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'SYNOPSIS OF CONCLUSIONS 

The Staff Report was written in June f '1974, af-ter the p:roposed 
City~County Charter was rejected. The failure of the governments 
to consolida·te is taken .into account in the recommendations. The 
major conclusions concerning methods of improving police services 
in Multnomah County are: 

~ POLICE LINE FUNCTIONS 1 SHOULD BE REORGANIZED 
-to allow service delivery to be more responsive to indivi­

dual and communi-cy needs. 
to allow citizen participation. 
to allow closer cooperation between the police and oth~r 

social service agencie.s. 
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. 

~POLICE ADMINISTRATIVE ACTIVITIES 2 SHOULD BE MERGED WITH THOSE 
OF THE PARENT GOVERNMENTS' 

to allow police activities to reflect the policies and 
priorities of government. 

to allc)w qualified civilians to perform Administrative 
Activities. 

PtJBl,IC SAFETY SUPPORT AGENCY SHOULD BE ESTABLISHED 
to provide Support Activities3 to a variety of governmental 

agencies. 
to achieve significant cost savings. 
to allow qualified nonsworn personnel to hold support jobs. 
to provide coordination among interrelated Support Activities. 

~A COUNTYWIDE POLICE PERSONNEL SYSTEM SHOULD BE IM~~~~mNTED 
to permit increased career paths within and among police 

agencieis. 
to allow the police agencies to function more compatibly 

with agency goals and employee characterist~cs. 
to facilitate complete police consolidation. 

Although all of the above suggestions can and should te 
implemented even without complete police consolidation, com­
plete consolidation of police wil~ maximize improvement and 
cost savings. 

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

2pl anning, Personnel, Training, Inspections, Internal Affairs, 
Financial Administration, Public Informatio~, Legal Services. 

3communications, Records, Data Proce"sing, Crime Lab, Evidence 
and Property Control t Detention, Identification and Photography. 

ix 
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Chapter I 

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 provided 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 efficiency, 
and reduce costs. Since the Law Enforcement Assistance 
Administration was providing financial assistance to improve 
local police agencies, city and county offL:Jials instructed 
criminal justice planners to prepare a grant application. 
This application was subsequently approved providing funds 
for the Police Consolidation Project to run from March, 1972 
into 1975. 

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

IMul tnomah County i' containing Portland, is the only 
county meeting this requirement. 

-1-
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Chapter I 

.co 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 Planning 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 be more responsive 
to community needs, cognizant of citizen rights, considerate 
of employee needs, and efficient and effectivel yet flexible 
enough to adapt to changing priorities to meet the long-term 
police service requirements of Multnomah county.l Specific 
objeotives 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 scals, 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 met.hods 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
viue 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 specialist, 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 employees 
wi th opportunities for suggesting methods of impre)ving local 

Ipolice Consolidation Project, I1City-County police Con­
solidation,1I FY 1973-74 continuation Grant Application. 

2Ibid_ 
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Chapter I 

police operations was placed on a group consisting of police 
officials, officers, and citizens. This ~roup -- the Goals, 
organization, and Coordinating (GOC) co~~ttee -- has ~een 
functioning since the outset of the proJect; however, ~n 
October 1973 it sought and received from Mayor Goldschmidt 
and co~issio~er Clark the foll~wing def~n~tio~ of its powers 
and authority to coordinate proJect part1c~pat~on:l 

In order for it to carry out its responsibili­
ties we agree to support the GOC committee's 
exer~ise of the following authority: 

1. 

2. 

3~ 

4. 

5. 

To establish the areas of concentration, 
objec·tives, schedules, and deadlines for 
planning con~ittees. 

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

To reco~end to the Policy Group areas, 
objectives and personnel for action task 
forces that will haVe responsibilities for 
"physically merging" specific police ser­
vices for the group's consideration and for 
decisions before formally proceeding to 
combine such operations. 

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. 

'ro provide liaison between all police mer­
ger and consolidation efforts, which in­
cludes (a) assigning a GOC Committee member 
as liaison between the committee and 9roups 
involved in consolidations or mergers, (b) 
instructing supervisors of such efforts to 
provide information related to their efforts, 
and (c) recommending to project, supervisors 
ways of eliminating duplications and im- .. 
proving the inter.face of merger and consol~-
dation efforts. 

l"Memorandum of understanding Concerning Goals, Organ­
ization and Coordinating committee," signed November 8, 
1973 and November 11, 1973 respecti~Tely. 

-4-

6. To have copies of all reportst directives, 
newslet.ters, minu·tes of meetings, and 
other wri·t:ten 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 :r:eactions. In carrying out these 
functional responsibilit.ies, the GOC Comrnit­
tee is exempt from the traditional chain of 
command r,equirements. 

Introduct.ion 

Ba,sed on this definition of its authoritv the GOC Com­
m~ttee proceeded to define the objectives for~subprojects 
and est.ablish rules for their opera'tion. In November work • . 1 

ass.1;gnments were made for the three major committees (Inte-
grated Services, Joint Operations, and Personnel Policies). 
T~ese committees organized a total of twenty-one subcom­
m~ttees made up of employees of the various police agencies 
and local citizens. 

The GOC Co:mmi ttee established tentative deadlines for 
the final reports of the subcommittees. The results of 
subcommittee efforts have been compiled and published {May, 
197~) by the Polioe Consolidation Project staff in a volume 
ent~tled Reports of the Subcommittees. These subcommittee 
reports provide a-most valuable resource for staff reports 
and future management efforts. 

Consultants were utilized by 'I:he staff to nerform work 
in areas which were too technical" too comp1ex t "or bevond 
the capacity of the project staff and the people who ~erved 
on committees. In determining for which areas to retain 
c,?nsultants, considerat.ion was given to such factors as 
t1me 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: 

1. Pension study -- Talbert and Associatesl 

lTalbert and Associates were hired prior to the project's 
being staffed. 

-5-
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2. organizational Resource Inventory -- Koepsell­
Girard and Associates 

3. Police Clientele Inventory -- Yaden/Associates 

4. Car~er System -- Social Development Corporation 

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 grou~s. 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 act~vities performed by the preceding 
groups and individuals, the staff conducted supplementary re­
search to facilitate the. development of sound and comprehen­
sive overall consolidation pl~ns. 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 
Multnornah County. 

The information gathered by the Police Consolidation 
Project ranges from clientele opinions about the quantity 
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 Polic.e Consolidation Project staff will 
address the impr:ovement of l()cal police. This report pas 
been l?rl312ared .t~ ~~sist lo<?al~.E.0lic¥ officfals in se~ectil!.9:. 
~enera courses to Eursue ~~mprov~ng pol~ce operat~ons ~ 
the ~ few ;years. ~ recommendations in.Ehis, report ad­
dress issues which should be decided ~ pol~cy pfficials be­
~ furthe.r specific recommendations are considered. Once 
these major issues have been resolved; the specifics of the 
remaining detailed staff reports will be written to corre­
spond with the policy directions. 

-6-
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Introduction 

OVer the next few months th t f 
this general report :With specif'ce ~.~ ~l~lans to supplement 
reports are subject to the ~ I e a~ed reports. These 
reflected in Chapter VIII O'fapPtrh~vadl of policy officials as 

~s ocument. 

9r ganization of this Report , 
We have org-anized th' 

specific areas Earl in~s report to flow from general to 
environment! l~ter Wi~h ort~~.rep,?rt we deal with overall 
~I summarizes the environm~nt ~~at~on and mc.m.:;gement. Chapter 
~n preparing detailed organizat~~n Pfopo~e~ \ t.:;~onomy for use 
Chapter III reviews the area of tha a~ ~mp~ementat~on plans. 
~nd recommends a standard set 0 '" e ro e ~nd goals. of polic7 xn the county. In Cha ter f goals foy all pol~ce agenc~es 
native consolidation plans IVDt~e'it~ff proposes three alter­
zational structures related t et~~ e explanations of organi-
in Chapter V A 0 ese alternatives are given 
. . summary of all recomme dt t" . In Chapter VI. And Ch t VI .... n a lons ~s conta~ned 
staff believes to be t~~ :~ t I p~esents a plan whiCh the 
our current position. s loglcal for proceeding from 

-7 .... 
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ENVIRONMENT 

Many experts on organizational design agree there is no 
such thing as a universally applicable police organizational 
structure. 1 Theoreticall~~ 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 arena2 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
tureis 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 

lSee Jim Munro, Administrative Behavior and Police Or­
ganization (Cincinnati: Anderson. Company, 1974) and paur­
Whisenand and Fred Ferguson, The Managing of Police Organ­
izations (Englewood Cliffs: Pr'entice-Hall-;-Inc., 1973). 

, , 

2Paul Appleby, IIpublic Admil1.istration and Democracy, II 
Public Administration and Democra(~ (Syracuse: Syracuse 
University Press, 1965). 

3Gordon Tullock, Politics ££ ~ure~ucracy (Washington: 
Public Affairs Press, 1965)~ 

4National Advisory Commission on Criminal Justice 
Standards and Goals, Police (Washington: Government Printing 
Office I, 1973). 
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Chapter II 

. t, 't d employees 1 Therefore, de-
cooperation from ~ts c~~en.s a~e uires a s;und understanding 
signing a ~olice Orghanlz~tl0tnhe o;ganization will function. of the enVlronment w ereln 

'd information about the local In an effurt to provl e or anizational designs most 
milieu. ~n~ea;~~s~o;~ia~~~~do~ult;omah Coun~y, the POl~?e 
approprla , 't t if conducted a varlety of stu ~es 
COhsolida~10n FroJ 7Ct s a ulture and social environment of 
to d~term~ne ~he hhlstory~u~arize~ our findings related to the area. ThlS c ap er 
the environment. 

Highlights of Local History 

. t d in 1854 from parts of two 
. Multnomah ?ounty was c~ealen the Oregon-Washington bor-
adjoining countl.?s. ,~oca~~omat~egpaQific Ocean, Multnomah 
der t abot;tt sevem::.y mJ. f e~23 square miles2 is the smallest of 
County wlth an area 0 t' It is however, by far the 
Oregon's thirty-six ~o~n 1;~4 668 (26 5 percent) of the most populous, contalnlng '3 • 
state's 2,091,533 inhabitants. 

h F h Jr "Overcoming Re-lSee Lester Cash and Jo n ~enc r 1"1 4 (1948)-
h " Human Relatl0ns, Vo. ,no. I 

sistance to,c a~get R 1 for Behavioral Sciences," Adminis-
Warren Bennls, A New 0 e 1963)' David Bordua, 
trative Science Quar~erlx., (September, New Y;rk: John Wiley 
The Police; Six Soclologlcal Essays (G el II Author ity'-F low 
-- -- D 's and James ay, . . 
and Sons, 1967); James fa~h ter Barnard n California Manage-
Theory ar;d the Impact 0 e~ (Fall, 1970); Watson Goodwin, 
ment g,evlew ,;Vol. VIII:, no., 0 Behaviorial Scientist, 
"Resistance tiO Change, Amerlcan . 0 ers The Manage-
Vol. XlV, ,no. ,5. (MaY(-BJunel' 1~~ii~_Da~~~eRp~b1i~ationsf 1971); 
men t of Blg C~ tles ever y- '. bol 1\ Publ ic -- - W'i'1 0 liThe Police and The1.r Pro ems, 
g~~~~/im~ (~~~~ard: Harvard uniV~r~~;y ~~~~:: ~~~~in:nd 
Robert Ig~ebur(gerh,.JOhtnn~g~;;~r~~ent p~inting Office, 1973) . Urban Polloe Was lng 0 . 

. 2columbi~ R~~~~~t!~S~~!~i~~~c~i ~g~~~~~~n~;~r~~~~~~iC 
Indlcators" ~ A j t' f'Governmemts 1972), p. 12. Columbia Reg~on Assoc~a ~on 0 .' , 

3u.~. Department OftCO~~~c(1)1:7f6;e{~~:h~~g~~;~1~~~~~ and Hous~ng, Census Trac s, . 
0:5. Goverhment Printing Off~ce, 1972). 
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Environment 

County Government 

When first established, Multnomah county had only 1500 
to 3000 residents with 700 to 1000 of these living in Port­
land.

l 
Its strategic location at the confluence of the 

Columbia and Willamette Rivers and its access to the PaCific 
Ocean helped the area grow rapidly_ The original Indian 
residents were joined, sUccessively, by French fUr trappers, 
American farmers and eventually craftsmen and manufacturers. 2 

As the popUlation of the coun'l:y grew and spread, so did 
the number of towns and cities. Portland's incorporation 9~e­
dated the creation of Multnomah County by some three years; 
and gradually the city expanded to encompass several indepen'­
dent villages and nearby population concentrations. In the 
early years of this century several areas in the far eastern 
part of the county, too distant to join Portland, themselv~s 
incorporated. Thus the independent cities of Gresham (1904), 
Troutdale (1907), and Fairview (1908) were created. They 
were subse<;{uently joined by Wood Village in 1951 and Maywood 
Park in 1967. 

'Increasing popUlation and economic development eXacer­
~ated the originally small need for provision of government 
serVices, and over the years the county took upon itself an 
i'ncreasingly broad range of tasks. Free public medical care 
was fi:rst provided in 1862, and a county hospital was opened 
in 1923.

3 
To manage this establishment, a Division of public 

Health was established of necessity. 

In fact, the provision of many such governmental ser­
vices began in a fortuitous, hit-or-miss fashion. The County 
Road Department was established in 1914 to administer funds 
raised by a bona issue for the construction of the Columbia' 
Highway. Free public library service began when the county 
took over Portland's private subscription library with funds 
raised in par~ Qy a tax levy and augmented by a donation from 
Andrew Carnegie.)l A state program of veterans bene:Eits after 
the CiVil War forced the county to create an admin:Lstrative 
office to deal therewith, and the donation of certain Oregon 
st-;ate lands to the county necessitated the establiShment of 

1Work Projects Administration, ~ Histor1 of Portland, 
Oregon (Washington, D.C.: U.S. Government Printing Office, 
1941) also Multnomah County Board of ' Commissioners, Your 
Multnomah Countz Handbook (Portland: Multnomah County Board 
of Commissio~ers, 1969). 

2I bid. 

3Ibid. 
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a Parkt) and Memorials Department. Event,ually the multipli­
cat.ion 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 tbe sheer volume of paperwork created by its ex­
panding services. 

The main functions of coun-ty government in Ore­
gon are to construct and maintain county roads 
and to administer programs required or perm~tted 
by state law in -the fields of law enforcement, 
property taxation, justice, elections, recording, 
public health, mental health, pUb1io welfare, 
libraries, parks, land use planning, hospitals, 
airports, agricultural services, sanitation, 
civil defense, fai;rs, dog contr'ol, sewage and 
solid waste disposal and fire proteotion. 1 

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 
~.;nd speoial improvement districts. Seven administrative de­
partments were established directly responsible to thetoard: 
Judicial Administration, Public Safety, Finance, RecordS and 
Ele.ctions, Medioal Services, Public Works t and Administra­
tive S\3rvicEls.2 

In 1973, county departments were restructured into Human 
Services 1 Eh:wironmental Services I J\.\dicial Services, and Ad­
ministrativ¢ Services. The reasons for this reorganization 
as cited it~the ordinance were to maximize citizen partici­
pation; increase communication and oooperation of persons 
performing similar servicesi coordinate and synchronize 
group services addressing the same or related needs of the 
county; centralize administration and provide for vertical 
responsibility; provide a method. of evaluation. of the ac­
complishment of county goals and objectives; encourage in­
dividual responsibility and reduoe duplication of effort; 
and to provide for budgeting on a systems basis to allooate 

lState of Oregon, Oregon Blue Book (Salem: State of 
Oregon, 1972) I p. 182. 

