgcqmmendation. A uniform personnel systemkwith
similar standards, procedures, job descriptions;

and career paths should be establj
police in Multnomah County. ablished for the

Local police officers are probe

‘ : probably as a wh
géggignegﬁcateg Eﬁan officers in ‘any o{her simigii ﬁgiio
: ea of e United States. The re 14 ot
izational design for police line functi “is baseq ongan-

‘ . > . . -unctions is based on-
assumption that police agencies will ti oy
educated personnel. ‘Ho”éver th CeRisting mogto employ
designed o opoet. M y 2r, € existing systems are not

‘ _ ec yjutilize educated offi
police officers are currently i rom mERLnG norel
i ; re he Y restricted from makin i3
maximum contribution t¢ the organizationg by careergsggiéés
years. Civilians with/ technical com i ' -
AL / Lca, petencies that
critically needed by the police cannot be placed inaggsi—

- tions where their knowledge can be utilized. Sworn, rather

than civilian, commanc 1 4
ha; ders are placed in supervisor 1-
:;g;i zzzgu:hougﬂ theér responsibilities dg not regugg:l
st . e personnel system shoul X
to eliminate these pIPblems. Y ould‘be reqrganlzgd
! :
Recommendation. . Police career ‘
1 . systems and pers
p;actlces should be redesigned to (1) make IltjloreOnnel

#
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Chapter V

extensive use of the knowledge and skills of operational
personnel, (2) relate selection methods specifically to
all positions, (3) limit the requirement of a sworn
officer in a position to those positions which require
arrest powers, and (4) facilitate the rewarding of good,
goal oriented job performance.

Police Consolidation Project research indicates that pub-
lic confidence in the police was lowest among minority citi-
zens. On the other hand, a disproportionate amount of the
police activities involve minorities. There appear to be two
primary reasons for the lack of minority confidence in the
police: first, a feeling that police tend to treat situations
involving minorities as less important than the same situa-
tions involving other groups, and second, a related belief
that minority members are personally discriminated against
by police. Many people construe the absence of minorities
from local police agencies a confirmation of their suspicions.

The staff is of the opinion that minority confidence in
the police will not substantially improve until the police
agencies demonstrate nondiscrimination in hiring and promo-
tional practices. At the present time, no personnel system
or police department in the county can provide substantial
proof that it does not discriminate on the basis of sex or
race. Neither can gny agency prove that its current hiring
and promotional practices select the most competent in- _
di*/iduals. The correction of this’ situation lies. in a com- ::
plete remodeling of the existing personnel system.

@ | ‘!m.;\' }
Recommendation. Police personnel procedures should:
be redesigned to eliminate racial and sexual dis-
crimination as well as any appearance of racial and
sexual discrimination. : H o

- The area of personnel is currently under intensive study
by the Police Consolidation Project. That study will develop
and recommend a personnel system that is compatible with
anticipated changes in the local police organizations.
Specifics related to the preceding recommendations can be

~provided by that study. ) §

£

“Conclusion . o

The observations, conclusions aﬁaerecommendations con-
tained in this chapter were written primarily for policy
officials. We have attempted to confine the report to
those problems and recommendations which are most appro-
priately subject to the attention of policy level officials.

" d

o ~© -los- | )

‘become more rather than less serious with

Internal Organization

.The chapter suggests substantial room exists for im-
proving local police operations. Some conclusions will no
doubt be controversial. However, the staff has made every
effort to handle the data conservatively and the resulting
evidence still indicatesg: '

l. Police operate autonomously from their govern-
ments and citizens.

2. Police are not effectively addressing their
priorities and goals. :

3. Police agencies have a disproportionate amount
of their resources invested in overhead activities.

4. Police agencies have excessively specialized en-
forxcement units.

5. Police personnel are not adequately organized
and distributed for best service to the public.

6. Police personnel practices restrict the effective-
ness of the agencies. ‘

. Unless these problems are addressed by taxpayers,
political officials, and police leaders, they are likely to
. X ) : the passage of
time. The recommendations appear to the staff to offer the
most potential for changing the situation.

. Ultimately the success of police consolidation will
depend on the efforts of police employees. The corollary is
failure of reorganization attempts are often the result of
employee resistance or active sabotage. It appears; then,
the single most important element in the successful improve-
ment of police services through merger is the implementation
of a common personnel system. '

= s
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© SUMMARY

<

This report outlines the options for improving local
: ‘ ; police operations, given the defeat of city-county consoli-
M ~ : . ; dation. Upon selection of the option that local policy
: o : officials find most acceptable, the.Police Consolidation
Project staff will proceed to develop detailed plans and
] . initiate implementation. Follow1ng is a summary of the
Q recommendations contained in this report.

K | ' EQ.E.]_‘E ' o : | G‘:’,j
T 1. The following goals should be established for
: all police agencies in Multnomah County.

a. Provide emergency actions and services, not , g
readily available from other agen01es, that ‘ o
may save human life.

b.” Provide programs and actions dlrected at
the causes and conditions of dellnquency ‘
‘and crime that will result in the preven- \L
tion of juvenile dellnquency, crlmlnal : N
devlancy and crime, - ‘

; ; , ‘ ¢. Provide programs and actions to acquire in-
e L o . ‘ ; , formation about criminal behavior and re-
’ ‘ : SR , 28 ‘ , spon51blllty and expeditiously handle that
- o S ' ko . ' 'Wlnformatlon in a manner consistent with
g wo ' 3 - . the best interests of 1nvolved persons, the
S ' , SO 'communlty and scc¢ety
: i .
, B s ' S ”1&( o d. . Eespond by dlrect 1nvolvement,,adv1ce, or
N ) : , ; : ‘ ‘ i f , - referxal to those situations which if left
: b J L _ A L B : . ‘ unattended would. logically result in serious’
SN R Y SR . 1 mental anguish, disorder, injury, property
B ‘ - damage, or loss of individual rights for
L e : . o § : o people w1th1n the jurisdiction.
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v

A : ; - IV 1 ~ criminalistics, evidence and property control functions, and
e. Provide actions and programs £oF coordina- i reorganize police Line Functions and Administrative Activi- e
tion between and support for agencisy that . ‘ ties for improved efficiency and effectiveness. ' e
seek to facilitate,socmal’justlce and jus~ ; ‘
tice 'processes. SR '

Alternative: A second alternative (option 3) would
entail improving the existing ad hoc consgolidation of Support

CE. pfb&ide»ordef}paintenanCe progra@s'and ‘ : ,ﬁ , ActiViFies and ;egrganizing police Line Functions and Admin- o .
" actions to reduce danger and facilitate | istrative Activities. Lir

normal community and social qperat}ons o N ) .

during periods of unusual, disruptive o ) K

occurrences such as civil protest, nat-

X N v'Organizaﬁion of Line Functions
ural disasﬁer,‘riot, and war. ‘ ‘ )

. Regardless of whether police consolidation occurs, the .
following changes should be made in police Line Functions s
(see Chart 4). o PR - ,

i

7i S, DT re d activi-

. Provide programs, procgdu:es.ap_ ;

7 ties that will result in efficient, ef-
fectiVe‘and,fair'ﬁanagement‘Qf the police
organization and satisfaction of personnel

1. The ratio of'management and supervisory personnel
" ‘career needs.:

to bottom-level subordinates should be reduced.
Spans of control should be based on the type of

- work performed. The practice of using higher
ranking personnel to £ill nonsupervisory posi-
tions should be discontinued. *°

2. Police organizational arrangements should be

. modified to ensure greater congruence'of goals,
~é£ructure, and police activities.._Thls rgcom~ ~
mendation should be implemented with or~w1th—,
out consolidation of police operations and
without regard to whether or not the preceding
goals are adopted. | ~ ;