2M,ultnomah County Board of Commissioners, ~ 
~ultn~ Coun~~ Handbook, 1969. 
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limited resources efficiently.l 
for the reorganization appeared An equally ~m1?ortant reason 
Cooperative efforts between the to be to fac~l~tate £utur& 
Portland and MUltnomah Count gov~rnments of the City of 
eventual city-county governm~n'tPOlSSl.blY ~o t~e point of 

. a consol~dat~on.2 

Upon appOintment of a directo f 
Human Servi(')es, this departne11t b r 0 the Department of 
tralize delivery of service~ -t efan a program to decen·· 
to county residents 3 The cou~tma e them mor~ accessible 
majority of hUman s~rvices f ._ Y gove~nment provides the 
d~centralization of the del~~!rthefent~r~ county, and this 
Sl.xty separate human se.t'vices y 0 se:rvl.ces affected some 
side the City of Portland. 4 programs both inside and out-

There are six incorporated cit' 
Portland (population 379 967) r:! hes in Multnomah County: 
Fairview (population 1 045) T ~r~~ am (population 10,030), 
W~od Village (populati~n 1 533 r)ou ~le (population 1,661), 
tl.on 1,305).5 A small p·o t'· 'fan Maywood Park (popula-
. t 1 r l.on 0 Portland lie· 'th' J acen C ackamas County (one-half ,s Wl. l.n ad-

County (one-tenth square lnile) psquare ml.le) and Washington 
Oswego (one-half square mile) i' ar~ °h~ the City of Lake 

, l.es w~t ~n Multnomah County, 

County PoliCing 

In the 1854 act creatin th 
Assembly of the Territor, ofg e county, the LegislatiVe 
of Multnomah County she;lff t~r~go~hes~ablished. the office 
peace and ministerial officer ofeth e conse~vatorll of the 

e courts. The term of 

lMultnomah county Ordinance #64 1972. , adopted Oecember 21, 

2Donald E. Clark ~Ip 
RevitaliZation of Mul tnom~~P~~~~t fOGr the Reorganization. and 

y overnment r
ll p. 2 •.. ' 

30ffice of Program An ly' R 
~ ,2! Qfsanization' and D:ce~~:~li:=~~rch and Design, !land": 
of County Commissione~S; 1974), p. 3. ~on (Portland: Board 

4~., p. 11. 

5~ Census Of Popula;tion ,~d Housins:, 
6 The Oregon H" t ' 1 

of Professional an~ss~;~f~e ~ec~rd~ Survey Project, Division 
~rchives of Orecron Vol 26 rOJecl S(' ~nventorz of ~ county 
ReN rd $- ~, . , no. Portland· H-tst '-1 
~o s urvey Project~ 1940), p, 65. - . ~ Or~ca 
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Chapter II 

office~was to be two years after which time the sheriff would 
be eligible for reelection or could be replaced by an elected 
successor. l 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. 2 These duties remained essentially un­
changed until the adoption of a county home rule charter in 
1967. The 1,930 Ore,gon Code designated the sheriff as "chief 
executive officer and conservator of the peace of the cQunty."3 

<- The sheriff had the power to appoint as many deputies as 
he felt necessary ,who thei}; served at his pleasure. 4 Since 
members 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 sheri'ff -- first appointed then later 
elected -- was a strong (Democratic) party man. 5 The next 
sheriff was elected to the offices of sheriff and mayor of 

. Portland ,'it the same time -- and concurrently held both of­
fices. 6 He later helped found the First National Bank of 
Portland. Subsequent sheriffs \iere noted for railroad con­
struction, economic"-development, and extensive political 
careers. 7 

loregon Laws, The Statutes of Oregon Enacted and Con­
tinued ~n por~ the Legislative Assembly at the-sesSIOn 
Commenc~ng Deoember 5, 1853 (Oregon~ Asahel Bush, Public 
printer, 1854)", p. "394.--

2Ibid. 
IJ 

30regon Code, 1930, Containing the General Laws of 
Oregon Annota~with Decisions from the Supreme Cour~ o~ 
or~~9on and the United States Courts (Indianapolis: The' 
Bobbs-Merrill Co., 1930), Sec. 31-309. 

,I 

4Ibid. 

SThe Oregonian, June 6, 1958. co 

'r 6Charles Henry Carey, Hist<2E.Y otl Oregon (Chicago, 
Portland: The Pioneer Publishing Co., 1922); Vol. 1, p. 779. 

b 0 

7por an in-depth look at. the history of the Sheriff IS 
Office 1::.0 1965 see John Gordon King, "A History of the Office 
of Multnomah County Sheriff" (Bachelor's Thesis, Lewis and 
Clark College, 1965). 

0(( ------~------------___________________ _ 
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~unctional specializ t" ~ , 
w~th ~he establishment Ofaal.~~r~~uthe Sh7r~ff's,Office began 
t~on~n 1917,1 and the Sheriff's U <;f cr~m~nal J.dentifica-
qUently reorganized in 1918. nl.iorm Patrol was conse-

In 1929, state-enacted civil ' 
plicable to the Sheriff's Off' . serv~ce legislation2 ap~ 
chan ~ ~ce caused a maJ'or 'I , gee ~o longer could sheriff's o:ganl.zat~onal 
fl.red at the discretion of the h ~~ployees be hl.red and 
that records be kept of each s erl.ff. It Was also required 
uated by the civil service commem~lo?ee to be periodically eval-

l.SS~on. 

OstenSibly to improve t' 
Sheriff's Office establish ~p~~a ~onal effiCiency, the 
bilities in 1947 -_ no lOh~erl.hS ~wn radio dispatching capa­
Police dispatchers. 3 av~ng to rely on the Portland 

Deputy sheriffs formed the e 1 
as the "Multnomah County Pol' m!? oyee organization known 
This move initiated the st ~ce un~on,L~cal 117" in 1959.4 
volvement in the decision ~rk,of s~gn~f~cant employee in­
Department. It also tendedat~ng proc~ss of the Sheriff's 
p~oyee relationship. In 19620t~orm~11.~e the employer-em­
SJ;X years have been f ' . e s erl.ff announced liMy 
with the police union~a~tg~,~ lw~~ht lhawsuits. and diffi~Ulty 
election. 5 ' c Cae would not run for re-

In 1962, the Sheriff's Off' 
ganization to increase i~ , 11.~e underwent a major reor-
reorganized into three p~;t::f1.c~e~c.y. The department Was 
and services. The civil ser;' a ~l.n~stration, operations 
the,a~pointment of the best q~~~'f~wdw~s ~h~nged to allow' 
admln1.strative position~ 6 S' 1. ~e ~nd~v~duals to top 

~. l.nce 1965, a' baccalaureate 

'1 Oregon Laws Gener 1 L' ' 
Session-af the Le~~-sl t,a ~ Qf Oregon, 29th Regular 
P . t" - - -:#,.* a ~ve Assemblv 1917 (-.. --r~n l.ng Department 1917) Ch ~, ____ Salem: State .' -,. , apter 286. 

2General Laws of a ' 
9!. ~ Legislative ASse~~i~nJ l~~~rt(Y)"!lli£ -;:;R'7'e"""g..,..u_l_a.;;;;;.r Session 
Department 19Y---9) Ch .L.' - Sa.l.em: State Printin'g 

I , "apter 162. 
3 ~ Oregonian, April 8, 1949. 
4 " . 
~ O'regonian I No b vem er 6, 1959. 

5~ Ore9onian, December 13, 1962~ 
6oregon State --~.:::.:.:. -- Statutes, Section 206.220. 
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. d f 11 deputy sheriff recruit can­
d~gree has b.eenhreSt~~~: O~fi~e hence became the first non­
dl.dat.es. Tl;e s erl. " the United states to have such a 
federal po11c6dagency 1n 

, requirement. 1 
! /) 

'I 1 Charter of 1967 abolished the of-
'rhe count:y Home. ~~ e d stab1ished a Director of Public 

fice of elected s~e~1d baUth: Board of county commissioners. 
safety to be cl.pp01n. e y, rnment in 1973, the 
With ,th7resiifuct~r1n~e o{h~O~~~it~~~:h county Division of 
Sher1ff s Of l.ce eca 1 edunder the Department of JUs-
public Safety-," and w~s ~ ~cdeleted the duties of tax col­
tice Services. ~he c ar,e'l rocess from the sheriff and 
lection and $erv1ce,of c~~~ f~nctions. (1) the functions 
gave him the ~0110w1n~ ~a~he state la~ concerning law en­
of CO\lnty off1ce~st~~ :ervice and execution of court c::r -
forcement! ~xcept (2) 'cu'stody of persons charged wl.th, or 
ders in cl.v11 cc;tses" " law and (3) protection against 
cc::nvicted20f, Vl.Ol:t1~~et~!Visi~n employed 229 sworn, s~v7nty­
d~sast7r~ , In 197 " corrections personnel. The ~1V1-
nl.ne c1Vl.11an, and n1netY 'l 3 f the county and in f1scal 
sion patrols 367 squbarde ~1 ~s fo~r and a half' million dollars. 
year 1973-74 had a u ge 0 

Portland Government 

The City of portland was incorporated in 1851. lTlhe ~n-
. f t J h s Brooklyn Lents, Se woo , 

dependent village~ 0 S'd i,n ton grew u~ -- each with its 
Mt. Tabor, Montavl.lla, an J1~~S __ and were eventually in-
own parks, ~choolS, t,!nd d chu~~ese and the other indi v~dual , 
corpor~tE?a; l.nthc:: Ph' or kan 1" the city have retained the1r own 
coromuu1t1es w 1C ma e u. 
identities, however. 

, of portland operates under a charter ,or~\ginallY 
The C1ty " " 1903 as later amended by Cl.ty voters. 

ted by the state l.n '., , -gran . d f the mayor and four corom1ss10n 
The c~ty counc1~, ~~i~~s~ra~Chbf city government, and, a~dng 
e:-s, 1S thE:: 1eg1s1 d' t ' lso manages ,the, city. departme:px.s. 
Wl.th the elected au l.or, a artisan basis and'serve stag .... 
All six are ele(jted on a non-~oun.cil member is assigned by 
gered four-year t~rm~. dE~~h O'le of't,he five city depay-tments: 
the mayor t<? l?e t ep bel~ S fe~y Finan .... e and Adm.inistration, 
public util~t1es, u ~c a ~, v 

~--,-"---
'lOffice of: Public In:f:prmation, Mul tnomah County Division 

of Public.,Safety,Ari:hual Report !ill (Portland, Multnomah 
Coun.ty Division of Public Safety, 1974), p. 75.. 

,. 

2~.t p. 12. 

3~., p. 74. 

i) 
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Public Works, and Public Affairs. l The mayor has tradition­
ally retained the'Portland Police BureaU under his control. 

Recognizing trends tbward greater participation of 
citizens in local government plans and programs, in 1972 the 
portland City Council supported the concept of a two-tiered 

;i planning structure involving existing neighborhood groups 
\\\combiped into Dis't::.rict Pl~mning Organizations. 2 In 1973, 
~he Office of Neighborhood A~sociations was established in 
"the Department of Public lHfairs to II improve the quality of 
citizen participation efforts in Portland by supporting 
existing neighborhood associations and by involving more 
people; broaden the channels of communication between city 
agencies and neighborhood associations; and communicate on' 
a regular basis. 113 The neighborhood and district boundaries 
whic,h were eventually drawn follow historical community 
boundaries and have some rle.semblance t.o the county I s Depart­
ment of Hmnan Services district boundaries. 

Other than police services, the City of Portland pro­
vides few human services of its own. Phe city contracts 
with the c()unty for medical services4 and animal control. 5 
The :Portland Bureau of Human Resources -- established in 
1972 -- deals primarily with youth programs~6 

Portland policing 

The Portland Police Bureau had as its precursor the 
single position of town marshal, established in 1851 by 
city ordinance. As Portland grew, the lone marshal soon 

iInformation Coordinator, "City Government: How it 
Works" (Portland: city of Portlan~, 1973). 

2District Planning Organization Task Force, "Task Force 
Report II (Portl~nd: District Planning Office Task Force, 1972). 

30 f f ice of Management Services, 1974-75 Budget, City of 
"Portland, Oregon (Portland: City of Portland, 1974) ,--P-:-IlI-d30. 

1973. 

4City of Portland Contract #12214, dated May 21, 1968. 

5eity of Portland Contract #13333, dated January 13, 

6 0ffice of Management Services, Proposed Budget 1974-
75, City of Portland} Oregon (Portland: City of Portland, 
1974), pp. III-58 to~ 61. 
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, ' f ber of deputies. In 1872 a 
soughlt the 1 ~~:~:~:~~~ ~as ai~~~~gurated under three e~.ectedd 
regu ar po ~ " . ~ h a ointed a chief, a capta~n an 
police COmm;l.ss~o1iers v: 0 pp _ t resulted in police per-
,fi{teen,o~fice~~~ct;~~~a~~~~~g~~~~ political consider~rions, 
sonnel be.1.r;g ~ was "that of a warm snowflake. 
ana, the Ch~~f.s i~~~rehowever, with the establishm~nt of a 
Th~~ ~hange, 7n ,! stem. Rules and regulat~ons of 
mun~c~pal c~v~~ se.~Vl.Cd s~ dardized and depersonalized the 
the civil serv~ce ~ar ~ ~n Functional specialization in-
personnel manageroen ,sy~ e. f the Women's Protective 
creased with the establ.1.shm~~~a~ (1906) Special Officers 
Division (1905) I ~merge~c~1917) Flying'Squadron (1919) ( 
unit (1906), SP~~ (i~~~) and T~affic Investigations Unit 
A(ult902 .... rJ.')he_finD~~~~ c,i,tize~s of Portland vote~ to ,abandofn 

~ . , f 't nment ~n favor 0 a 
their a~der~anic s¥~~e~M~tr~~olif~~e~Olice Force" became 
~~:m~~~~~~u ~~mpolicen under the Department of. Public 
Safety. 

. TO,standardi~e ~p:~~~~~go~r~~~~~~eR~~~~u~~~uie~~~a~I~ns 
gan.1.zat.1.

f
ona. ~he l~~~s tiThe manual, although revised several 

was dra,te ~n 't f th the basic police precepts under 
times S.1.nce then, se or . "2 
which the bureau still functl.ons. 

'11 f st Johns was annexed, and the 
. In 191~" the Vl., a~~ 0 beca~e what 'is now North Precinc·t 

v~ll~ge munl.c7Pt~1 bU7~d~h~ Detective Division were reclass .... 
Statl.on. POSl. l.ons ~, d t t' was to be on 
ified in 1918; ar;d appoint~er;t an 3re en .1.on 
the basis of mer~t and effl.c,~ency. 

A major attempt 
and effectiveness of 
ations of the police 
Survey commission. 4 

to assess systematically the ef~iciency 
the organizational structure and o~er­
Bureau was made in 1934 by the poll.ce 
This was followed in 1947 by a survey 

IPlanning and Research Division, Portland police Bureau, 
t (Portland: portland police Bureau, 1964) I 1963 Annual Repor 

p. 11. 

2Koepsell-Girard and Associate~1 o:ganiza~ional;Resource 
Inventory (Portland,~ pol:ii:-:;e Consol.1.dat.1.on ProJect, 1974), 
p. 261. 

3pl anning and Research Division, portland police Bureau, 
1963 Mnual Report, p. 14. 

4 Ch . S·u·rvey of Portland police 
G Charles Hamn\ond, al.rman, -
Bureau (September, 1934). 
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conducted by VoJ,lmer Consultant,s. I These studies were among 
the earliest efforts to apply the "principles" of organiza­
tion to the' p.ortland Police Bureau. 