2. The number of levels in the organizational hier-
: archy should be reduced to no more than four ranks.

3. The amount of specialization in police Line Func-

- tions should be reduced by incorporating specialist , o
responsibilities into patrol officer jobs, and re- ]
turning specialists to uniformed generalist patrol L
operations. :

o ods should be adopted by the police to
3f"2izgre continuous development and updating
of police objectives in a manner that will
maintain their consistency with the organ-
1zat%0nal goals. 4. Temporary special-purpose committees containing
‘ patrol officers should be used .to perform functions
currently the exclusive -responsibility of overhead
pexrsonnel. - - . : e B ,

4. Methods should be eStablished'forvmanitoylng
“the extent of goal and‘object;ve accompllshT
ment and assessing the effectiveness of vari- .
oﬁs;organizational strategies. - ~ , g - 5 : e "
T U, ~ R 5. Organizational arrangements should be redesigned to
provide work groups of first line supervisors and
patrol officers with territorial and functional =
responsibility for providing the appropriate ser-
vices to their clientele. o ‘ i

Consolidation Options

single police agency should be established for the
City gf Pogtlagd and Multnomah‘Coggggq(opﬁlonkl).r This
agency would be created by the consolldat;on of the' '
Portland Police,Bureau’and,theymul?pqmah'County Division
of Public Saféty}/ It wQuld‘be'admlq;stereq by}a d;rector
who would’bewboth;chierdf(policg‘agd,sherlff and would -
report to both the Mayor and Chairman of the Board of
County Commis&icners. - S »

6. The General Operations of the police should be re- \
’ organized to facilitate (a) priority and operational D
policy differentials that will render police ser- .
~vices more relevant to the needs and expectations
of individual communities, (b) citizen participation,
communication, and influence with police officers
in their communities, (c¢) police officer familiarity
with the communities and people whom. they serve, and

v’fAlternativé} iThe~mOSt,preférablé alternativ§f(optiQn 2) |
is the establishment of a Public Safety‘Supporg - :
Agency for communications, recoxds, data processing, :

e vy P B N %
i
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Chapter VI =« T RE | | T el e T e e e . Summary
«(d) éboperation ba;ween‘the‘police and bther'Cityfﬁa i ' }, . 75 AghebPifiCS'inSPectional futhionS $h0@ld3beVStafféd R
. and county-social ‘service agencies. (See Chart 4 S ‘ ‘ag 'ng zgoiﬁ and. nonsworn personnel and organized
Y for an illustration of the form such a structure e . 85 par ‘the planning unit. . T :
‘mlgh ﬁﬂa -) S o , . ; el o : 8. VPQllcef;nterpal investigations should be staffed : §
Ve o ; T o | ‘ o gy sworn police personnel and the operation should i
/. organization of Administrative Activities RO SR | ci”oﬁgani?ed to be directly responsible to the -
o o ‘ R , C B o let police administrator. R e (
1. Administrative Activity units with similar functions g L ' R B
in the City of Portland, Multnomah County,.theA : Oreani t} Y e
‘Portland Police Bureau, and the County Division of e o rganization of Support Activities
Public Safety should be physically located in the L S 1. < » e L R e , ’
~ A A AR ‘ w4 hd : f : L . A City—-County Public: Safety Support Agen
vsame fac}lltY o ClosefprOlel#y " éaCh obhee @ ,  Dbe established to provide gr cggrdinage gﬁesggiid
2.‘_Similar.Administrativé Activity units of the city, T o  low1ng Support Activities. . (See Chart 7.) :
county, and police should hold periodic, Jjoint , T B ~ ~ B ‘ ‘ S | N el
e . ) . PR R S SE a. Communications for police, fire and other E N
sl mastinga o eneuce Chet hsis siioris dre T S i teretnty soveamenta [
: R R RN - o SN ~agencies. This is, in essence, the current /
3.y Positions in Administrative Activity units, in- : o : ,gagﬁgglggtlonﬁ grOJeCt‘although t?e~concept S
, : 7/ cluding supervisory positions, should be classified T : for Mult - expanded to a complete "911 System"
e as nonsworn although sworn police officers should RS = : Mul nomah_County.wf“ : L v
(R not be precluded from £illing such a position if a SR e b. Records for bl' i P
@sworn officer seeking the position is the most _ o o : : . M . LQFPQ l?&r flIe andkgthgr emergency
gqualified in terms of skills, knowledge, and cre- AR U O f e e Agencleg. N : R
dentials. However, sworn officers assigned to such b (/‘c' Dok . . S e T
positions should receive an appropriate adjustment \ . ,3si,PrOC¢SSl§gu‘Or emergency and criminal
~ in their remuneration. : T Justice agencies.. [N K
4. vpPersonnel for Administrative Activity units, with e EZ;?igge’and property C?ntr51~§°r all criminal
the exception of police officers assigned temporarily %'o' ¢e agencles including police and correc-
to such units for special projects,.should be hired rons. -, : wo : :
by governmenta] staff administrators rather than by e. Police identifi "t; . ; L
the police. T S T ‘ &»o Rollce 1 ifica 1onr€ecords‘and_act;v;tles.
5. If police Line Functions are complefely consolidated ;f'u‘gflmetiaborgtoFY services which would be located #h
- into one police agency, Administrative Activities ‘diregtly under the State Police. - B
should be placed under the direct control of the. Fondd e et eition s RS e :
police directorziwith Administrative Activity per- g. Equipment acquisition and maintenance.
sonnel provided by the city and the county. (See G T o b ; T
,Chart-Sf) ’ : SaE Y ; S Y h. Prisoner detention and processing. °
If police Line Functions are not consolidated into - . ST e Faclliﬁy_acqu;sltlon,,management and maintenance. |
~ one police qgency,)Administrative Ac?igi;ies_should o v Y9 As an alternative o Eion. Suebe t‘A”£“ ;t" R v
. ‘pe merged with, their qounterpart’aqt1v1t;es in the re- | v hean alioinatiye Pj“\d'h pport Activities cou}d ’ .
' sPecFiVe,city'or\countthOVernment;~ (See Chart 6.) ! WEnneT ted on an ‘ad hoc basis in the following
6. The local governmental®dfficials should consider the 2, S : G g F L
- possibility of establishing inspectional and citizen e ““a' Communications, records, and data processing

could be organized as a single informdtion
services unit for the police and other governé
mental agencies and placed under the

- complaint units to perform quality control functions
~ for their respective jurisdictions. ‘ L ,

; n
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f : R . R §ow

‘fCitY%CéuhtﬁfData,PrOCeSSinnguﬁhor;ty;~,

b. -Police evidence and property control could be S | F)ca
' organized under recorxds. . o E G

‘]c;~fC§imina1¢stics Suppor£VCOuld3be‘OrganiZed and - P o | ‘ : e ‘
. implemented in a manner consistent with the S N e
Metropolitan Crime Laboratory Commission and. - P IquE)LJEEIV4EEI\I]}Afrﬁ(:ﬂ\J
placed under: the supervision of the Oregon P ' k ' v
- State Police.. . 7 A : o | : | '

vd.u‘Policefvehic¥§‘acquisitién~and;maintenance‘f ) : , :
. functions could be assumed by the Bureau of - ; : The expensive and time-consumi
Taet. Mar en . PO , : ~ ; MENRON v - suming task of dat i on
- Fleet Management, City of Portland. .. e and analysis has been completed. The critical qquigiiesgéon
e L e ,.  ~,; ; - b : S ’ . 3 / ’ is "In what way will this. information b . =
. e. Detention andnidentification'functions;cgu%d ; R police?" This question must be answereg g;egoggc;mgggzz‘lical i
* w be placed under the Multnomah County-Division | o with all deliberate speed so that ﬁha~accumulated'inform;:izn : o
wob Publig Safetyy o L | can be used to its greatest advantage and so that the Police e
s Lo L e T L . Y 1 consolidation Project might contribute to-the actual improve-
f. Warrant service and extradition functions e ; - ment of local police services. To this end. the staff s
“ could be assumed by the Multnomah County - ; > taking the following sequential steps: as fagidly as sgggests
.~ Division of Public Safety. I : | e RidsyY possible.
A “’;m;; . i T TR T | S FPirst Step. The Police.Conso}idétiOn Project Policy Grodp B
| TR A i £ Sl should review this report, indicate the option | P
Personnel = LA R , : « Lt wishes implemented, and state its position o
' P ' : on each of the related recommendations., :

l:v‘A;uniform'personnel system with similar standards; o
~procedures; job descriptions, and career paths s Second Step.. Subject to the directi ‘ He
. - ,Should be established for the police in Multnomah S the Police'Consolidatigg gfo??itpziigﬁ Sﬁgﬁfé
"‘,‘County.‘  o Sl S s o s CoE bi givénffhe responsibility and authority to
2. Police career systems and1personnel.practlces should : ; - to perform final §etai1e§ impiggeiggtggingesl
- be designed tq (a) make more extensive use of the R ~ planning, and to supervise the subsequent
‘knowledge and skills of operational personnel, . SR ; implementation of those plans. 4
~(b) relate selection methods specifically to all . - IR TR R ) , B .
positions throughout the organization; (¢) limit = N - Third Step.  The Policy Group should designate the order
the requirement of a sworn officer in a position: : T in which it wishes planning and implementation
to those positions which require arrest powers, , T . ‘ . of thé following areas to proceed : : '
~and (d) facilitate the rewarding of good, goal- S SR I L ' )
- orlented job performance. .~ . oo B (1) Jorganizational Structure (s)

DO e L e S . SR . (2) jManagement System(s) o
3. Police personnel procedures should be redesigned = ¢ - (3) | Personnel Development (Training) System
- -to eliminate racial and sexual discrimination as &= | L e (4)/ Information System (CommunicationSYkReco a
- well as any appearance of racial and sexual dis- . ‘ ‘ ' Data Processing) ‘ ! A
- crimination. . o ST EEE R ;

)| Complaint System _ :
)[ Evidence and Property Control System
g; Career System ‘ N N

| Other or Alternative Areas | o
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Fourth Step.

s

Fifth Step.

Sixth Step.

It should be emphas1zed that successful completlon of
the Police Consolidation Project will depend on both the
governments and the police agencies giving high priority to

i j‘ , SNE ' %
the recommended steps above. -Any delays on decisions re- S ‘ ' X
lated to the project will sezlous]y hamper efforts to ex- b ‘ : ‘ 3
pedlently improve pollce services in Portland and Multnomah : B ' RECOMMENDATIONS AND GUIDELINES FO& CONTRACTS
County - : ' . X
, \ W
) A
‘;;?"I?A\: | \\
; s , e ' 3
0. : o » | |
. ’ ¥ {
& ki ;}
< 1
! i
N ; ;
N :
o g ; I ,i*,‘
‘__118_ L . - o | e | s -

i worklng directly w1th the agen01es and employ-
v ees’ 1nvolved

)
‘The staff wyﬁl then prepare a detailed imple- > P
mentation plan for each of those areas in o f

Lhe order specified.

After approval by the Pollcy Group, the staff
Wwill supervise implementation of each plan,

Upon completlon of work on the de51gnated areas,
thp'Pollce Consolidation Project staff will pre-
pa’aka police consolidation manual and the re- P .
qui; ¥d final reports. (The Police Consolidation i : A
Pr01ect grant 1s scheduled. to end in April, 1975.) ‘
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% RECOMMENDATIONS AND GUIDELINES FOR CONIRACTS

i - ; Hlstorlcally the police agencmes in Multnomah County
. ‘ ' , R ; have made numerous attempts at improving the performance of
' ' police services by establishing joint cooperatlve ‘arrange-
ments.  These arrangements have been primarily in the areas
‘ of Administrative and Support Activities. Generally they
= B have been based on informal arrangements rather than formal
' R contracts between-the involved parties. The absence of bind-
o B e ing contracts has.created a number of problems for parties’
: involved and particularly for the "responsible" prOJect
dlrectors, administrators or coordinators.

Q

7

L,\ \ : . g . N + O 0
7%“ ) ; o The purpose of this Appendix is to:

i. Provide geuneral 1nformatlon necessary for plan—
ning and developing contractual agreements unlque
to the police area.

;%"W SR 2 o ; ‘ i 2. Establlsh general planning methodologies and
% 3 ' : S | : crlterla for contract development

. 3. Establish conceptual gurdellnes and parametersl
v ’ o for mlnlmal contractual provisions. =

v © . The term "eontract™ as herein utlllzed relates to an

: agreement between governmental agencies in Multnomah County.

Such a contract provides one of the least complicated means

~of accompllshlng coordinated or consolidated governmental

services, 1nclud1ng police services.2 . & *

Among the most important areas of assessment are present

o i L 7 *yﬁf lPrototype ¢gontracts are presented in Appendlces B and

, 74 C of this report.
o ,kzPreSLdent s Commission on Law Enforcement and Adminis-
tration of Justice,:Task Force on the Police (Washlngton, D. C..
Government Printing Office, 1967), p. 108.
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citizen expectations, and
. projected needs for the future. [I£ pontractual costs are to
‘pbe based on the scope and level of services provided, it is

particularly important to ascertain the specific needs of the

affected community. “ .

police operations, crime problems,

i o

Rather than formal contracts the governments in Multnomah
County have relied on ad hoc,’ informal relationships. These
informal arrangements have apparently resulted from a lack of
research into contract‘development and enforcement and in-

sufficient planning prior to implementation of cooperative
endeavors. ' ‘ ,

~ probably the most important planning needed prior to the
development of contracts for police functions or agencies is
related to the level of service expected by contracting par=
tieg. Response times, follow-up investigative support, work
load patterns and a number' of personnel on a geographical and
chronological basis are examples of factors which can be con-'
sidered separately or in combination to define level of sexr- i
vice for patrol forces. Number of records processed, calls
dispatched, prisoners processed or inquiries served are ex-
amples of factors utilized to define level of Support Activ-
ities to be maintained. Once the levels of service expected
have been identified, the costs to th&gggntracting parties

must be determined.

This identification of costs is the second critical task
in the development of contractual arrangements. It is diffi-
cuit to prepare a fair and equitable formula of costs for o
services. Police Consolidation Project staff research in- =
dicates that the more complex the cost arrangements in a
contract, the greater the problems between contracting par-
ties. Costing-arrangements should be made as simple as
possible so that policy makers and bureauocrats alike can
understand and work with the agreed upon model or formula.
Alternative cdsting models can be compared by use of the

following criteria:

S 1. All pricing models should assume the contractual

arrangements agreed to will be maintained for a

reasonable period of time. Minimum levels’of
services determined should be consisteht with pro-
jected trends over the period agreed to. Econo-
fies of scale &nd the effectiveness of the coordina~-

. .ted effort should be considered and projected. ~The

= , capability of the joint venture to maintain quali-

‘ S fied Support or Administrative Activities must be
taken into account. Flexibility to allow for

"buying" more or less services must be incluggg<i37

b costs for different levels may be included.

4

7

2. The model must conform to legal requirements
Sta?e law, jurisdictional charters;5codes ané
ordlnanges and “existing contracts must be inter-
preted in order to assure conformance. "Changes
necessary in current legal requirements may be f
cons;dered and , the systemic effect of-these” !
changes taken into account. ‘

By

3. The.model's‘gffect on the “governments' and the
Ep;lce_agenc1es' policies, organization and oper-
ations must be clearly understood. All possible
implications should be examined. ‘

The effect on local governménﬁs’ by %T
. on , udgetdng and -
accounting systems must be examined. [4ta avail-
?giiizi ang Ylglbility of activities and costs
; = and in irect) should b ly
st R g 1 e analyzed for each

5. The model should be responsive to specific or gub-
tle changes in level of service. Allocations for
5ix§d overhiag costs should be projected. = Pro-
visiops must be.sstablished within the '
incremental costs. | ® medel for

, : (i : ¥ '
6. ?he model must facilitate control Qyiﬁﬁ:ﬁcontractw
~ ing party or parties over the leveX of service:
* and cost. This control must réhmain within the
contracting parties' discretion,/
[ Y -
7. The model must provide the abf ity to relateflay%l
of service to cost of that service. Data avail-
?bllltY‘On work load and/or other factors utYﬁized
ﬂln‘the model is critical. Measurement of ser;ice
units must be agreed upon.