The Bureau had a 1973-74 budget of fifteen and a half 
million dollars. Bureau officers -patrol 'the ninety-three 
square miles of the City of Portland. The Bureau employs 
741 sworn and 249 nonsworn personnel. 

policing in other Jurisdictions of Mu1tnomah County 

The third largest local police service agency in the 
county is the Gresham Police Department. Gresham's City 
Charter provided for a part-time town marshal after the 
town's incorporation in 1904. The Gresham Police Department 
became a full .... time police agency in 1953 wi,th the appointment 
of a chief and three officers. In 1967 an outside chief with 
~oli~e ~xperience w~s brought in. The departmen~ has grown 
to nl.neteen sworn ar,ld seven. nonsworn employees Wl. th an annual 
budget of over $300~000. 2 ,/ 

'The fourth and! final local police "agency" exists in 

(
1~obtdale. Until 1972, the City of Troutdale used the 

lMultnomah County Sheriff1s Office and state police to enforce 
county and state la~s within the city. A single town rnar­
'~ha1 enforced city ordinances. In 1972 two full-time offi­
cers were hired to enforce both traffic and criminal codes. 
Troutdale now employs one police officer and allocates 
$12,000 annually to the police fUhction. 3 

A specialized police agency, the Port of Portland Air­
port Police, was created in 1956 with primary responsibilities 
restricted to the Portland International Airport. The a9~ency· 
consists o,f forty-three permanent personnel. '* 

Implications of Historical Evolution 
,OJ 

Our analysis has resulted in the conclusion that the 
governments and police operations in Multnomah County have 
moved in a consistent fashion over the last century and a 

;~ 

lAugust 'Vollmer and Addison Fording, Police Bureau 
?urvey (Portland: University of Oregon, 1947). 

2Koepsell-Girard and Associates, pp. 27-37. 

3Ibid. t pp. 15-18. 

·4 
~. I pp. 61-67 .. 
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chapter II 

half. If our ass1.'lm1?'I:~ion that established trends will continue 
is accurat:e, we "an 'predict: the direction and na-t.ure of future 

changes. " 
Based on" the assessment of the changes that have occurred 

and are presen,tly occurr~ngf the staff developed a ta:x:onomy 
(Table 1) of change patterns in portland and Multnomah county.l 
This classification scheme can be used to facilitate (1) lo­
cating thl= present police agencies, units and operations at 
a. point in the change patterns, (2) predicting how the en­
vironment:' for police agencies will change in future years, 
and (3) planning future organizational changes needed to 
maximi2'le -the probability of successfully improving local 
police. The use of this -t.axonomy as a basis for organizing 
and planning should reduce some of the inefficiency inherent 
in the previous trial anq error, evolutionary process. 

" Our research reveals that the governments of Mt.'\.l tnomah 
County were originally persona).ity based. Nepotism and ami­
cism played an important ro).e l10t only in the selection of 
governmental employees but also in the way governmental agen­
cies treated citizens and dispensed serv:i.ces. The govern­
ments of the county were small and nonspecialized. police 
agenCies provided a broad range of services with limited 
specialization. The sheriff's responsibilities were broad, 
ranging from tax collection to jail administration. The 
l.eadership of the government and police tended to be charis­
matic. The agencies responded primarily to powerful authority 
figures in the communities. The relationships between govern­
mental leaders and subordinates were not covered by rules, 
and employee behavior was governed basically by an employee's 
acceptance of the personal authority of a supervisor. Govern­
mental employees had few rules to guide their treatment of 
citizens and clients. policerofficers dealt with citizens 
personally and a citizen's manifestation of respect for the 
police influenced the WFY a police officer handled the citi-
zen's problem or requests. 

The governmental agencies gradually changed from this 
IIPersonality Based Typology" to a IIBureaucratic TypO;'Ogy.1I 
The Bureaucratic Typology consists of classical organiza­
tional characteristics. The classical organization philO­
sophies espoused by Max Weber and Leonard White became 

lThis t~xonomY is intended as a conceptual and planning 
tool",cc It is based 011, general trends r and its priJIlary utility 
is in preventing the development of organizationa). designs 
that will fail because of conflicts with their milieu. 
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if' ~ t between 1910 and 1930. During 
apparent in local governmen 's in Multnomah county began 
this period government~llagei,?:L~ic and rationalistic organ­
to show movement towar ega:L~ ~ s The governmental of­
izational struc~ures a!,ld pro~~n~~~n~d with efficiency and 
ficials became :Lncreas:Lngly t' 'ty of their operations. 

, th st and produc :L V:L , . d b measur:Lng e co . I tional stud:LBS an egan 
They,?o~issioned seyeral O~g~~~i:ntific managemen~n .t~ as­
to ut:Ll:Lze the techn:Lqu7s 0 of governmental act:Lv:Lt:Les. 
cert~in the cost ef~e'?t:Lv~~es~andling of police clientele 
Procedures standard:LZ;Lng e 
and problems began to evolve. 

1 characteristics of th7 
Th~ prescriptive organizationat ~o be fully' realized :Ln 

Bureauc~atic Typol~gy, ~hich a~e ye 
local public agenc:Les, :Lnclude. 

Is 6f the organizations are supposed to 
1. Role an~ goa h df' ed to facilitate measure-

be prec:Lsely enoug, e:Ln 
ment. 

2. 

3. 

4. 

5~ 

6. 

7. 

B. 

9. 

. ations are hierarchi­
The s~ruct~res o~ t~~h~~I~~:L!nd responsibility ex­
cal w:Lth l:Lnes 0 a. 1 head and a broad base of 
tending between a s:Lng e 
personnel at the bottom. 

. t b erformed to achieve the 
Activities wh:Lch mus 'z:tlons are rationally and 
purposes of the o~g~n~o unit responsibilities. 
logically arrange :Ln 

'.' .., . c~d to a unit of the organi-
Responsib:Ll:Lt:Les aS~:Lf~ be relatively precise and 
zations are suppose 
clear-cut. 

. . ensure that no responsibility 
~ eff?rt d:Lstmadmeor;othan one independent unit of 
1:S assJ.,gne 0 
the organizations. 

. . d t define every position so 
An attempt, :LS ma e ~ 9 it will know.to whom he 
tha'\: a person occupy:Ln " (, 
reports and who reports to h:Lm. 

. 11 subordinate to only 
Each posit~on is theoret;Lca Y 
one superv:Lsor • 

'bl fran activity or If a person is resp,ons:L e 0 to 
situation he has t1l7 formal authority necessary 
fulfill his obligat:Lons. 

, t one supervisor can direct, 
The u';lmber of SUbOId:Ln~debe held responsible for is 
coord:Lnate, cont~o t ~ the abilities of the sub-
l ' "t d by the s:Ltuat:Lon , " :Lm:L e d th bilities of the superV:LSOri ordinates, an ea· 
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therefor'e, the number of subordil1ates assigned to 
ohe person,is very limited. 

10. Staff personnel and units exist to facilitate man­
agement, but they theQretically do not violate the 
lines of authority and responSibility. 

11. Decision-making authority and responsibility for 
policy matters are progressively diminished down 
through the organization hierarchy. 

12. 'Routine problems are handled by progranuned re­
sponses without the need for management attention. 

The Bureaucratic Typology is oharacterized by rational 
definition of the responsibilities of the organization, its 
subunits, and its personnel and an application of responsi­
bilities in an impersonal, mechanistic manner. This char­
acteristic places high valuf'.:! on treating all people the same 
regardless of the extenuating circumstances. 

Nearly all reconwendations of previous studies of the 
PortI'and Police Bureau, Multnomah County Sheriff's Department 
and Gresham Policebepartment are founded on assumptions about 
the value of the bureaucratic characteristics. The govern­
mental structures and t.he police agencies in Multnomah County 
evolved to their most nearly perfect realization of the 
Bureaucratic Typology in the period of the 1950's through 
tl1e 1960's. 

In the 1960's, subsffant~'alOhangeSbegah to occur in 
the culture and local o/t.ganizational enV'iriDnment which in­
diG·ate a trend toward tl Participatory-Hu~anistic Typology. 
Power shifts gave more political influend'e to previously 
powerless individuals and groups both within and outside of 
public agencies. These shifts were facilitated by increased 
aWal;'eness of ethnic identity, organization of consumer groups, 
and acceptance of minorities and women into political 
parties. 

The more powerful middle class whites have been losing 
their power to a wide range of other groups. Previ!tJusJ,.y .dis­
enfranchised street people I radical groups I young peopl,e, and 
social deviates began organizing. These groups are beU1g 
legitimized ~s a result of such actions as the civil rights 
movement of ithe 1960 v s, lowering of. the v9tj~ng age, increased 
attention to the demands of youth and mi~:l(jr:Lties, and the re­
classification of victimless crimes as riO'n12Z'iminal. Many 
police practices relating to social deviate~ are being 
challenged and changed. . 

.Two sighificant influences for social J,hange that affect 
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Chapter XI 

the police have been the Supreme Court and the educational 
sys'cem. In the 1950's and 60 1 s the united States Supreme 
Court took steps to guarantee both the politioal equality of 
individual citizens as well as the subservient nature ,of 
government to~men. These actions have forced many changes 
in police personnel and operations. 

The educational system has also ,been m<>ving in, the same 
general directions as the court. Old authoritarian educa­
tionaltechniques a:te being replaced by individualized in­
structiQp. that encourages self-motivation ()n the part of 
studen·c9'. Basic education has become univ~ersal, and con­
tinupus ;:adul t education is being accepted lIas a necessity. 
schools:have begun to disseminate social information and 
deal wii~h social and human relations prob.iems of the society. 
They ar'~ recognizing the, need to respond lito students whO' are 
questiohing the universal righteousness qf the traditional 
system. U 

II 
:; 

These changes in ed,ucation have affl~cted governmental 
and police agencies. YoUng people ente~ling local police 
agencies are more",,\\highly educated than ~fhe employees who 
preceded them. THey hav\?been educated Ii in relati,vely free 
and open school systems ~ ':. They are unwii~ling to accept the 
authoritarian managerial styles of the Jaureaucratic Typology. 
Xn many instances they have more extens:iv.e, broader life­
experience:;; than their supervisors an~ I!managers. They have 
developed :Lndependent app:coaches to llf'E~, and they are in­
tolerant of supervisors who expect thetn .to Simply obey orders 
and rUles. trhey are supporting police~1 ulnions~ that exercise 
pplitical ,pow~r and ins~st on, dUe pr<?9f~$s for emp~oyees of 
'the organl.:tatloons. Pollce un:Lon off:Lq:Lal,s are belng en­
couraged by their constituents to deal; as vigoroU'sly with 
organizational policies t working arra~,lgements, and service 
to citizens as they do with wages. These new employees 
seem to be convinced they Gan contrib1::tte to ;:decisions abou'c 
how their jobs are performed; therefolte, thEiiy are resisting 
and will continue to challenge traditional bureaucratic 
management prerogatives, 

Sweeping general organizational research has also con­
tributed to the evolution of local organizations toward the 
participatory-Humanistic Typology. Studies, which began in 
the 1930's reveal that while the classical bureaucratic 
"principles" al?I2ear effective, in, rea,lity the;y often are not. 
The following conclusions have been drawn from management 
research on supervisory approaches. l 

o lRensis Likert., U ;1\n Emerging Theory of Organization I 
Leaq.er ship, and Manage~!1ent it ,1:1 paper pre sented at a Symposium 
on Leadersnip and Inte;cpersonal'Relations, Louisiana State 
University, 1969. ii 
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1. 

2. 

3. 

" 4. 

5. 

6. 

" Env ironmen t 

Supervisors and managers who a n 
rather than' "job-centered" t ~et employee-centered" 
sults. en 0 get better re-

Employees working under st~on 
productivity or strong pressug p~essure for higher 
specified tasks tend to perf re lor acceptance of 

orm ess well. 
A narrow span of control 
to accompany poor and close SUpervision tend 
formance. performance rather than good per-

Freedom to set one's own k 
limits is connected with word methods within broad 

goo performance. 

A "high degree of mutual th 
fluence, is related to ' rda er than one-way in­

goo performance. 

Organizations with a shorter ch ' 
g.r,eater downward diffusion f alon of command and 
and wider participation in ~ ~o~trol and inflUence 
better resul't,s. ec~slons tend to show 

7. Organizations that utiliz 
achieve bette.r resul ts-. e group processes tend to 

~UCh research supports the, . ' 
organl.zational arrangements in fe~tabl~sh~ent of more flexible 
Base~ on such research it seems '~ ure ~o~~ce organizations. 
worklng task forces are mo- hat, proJect management and 
organizational structures ~~da~pr?p~~ate than rigid autocratic 
problems, in a hig'hlytechnical :~~s~~~i~akinCf for Solving -, 
appears that employee and c't' , ,env~ronment. It 
mental agencies will be es~l ~~ef partlclpatlon in govern-
in police e,ffectiveness insefntla to significant improvements " u ure years. 

" The, evidence suggests that e ' 
and managers in local oli ,_,' v~n though most executives 
methods of the Bureauc~at' ce T agencles ~urrently reI,¥: on th~~ 
are dependent on their 'oh lC ,ypology I ,lmprovements ~!n police 
elUsion tha.t changes are ~~~~~~. I~ lS t~e staff' s'con- (. 
make ,the organizations more '" a:::-y In pollce management to 
ments and avoid otherwise in~o~~~~tlent with their environ-
conflicts. - Vl a e employee-management 

\\ 
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Chapter I I I 

ROLE AND GOALS OF .POLICE 

'/ 
/,1 

The mass media have devoted so much p!.t9)gramming and re­
porting 'co police activities involving crit(dnal investigations, 
apprehensions, an&prosecutions, the notion that "real police 
work" consists entirely of identifying and ~pprehending crim­
inals has become widely accepted. Police officers reflec"c 
their acceptance of it when they speak wishfully of the need 
to get back to doing the "basic" or II primary" police job. 
Citizens reveal such an attitude when they expr~ss concern 
that police officers spend too much time performing II non-
police'! functions. <, Usually overlooked is the fact that ap­
proximately a century ago citizens established full-time 
governmenta1; police operations primarily YG~'provide twenty­
four-hour-a-day emergency services for/~:;::l members of the 
public in need. p!/ 

;/ 
The development of an organiza{:ional structure should 

not depend exclusively on police ",pfeferences. Thesr',? pre­
ferences naturally tend to refle6~ the function~p6tice en­
joy performing. The structure should be based orA (1) what 
members of the pUblic expec'c police to do as reflected 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
tablish~d'"@ublic attitudes, past practices, and legal and 
cultural definitions of poli6e responsibilities. This sec­
tion of the report is devoted to a review of the data re­
late.d tq these ;issues and a development of goals based on 
the dati. . -

D'efinition of Police Role 

Any definition of "police" entails a subjective process; 
however, clues about the elements o~ the definition can be 
obtained by analyzing.el) stsndard definitions of the police 
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j' '.? 
contained in dictionaries, (2) laws relate~ to police, , , 
functions, (3,) Jiterature dec;tling wit~ polJ.ce respons7bJ.,1J.­
ties and functions, (4) publJ.c ahd. clJ.entele eXB~c~atJ.ons of 
the police, and, (5) opinions ofgovernmen~al offJ.,?J.als and 
police employees involve~ indirectly OJ; dJ.rect1y, ~n ~he per: 
formance of ~dlic~ functJ.ons. The po1J.ce ConsolJ.datJ.o~ Pro 
'ect staff and GOC committee members have devoted consJ.der-
] . 1 . 
abieattention to such an ana ySJ.s. 

f 
Dictionary Def~tion 

The term "policellis much more encompassing than most 
people ass~me. Webster'S New Collegiate, Dictionary d~fines 
police a):;: ., 

1 a: 

b: 

c: 
·c: 

2 a: 

b: 

the internp1 organizat{bn or regulation 
of a political ~nit throu~h exer~ise of 
governmental powersespec~ally wJ.th re­
spect to general comfort, health, morals, 
safety, or prosperity 

control and regulation of affairs affect­
ing the general order and welfare of any 
uni t or area ' 

the system of laws for effecting such con­
trol 

t;he department of government conce::ned 
primarily with maintenance of pub1~c or­
der, safety, and health and e~forc~me~t 
of laws and possessing executJ.ve, JudJ.-
cia1, and legislative powers 

the department of government charged 
with prevention, detection, and pro .... 
secution of public nuisances and crimes. 