=

8. Ease of implementation of the model shou E
primary consideration. The difficultyoiidrggé%ing
agreement among the partiés as to the model must
be welghgd carefully. Consideration must be given
to the time required and legal changes necessary.

<

9. The model‘must provide for "same level of service
at a reduced cost or improve the service at a cost
which is justified."t Contractual arrangements

i

Logossomr - . . o ,
. “National Adviscry Commission “on Criminal ; Stan '
and Goals, Police (Washingt 0 SLrimlna Just}ce\Standa;ds

1973), p.’lIIT—“" 19 OQ: D-C-t Government Prlnthgﬁpfflce:

o . o .
: i AN
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.may in some cases requirermore funds than the: com-
bined or cofAtracting aijencies are expending. How--
ever, this increase must be consistent with the im-

‘ pravement of «serviced: In many cases the options

I suggested in this report will createée substantial

' savings in elimination’ of.duplicative command and .

' supervisory personnel, substitution of lower cost

- nonsworn positions, reductions in equipment and
facility utilization and economies of scale., All "

“thése things must be considered in comparing alter-

native models(td‘these‘criteria,

~In addition to determining the .k@vel and costs of services
to be provided, obligations of the contracting parties must be
- specifically stated in a legally binding way. Specificity in
contractual agreements is extremely important. The contract
should be clear:.not only to jurists and lawyers but also to
policy makers, bureaucrats'and_policeﬁadminﬁ§trators;?”Defini-
tion of responsibility without specific vested authority to
carry out_those responsibilities will result.in a variety of
prOblemS. T e SR i N B . )

Directly related to matching responsibility with re-
guisite authority, an imperative to contractual arrangements
is the relationship between personal services contracts for
project managers and the contract for establishment of organ-
izé§tional arrangements. These could either be combined into
one all-encompassing contract or separate, depending on-local
environmenté nature of service contracted for and tenure of
agreements.< o L E S : S

] Contractual arrangements‘and rélatidnships, as cited
above, must conform to legal requirements. ' Oregon has de-
tailed statutes related to this area. S

7 The'statutes dealing with ihtergoverﬁmentalLc00peratibn,'
ORS 190.010 and ORS 206.435, provide that: - o

a unit of local government may enter into a written
agreement with any other unit of local government Vi
for the performance of any or all functions and
activities that a party to the agreement, its of-
ficers or agencies, have authority to perform. The
agreement may provide for the performance of a -

~ function or activity: ' : : o

AT

vt

X, o : , : : ‘ _
Isee Chapter IV of this report.for problem identification.

A v , ; ‘ o
2Appéhdi¢es B and C separate these arrangements for pur-
poses of clarity, explanation and. differentiation of the time
frames imposed. This will permit the termination of a merger

' independently from the functional contract.

4124— S ‘k" ~1‘   =
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g%;' gyg§ consolidateé department;
- By jointly providing for aﬂmin" i fo

| Lding r administ fic :
(3) By means of facilities or equipmeiit§z§n§§§lg§§f'

By a combinatio : D RN
sec¢tion. ° 9? the methods described in this

Lontents of agreement.

(1) An;agreement under 190, i ’ |
re ORS 190.010 shall i
| fﬁngtlons’or activities to be perfcrngégigybthe
w g means they shall be performed. Where a yl'
cable, the agreement shall provide for: oo

(a) The apportionment among the’parties,to the
: 2g£§§migté§§ EheViisponsibility for providihg 2
: ) Or the expenses incurred j e
performance of the functions or activitigsﬁhe

(b) ghe'apportiohment of fees or other revenue
: ~m:§;Z§dhfro§‘t§e funcetion or activity and the
~in whic g
fanne whien sug?ﬁ;evenue shall be accounted
“(e) 'The transfer of on k ‘ " |
‘The C personnel and the pr -
}tlon of their emplovment benefits.p meere

(d) The tranéfef'of‘ o , : B
‘ / YL -possession of . 3
real or personal property. or title to

‘ (E) . The term or du R fui B
i iration of the d4red .
may be perpetual. - the dgreement, which

(£) The rights of the partics e eeosn ...
' agreemgnti "he partﬁef tO,termlnaté’the

Q)(z) zgig.thEJpaggies to an agreement are unable, updn
bl l?a_lon:Ol the agreement, to agree on the
ananiizgﬁfftpersgnnel or the division of assets
: A801lities between the parties, the cirar i

- court has jurisdiction to g ine that o Cnit
or divieton! tOVQetgrmlngfthat transfer

A ;

Orégoanevised Code, Section 190 0390 s wi ;
of an 1ntergqvernmental agreement,' itdziiiegfth the‘effect
(1) When an agreement s S (
x under ORS 190.010 h i
entereq into, the unit of local goVeriﬁegien
~consolidated department or administrative '
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fficer designated therein to perform specified
"”?;"%ﬁﬁéiighzeirgactivities is~vesteq with“a1l;powers,
S ’righté, and duties relating to those fgncthns
~ and activities that are vested by law in each -
'separate party to the agreement, its officers

and ‘agencies. ' |
‘ n officer designated in an agreement -tc ’ ,
a7 ?pecified"duties, functions, or act1v;t;es of two
or more public officers shall be considered to be
. holding! only one of the offices. | :
(3) Ak elgbtivé office may not be terminated by
' agreement under ORS 190.010.

4 L Hir intergove 1 éoeperation~staﬁutes

The policy:behind lntergovern@eqta 200persa : S8
as‘StatedpbyUORS 190.007 is that "in the interest of further
ing economy and ‘efficiency in local gove;nment, intergovern-
. mental cooperation is a matter of statewide concern and Fhat

the ‘statutes will be liberally construed." i

Based on the forégoing discussion on contracts and other

research, the following guidelines have been compiled for con-

tract development. ; v@

Guidelines fox Police Service Contracts

In conformance with ORS 190.020 contracts must include,
but not be limited to the following contractual provisions:

& | ‘ nt. Identify parties in-
1. Nature of the Arrangement. Ideptlfykpapw ; )
<}irolved,—a"eSCribe nature of service to be performed,

~exXplain need for agreement and legal authority.

2. Services to be Performed. Specify the level of

' Service, specific activities and functions to be
performed, equipment to be used,'other general
service related factots. e L :

3. Limitations. State the precise ;%mitations‘oy‘re—
strictions on performance of Seyvlce~qr'functlon
(if any), liability of contracting parties for
damage to persons or~progerty.

i in i ~ : ing -costs among
. cing. Give rpcedures forkallotlpg cos w
* Eéﬁi?acting partlgs,~personnel gnd equ}p%ent pro
vided in lieu of case payment (if appl;cable),
‘earnings} fees or charges that may result, au?hor—-
ization for acceptance of ‘federal and state aid or
grants and contributions from other public or pri-
vate sources. V e S

]

1y _126_ . v /!‘. a

10.
~ the duration of agreement, circumstances under which

The

pension vestment, compensation and‘f%}nge benefits.

Sy

e

‘, | o  Bppendix A -

~Administration. Specify assignment of‘adminiSﬁrative,

i responsibility and duty and authority to make rules

and regulations,

Fiscal Procedures. Give provisions for accurate .
record keeping, issuance of financial reports, -~

, stipulation of manner and time{dfﬁpayment,,periodin,

review of cost allotments, assignment of fiscal

~responsibility for receipt, custody and disburse-

ment of funds, budget preparation and approval pro-
cess. SR _ B L - :

Employee Rights. State provisions to safeguard e~
ployee civil service rights, privileges, immunities,

Staffing. Designate the governmental unit respon-
sible for serving as employer and handling of per=-
,SOnnelamatters,vterms of reimbirsement for personal
“services. ) ‘ T e

Facility and Property Arrangements. Include title-
holding provision, leasirng arrangements, joint owner-
ship stipulations; joint purchasing procedures, cost
allocations, dispgosition of property if and when an
agreement is terminated and maintenance responsibilities.

Duration, Termination and Amendment. Cleafly‘étate

the contracting parties may withdraw; and procedures
for amending contract provisions.

prototype contracts in Appendices B and C conform to

the guidelines listed above. These contracts have been develop-.
ed as a starting point for formalizing contractual agreements
necessary for the organizational arrangements recommended in
this report. = The contracts serve a secondary purpjse of

further explaining the option of total consolidation of police
services contained in Chapter IV of this “report. -

: The advantages of a contractual approach to improving
police services in Multnomah County are as follows:

L.

o

2.

Coordination between projects is increased when
interrelationships are specified.

Competition among various projects, units organiza-
tions and governmental jurisdictions for scarce

funds is reduced.

The amount of time which législaﬁors and policy
makers must devote to administration of police’
services and projects is reduced. '
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'5.~
'6.

7.

x:

8'

b,

9.

10,

Therefore, it is the: staff's oplnlon that any future
police consolidation or merger efforts. in ‘Portland and Multnomah
County should be based on sound formal contractual documents.yg

The tlme consumed in commlttee work by varlous‘

agency personne] can be reduced

Coordlnatlon requlres a mlnlmal 1nvestment of
tlme once contracts are 1n1t1ated S

Inputs to long—range plannlng are 1mproved and
made more sophisticated. , S

The contractual approach 1s»less complex than
1nformal cooperatlve arrangements.

Costs are reduced or serv1ces are’ 1mproved at
justlflable costs. ~ :

EfflClency is 1ncreased

There is hlgh potentlal for 1ncreased respon51ve-

‘ness: and effectlveness.

-128-"

B

e b S po e e

e >

L

i
1

AppendixB

o ILLUSTRATIVE ;
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ILLUSTRATIVE
AGREEMENT FOR THE ESTABLISHMENT OF
~ CONSOLIDATED POLICE AGENCY FOR
'THE CITY OF PORTLAND AND THE COUNTY OF | I P
-+ MULTNOMAH, OREGON | ; , i

ThlS agreement is made and entered 1nto thlS
day of .19, by and between the County of e
Multnomah, a polltlcal subd1v151on of the State of Oregon, : e
~ hereinafter called the County, and the City of Portland, a : s
- municipal corporation of the State of Oregon, herelnafter
called the Clty. B e o {

WITNESSETH;#

WHEREAS, the partles hereto muthally de51re that the law e
enforcement functlon within their respective jurlsdlctlons be , iy
combined and that a joint consolidated police agency (herein- o
after identified as the Police Agency), performing police ad- o :
ministrative functions and delivery of police service be es- o Bt
tablished, acting by authority of the City Council and the et
County Board of Commissioners through a Director of Police
Services, all &as authorlzed under Chapter 190, Oregon Revised
Statutes, and

s

WHEREAS the governlng body of each of the partles hereto,
being cognlzant of the dupllcatlon of police services present-
ly belng performed, and in order to lower costs and increase
the effectiveness and efficiency of:police- services; finds
that consolidation of poLace services will be greatly advanta-
geous economically to the citizens of the City and County. and
increase the effectlveness and eff1c1ency of serv1ces to the
City and County, and

WHEREAS, the partles hereto by thelr governing bodles
have heretofore each adopted a resolution calllng for the
,formatlon of a joint consolldated pollce agency, now, there~
fore ‘ o

: In con51deratlon of the above premlsee and of the
covenants, -agreements and payments herelnafter specified,
the partles hereto have agreed and promlsed as follows'

I{ General Prov151ons
L .
1.1. The Police Agency mission ‘is- hereby establlshed as ‘,¢,~ﬁ
follows.;,e -,




d g

o2

The PQlice Agency will‘ﬁrdViée‘the citizens and

o
oy

 communities of the City of Portland and the County
' Mulknomah with the highest level of police service
- whigh can be delivered with available resources.

3 Any person requesting55ervice,»assistance or
help from the Police Agency shall be treated in a
forthright, honest and courteous manner. When limited
resources, legal constraints or governmental assign-
ment of function do not permit direct service delivery,
help or assistance, the Police Agency shall make every
effort to refer such persons to the proper and appro-
priate governmental agency or other source for aid.

 The Pelice”Agency as a component of the social

justice system shall at all times seek to cooperate

fully with and offer feasible solution to problems of
that systeém in an effort to better serve the communi-

‘ties and public within the Police Agency's jurisdictions.

The existence of-the Police Agency is justified
solely on the aforementioned basis and shall be organ-
ized accordingly. It is the duty and responsibility
of every Police Agency employee not only to protect =

individuals living within the Police Agency's juris-

diction from physical harm as a result of criminal
assault, civil disorder, natural disaster or accident,

~but also to protect and defend the rights of all citi-

. The Police Agency goals are hereb
to’'realize the aforementioned Pe/icevAgency,missiQn.

zens guaranteed under our democratic form of govern-
.ment whether they be residents of ‘the jurisdiction or

~“traveling within or through the jurisdiction. The
- Pelice Agency shall allocate every resource available

in a wholehearted~eff¢rt to protect and support 'the
doctrine of individual rights w\ile‘prOViding for the
security of persons and property\in the jurisdiction.
\l established in order

The seven goals are as follows:”

1.2.1 Provide emergency actions and services, not

: - readily available from other agencies, that
may save human life. %‘ - s

~ 1.2.2 Provide programs and actions directed at the

causes and conditions of delinquency and crime
that will result in the prevention of juvenile
delinquency, criminal deviancy and crime.

1.2.3 PrdVide programs and actions to acquire infor-

mation about criminal behavior and responsibility

-132-

1.2.4

1.2.5

and expeditiously haﬁdle that inf £ N a
Lo -OUSLY AL , ormation

manner consistent with the best interests gg 2

involved persons, the community, and society.

Respond by direct involvement, advice, of re-
ferral to those situations which if left un-
attended would logically result in serious .
mental anguish, disorder, injury, property
damage, or loss of individual rights for a
berson or persons within the jurd&diction.

Provide actioﬁé and prégrams'for coordis Lo

ns i % rdination
‘betwegn and support for agencies that seek to
facllltate social justice and justice processes.

‘Provide order maintenance programs and actions

to reduce danger and facilitate normal community
apd social operations during periods of unusual

disruptive occurrences such as civil protest ’
natural disaster, riot, and war. '

Provide programs, procedures and activities that

‘will result in.efficient, .effective and fair

management of the police organization and satis-
factlon of personnel career needs.

This Agreement establishing the PolicewAgendy will take

~effect on ,
four years” at which time

and will be in effect at least

vote‘of either the City Council or County Commission.

"This Agreement shall not be terminated pfibr to

. Appendix B

it can be cancelled by majority

19 by either the City or the County and

then only upon six months written notice of intent to

terminate.

This Agreement may be amended at anytime during the

duration of the Agreement wh ,
parties. SRR 9 hen agrged to by both

This Agreement constitutes the entire a : ' o
: i : , ; , greement betwee
the City and the County and may be modified only by :

. further written agreement between the parties hereto

as spegified in 1.3 and 1.4 above.