Laws and Ordinances 

)J Oregon laws address the responsibilities of sheriffs and 
state police; however, they do not define the responsibilities 

", of local police agencies'~ 2 oregon sheriffs have broad 

,110. 1Webster' s NeW Collegiate Dictionary (Springfield, Massa-
chusetts:, Merriam Co., 1973), p. 889. ' 

2L~ura Vandergaw, Consultant Report: Legal Parameters of )1' 
police Operations (portland: police Consolidation project, 1974 'I 
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c(:)Untywid~responsibi1ities, a1~~~'Agh, i~ is difficult to deter­
mJ..ne precJ.sely how the home ru1eprov~s~ons of Mu1 tnomah 
County affect these 9.uties. Oregon law indicates: 

1. The sheriff is chief law enforcemel'lt'officer and 
conservator of the county peace. 

2, .He is charged with arresting and commit'ting to 
custody all persons who break or attempt to break 
the peace, and all persons guilty of public of­
fenses. 

3. He is obligated to defend the county against those 
who, by riot or other actions, endanger the public 
peace or safety. 

4. He is to execute processes and orders of the coui~ts: 
when delivered to him for that purpose in accor­
dance with the law. 

5. He is responsible for executing warrants. 

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

Th~ res~onsibilitiesof local police with few exceptions 
a:r:e,defIned bY,locc;.l statutes. The Portland Police Bureau's 
dU~J.es and ~blJ.gatJ.ons are set forth in the City Charter and 
related ordJ.nances. The following summary reflects the gen-
eral tone of these documents: . 

are: 

1. 

2. 

3. 

4. 

5. 

The police chief is a peace officer with the power 
to yxecute criminal processes. 

I:Ie, i~ r~sponsib1e1W'ith or w·:i.thout a warrant, for 
J.nJ.tJ.atJ.ng arrests, and for dealing witn breaches 
of the peace, or the commission of crimes within 
the city limits. 

.~ 0 

He is re~~onsible for exercising "vig,ilant control" 
over the peace and quiet of the city. 

c 

He is keeper of the city priso~ or house of correc­
tions. 

He can exercise such powers as the city ordinances 
confer on him ·tq carJ::-Y out the obj ects and purposes 
of the City Charter. 

Specified responsibilities of Portland police officers 
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1. 

2. 

3 . 

4. 

5. 

6. 

Preserve the public peace. 

Prevent crime.· 

Arrest'c;ffenders. 
~ . 

Protect property and the rights of persons. 

Guard the public health. 

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

Report to the proper authorities leaks and other 
7. 'defects in the water pipes and sewers and street 

lights not burning. 

8 . 

9. 

10. 

. t f' e so that the fire-Provide a proper force a any Ir 
men .and equipment are protected. 

b t add Protect strangers and travelers.at steam oa 
ship landings' and railroad statIons. 

f 11 ordinances of the 
Generally obey and ~n.orce a of the state and the 
City council and crImInal laws 
United states. 

These laws and ordinances also indicat~ grea~er ~espon-

si·bil~.tie~ for pOhli~e ~~~~t~~~e~~d c~t~t~:~s I~~~s;~f:;~~~h:~d 
apprehenslon . T e ~srI c, d with making certain the 
tli ar to have been as concerne ' . 
po~~c:P~~Uld, handle p6tentially disruptive Sbci~~hsit':la~J.~~s 
and'hazards to health and safety as they were WI 1 crImJ.n 

apprehension. 

Historical Perspectives 

The known hist.ory of policing focuses on ~estern Coun-te 
t' 1 Gr~ece and Rome were the first coun~rJ.e$ to se~ara 

t~~e~~lice from ~ildi t:f~n fgU~~lt~~~~ lI~::e a~~r ~r v:~t:b~~~~~d 
units were organJ.ze ..' ., h 

'bolJ.'ties includlng fJ.re-flghtlng and t e range of respon$J. J. 

ISee A. C. German, et al, Introduction to 'Law.,E:nforcem7ot 
(Springfield: Charles ThomGls, 1970) i RaymondFosdICl~, Ame~~c~n 
police Systems (New York: Century Co., 1920); RaymOrl.~ Fos 7c ~ 
Emporia police systemEI (New York: Century Co., 1916),. M~l~J.ll 
Lee ~Hlstory of police in England (London: Methuen an .0., 
1901)7 and Charles Reith,:British police and ~ DemocratJ.c 
Ideal' (London: Oxford University Press, 194,3J. ' 

~ 0 
\\ 
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protection of the political faction in power~ Continental 
European police followed the same general model. The French 
police were established as part of the judicial system and 
organized along military lines. Early French police, although 
organized in military type units, were assigned to specific 
"communities" and each officer was charged with maintaining 
sufficient surveillance of all residents in his area to en­
sure that no insurrection could occur unexpectedlY. As a 
part of this responsibility each police officer ~aintained 
elaborate records on every person in his community. 

German police organizations were similar to those of the 
French except they were organized as an [.-il,ministrative rather 
than a judicial agency. German efforts ~ventually resulted 
in the. establishment of a national identifica'cion system in 
which each citizen and visitor was required to have an iden­
tification card. Both German and French police were tied to 
a philosophy of, first, serving government and, second, ser­
ving private citizens. 

The English took a different approach in organizing 
their police system. Paid, full-time police units were too 
expen~ive for the English, so. their initial polic~ system 
required mutual responsibility of citizens. Every E~glish­
man was responsible not only for bis own actions, but also 
for those of his neighbors. It was each citizen's duty to 
render assistance in the apprehension of law violators. 
When apprehensions were made, the Crown paid the responsible 
parties a reward. However, if citizens failed to apprehend 
a lawbreaker, they were fined. 

In fulfilling their mutual responsibility, many citi­
zens and organizations began to pool resources and establish 
private police units. In the. early eighteenth century, the 
Bow street Runner9 were organized as the fir91 full-time 
governmental poli6~) in England. However, thet::;e officers 
wer~ given only very limited jurisdiction to arrest those 
law violators who were not apprehenaed by citizens. The 
English have consistently maintained that a policeman is 
merely someone who is paid to devote full time to perform:­
ing functions that all citizens are obligated to perform 
without pay. Interestingly enough, English police to this 
day argue that they do not want to be considered "profes­
sional" b!acause they are merely citizens in the service of 
their fellow citizens. 

Sir Robert Peel supported the organization of the police 
system that was eventually modified and adopted by the com­
munities in the northeastern United states. This system was 
based on an elaborate study that contained specific assump­
tions about how a police system should be arranged to insure 
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its commitment to citizens. These assumptions or principles 
defined, in essence, a "role" fot~police. They are:

l 

1. 

2. 

3. 

4 . 

5. 

6. 

7 . 

The basic mission for which the police exist is 
to prevent '.crime and disorder aS,an alternat~v7 
to the rep~ession of crime and dlsorder by mlll­
tary force !'·and severity' of legal punishment. 

The ability 'of the police to perform the~r dut~es 
is dependent upon public approval of.p~llce eXlS­
tence actions, behavior, and the ablllty of the 
polic~ to secure and maintain public respect. 

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

The degree of voluntary public coope~ation dim­
inishes, proportionately, the nec7ssl~y for,the 
use of physical force and compulslon In achlev-
ing police objectives. 

The police seek and preserve public favor, not. 
by catering to public opii;ion, ~ut by c<?nstalltly 
demonstrating absolutely lmpartlal serVlce to the 
law, independence of policy without regar~ t~ ~he 
justice or injustice of, t~e subs~anc:e, of lndlvl­
dual laws~ by ready offer~ng of lndlvldual se~­
vice and friendship to all members of the soclety 
without regard to their race and social standing~ 
by ready exercise of cour,tesy and friendly good 
humor~ and by ready offering o~ ind~vidual sacri­
fice in protecting and preserv~ng llfe. 

The police should use physical force to the exterit 
necessary to secure observance of the law or to· 
restore order only when the'exercise of persuasion, 
advice, and warning is found to be insufficient to 
achieve police objectives~ and ~olic~.should,use, 
only the minimum degree of physl.c~l force wh:-ch,lS 
necessary on any particular occaSlon for achlevlng 
a police objective. 

The police .at all time§) shouldUlaint~in a relation­
ship with 'the public that gives reallty to the his­
toric tradition that the police are the public and 
that the public are the ~olic~~ the police are the 

----"".-
1kel ville Ilee. 
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only members of the public who are paid to give 
full-time attention to duties which are incumbent 
on every citizen in the interest of community 
welfare. 

,I 

8. The police :should always direct their actions 
toward theirfunct~on~ ~nd never appear to usurp 
the powers of the JU~J.clary by avenging indivi­
du~ls or the, st~te, ,).eir authoritatively judging 
gUllt or punlshlng the guilty. 

9. The test of police efficiency is the absence of 
crime and disorder, not the visible evidence of 
police action in dealing with them. 

Early, ~erican police were organized in a variety of 
ways dependlr;.g,on whether thernajority of people in a given 
area were orlglnally from ~dntinental Europe or the British 
Isles. The,police in the Louisiana region Were organized 
a~or:g t~e ~lnes of the p<?lice of France. They were highly 
m~lltarlstJ.:c,and worked.lr: "squads" out of barracks. They 
we;re responsJ:ble. for keeplng records on all slaves and 
houses of prostitution. Movement of slaves had to be" 
cleared through local police. Police issued identification 
cards to slaves~ and they checked passes, enforced curfews 
and at ~he direction of a' slave owner, officers·were legal': 
ly requl.red to administer punishments. In fact, this ap­
par7,ntly was one o~' t~e, few di::ect s7rv~ces these early 
polJ:ce offered to lndlvlduals In thelr Jurisdictions~ They 
enforced the law solely in the interest of people control­
ling their government. 

In those parts of early America where the settlers were 
from England, the police were basically watchmen who were 
o~t~ir:e~ bY,conscription. These watchmen had broad respon­
slbllltl7sln the area of community service. 1 They served 
as the t1.~ekeepers of the,. community, continu.ously calling 
out the,tlme as they ~oved about the urban areas at night 
an~ waklng travelers .In the early morning. They were re­
q~lred to sweep the streets and repair holes. In the middle 
nlnet7~r:th century the New York City Police demonstrated in 
Opposltlon to theiF obligation for cleaning horse droppings 
from the public streets. These officers were not expected 
to ~lay a ~ajor role in law enforcement~ in fact, they were 
equlpped wlth rattles to frighten off potential law violators. 

. l,!ack E. ~itehouse, "Historical Perspectives on Police 
Communlty SerVlce Function," Journal of PubI'ic Science and 
A~ministration, Vol. 1, no. 1 (Chicago: Northwestern Univer­
slty,19'23). 
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When they encountered a crime, they simplY alerted other 
citizens who shared the responsiBility for appiehensiona. 
This tradition of comml.mityservice was expanded across the 
country as Easterners moved westward. 

The recent police literature indicates that British 
police have'tended to sfress. crJme prevention, community ser­
vice and maintenance of peace as the most important functions 
of civilian police, while American police have moved toward 
stressing the protection of security and enforcement of law.

l 

The American police emphasis is reflected in the1ir profession­
al rhetoric as well as their incentive and reward systems; 
however, with few exceptions scholfl,rly writers and researchers 
in the united states h&ve pointed to the economic and social 
advantages of police agencies serving the noncriminal needs 
of the public by stressing service provision" and order main­
tenance. Many claim the'se areas are related to criminal be­
havior; therefore, ,if police are to have an impact on the 
reduction of 'criminal deviancy they must provide quality per­
formance of services and conflict resolution. Some of the 
most recent police organizational arrangements include a 
heavy emphasis on conflict management and crisis inte:r:vention 
arrangements to address precisely these areas.

2 

Research and Literature 

In recent years a significant amount of research effort 
has been invested in determining what the public expects from .'. 
police and what police actually do. Without exception these ' 
studies have supported the contention that urban police 
should be concerned with,conflict management and the provision 
of services. People most frequently seek police assistance 
with problems which. are not directly related to law enforce­
ment or crime. A review of the findings in this area reveals 
the discrepancy between traditional assumptions, police rhe-
toric, and reality. 

lSee Michael Banton, The policeman and the community 
(London:, Tavistock publications, 1964) and George Berkley , 
The Democratic policeman (Boston: Beacon Press, 1969). 

2'James Q. Wilson, "What Makes a Better policeman, II 
Atlantic Monthly, Vol. 223, no. 3 (March, 1969) i ~ruce Terris, 
itThe Role of the police, II The Annals, Vol. 374 (November, 1967); 
Albert Reiss, "professionalization of police,1I in police and 
community Relations: A Service Book, A. F. Bradstatter and 
Louis Radelet, eds. (Beverly Hills: G'lenco Press, J,968); and 
Jerome Skolnick, Justice without Trial (New York: John wiley 
and Sons, 1966). 
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Oakland Study. An' Oakland C l' f .' . sys~ematically analy;zed the worklo:dJ.o~r~~:tP~lJ.ce study 
offlcers.l A total of 599 21' ., epartment's 
activities during one Gy' ear)' w!rePOclllaces ~fc~idvi~ies (all patrol . T' SJ. le ln 109' cat -

,gorJ.es. . he 10~ categories were than collapsed int ~ 
general categorles (see Tabl 2) ," 0 SJ.X 
pa~r~l'officers invest the m:jorityT~~ ~~s~lts.ref~ect that 
crlmlnal functions. elr tl.me J.n non-

h
'. hAPproximately 19.8 percent of the police activitl'es' 

w J.C consume 9 1 percent f l' " , such duties as'u ' . 0 pO,J.~e offlcers ' time involve 
checks, checkin~ ~~~l~~~~rb~~si~~J.~~~lP~?sons, securit~ 
to members of the pUblic c' "a 10ns, and talklng 
to 2.82. percent of their~tot~~mest~g~~r:st persons ~mounted 
percent of their time ," ac ~vJ. les and requJ.red 2.96 
14.82 percent of thei~ t~~~mesdagalnst property required, 
of their activities~ - an accounted for 13.76 perdent 

The patrol officers were involved J.' n the of funct' 'th performance lons J.n ,e area of ,II Social Services'll ' 
cent of their activities and the ' " J.n 17.27 per­
percent of their time ' se actl:,"ltles took up. 13.70 
officer time was devotedA~~r~~!~a~e~y ~~fty percent of patrol 
study documents the disparity b~~!:e~at~ve chores. ,This 
police functions and offiders' actual a

e t~P~Pt~l~r vJ.ew of c J. Vl ,J.es. 