‘ I;fﬂ”statement of Organization

The Mayor of the City of Portland, hereinafier referred

to as the Mayor, and Chairman of the Board of County

Commissioners, hereinafter referred to

as the Chairman,

are'de51gnated as the administrative representatives

=-133-
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2.4

2.4.1

\‘:{x

<

: i respectd jurisdictions the ﬁolice'Agency ‘

£ r respective jurlsdlc;19n§ to .
2£dt2;;ll‘bepresponsible for’reyleW“and‘adV}ce as to the
general policy, for the operation of the Police Agepcy.

| the Polic lency (hereinafter reférred
irector of the Police Agency_(herelnark }
Egeagli§e7birec£or) will re?ort directly to the Mayox

~and the Chairman. ; .

r and the Chairman/will formulate and .
Tgieggiogﬁidelines for the‘dellg§ry of pollce‘serylzest
grovidéd by the Police Agency which shall be consisten

VA

with the following rquipgments;

2.3. able priority and operational polidy dif-
2:3.1 ‘?:izggigi: ghall bZ established so as toﬁrender
police service delivery more responsive Lo‘pgg
needs and expectations of.InQ1v;dual communi 1eg
located within the jurisdictions of the City an |

,COunty:_

Citizen participation, communication and in-

" fluence with the police officers working in theiﬁ‘

communities shall‘be‘facilitated.
| f££i ' k assignm iteria and-
. 3. Police officer work as51gnment_c§1 21 A1y
2033 tiaining emphasis shall be familiarity with the
communities and people w@om\tney serve and shall
be considered an overriding factor.

eration intra-agency assignmentg, and formal
Szggson arréngements shall be esablished betwie?
the police and other City andiCoupty goygrnmeplg_
social servicevdeliveryfagengles so as to‘fa01h1
tate the achievement of mission andﬁgoals‘of the
Police Agency established herein. s

2.3.4

The specificibowers and duties of Mayor and Chairman as
administrative representatives of their respegtlvg B
jurisdictions to the Police Agency are es%7§ll§he&w%§‘
follows: | R

To reach agreement as to the cont:agt§ and
arrangements necessary'for the provision of ’
required support services ?oytbe Pollcg Agency
from other governmental units in the City,
County and State.

2.4.2 To review the budget requests of the Director

for the Pglice Agency and to reconnend a budget,
/

and any nécessary bﬁgget amendmentg”or transfers,
for the ﬁberation of the Police Agency. o
5

£
i,

PSS ’

2.5

2

Appendix B

i

To suﬂmit the proposed annual Police Agency
budget. to theirmréspéctiveQlegislative bodies

N for approval.

‘To determine the allocation of costs for the
operation of the Police Agency between the City
and County in accordance with the stipulations
and commitments established herein. '
2.4.5 To develop and recommend to the City Council
~and the Board of County Commissioners amendments
or changes in this Agreement. : :
2.4.6 .To give general policy direction to the Director
~in areas relating to their respective governmental
jurisdictions. g -

The internal organizational arrangement, administration
and management of the Police Agency- shall be consistent

with the following guidelines:

2.5.1 The aforementioned requirements stipulated in
2.3 of this Agreement equally apply herein.

2.5.2 All neceésary steps will be :taken to insure
that Police Agency employee composition reflects
the communities served. ;

, i
2.5.3 Positive affirmative action strategies shall be
maintained in strict compliance with Federal,
State and Local guidelines.
2.5.4

Police service delivery districts shall be de-
fined and organized in a fashion consistent with
federal census tract bo\mdaries and shall facili-
tate a compatible interface with the geograpliic

- boundaries of other social agencies such as the

. City Neighborhood Planning Organization and the

V- County Departwment of Human Services.

2.5.5 ) Organizational arrangements shall ensure con-
‘Sistency among missioris and goals included
herein, structure, and police activities of
the Police Agency,

2.5,6 The® budgetary pfocedure for the formulation of
‘ thevPolice‘Agéﬁcy budget shall conform to County
budgetary.prﬂbedures up to and including the
. Step prior #o submission of the pProposed hudget
~to the Bodrd of County Commissioners. At this
time the budget will be presented to both the
City Council and the Board of County Commission&rs
for approval and adoption as established herein.
b
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" W III. Police Agency Director: I : b '3.10 The Director shall serve as appointing authority for A T
: ' Selection, Responsibility and Authority e ' o positions within the Police Agency other than his-own e
' ‘ > : ‘ 0 S L . and §hall have the authority to dismiss’ any-employee,
| 3.1 The Mayor will appoint the Director subject to the ap~- - P . Eggitstg?tlylgh the PEOVlglONS of Oregon State law, R
) ‘ - ) 3 N . :#0 . . . R , : 7 [ &9 - ‘y .lVl’ ervice Oar‘ regulations andva‘ licab* .
&prova%;of ?he Qhalrmagk‘k R ] w  union contracts— Lons, pplicable .
3.2 The Director will be responsible to the Mayor and oy e S B E o
Chairman and report to them as directed.. : , 1 3.11 The Director shall transfer, promote or discipline
e Lo , , : ] ’ ; _ ; & ¢ giriongel of “the Police Agency consistent with Oregon
\ ; persc t j ‘ et t I ~ State law, County Civil Service Board regulatil
3.3 Any person selected as the Director, shall meet the o aw, J ; : gulations,
miﬁiﬁum requirements specified in the Portland City i . and applicable union contracts. w ;
ba ief of Police.; .7 b ' : T S ) ' 2 » .-
| Charter for Chief 6 h 3.12 The 2%ge§tog shall authorize expenditures of appro-
5 L , . | i ‘ ‘ : | priatéd funds for the adminigtration and opefati £
- 3.4 A personal sgervices contract between the City, the _ . ed - 0 ion i opefation of
Cognty and “the Director prior to the Director's appolnt- Ehe Police Agency and this authority: shall be limited
ment will be developed. This contract shall specify the “ i . o only the Director. ey ]
cbligations of the contracting -parties and the Direptorfs ' { ) , " BRI .
0 tenuge, rate of pay, and conditions and procedures for 3.13 The ?lxector shall have the authority to make organ-
removal from office. This contract shall remain in force ) ~ }zat{onal Changgs W%thl? the Pgllce Agency which are’
for a period of two years at the end of which it will be i . consistent and in compliance with this Agreement. .
subject for renewal. Only those conditions. established ; L ‘ . . S :
witﬁin said contract 8hall be grounds for the Director's - 3.14 ThewD¥rE?tOF shall be responsible for the achievement
removal from office. | I of the mission and goals established herein and such
‘ i o gtbirdrgipgn51bllltles and obligation imposed by the o !
- , L o ; s : ' nite ates Constitution and Code; State of O i
3.5 Subsequent to appointment and approval and before taking . i : : 3 r ’ ; of Oregon ;
oﬁficg the Diregtor“shall be sworn in as the:Multnomah . Constltutlonhand Statutes, County of Multnomah Ordin- 3
County Sheriff. ~ e - : ances, and City of Portland Charter and ordinances. x
3.6 The Dir@ctor shall have the authority to commun;cgte ‘ . IV.. -Emnployees i\
with and report directly to the Mayor and the Chairman. 1 | i : | N
No interméd?ary‘pOSitions may be established so as to C 4:1 All employees presently employed by the Portland Police
3 . inhibit or weaken this authority, : : ' Bureau and the Multnomah County Division-of Public
\ 0 N iy i - e BN . Safety, shall be transferred to the Police Service
3.7 The Director shall have the authokity to direct the ' i ﬁgency except as excluded herein and all employees .
{ administration and operations of the Police Agency, and i , ired h?reﬁfter'w1ll be c?n51§e§ed County employees @
in addition to policies. transmitted by the Mayor and the - 4 and subject to the Cmunty s ng;l Service system.
Chairman and the guidelines,’ parameters and requirements i S | . o | .
established herein; shall establisH other policies, i; 4.2 /anCh transferred employee, whether Portland Police L
directives, rules -and regulations for the administration | ;je:;iggegr gﬁiiﬁogzhigi:g;gtgéviitontgf gug%iC iafety ey N
ar i E g i : s he sees fit. | n ' a1l k . nto_the Police Agency , e
and operations ofythgﬁigiice ngendy a8, B without examxn%tlon, and no Cityjoi County employeey
bi ' Y i " for ing t 4 transferred to the Agency shall suffer reduction of
3.8 The Director 'shall be| responsible for assuring that no | , , - gency L reduction o
identity dist@nction 1gjmade between employees assigned . SzlngI suspension, layoff or discharge as a result
to the Police Agency. This responsibility shall include ! I o is Agreement. . . .
the standardization of uniforms worn, badges and identi- f i 8 . A
fication markings of vehicles and equipment utilized by . 4.3 PBresent Portland Police Bureau or Multnomah County

iniSiﬁn.of Public Safety) employees shadl be trans—
, ufirggd without loss of accrued fringe benefits, in-
. ) O e cluding accrued vacation and sick.leave allo
3.9 The Director shall have direct résponsibility for the ; a , g o g wances,
Directc 1. . o  nolice services to ) an eacp trgnsferred City employee shall serve in a
efficient and effective delivery oI p ’ . . rank which is at least equivalent to that held aé the
time of the transfer. I

the Police Agency.