Oakland Polic:e Activity and Time Study 

Category of Assignment 

Crimes Against Persons 
Crimes Against Property 
Traffic 

Frequency (%) 

2.82 
13.76 

Time Required (%') 

Checking, Patrolling, 
Community Service 

Social Service 
Administration 

7.16 

19.'08 
17.27 
39.28 

TABLE 2 

2.96 
14.82 

9.20 

9.10 
13.70 
50.19 

. chicag~ St~dy. ,A 1969 study of citizen re uests for 
polJ.ce servJ.ce ln ChJ.cago was based on 394 call~ randomly 

IJohn A. Webster, The Realities of Police Work 
Iowa: Kendall/Hunt Publishing Co., 1973). (Dubuque, 
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tw nty-four-hour period. l Sixteen percent of 
sampled from a e '. Fort -four percent reported 
the callersrepor~ed,~rl.~est.hat mi~ht have involved some law 
various type~ of l.ncl.,er: s erson disturbance, intoxicated 
violations {l..e. sush7c~o~:U~11Y did not. The remaining 
person, etc.}, but w l.e ne calls d=quested some type of 
forty percent of t~e telep~o This finding is :corroborated 
information or poll.ce serVl.ce. ident's Commission on Law 
by an earlier h ~t~d1 b;d t~~a~r~~er f.ifty percent of all calls 
Enforcemen~ w ~c °t

u
. litan areas involve requests for to the poll.ce l.n. me .ropo 

service. 2 

University of California. S~udy. ~ st~~Ya~rm~~~,~n~::~~ 

:~~lv~~i;:~if~~~~:t~~ ~nl:~~:s~l.;~ ~~!~~~ 'mP~~n~~~~a~~e~sPOl!~: 
- 11 time was spent on !loner l.. ... . ' 

officer's on-cd. . . of the de artment's "called­
proximately seventy,one ~ercent . bl~ c services __ 'such 
for-services '! ir:vo~ved ml.SCella~~o~s ~~SW~ring nUisance calls 
activit~es ,as pJ,ckl.ng Uh s~r~y locfed themselves out of their 
and a,ssl.stl.ng pE!rStOns ~ 0 lya fen percent. of a field officer's homes or apartmen s. ear (~ , I t' s In thl.'s . ff' "dents and Vl.O a ;Lon ~, 
time was spent onbtrat 7

c ~~~~ percent of an officer's time department only a ou nl-ne 
was devoted to (::riminal and related matters. 

While these findings are based on a one-year s~mple and 
. fficer was actually occupl.ed by an reflect only the tl.me an, 0 tivity they tend to corr.oborate ' ment or in an on-Vl.ew ac . ,. , f 

ass;Lgr: . , ... ther studies arid the inapproprl.atenes~ 0 
the fl.ndl.r:g~ of 0 1 , ks that of primarily crime control. 
character:rzl.ng po ~cel1wor a observations lead us to believe 
~~·:ta~~~~r~r~~n~~~ ~th~; ·~~~ge city will reveal similar 

. 114 " patterns .•. 

" . t f Law Enforcement .' New York City study. As par 0 ~,' the work.lpad of 
Assistance Administration training ~roJeq~t, , Precinct was 
th New York City Police Department s Tw~~ntl.eth 
an:lyzed. 5 Police activities during a two-year period 

lcalls for Police Service (Ci~icago: University of 
Wisconsin Law Schopl, 1969). 

2Task Force Report: The Police (Washington, D.C.: 
GovernmentPr.~inting Office, 1967). 

" 
3Gordon Misner and Richard Hoffman ~:. Poli~e ReSOUIce 

Allocation (Berkeley: University of Call.fornl.a, 1967}. 

4Ibid. 

" Bff!.'~· of an Increase in 5s . James Press, Some ~c,~s ~o~New York City 
Police Manpower in th~t2tOthvp~e~:~~4_NYC~Ctober 1971). (New York: Rand Instl. u e 0 
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indicate over seventy-five peTcent of the tqtal to be r~­
lated to noncriminal matters or minor ordinance violations. 

New Haven Study. One study appears to shed some light 
6n why reques~s for police attention are heavily noncriminal. 
A 1968 study of police clients in New Raven, Connecticut con­
tains interesting conclusions. l The l1 ave:r:age" police client 
¢lid not have the same c'haracteristics as the typical New 

'Raven citizep. People who called for police assistance were 
more likely than the average New Haven citizen to b~ female, 
middle-aged, single, divorced or separated. They tended to 
be from lower socio-economic levels and had less formal edu~ 
cation than the average person. 

, 

It appears police clients have problems which only the 
police are available to handle. Their problems are inter­
personal, financial, and even physical. They OCCur at hours 
when nonpolice agencies are closed. Unless alleviated the 
problem may cause criminal behavior. The citizen with the 
problem often cannot solve it alone and frequently does not 
have the social, informational, or financial resources to 
obtain assistance from some nonpUblic Source. Therefore, 
this person asks and expects police unde:t;;,standing and psycho­
ll:)gical support as much as, O'r more than, aggressive law en­
forcement or retribution against someone who has offended 
him. The study concludes, that most police clients need some­
one to help them structure and understand their problems and 
to assist the~ in isolating appropriate alternative COUrses 
or behaviorwhtch will reduce their problems and frUstrations. \ 

II 

Portland/M\~ltnomah County Studies. The Police Consoli­
dation Project sponsored a police clientele study conducted 
by Yaden/Associa\~es of Portland .2 The purpose of the stUdy 
was to determine 'iWho calls the police in Multnomah County, 
why' they'" call, and how they evaluate the service ;r,endered. 
For purposes of th,e study, a l1police client 11 was defined as 
any person who reql1.ests any tyt)i9 of police assistance by 
telephone front any of the policE.~ agencies in Mul tnomah County. 
Although this definition omits people who receive police ser­
vice in other ways -- such as asking an officer directly for 
directions, assistance, or advice ~- the limited resources 
available to conduct the study made this ommission necessary. 

In order to analyze police clients, Yaden randomly 
selected 4401 dispatch cards dated January through March of 

lRaYl110nd T. Galvin, at aI, ~ Survex: of AttItudes.About 
Pelice Service ~ ~ Haven (New Haven: City Planning, 1968). 

2Yaden/Associates, Consul tant R~porJ:.: Police Clientele 
Inventory ;'(Portland: Police Consolidation Project, 1974). ,;, 

-37-



'# ··ms 

Ch.apte.r III 

1974. By type of call these cards were categorized as crime, 
forty-four percent; service i twenty-one percer),~l:; and order 
maintenance, thirty-five percent (or criminal, forty-four 
percent; noncriminal, fifty-six percent) . 

, , 

Since a dispatch card is mO:t·t~ like.1y to be completed and 
an officer dispatched if a crime has heen conunitted than if 
one has not, this breakdown is biased in favor of criminal 
activities. This conclusion is based on a validity;,r,:heck 
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. 

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 whlit types of calls the police conside):" impQ~:tant 
and which kind will be refused. This implies that .vif all 
types of requests for assistance were given equal considera­
tion; requests for service and order maint.enance would in­
crease and crime calls decrease as a percentage of the total. 

In a study to determine work load di.stribution by.±ype 
of call and by census tract, the staff of the Policep6nsoli­
dation Project analyzed 24,752 randomly selected di~p~tch 
cards from Portland Police BUreau and Multnomah County Divi­
sion of Pt\blic Safety dated September through December, 1973. 2 
This study indic,ates thirty-two percent of the dispatches were .. \ . . 
cr~merelated, f\orty-four percent were Qr¢ler ma~ntenance, and 
twenty-four perdmt were service (or th~rty-two percent 
criminal --: sixty-eight percent noncriminal') .. These ratios 
based on mOre extensive data than the Yaden study occur de­
spitet.he fact that up to twenty-five percent of the people 

lThe low pcprcentage for Portland Police Bu;r::eau could be 
the result of screenirig by a central bureau telephone opera­
tor prior to the complaint operator's receiving calls. It is 
logical to as~ume that none of the calls deferred by the cen­
tral operator;~lwere criminal in nature. 

{Ii I 

2PQlice'/Consolidation Project, "Police Workload Study. II 
.', .~. ;' 
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\'1ho. telephone' police with a problem are handl db' 
cat~ons personnel and a police officer' ted' y commun~­
assist.the caller. ,~S no ~spatched to 

Concluaions about Research 

Th~ foregoing studies of work 1 - ,;'f ' , 
Count:( ~ndicatecrime-related reques~:d.~ 0 p~~~ce ~n, Multnomah 
compr~se a minority of the overall ,o~ po ~ce ass~stance 
This finding is consistent with andr~qu~~ s for_police ,action. 
related reSearch in other cities Thur . ~rd' corIoborates the 
the t f th . e ev~ ence cOncerning 
th nal~re 0 e ~olice work load of what people who call 

e po ~ce expect 1s overwhelmin Pl' 
to the pOlice when they do not kg~ ~op e w~th problems turn 
help them It b ' ,no\"/ 0 anyone else who will 
the polic~ is t~:~ t.~ that the~r ,primary reason for ~alling 
swering services Wh:~: agenc~~s have twenty-four-hour an-

tre ~o~i~e do no~ provid:e~s=~:~!n~:~s~~:'~~fl~:!l~~~i :~~n 
g ec e y the government which they pay taxes to su ,t 
Most feel that since they help r . d' ,ppm: . 
pOlice.offi~e~s should helpthe~ ~~~neth~~~~:ksala~~~sl 
In the~r op~n~on they seldom seek h 1 f ass~s.ance. 
when they do their problem is"e prom.. government. altcl 
1 ' ft ' , , d '.,as ~mportant as the shop-
v~ntt~~ ~~~~o~nr~ at ~~e local.department ,stores or the pre-
tention. .' ano er area, and they expedt police ,at:-

Based on their research 'the S "h . 1 f . 
tration at M' h' " . , ~' . c 00 0 Pol~ce Adminis-

~c ~gan State Un~vers~ty observed:l ,'. , 

Police should place greater.--I?mphasis upon the 
concep~ o! pub~ic ~ervice ~~~a legitimate goal 
of t~e~r ?rgan~zat~ons. For the police, pro­
fess~ona17sm has beer: viewed in too narrow a' 
focus. T~~e profess~onalism is rooted in broad­
based publ~c service which 'commands popular re­
spect for the police officer and th~ system of 
government:~y,law w~ich h7 represents. In­
creased eff~c~ency ~n pol~ce work is laudable 
but as a means to an end, not as an end in it~\ 
self .. When efficiency i$ coupled with a goal 
c;>f cr~mesuppression at any cost, the community 
~s often faced with a police agency which is 
not respor:sive to community needs. Certain 
;lem~n;s ~n.the community do not see it as 
the~r pol~ce department. . 

---
. lA National Survez of Police 

F~e~d Survey V (Washington, D.C.: 
Off~ce, 1967). 
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police Attitudes 
----------~ 

Ma.nagement personnel in the local police c;tg~ncies ex .... 
press a need for continuing to perform both crlmlnal and non­
criminal func'tions. The portland police Burea';t chief has. . 
issued an order which indicates that th~~ost lrnport~nt obl1-
gation of the police Bureau is the pro':'lsl<?n of sE7~rvlces. 
The Goe committee of the police Consolldatlon p~oJect em­
phasized its concern wit!; ensuring ~h~t.t~te pc;>l:1,ce role de.­
finition legitimized pollce responslbl1ltles ln the non­
criminal area. Therefore ,\1 police" management appears to 
support a broad role for the police ~n community service. 

However a police Consolidation Project staff survey 
of area poli~e officers' opinions about legitimate ch~racter­
isticsof the police r<?l~ rev<7aled ~hat many have am~l~'~oU~ 
feelings about performlng dutles wh~ch to them ~ave a ... soclal 
Work" connotation. 1 Nearly half of the respondlnc.r offlce::s 
felt that it is legitimate for ,the police to "provlde serVlces 
to c±t:i:zens; however, they interpreted this ~larrowly. Only 
approximately thirty percent be~ieved that Pbl~ce shou~d.be 
responsible fd~ providing guidance and counsellng to cltlzens 
with problems and even :fewer wanted police officers to act as 
advocates for citizens. On the other hand, over half of the 
officers felt that police should assist members of the public 
by providing, emergency services isuch ~s transp<?r~ation of 
the sick, provision of emergency\)houSlng, provlsl0n of food 
in emergency situatipns, etc. 

J.~ general, it is the staff's conclus~~n tha~ whil~ . 
. many polis::e officers would prefer to ::estrlc~ thE;nr a<?tlvl­
\\ ties to ctimj;~al matter~, they recognlze obllgatl0ns ln 

other areas .-'~T~ey know 'that their c~i7ntele expect ser­
vices which theJ:' are .in the bes): pOSl t1.on of any govern­
mental employees to provide. Therefo::e, ev7n tho';t9~ they 
like ·the glory and status that come wlth belng crlml~al 
apprehension ex~e~ts, theY,a~e anxious to be of servlce 
to their communltles and cltlzens. 

Goals and Related Recommendations 

The available evidence suggests there are no significant 
differences in the baste purposes of the /ya~~ous police 

I) ) 

o 

lstaff, "EfuployeeOpinions of police 
istics. 1I 
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organizations in Multnomah County.l However, there are dif­
fere~ce~ i~ p~iorities and clientele expectafi6ns both among 
the Jurlsdlctl0ns as well as among communities \<lithin each 
of the jurisdict~Qns.2 

On ·the basis of research and literature reviews and in":'; 
formation obtai~edfrom police personnel, the staff prepared 
several,conclusl0ns ::elated to police role and goals. These 
<?onclusl0ns were revlewed and accepted by the GOC Conunittee 
ln May, 1974. They are: 3 " 

1. ~ge most importa~t re,§ponsibilit.y of the police 
lS the preservatlon of human life. 

2v The police responsibillty for the maintenance of 
social order is condi,tioned by a responsibility 
for ,pro~ect~ng indiv,idual rights and ensuring 
soclal Justlce. Therefore, the maintenance of 
order clearly does., not obligate or authorize the :,\ 
police to regimen·f:. society. Democratic societies 

"expect the police to protect the right of ~itizens 
, to behave in individualistic, even deviate ways if 

such individualism ahd deviancy do not injure . 
others or deprive others of the right to just 
treatment. 

3. Police organizations are in a unique position 
to support other governmental agencies with in­
formation about citizen problems and needs that 
they should address . 

4. Law enforcement is. an important fu:nction of the 
police; however, physical arrest is only one 
strategy that police use to enforce laws. The 
st.ate law requires pq,lice to lIenforce II the 
criminal code, but it does not specifically 
dir.ect police to "arrestll every per~on who 

'lIn addition to the preceding see staff report on Police 
Goals and Objecti,:,es (Summary re~ort for GOC Committee, April, 
197~) ; J..~oepSell-Gl:t;'ard and ASsocla,tes, Consultant Report: Or­
gan7zacl0nal Resource Inventory (Portland: Police Consolidation 
ProJect, May, 1974); Staff, Police Role Survey (Portland: Police 
Consolidat~on Projec~, April ~ .. 1974); and Yaden/Associates, Con­
sultant Report: Pollce Clientele Inventory (Portland: Police 
Consolidation Project, 1974). 

2 ' Yaden/Associates. 

3See Staff report, IIPolice Goals and Objectives. 1I 
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5. 

II 

violates a la'W. Therefore, police officers can 
legitimately exercise discretion if it results 
in the enforcement of laws. 

C:1 

'pol±ce must .work 'with and. for"citizens as much, 
as they serve the government., police m~s~ str~ve 
to assist citizens in develop~ng ?Ommun2t~es that 
are livable.places where citizens do not hav~ to 
be afraid of being abused, attacked, placed ~n 
jeopardy of injury, or denied fair ~reat~ent. 
police methods must stress cooperat~on w~th , 
citizens based on trust rather than fear, and 
they must emphasize prevel)}t:ion n;fher than sup­
pression .. police should be more fconcerned a~out 
obtaining voluntary rather than forc~d compl~anc~ 
with laws. The existence and author~ty.of th~ 
police depend on public aI?proval o~ pol~ce ex~s­
tence, actions, and behav~or, and ~~ge~eral o~ 
the police ability'to secure and ma~nta~n publ~c 
respect. 

I::) 

Based on the preceding assumptions" specific goal state­
ments w~re developed for local police agencies. They are: 

o 

1. 

2. 

3. 

4. 

provide emergency actions and services, not readily 
available from other ag~ncies, that may save human 
life. 

Provide programs and actions directe~ at ,the c,:,"uses 
and conditions of delinquency and cr~me ~hat w~ll 
result in the prevention of juvenile delinquency, 
criminal d~viancy and crime. 

Provide programs and actions to acquire ~n~o~ma­
tion about criminal behavior and respons~b~l~ty 
and expeditiously handle that in~ormation in ~ 
manner consistent with the best ~ntere~ts of ~n­
volved persons, the community, and ,(,JQcl.ety. 

Respond by direct ;invo~vem~nt, advice,' or referral, , 
to those situations wh~ch ~fleftunatt~nded ~ould 
logically result in serious mental angu~sh, ,d~~-, 
order, injury I "property ~am~ge, or ,lo~s<;>f ~nd~v~­
dual ricihts for people w~th~n the Jur~sdl.ct~on. 

.' ~ ., . 

S. Provide actions and programs for coordination
f 

b~-l' 
tween and support for agencies that seek to ac~~­
tate social justice and justice pr:ocesses. 

" \) " 
6. 'provide order maintenance programs and act~ons to a 

reduce danger and facilitate norma1 commun~py an ' 
social operations during' periods 0,,:E=;J.lllU5Ual 
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disruptive occurrences such as Civil protest natural 
disaster, riot, and war. ' 

7. Provide prog;rams, procedures, and activities that 
~ill result in ~fficient! ef~ective and fair manage­
ment of the pol~ce organ~zat~on and satisfaction 
of personnel career needs. 

Although,the GOC ~ommittee intended these goal state­
men~s for a ~lng~e pol~ce agency, th~y are appropriate for all 
pollce,agencles 1.n the county. Their adoption countywide 
would ~ndrease uniformity of policing throughout the county 
It ~ould fac~litate coop~r~tion and enhance evaluation of the 
p<;>l~ce agencles. ,,~n addltlon, t~eir adoption would not pro­
hl~~t the,e~tabl1.Shm~nt,of o~ganlzational arrangements that 
~ou~d,fac~1~tate,Var1.atl0ns ~n emphasis and priorities in the 
lnd1.v~dual agenc~es. 

Therefore, the staff offers the following recommendations 
related to local police goals and objectives: 

Recommendatio~. The preceding 'conclusions and goals 
should be rev~ewed and endorsed by policy and police 
officials. Appropriate changes should be made in or­
dinances related to police responsibilities and modi­
fications should be initiated in police policies and 
procedures. 

Recommendation. Police organizational arrangements 
should be modified to ensure greater congruence of 
goals, structure, and police activities. This recom­
mendation should be implemented with or without con­
solidation of police operations and without regard to 
whether or not the preceding goals are adopted. 

Recommendation. Methods should be adopted by the 
police', to en~ure, cont~nuous development and updating 
of pollce obJect~ves ~n a manner that will maintain 
th~~ir consistency with the organizational goals. 

Recommendation. Methods should be established for 
"monitoring the extent of goal and objective accom­
plishment and assessing the ~ffectiveness of various 
organizational strategies. ~ 
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Chapter IV 

CONSOLIDATION OPTIONS 

Traditional wisdom and logic supportuhe conclusion 
that fragmented authority and duplicative governmental 
functions are unnecessarily expensive, wasteful, and in­
efficient. Public administration scholars, practitioners, 
and citizens have long advocated consolidation of similar 
governmental functions as a reform method for reducing 
governmental overhead and increasing efficiency.l. Re­
searchers, however, have found governmental consolidations 
fail to satisfy all the expectations of their supporters. 
Their research seems to fault simplistic. organizational 
designs rather than the consolidation itself.2 

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

------
lIn the police field the most authoritative document 

advocating this approach was the President's Commission, The 
Challenge of Crime in ~ Free Society (Washington, D.C.: Govern­
ment Printing Office, 1967). More recently the National Crim­
inal Justice Standards and Goals, Advisory Commission on Inter­
governmental Relations, Committee for Economic Development, 
and Oregon Law Enforcement Council, Law Enforcement Plan 
Committee took similar positions. 

-2'See Robert L. Bish and Vincent Ostrom, Understanding 
Urban Government: Metropolitan Reform Reconsidered (Washington, 
D.C.: American Enterprise Institute, 1973) i Elinor Ostrom and 
Robert B. Parks, ItSuburban Police Departments: Too Many, Too 
Small'?11 Urban Affairs Annual Reviews, Vol. 7 (Beverly Hills: 
Sage Publications, 1973); Elinor Ostrom and Gordon Whitaker, 
IIBlack Citizens and the Police: Some Effects of Community 
Control II (Paper for 1971 Annual American Political Science 
Association meeting in Chicago) is .. r.l'. Ishak, "Consumers' Per­
ception of Police Performanbe: Consolidation vs. Decentral­
ization, The~Case of Grand Rapids, Michigan Metropolitan Area ll 

(Blqomington: Indiana Unive:r;sity, 1972). 
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Chapter IV 

traditional bureaucratic "principles,,,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 ~ bureaucratically arranged agency cannot 
be suff±ciently flexible to permit its agents to respond to 
the diverse needs and preferences in its communIties.

2 

----~-- --
On the other hand, bureaucratic organizational arrange­

ments in government can be effective if the functions so or­
ganized are basically technical and procedural in nature.

3 

Examples of such functions are data processing, records, and 
communications. citizens are not concerned about how these 
functions are performed as 'long as they receive the quantity 
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 a~ticipate more 
rather than less emphasis on responsiveness and its counter­
part __ citizen participation -- in the future. Awareness of 
this trend by local police managers is reflected in the or­
ganizationa.l 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. 

lBish and Ostrom. 
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2See David J. Bordua and Albert J. ,Reiss i Jr., "Command, i 
Control and Charisma: Reflections on police Bureaucracy," { 
American Journal of Sociology, Vol. 72 (July" 1966); J. Kimble, ,t 
"Daydreams, Dogma and Dinosaurs," police Chief, vol. 36 (April, :1 
1969),; Gord(;m Tullock, The Politics of Bureauqrac~ (Washington: \ I 
Publ;LC Affa;Lrs Press, 1965); and Sven Lundstedt", social Psycho- i 

logical Contributions to the Management of Law Enforcement 
~,gencies," (Philadelphia: American PsychologiGal Association 
Annual Meeting, 1973). 

3Elinor ostrom explained this notion in a discussion 
with the GOC Committee in January, 1974. 

4See Chapter III. 

If' 
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Consolidation Options 

Th~ Police Consolidation P~oject resea ., 
current organizational arrangements fa 'l'tr~h ;Ln~;Lcates the 
stantial responsiveness nor efficien C;L ~ha e ~e;Lther sub­
need for 'reorganization of the POliC~Yf t7re;L~ a critical 
and Mu~tnomah County. The research s unc ;Lons ;Ln Portland 
consol;Ldation as the most viable me~hu~p~rts ~he concept of 
organization can be achieved Ho Ii 0 ,y wh;Lch sound re­
police to address adeqUately'thei~everl ;L~ order for the 
sistent with the local democratic go~ ~ ;Ln a ~anner con­
simplistic orga.niza,tional models 0~0~~t;LcaltPh:-10SOPhY, 
be discarded.' e pas w;Lll have to 

\'.: 
What are the Options for I' , ____ ~~~~=-~_~~~-=~~~m~p~rov~ng Police? 

t,The opt~mal ~enefi ts from reorganizations in th 
sys.em can b~ der;Lved only if"th t' e police 
ture of Portlil.nd and Multnomah c e e~ ;LY:'e govern~:ntal str\lC-
to attempting to change police a~~n y :-s cO~sol;Ldated prior 
The more complex the authority str p~l;Lce relate~ functions. 
cisions about changes the lower t~C u~~,r7spons;Lble for de-
current disjointed, f;a mented e,e :-c;LencY,with which 
can 'be improved. l Howe~er, th~ ~~p~:-~~~;Lve pol;L<?e functions 
sqpport for the complete consoli a,;L;L y to ach;Leve voter 
should not affect efforts of lOcdat;Lon,o~ lo~al ~overnments 
police through consolidation I~ll?f~~C;L~lS to;Lmprove the 
major~ty of citizens and gov~rnment~i O'f~icf~~ fact tha~ 'the 
the w;Lsdom of governmental consol'd t' ( s agre~ w;Lth 
appear to have been unable to a r~e a ;Lon al tho~9h they.! 
o~ proceeding with reorganizing

g 
the ~~l ~he ~e~,c,l.;Lls) the logic 

s;Lstent with the eventual com 1 ;LC7 ;Ln,a manner con­
ments in Multnomah County is pP e~7 c~nsoll;Ldat;Lon of govern­
question policy makers sho~ld adrd;Lcu a~ y persuasive. The 

l
'd ' a reSS;LS not "Should l' 

conso ;L at;Lon occur?" but rath n po ;Lce 
P?lice con$olidatio~ ~ccur :i.,mme~f~t~i~?~ha~h ext~nif should 
f;Lned three options, an one of ' . e,s,a h~s de-
provement~ in the polic~, al thou~~;L~~ ~~~f!a~;Ll;Ldtate ;Lm­
These opt;Lons are: .' r1ng egrees. 

.1. Establish a single police f f agency or the City 
o Portland and Multnomah County. 

2. Establish a Public Safety S t _ uppor Agency to 

1 can beT~e.re~ults of a complex, ambiguous authority structure 
een ;Ln such efforts as CRISS pol' and police rec d . , ;Lce space allocation 

the commun' t~r s medrger: Unless changes are initiated both' 
b. , ;Lca ;Lons a~ c7;L~e lab mergers will also be ham ered 
yth;L~ problem. Th;Ls s;Ltuation is addressed in later p 

mendat;Lons. reccm-
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Chapter: IV 

3. 

consolidate and coordinate support Activities1 

while reorganizing and maintaining independent 
police Line Functions in each jurisdiction. 

Imp~Qve and continue the ad hoc mergers and re­
ductions of duplicative efforts in police Support 
Ac,tivities while reorgan~~~ing and maintaining 
independent police Line Functions in eaC!h 
jurisdiction. . 

r,rhese options represeN.t three positions on ;~ continuum 
betwe{<:m the current fragmented police organizatil/ons and com­
plete police consolidation. Trends point to th~ conclusion 
that the current natural evolutionary. process Wi~ll eventually 
result in consolidation of the police'. Any of these three 
options will reduce the time and expense that ~ill otherwise 
be involved if consolidation occurs through nat::ural evolution. 
Hc>wever, each has advantages which sh'ould be c!~nsidered. 

option 1: Complete Consolidation, of Police o~)erations 
'! 

The first option available,to the policyj,: makers involves 
the complete merger of the Portland Police Bt!'reau and the 
Multnomah County Division of Public Safety.2!1 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 
provisions: 3 

1. 

" 

The positioris of Portland Chief of ~olice and 
Multnomah County Sheriff would be combined in a 
position of police director. 

r, 
The Chairman of the County Commission would agree 
with the Mayor 1 s appointment of the Chief which 
would then be ratified by the County Commission. 
The appoint,ee would then be sworn in as Sheriff. 

a. Th~s Director of city-county police would 

~For a definition of the terms "Line Functions," 
Functions, n uAdministrative Activities I \ and "Support 
ties II!:I see Chapter V, especially Chart 2." 

lIStaff 
Activi-

, t 
4 
,I , 
I 
'/ 

I 
I 
J 
t 
1 
{ 

I 
l 
} 
\ 

I 
1 
! 
f 

.i2other jurisdictions in the county could choose to con- I 
tract with the consolidated agency.l 

, ~ , 
3See Appendix A for detailed guidelines and Appendix Bl 

for' a sample contract establishing a consolidated police agency. 'I 
! ~I 
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be provided with a Cont 't 
years which specifiee> h7ac of at least two 
authority, relationship~~or~~ponsibilities, 
of the governments and e other segments 

, process for removal. 

b. T~e,Director Would be under the 
v~s~on of the County Corom' , 
Mayo f th' ~ss~on rOe C~ty of Portland. 

immediate super­
Chairman and the 

WAOIUlldsw,'borndPers~nnel in the Portland Pol~ce 
e eput~zed. ~ Bureau 

hT~e ,county would assume responsibility I! 
~r~ng, personnel and' for futurl" 

for police. ' the f~nancial administration 
!. 

,1/ 

Portland Police Bureau ff' 
tained in the Portland 0 ~,?ers wORld be main-
officers could choose bPtens~on system; however; new 
S e ween the Multn h C worn Law Enforcement Off' , I, .', oma ounty 
and the State Public E l~cers Re~~rement System 
for Police. mp oyeas Ret~rem€mt System 

th~O:gt e~~yar~(',nsegemOdel would be established for fund~ng 
Appendix B)-. ... 

City-county and police', 
t " agency ~ights and bl' .:Lons ~n regard to the l' 0 ~ga-
given. po ~ce operations would be 

The advantages of this type of 
arrangement include: 

1. 

2. 

It would facilitate r " , 
prove the responsiven:~~g~~~~~t~on ~hat will im­
munity and client needs wh'l e pol~ce to com-

, ~ e reduc~ng duplications~ 
It would reduce red ta f " 
police service b ro 1?e, 9r c~ t~z,ens Who seek 
the City of Portia~d :~~~~~l~ne Pholice agency for 

noma Coun,ty. 
J., It would fac,tiitate lon. , 

improvement ~hf pol';ce sg r';lnge plannl,ng for the , ~ ~erv~ces. 

It would be eas,ier t' '1 " th 0 ~mp ement and administer 
an ei ther ~)f the. other two options. 

4. 

5. zt offers th~ most t cos savings potential. 
Basically tb " , 

diff' 1 ,e rna] or problems for admirlistrators 
tw ~cu ,t but fewer i:n number than with ei th, er of 'the 

o opt~ons. They include: 
,!. 

',' 
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Chapter IV 

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

2. There might be substantial resistance from the 
employees Qn 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. 

o tion 2: Establish a Public Safet ,support Agenc 

The sedond 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 efi'orts of selected support 
Activities Rather than continue to distribute functions 
in an ad hoc fashion among existing agencies, this option 
would involve the contractual establisp..ment of a single 
agency to organize and manage support Activities for emer­
gency and quasi-emergency public safety and criminal jus­
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) recqrdst (3) data processing, (4) evidence and 
property control, and (5) identification. In 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 acquisition, manage-
ment and maii):tenance. l . 

lpurther information related to the selection of these 
activities for organization is p:t;:esented l~ater in Chapter V 
of this report. The rationale for limiting the functional 
areas to Support Activities is alsO explained later. ' 

II 
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Consolidation 'options 

This arrangement would be' 1 entered into by the 'city andco~m~ emented by an agreement 
Oregon Revised statutes, ChaPte~nl~Ou7der the au~hority of 
agreement would establish a c't _ see Append~x A). The 
the previously mentioned act,l'i,countY,agency to manage 
terests in these activities lVl leSe Clty and county in­
ator of this Public Safety s~oUldtbe managed by the Coordin­
would be drawn and would cov ppor tAgency. One contract 
a separate contract for eacher m~s projects,rather than 
be for a specified number of proJect. The contract would 
party to the contract would years, and the jurisdictions 
tions in accordance with theagf:~st~ ~h~se out ~heir opera­
agency. Departments and divi~ions 1~~~7ate~ b~ t~e ~upport 
of the parties to the agreem t h Wl ~n t e ~urlsdlction 
the services provided by thee~ b~,OUld be requlred to utilize 
The police agencies would not ~ l~ saf~ty Support Agency. 
develop duplicative services ;hg~ven uaget allocations to 
tion would in general ~ontai; theefcolnltr~ct for ~h~s opera-

1. 