- +he c¢itizens of Multnomah County.
: o a7
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Employees excluded and not transferred as stipulated in
Section 8.1 of this Agreement shall have their rights
protected under Sections 4.2, 4.3, 4.6, and 4.7 of this
Agreement. . ‘ ’ S :

EmploYee.gervice with the City shall count as service
for the County in all cases relating to seniority,
vacations and promotion in the-Police Agency.

There shall be no discrimination among Agency employees
‘on the basis of the agency from which they were trans-
ferred. This shall include, but not be limited to,
matters related to salary, fringe benefits, promotion,
demotion, transfer, layoff, termination, pay raises,
and selection for training including sabbat%cal‘leaves
and leaves of absence. ' ) ,

4.7  There shall be no discrimination against any. City or
County employee affected by this Agreement or against
any applicant for such employment because of race,
color, religion, sex or national origin. This pro-

- vision shall apply, but not be limited to, employment,
upgrading, demotion, transfer, recruitment, recruit-
ment advertising, layoff, termination, raise of pay or
other forms of compensation, and selection- for train-
ing, including sabbatical leaves or leaves of absence.

4.8 Nothing contained herein shall be construed to limit
or set aside employee rights under the County Merit
system, the County Civil Service system or any collec-
tive bargaining agreement covering City or County em-
ployees. ‘ :

4,9 . Police officers of the Portland Police Bureau trans-

- ferred to the Police Agency shall ‘be maintained by the
Portland Fire and Police Disability, Retirement and
. Death Benefit Plan under Chapter V of the Charter of

the City of Portland. = ,

4.10 Police officers hired by the Police Agency subsaguent
to the transfer of City and County employees to the
Agency shall be given the option of being maintained
by the Multnomah County Sworn Law Enforcement Officers
'Retirement System under Multnomah County Ordinance #25,
as amended, or the State of Oregon Public Employees
Retirement System. e o <

4,11 All sworn police officers in the Portland Police Bureau
~« transferred to the Police Agency shall be deputized
as Multnomah County Deputy Sheriffs. -

O
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4.12

4.14

5.4

Appendix B

gmployees of the City and County will be transferred
oo} ?Eg Police Agency according to the filled budgeted
poSitions in the Multnomah County Division of Public

be transferred to the Agency will be determined by

an inventory of.personnel adminis : t 3
Consolidation Project staff. ;%tered by the Police

The County Comptroller shall act as agent

S;ty Auditor in the collection and pagmentfgg ;gi- ’

tions of future salaries previously withheld and ’
paid to the Portland Employees Credit Union for

oy?standlng loans by order of the employees. For

tliis purpose, salaries paid by the County shall be

deemed salaries paid by the City.

The County Comptroller shall act as a the

. ‘ gent for with-
hqldlng taxeg of employees, contributions to Port?and
Fire gnd Police Disability, Retiirement and Death
Benef%t P}an and County agrees to pay the employer
contributions as required by the Benefit Plan.

V. County Commitments

The County agrees to assume th ibilit k

: rees tc € responsibility f
?he personnel administration of the Police Agzncor
including all future hiring. et

The County agrees to assﬁme th ibilij
C . 85 tc € responsibility fo ~ 5
the financial administration of the Police Aancyf | .

T@e County agrees to appropriate“for -
vices, matgrials and services and cap?iifogiilssz for
thg operation of Rocky Butte Jail and the Court House’
Jail separately from appropriated funds from City and
County for the Police Agency fiscal budget. Y

The County agrees to administer and man 114
ties utilized by the Police Agency. ‘Ifaggdiiioigillér—
sonnel are necessary for this responsibiility the P
Cogn?y will first determine which personnel éould be
utlllzed‘fqr this purpose who are employed by the Cit
befgre hlr%ng additional personnel. If persdnnel arey
available in the City, for the required functions, aﬁ
Agreement as to their transfer or utilization wili‘be

established between the City and Count
to this Agreement. Y nLy as,ap Addendum

-
S
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6.3

6.4

The County agrees to maintain at least tHe curreﬁﬁ
level 6f service within the City of Portland. This
will include at least the following specific in- "

~Qicators:

5;5.l“Average'sworn personnel assigned within the
: City boundaries. ‘ .
5.5.2 Average re5ponsé time per type of citizen re-

‘quest for police assistance.
VI. City Commitments

The City agrees to assume the reSpdnsibility«for
vehicle purchasing and maintenance for the Police
Agency. ‘ :

The City agrees to lease vehicles purchased subse-
quent to this Agreement for the exclusive use of the
Police Agency (excluding vehicle use for the operation
of Rocky Butte Jail and Court House Jail).

“The City agrees to transfer all personnel (except those

specified in Section 8.1) in filled budgeted positions
in the Portland Police Bureau to the County to be de-
ployed exclusively by the Police Agency (excluding the
operation of the Rocky Butte Jail and Court House Jail).

The City agrees to lease all vehicles assigned to the
Portland Police Bureau at the consummation of the Agree-
ment to the County for the exclusive use of the Police
Agency, excludinhg the operation of Rocky Butte and
Court House Jails. A determination of all vehicles
assigned to the Portland Police Bureau will be made
by the Police Consolidation Project through a vehicle
inventory. : ' . “ @
The City agrees to continue to administer the Fire and
Police Disability, Retirement and Death Benefit Plan
as provided by City Charter, Chapter V for.those mem-
bers under this“plan who are transferred as stipulated
in Section 6.3 of this Agreement.

VII. Cost Alldbation ‘ ‘ T

Funds necessary to maintain the personal services,
‘materials and services, and capital outlay of the Police
Agency budget, for purposes of cost alldcation between
~the City and County, shall be limited to. the General
Fund only. T S

o

e

7'

8.2

3

4

AL L Costs to the City and e
funding of the P&Tae. Ry ¥ and County for the
based upon the félioﬁiigfvlce Agency budget will be’

7.2.1 The ratio of ex Lty e
; penditures for
Bureau 1973-1974 fiscal budget
g;;;i f§g7§he Multnomah Count
, Y- 1973-1974 fiscal budgét (excludi ‘

: ud

?ggieiffiomkgegeral fund expended for éﬁg gggiz
OCKy Butte and the Court House Jai )

and_exclgdlng the salary and benefits ngiéis

thé‘PQrtlaﬁd:Police
to the expendi-

Police Agency fiscal budaet £
. C Y ‘ get for-
which th1S“Agreement is in effect.

onie : Yy to be specifi
ggllézed by the Police Agency, or porgionslgﬁéig-
¢ LXOm or as a result of contracts, sale of

s (egcluding grants, unless

“herein (Section 7.2.1)
allocation of costs.

Monies to be ?éid to the Counts cif

Mo , . : nty by the Citvy -

lished herein ang by the procedures of budgétaspgigggl
?or the Police Agency annual fiscal’

VIII. Employees Excluded

Persons holding'the followi ‘ .

: son : wing Portland Polic

gg:iflgni glli be fxcluded from thig Agreemesthigau
o e transferred t : Eyy ' ’

of the Police Service Agengyfhe Counﬁyyas employegs

Maintegance,SuperVisor S

- Operating Engineer g

« Utility Worker E

. Chief Custodian

« Lead Custodian

- Senior Custodian

. Custodian ’

independent
shall make a

, , ersonnel
hecessary for the twenty-four hour operation of the

i
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Police Agéncy recordsboperation.“lf the determined 10.3 Upbn‘terminat7 : : A L o
number of clerical personnel is less than the com- : employees WiliogeoﬁazgéSuggieigzngof?e disposition of
‘ ; , S owin

o bined clerical personnel working in the Portland g:
- Police Bureau Records Division and the Multnomah 10.3.1. A fracti ' : S
County Division of Public Safety Records Section, ‘ : SR - will gelziaggf:?i‘gotal numbgr‘pf employees
those-.excess personnel will be transferred to the i - E ' - erre o the City. This frac-

tion will be equal to the rati £ Cits ;

] = , 1o of City em-
?loyees, which wereforiginally,transfézred to
the County, to the total initial number of

Police Agency fto be utilized in clerical positions
° other than records and to replace sworn personnel
workinq)cle:ical»positions‘asaﬂetermined‘py the

3 : o - Police m ~
Director. , ; , H o ce Agency employees. ;
IX. Laws 10.3:2  The remaining employees not transferred to
. ' . | | the City will remain County employees.
9.1 Compliance with Federal, State law and City ordinances ( £ I | 10.3.3

The parties shall mutﬁally‘agree upon this

regarding enforcement of Civil Rights. division of employees to the Cit
i ) : : ‘ 1

o F ' : : i , : : ; , , ; y and County
" The Police Service Agency must comply and act in accord-i. g iﬁg éfvigignCZEQOttso mutually agree, then
ance with all Federal Code and Federal Executive Orders i , _ be subject to di status QfaemP19yeE$ shall
. relating to the enforcement of Civil Rights. In addi- i , ~in accordance ‘%Z;Slqn,by the Circuit Court
"~ tion, the Police Agency -must comply with Oregon State i R | Sl With State law.
‘Statutes and City of Portland ordinances and Multnomah ; ; ' XI. Li ;t o
County ordinances. The Agency will comply specifically ; o - himitation.

with;ﬁhe following: . 11.1 Nothing contained in this Agreemeﬁ£ shali be éonstrued S e

: b . , . L ‘ ‘ £ . as a grant of s : : : . ey
.~ 9.1.1 Federal Code, Title 5 USCA 7152, Subchapter R Council or gheaggaiggéilggézi power by either the City

II - Antidiscirimination in Employment. : ; 2 7 y Commissioners.

S ~ : ; S o/, ‘

9.1.2 Executive Order No. 11246, Equal Opportunity : XII. Construction

- in Federal Employment. ; ) : This Agreement shall be liberall

the purposes expressed herein. Y construed to effectuate.

9.1.3 Oregon Statutes, Enforcement'of Civil Rights:

659.010, 659.015, 659.020, 659.026, and 659.030. IN WITNESS WHEREOF, the County
¥ : r

its Chairman, pursuant to Order of the
mlssioners, has execu :

: ' : T o ' SR by and through its Ma
10.1 This Agreement can be terminated by either party here- i has caused this

to with six months written notice after four (4) calen-

agting by anduthreﬁgh

; oard of County Com—
ted this Agreement, and the City,méctihg
yor, pursuant to Ordinance No.
Agreement to be executed this

X, Termination

R
day of

; A 19 =
dar years from the date of the Agreement as specified ! ; ) - ,
in Section 1.3 of this Agreement. ' - : \ : MULTNOMAH COU§¥Y ‘
; B e : { : o 2 k 7Y, OREGON
, ; ‘ 5 , ’
10.2 Upon termination of the Agreement, if it is not sub- ; BOARD OF COUNTY COMMISSIONERS
‘sequently replaced by a like Agreement, the parties .
hereto shall be entitled to a transfer back to the - . . BY
respective parties of all property that has been trans- : : : : - . \
ferred hereunder, or in the event the property has been ' ) Chairman
replaced, then by the replacement for the property trans- - 5 APPROVED AS TO . ‘ ' e
ferred hereunder. The parties shall mutually agree upon | SR ‘FORM‘ CITY OF PORTLAND
a division of assets and liabilities and if they cannot . i
so mutually agree, then the division of assets and lia- BY BY - et
bilities shall be subject to division by the Circuit ! tou ; j
Court in accordance with State law. ‘ ; nty Counsel : Mayor
BY ’ ) BY
’ - City Attorney | Auditor
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Appendix C

ILLUSTRATIVE CONTRACT FOR EMPLOYMENT
; BY AND BETWEEN THE CITY OF PORTLAND
” ' MULTNOMAH COUNTY,
AND THE DIRECTOR OF THE CONSOLIDA'I‘ED POLICE ~AGENCY

3
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1.2 The Director's position shall not be classified under

ILLUSTRATIVE CONTRACT FOR EMPLOYMENT
BY AND BETWEEN THE CITY OF PORTLAND,
MULTNOMAH COUNTY,
AND THE DIRECTOR OF THE CONSOLIDATED POLICE AGENCY

THIS AGREEMENT entered into this day of

r
19 , by and between the CITY OF PORTLAND (hereinafter re-

ferred - to as the City), a municipal corporation of the State of
Oregon, the County of Multnomah (hereinafter referred to as the
County), a polltlcal subdivision of the State of Oregon, and
{name of des&gnated Director), hereinafter referred to as the
Director.

WITNEGSSETH

WHEREAS, the Clty and the County have entered 1nto an
Agreement on , 19 , Tor the establishment of a
consolidated police agency for the City and the County, and

WHEREAS, pursuant to that Agreement the City and the
County desire to employ a Police Director for the City-County
Police Agency to fulfill the responsibilities and exercise
the authority cited in said referenced Charter Agreement,
and

WHEREAS, the Director has represented to the City and
County that he is capable and willing to perform the services
required as the Police Director, and

WHEREAS, it has been determined that (name of designated
Director) meets the requirements set forth 1n the Portland
City Charter for Chief of Police;

- Now, THEREFORE, all parties hereto do mutually agree
as follows:

I. Duties of the Director

1.1 The Director shall devote his time exclusively to the
Police Agency for a term of two years ¢ommencing
, 19 , and shall to the best of his
ability perform duties as established in the Agreement
between the City and the County establlshlng a con-
solidated Police Agency dated & ;19 .

ey

County or City Civil Service.
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2.1

2‘3

3.1

The Director shall have the responsibilities and oo

authority as specified in the Charter Agreement dated

r 19 - 'y for the establlshment of the .
consolidated Police Agency for the! City of Portland
and the County of Multnomah, Oregon.

II. Compensation

The Director shall be paid in accordance with standard
County personnel procedures, an annual salary of

, and shall be entitled to term life in-
surance coverage in the amount of his annual salary.
As a County employee, the Director shall receive all
fringe benefits incidental to that designation.

The Director shall be given full-time use of a Police
Agengy vehicle for the duration of this contract.

The ¢ost of the annual salary and fringe benefits of
the Director shall be shared equally by the City and
the County.

III. Removal from Office

The Director may be removed from office only on one of .,

the follow1ng conditions:
3.1.1 Upon crlmlnal law conviction of a felony.

3.1.2 Upon a direct violation of any provision of
the agreement establishing the Police Agency.

3.1.3 For cause when the Mayor of the City of Port-
land and any other two Portland City Council
members and the Chairman of the Multnomah
County Board of County Commissioners and any

“other two Board members vote for removal

The Director's recourse for removal from offlce for
cause shall be through civil process.

IV. Term of Employmentf
This contract of employment will be for a period of

two years commencing on . r 19 y to and
umhﬂum . 19 . :

This contract of employment shall terminate at the
end of the two-year pericd if not renewed by the con-
tracting parties.
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APPROVED AS TO FORM:

CITY ATTORNEY

COUNTY COUNSEL

Y

(o
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Director designate signatura

CITY OF PORTLANQ

BY

MAYOR
COUNTY OF MULTNOMAH *
BY

CHAIRMAN OF THE BOARD

e
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