2. 

o ow~ng provlslons: 

The r~sponsibilities and authority of the agency. 

Provi~ions for the joint ' 
ator :having the responsib~ll~ln!m~nt of a, coordin-
orgadize Support Activities a~d ~ authc;>::~ty to 
those Support Activities that 0 coo::dlnate 
agencies outside the county (earge pro~~?ed by 

• ••• I crlme lab). 

A definition of the cost Er:t).ari,ng ," . arrangement. 

4 .', ~esignat;ion, of the specifl,ic su"p 'porl: 
"c,o be ol'(gan~zed under this age'!nc Acti vi ties 

,1/ ' " y • 

5. 
. 4" l 

Authorization 
own "p¢rsonnel 
stafl· 

for the a~ency ~b establish its 
methods wlth bas:ically nonsworn 

" 

6. Agency responsibilities for c~brdination of 
~ated departmental efforts: ( ;i , ... re-

,!~pace, jurisdictional boun~a~i~~' ~~vn~rs~cts °fn 
/' labor, etc.). ' " I ....... ~on 0 

j' 
• !/ 
ThPt. 

a n';llU~{~;s o~P~~~:~~a~!'sm~~~~nfh~o!~C~\;\ su:~port Activities has 
Act~ vlt~es outlined in ~ Option 3. o.c • erger of Support 
;J' I 
/,1. It would ensure coordinated, i:easonabl ".' 

provision of Support At' 't' ':1 y efflclent . . c lVl ~es for emergency 
agencles of Portland and MuJ5l::nbmah County. 

" 

2. ~upport ,Activities would be le~~s expen' " 
lf prov~ded by independent jUr:'ti.sdictio~~~e than 

ii 
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Chapter 'IV 

3. The approach is more consistent with long range 
trends toward consolidation of governments and 
would move police further in that directioh. 

4. It would give each jurisdict;i.on control of its 
Line Functions and Administra't.ive Activities. 

5. It would, place responsibility for coordinated' 
performance of support Activities and eliminate 
competition among the support Activity pnits 
from the political arena. 

6. It would reduce the, amount of administratiNe 
time which legislators and administrators m\lst 
devote to this area. 

" 

7. It would facilitate greater cooperation of us~r 
" agencies. 

A )l\~"'jor\disadvant.age to this approach is that it would 
;r:educe the amount of direct control individual agency admin­
istrators can exercise over Support Activities. ,Ittnight 
also reduce communication between the police and their 
support Activities. However, the~e problems would occur 
r.egardless of the methods used if the activities are re­
lllOV

ed 
from direct control of the police agencies. They 

are not serious problems, provided the police have sensi­
tive and cooperative management personnel and governmental 
lead~rs give the plan firm support. 

This option as well as option 3 can be implemented 
wttQ.ou,t complete consolidation of Line Functions, but if 
police effectiveness is to be improved, police Line 
Functions and Administrative Services will have to be 

reorga.nized"l 
, II 

,:\ 

option 3:\Ad Hoc Elimination 
Activities 

lications in SU ort 

Over the past severa.l years, the City of portland and 
Multnomah County have been attempting tq improve the per­
formance of police support A<:,1tivities by\' es'tablishing joint 
cooperative projects. This method of merging activities to 
improve po,lice services entails defining duplicative support 
Activities, obtaining official agreement both on the wisdom 
of merging the activities, and hoW the mergers will be 

ISee Chapter V for discussion and recommendations re­
,lated to Line Functions and Administrative Activities. 
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managed, and administratively l' , the merger of the acti vi ties' or egl.slc;t tJ.;-vely mandat.ing 
have resulted in a simple coiocI~,some l.nstances, mergers 
rather t~an any significant reda l.,?n o~ offices,and units 
To date such moves do not a uctl.on,l.n operatl.ng costs. 
cations sufficiently to J'UsPt~efarthto have improved communi- ' 1 Y e efforts. ' " 

,In most cases, mergers have been lnform~lly, and unique organizational handled relatively 
establ1shed for each new mer er T a::rangements have been 
jects have not been providedg '~h he dlrectors of such pro­
tracts and seldom has the' w~h' l?ersonal'services con-
the broadest of terms W~~hau ~rlty been defined in even 
flect their duties p~oj ect d:r:o ~rmal contracts ",hi.ch re-
scant overall guid~n ,lrec ors have been left wit~ 
little specific auth~~it~~nslderable resP5msibility, and 

Policy makers are 0 1 technicalities of the s ~ )[f~enerally farniliar with the 
and they have been unablec~ol~eol?eration of,m7r~e~ functions, 
adequate guidance to dire t flne responslbllltles or give 
, , t ' " c or s . Even more s ' lnl latlng mergers polic k erlOUS, after 
discovered themsel~es to ~em~ners an~ other officials have 
the merged operations projectC~:r:fllct over the details of 
been forced to organi;e adviso lrectors have, therefore, 
administrators and police ry gr,?ups of criminal justice 
suf~icientconsensus of in~~~:~~::slln ~n effort to obtain 
proJects of the support and la people to ensure their power to function. 

Although a number of mer e f ' have been successful the ttg rs 0 n~npollce functions 
tions have not b~en.~otabl~ ernpts at Joining police func­
brief summary of the police ~~~~~~:;>dfUtl: The fo~lowing is a 
date. 1 a 10n experlences to 

1. 

~ . 

3. 

Portland Police Bureaur 'd" ., 
for the Multnomah count~ ~~~ 7~f~ommunlcatl0ns 
between 1930 and 1946 The M

r1
lt s Department 

Sher "ffr 0 • u nomah County 
'. J: S epartment separated in 1946. 

greSham ~o~i~e have relied on the Multnomah 
ountY,Dlv7s10n of Public Safety to provide 

communlcatl0ns for their department but ' 
recen~ months, ?resham has established a ~~s­
~atchl:r:g operatlon of its own and appears to 

e mOVlng toward its own communications 
system. 

~lh9i~i~~~~i~~dp~~i~~e.s:~~~~uC~~i~~~tnomah County 
65. In 1971, thlS arrangement training in~ was dissolved. 
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() 

4. 

5. 

, l' Bureau and Multnomah county. 
The portl:and Po ~ce:, ' dtheir records ~n , .,' of Publ~c Safety,\merge" , 
D~v~s~on, (/ fter thre'e.sears of ~xper~ence, 
1968. However, a '.,., . ", f Publ~c' Safety 
the Multnomah County D~v~s~on ,,0 

withdrew from the arrangement. 
t t d to co1ocate police 

The,c~ty an~ cou~~Yc:; :~~ ~perations in at least 
adm~n~strat~ve 0 '. ~ there was an attempt to .. 

~~~a~~s~~~~e~he ~~~~~P9rtl~n~ po~iceh:r:~~~c~u~~~_ 
the ~heriff's op~ra~~on~h~;f~~~o~~ ~ailed. Second, 
ing ~n east po,~~ ant 'to colocate the administJ?a­
there was an a .emp d erational un~ts 
tiv~ and select~ve suppor~,an ,~Pthe police admin­
of the city and county po ~~e ~d Oak This ef­
istration build~ng, at Secon , an ful ~l though the 
fort has been part~ally suc~ess , 'not 
situation is extr~~elY ~r~~~i~~rsT~~r:n~~regOOd 
sUffic~ent,c~locbat onnOthe counterparts of the 
cOl"!lmut;!i~cat~ons e wee ~ 
two agencies. 

6 .
' "'CRISS is one of the more successful c:ttempts ~t 

" b t area pol~ce agenc~es. project cooperat~on e ween will 
If it is eventuallY successfUl'tthe succlems~llion 

b d to the fact tha severa •. 
~~~~:~;YOfeta~emoney have been invested in the 
system. 

f tho portland police Bureau de ten-
7 • The merger 0 ~,' - . '" t ' '1 has been 

tion operations '",ith the o,?u:ny J a~ , t t 
the most successful consol~dat~on proJec 0 

8. 

9. 

date. 

Cit -county Justice Coordination and p'lanning 
hasYbeen another cooperative effort; ho~ever, it 

to be losing favor with the var~ous appears ~. 
agencies. l ' 

The communications project, which is'currentlY in 

t he preimplementation stages, offers reason for 
b successfu?i than other 

hop~ that i~o::~ere ~~~~e the init'ial planning 
proJects. t ly'sound the pr,ospects of success 
has been ex reme " t bl' hed along 
are' slim unless the project ~ses a ~s . 
the: lines outlirteid in Chapter V and Append~x A. 

ISince il:.his observation was made, the c~ty-countY Justice 
Coordina.t.ion and Planning operation was term~nated. 
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Regardless of one's philosophical commitment to elimin­
ating duplicative governmental funC!tions, experiences such as 
the preceding do not provide a background for optimisn1 about 
the possibility of future success of mergers bas<:lid on this 
ad hoc approach. Even though each of these past efforts has 
unique characteristics, .they have had significant similari­
ties which may be related to their high failure rate. First, 
little or no long-range planning has been undertaken prior 
to implementation of a merger. In some instances merger 
costs' have been ascertained and the initial orgahizational 
structure, personnel needs, and physical facilities defined; 
however, in no instance has SUfficient attention been given 
to long-range problems such as continuous funding, equable 
control mechanisms, and the possible impact of the changes~ 

Second, planning for mergers has not been suffiCiently 
comprehensive or systemic. CRISS and the communications pro­
ject are good examples of this problem. The operations of 
these projects are interrelated, and the projects cannot 
exist completely independent of each other. iI'hey cll~e part 
of an information system that also ~ncludes police records. 
Planning for merging these functions must include all three 
components. Independently developed plans for each of the 
areas must be based on assumptions about extensive coopera­
tion among the three areas. without detailed overall plans 
which reflect the interface procedures,' technology, per­
sonnel and data collection instruments~ these subsystems 
will not interface adequately and nei tlter the information 
system nor its SUbsystems will work effectively.l 

Third, there has been inadequate commitment to merged 
functions. participants have been free to withdraw for any 
reason. Given this situation, the a.ttitude of some parti-

" cipants borders on arrogance rather than coopsration. They 
threaten to withhold cooperation ifc8 function is not per- . 
formed their way. Sufficient comrnitments on the part of 
political bodies would help to ensure cooperative efforts 
on the part of operational personnel. 

1 The present approach to <tIle information sy~:r!::em is 
analoC]ous to attempting to build an airpla.ne by hirin.g three 
separate companies to construct subsystems without ever de­
veloping an overall integrated. construction plan. All three 
compCi.nies may have a perfect understanding, of airplanes, btlt 
without a thorough description of the specific type Of0 air­
craft being built; none of the companies would be capable of 
building compatible engines, f,uselage, and wings. Even i~ 
the companies held meetings, chances are the final product 
would not fly. . 
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Fourth, the lack of sufficient authority has hamstrung 
the responsible personnel. Failure to specify the obliga­
tionsof particip~ting agencies has further hampered mergers. 
Since agree~ents between the involved parties are inadequate, 
conflicts s(naVB to be negotiated as the cOhsolidation occurs. 
This situiItio:q~ocrces project managers to ,make extensive time 
investments in-\ppflict re.solution and makes effective manage-
ment diffic:uit, v if not impossible. ' 

Fifth, related co~d.,t~'ee objectives and structures are 
ill-defined.' Re:' .. ations~~;Llps between cornrnittees,~and staff mem­
bers are difficult, if n\~t j.~possible, to unders:tand. Where 
committees have been used~, it is difficult to deterntine 
whether professional staff members command the committees or 
the committeescomrnand the staff. Apparently very little 
consideration has been given to what type of relationship(? 

'<will ,best serve 'the merger or project. \\ 
\\ 

'\\ Sixth, mergers and cooporative projects have been 
~anaged 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 entanglemen,ts with one of 
the p~;ticipant agencies, (3) lack of experience and skill in 
project management! and (4) immutable confidence in the yalue 
of the basic methods used by their c)'wn police ~,gency. Since 
it is usually more diffioult to le&;rn the technical areas 
than the police operations, it seems logical to hire merger 
directors who are" ,independent of the participating agencie,s 
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' 

r\ .' corrected. I:!="theYrcannot be solved, both th~ people sup-
porting consolida,tion and police employees will become dis~ 
couraged and discontinue the time-consllinir.g, expensive ef­
forts required. While the continuation of ad hoc mergers 
0:(') police functions can improve services and Feduce cost.s, 
·such"will not be the case unless substantial changes" are 
made in. ('the approach.. If the ad hoc appro~ch to merger;s is 
continued, existing and future projects should be improved; 
in the following ways:, ," ~ 

1. The jurisdictions'vinvoived should negotiate a, 
precise contract ~hich specifically sets forth 
tile objectives of the project, the ;budget, com­
,munication channels, and the management ~uthprity 
'of~the project director. l , ~ n 
>,~, C< 

ISee ApJ?endix A for guidelines on contracts. 
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Th '" 
t ,e contract should also establish the obl' 
~ons and the length of commit _ ~ga- , 

to the contract .. It should m~nt.of the par~~es 
ate unnecessary bureaUdraticbe d~s~gned to,el~min­
management activities" All rev~~w, of proJect 
able to ascertain th . agenc~es,shou~d be 
receive. e amount of serv~ce they will 

':['he reporting responsihilit ' , , 
tors should be precisely d ~,ofdthe proJect d~rec­
clear Who has the a~thorite ~ne,; It shoU~d be 
to perform what functions.y~O o"der the d~rector 

Projects should be supervised by people who are 
'c,?mpetent ~n the technical area~rather than 
s~mply pol~7e;man~gers Who are assigned by one 
of the part~c~patlng agencies. ' 

Plahs should be comprAhensive' , 
l'ong-ranged ~ In add' t ' " systemlc and 
unless there is speo~f :on, t~~y must': be followed 
cation for modificatio~~' ~e -conce~ved justifi-

Once these conditions have b' 
would be reasonable to expect een met, the staff feels it 
proved efficiency from reduct,suC:C~SS.~Ul Cooperation and im...:. 
efforts in the following Staff~onS 0 Ct~ty-counlty duplicative 

uppor areas: 

1. C6mmunications 
2. Records 
3. Data Processing 
4. Ev~d~nce and Property Control 
5. Cr~mlnalistics (Crime Laboratory S ' 
6 E' '. erv~ces) • qu~pm~nt Acquisition and Naintenance 
7. Deten'~a,?n al!d Prisoner ProceSSing ,', 
8. Ident1f~cat~on 
9. c',IWar7'al!t Service and Extradition 

10. Facl1~t¥Acquisition, Management and Mainte ' . . nance 
Initially, ad hoc projects in th ' 

most ,instances require a high ' e preced~I1g areas will in 
cu::rent total experiditure~ Ofe~h~n~:s~ment of fUl!ds than the 
be~ng demonstrated by CRiss and th P rate,age~c~es. This is 
However, the amount of' , ' e Commun:-cat~ons Project. 
entirely on the am~unt ~~c:ease necessary .f-s dependent almost 

o ~mprovement that is made in technology. 
Ii 
( 

activ~~';lrther information related to the 
"'"ll ,_<C,'" ~es and recommendations~ ,sele<?tion of these 

~s-'presented later in th' oncern~ng the~r organization 
fo~ limiting the funct' ~slreport. In addition, the rationale 

"eXP:'i:'ained later. " ,~ona areas to Support ,Activiti/es is also 

,,<) 
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Chapter IV 

Once the reorganized function/3 have b~,comeoperalional~ ~ub­
stantial savings can be real±zed?becau~e of the (1) e11m1na­
tion of duplicative command and superv1s,?r~r personnel, (2), 
es'l:.ablishment of lower cost nOI:swt?~n. POS1 t10n(~), (3) re~uct~~ns 
in equipment ~and facility dup11cat10ns! and econom1~s_ 
scale related to purchasing. Such sav1ngs would occur 1n ap 
proximately three to five yea:r s • 

The reorganization of th~se activities should also re­
su]t in improvements in operations and,l,?w7red costs aS,a, 

'ult of expansion of the support Act1v1t1es fromserv1c1ng 
~~~y the police to providing service ~o a~dition~ldt.!°ve~nh' 
mental a encies. For example, commun1cat10ns an 1spa c 1ng 
could al~o serve fire, animal control, emergency r~scue, am­
bulance, street repait and even social service de11verY,agen= 
cies. The crime laborat.orY coul~ serve courts '7n~~ pub11c de _ 
fenders Such expansion of serv:J",ces should fac11:htate coo~er 
at ion a;d communication amo?g governmental, unit~, _thereby, 1m-
roving the coordination of. government act10ns 1naddress1ng 

p , 't' overall go.als and serv1ng C1 1zens. 

The disadvantages of this ad hoc approach to improvirig 

police services as compared to the other two options are 

many: 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

It fragments authority over proj:Ekcts which results 
in a lack of coordinatibn bebveen projects. 

It results'in competition among projects for funds. 

It increases time which legislators "and policy, , 
makers must devote to 59,dministering support Act1V1-
ties projects. 

It increases the difficulty of long-;-ange planning. . , 
It increases the number of individual agreement~ 
and policy groups resulting in cumbersome organ1za-
tional arrangements. 

It fails to achieve maximum cost reduction and 
efficiency due to increased coordination and admin-
istration time. 

Itloften results in iailure, Q'7u~ing a hi~h rate of 
sepa~ation (e.g., records, tra1~1ng, purchasing). 

8. It wptHd restrict the number of user agencies. 

It fails to .offer the security necessa;ry to 
attract competent personnel. 
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Consolidation Options 

Again, it shoul,d 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 

To compare the relative merit of the three options, the 
~taff has identi~i~d seven crite-:-ia which are particularly 
xmportant to dec1s1ons about po11ce-related mergers and con­
solidation. 

1. Legality of arrangement. Any a;rrangement must be 
legal or there must be the potential for changing 
the law. 

:2. P<?tential,of the arrangement for providing respon­
S1ve serV1ce based "on policies and priorities of 
indivIdual governments. --- --

3. Proba~ilitY?f arrangement facilitating Eolice re­
spons1veness to community and citizen needs. 

4. Increase of efficiency. 

5. Extent of consistency with the trends and long-:­
range plans for the improvement of polI"Ce service. 

6. Ease of implementation. 

7. Ease of administration for elected officials and 
Otlierigovernmental adminIStrators. 

Table 3 provides a comparison of the extent to which 
eacp. of the'three options satisfies each of these criteria . 
To '.Summarize, all three options are· legal. Police r~spon­
sivl9ness to ;Local communities and people who call fol!:' police 
service wilr be dependent on the inte~nal organization of 
the police: Ibperation. However, if the research that has' 
been 'conducted to date is utilized in the development 01-5Jche 
internal police organizational structure, the effectiveness 
of police in addressing ciient needs and expectations can 
b~ increased considerably under any of the three options. 

.A.ll 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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Table 3 

COMPARISON OF CONSOLIDATION OPTIONS 

CRITERIA 

1. Arrangement legal? 

2. 

3. 

Responsive to 
policies and 
priorities of 
government? 

Responsive to 
local public? 

4. Increase effi­
ciency? 

5. 

6. 

Consistent with 
long range trends 
and plar:J,s?' 

Ease of implemen­
tation? 

Option 1 

Complete 
Merger 

Yes 

Yes 

Yes 

Yes, Consider­
" ably 

Yes I more than 
options 2 or 3 

Greater conflict 
than either op­
tions 2 or 3. 
Success potential 
is higher than 

Al:.TERNAT!VES 

Option 2 

Support 
Agency 

Yes 

Yes 

Yes 

Yes 

Yes mOre than , , I 

option 3 

Approximately. 
same conflict as 
option 3, but 
higher success 
rate. 

Option 3 

Ad Hoc 
Mergers 

Yes 

Yes 

Yes 

QUestionable 

Yes 

Yes, in terms 
of" conflict ;;; 
the easiest; 
however, suc­
cess rate low. 

" 1 

. f 
1 

, i 

I 
I 
f 

If 

I 
14 
I"'t 

11 

/'1 

1,

1 f 
I 

J I t 
I I 

l,'t 
I I 
I 1 
It 
J I 

d 
!\ 
I J 
f [ -

[',' ~i 

'I 
['J 
1,' , 

If 
fr 

C !f l __ ~~ __ -'-:"-~--f-----2..-----r-------;,·---t-------l1J 
option 3 but low­
er than option 2 

7. Ease of adminis­
tration for juris­
dictions? 

Le~st time con- Easier than op- Highly time I"f 
suming for the tion 3 consuming and !: 
chief administra- complex. j ! 
t;ors o~ each jur- .. '1 1'~1 

1 ______ ..:. ___ IIIIIiiI_J.~~·: Sd:i:d:t~~~o:n~·~ ___ J.. _____ ... __ .J. _______ "'I,~ 
, k 
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ConsOlidation Options 

consolidation of the police. The ad hoc approach (option 3) 
will not move the police as far along toward complete merger 
as quickly as will the merger of Support Activities (option 2). 
Immedia~e consolidation of police could save y~ars of frus­
trating ad hoc merger efforts and thousands of dollars in 
administrative costs. The mOS~;~9litically controversial of 
the three options would be opti'c.'!t 1 -- the complete consoli­
dation of police. However, in t1'1e long run, option 1 is most 
likely to result in a police arrangement that will require 
the lowest investment of time by political officials and 
would be the easiest to evaluate. The reduction of adminis­
trative time will result from: 

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 colocation, 
merger, and consolidation" being removed from the 
political arena and placed under the police admin­
istrator for resolutiop. 

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. 

~ As an alter.native to this recommendation the second best 
approach is outlined in option 2. If neither option 1 nor 
option 2 is deemed acceptable, op~ion3 will represent an 
impr6~ement over the approaches currently being followed. How­
ever, the·,.tmprovement of overall police operational e:ff'fecti ve­
ness under! these "options will be dependent on concurrent re­
organization of police Line Functions and Administrative 
Activities along the lines of the recommendations in the 
next chapter. 
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Chapter V 

INTERNAL ORGi\NIZATION , ~ 

(; 

The tiltimate purpose of the Police Con~olidation Project 
is to d€';,ve).opmethods of substantially improving the local 
police n:;y$tem. Even though it is not possible to anticipate 
which,/ i:l; any I of the preceding consolidation options officials 
may prefer, it is possible to define problems ~nd suggest 
cou~~es of corrective action which are basically compatible 
witJi any of the three alterna.tives. This chapter contains 
elY' summaries of the staff's concl'!lsions about police organ­
~i~ational problems ,and (2) recommended courses of action f 
rion9:d:stent with the three options, _that policy officials can 
'institute for police improvement. 

Are,as of :,Potential Improvement 
" 

Police departments, as aiher 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. In 
addition, police o;rganizations mU$,t ensure their employees 
the best possiblework:i.ng condi-cio,hS 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 ambiguous, milieu of the' police, police organizational 
designs are near~,y always imperfect. Therefore, weaknesses 
in organizational: design are not proof of a bad organization, 
ra ther they are bbthing mOL'e than an indication tha't improve­
ment is possible J Such improvement should be consid.ered the 
basic challenge f\9.cing public officials and administration. 
OnJ:y through the jldentification of shortcomings can :improve-
ments be initiated, and developed. ' 

(~ , 

Staff r~~earch has resulted in the identification of a 
variety of shortcomings which have implications for changes 
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, The most prominent of these 
in local police operat~o~sl)· dministrative philos,?P~y ~ (2) 

e related to \ a , , ls and c~v~l~ans, 
pro~lem~,aprof police with elected ofi~c~~nd (4) management 
lat~ons ~" 1 structure and goa S, 
(3) organ~zat~ona , 
and personnel pract~ces. 

re-

\: 
.' 

Administrative Philosophy ,; , ;I _ 

, ' f shortdom~ngs~ as r~ 
In regard to the f~rst a::~:n~e indicates th$t soc~etYI 

, ected in Chapter II I ~he ev:; evolving t.owards/! a l~sS 
fl, , lly AIi1erican Soc~ety I , ~s t 1 The h~!stor~cal 
espec~a,' galitar~an sys em. y' 1 st cen-
authorit~rian, t~~~~ :nd Multnoma11 county oV~I ;i~~ie~y. 2 
changes ~n", po:: t t with those of the overa "d' from a 
t are cons~s en h have progresse , 
ur¥ - managerialapproac es _ ierarbhical soc~al 
~~~~~~~1~~~ oriented Typol~\J~ ~;~~~o~~ :m~hasiz'lng for~alized, 
system 't.hrough a Burea~cra ~le to a participato:ry Typo ~gy 

~:~:~s~~a~e;~~~;~i~;d ~ ',' h~~!~~~~a~~~~ ~~;~~d~~or.nT~:r~~~~li ty-

go,:ernments u~~o~~~;~~:~ organizational arra~;t=':~~~~~i~~tional 
~~~~~~d~~t~z~d, a~thoritari~~ ea~~~~~:~e~;~ e'tnployee participa-

C'hes involv~P9 extens~v approa ~ 
tion. ',' , . a ear to have developed 

Local Eolice ~ge'nc~e~ i howe~e~i~d ~~ozen on the charac-

rap~dly to the Bureaucrat~c stag 'b' lice personnel seem 
.... , t logy Al thong . po 't.n" 

teristics of th~s ypo t~ ilitary-like, bureaucr~ , ~ 
aware of the wea~ness of e m in local ,police agenc~eS3seem 
approach, many m~ddle man~ge~s more" participato'ry sty:te: 
reluctant to risk change 0 f'd~nce' in such bureaucrat:;c of 

commanders express con ~ 'n of control, cha~n 
TheSetrements as hierarchy I ra~k '" sp~ the police bureaucracy I 
accoU , lization'exper~ence ~n, " 1 treatment of 
command I spec~a , ',: 1: tions ~mpersona , i' 

universalistic r~les and ~e~~n~rol of em~loyees ~nd Cl~ent~ 
employees and .. cl~er:ts, an The view d;,:vilian ~nvolvemen 
by threats ana pun~shm~n:trs. iclon and' c!lin-gto the more 
in police operations w~ U~ susp \ 

Slater and warr:en G. ~ennis, _ 
lAlso f see Ph~ltiPblE. II Harvard Busin~;;~ 'Rev~ew (March 

"Democracy is Inev~ a e, . t 
April, 1964). \ 

and Ch£nge'patterns, !~eport. 
2staff, History _ . - \ 

. to the\portland/Multnomah 
3This situation is not un~fu~ions of:,'Chief Robert I9l,t 

area as reflected in, the~~es~~a~s organi~~zation and Coord~na 
and Chief John ,Fabbr:; to· li'l e 1974 ' , n 

Committee and s'taff ~n eaJ:i, y . 
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traditional bureaucratio criterion of police experience as, 
the surest indication qf competency to de'al with police 
matters. Employee participation in deci~ion making is 
limited primarily to people in high stat~s and rank posi­
tions~l It appears that many police are ~onfident that 
the ultimate model for police organizatid,n and management 
has been identified. ~ 

I' 
II 

"The functional necessity of partici~ation and open 
communication in a contemporary organizatliion facing environ­
mental and socia~ conditions of chronic dhange has not been 
recognized by many police officials. 2 T~eir apprehension 
about general employee participation in c),ecision making and 
planning activities is reflected in thei~ insistence on 
police management domination of all func~:ions .and operations 
affecting police operations. Frequently :ilower level em­
ployees are brought in to the police d~c~lsj~:()n mak~ng pro­
cesses only when top managers are conf~de!nt such ~nvolvement 
will strengthen their positions with "ou~siders" such as 
legislators and the public. i 

iI 

;I 
Relationship with Elected Officials. and q:ivilians 

!i 
'I 

In terms of the relationship of the ~olice organizations 
with the publ.ic and local legislators the: most significant 
sta~f obs~arvatio~ in t~is area is that l6ba~ police q;genc~es 
tend t() q/'perate ~n a h~ghly autonomous fa!,'pJnon. Many pol~ce 
managerSi! seem to believe elected officials t especially 
elected ,fgovernmental administrators I ought ;ito confine their 
relatio~ship with the police to (1) enact~hg legislation, 
(2) negS:t;iating police pay rates, (3) endbrsing pO,lice gen-
erated~deas, and (4) defending the polic~ against critics. 
Elected officials who legitimately"endeav(~r to influence 
pOliceloperations in the public interest .re often viewed 
as meddling in police affairs. The position of most police 
seem,sl~o be that police managers, rather 1;'han politicians, 
know ~,est what the public needsl a!3 well a~s the police re­
sponse',s which are in the public, interest.~' They tend to, 

!, 

'I 
" :f , 

---'1r-
J{~ome police :managers hav(~ had sufficient eXJ?osure to 

participatory m,anagerial philosophy tQ realize resist.ance to 
it cis considered reactionary. Therefore, they insist they 
practice it. However, the number whose practice match the:L;r 
rhetoric is small. 

2See o'rganization~l Resource Inventory. 
"1 

i 3This ~osition is not unique to the police. 
pations that are considered professional refle.ct 
phil'osophy. 
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Chapter V 

ignore the appare~t conflict between their positions and the 
obligation of elected public officials to esta~tish priorities 
and direct the agencies of government over which they hava 
authority. 

Citizen influence on police operations is seldom welcomed 
or facilitated. Although police managers want broad citizen 
support, they seem to believe that if a simple m~jority of 
all citizens generally express approval of a polIce.c;.genc¥, 
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 1.1nderstanq.ing orithe p:art of critics. 

Even the involvement of technically competent "civilians" 
in police operations is gene.rally viewed with distaste by 
these "sworn" personnel.' In contrast to many other govern­
menta,l agencies that actively seek citizen. involvement and . 
the support of highly educa·t:ed personnel' in their staff POSI­
tions, the police! in Portland and Mul tnomah county rely 
basically on sworn, experienced police managers for "expert" 
decisions about their organizations and operations. When 
citiz~ms 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 governmerital,operations tend 
to be concerned about the people who u~e ):.heir services or 
products more than about the statisticaM:y' "average" person 
in the entire society. The police are relatively unique in 
failing to perceive any difference between their clie?tele 
and the statistically average citizen. Local police managers 
are hot p'articularly concerned about the characteristics of 
the people who frequently seek ,their service,l and they 
appear to invest little effort in assessing the needs, priori~, 
ties or level of satisfaction with police performance of th~­
people who request police attention. '1'hey seem to enjoy pro: 
viding law enforcement whether their c~.;Lents want and apprecI-
ate it or not. 

lstudies of police clientele, to d'Cite suggest the people 
who seek police services do not reflect the Same character­
istics as the statisticaB.y "average " citizen. . See Thomas 
E. Bercal, "Calls for police Assistance: Consumer Demands 
for Governmel1t Service I" American B~havioral .§..cientist, Vol. 
13 (July-August, 1970); John Kenney, et aI, "Field Patrolmen 
Workload in California," Journal of California Law Enforcement, 
Vol. 4 (January, 1970); and Raymond T. Galvin, e~al', survey 
of Public Attitudes Toward police Services (New Haven: City 
Plan Commissi.on, 1970). The research conducted. by the police 
Consolidation Project corroborates studies completed in other 
jurisdictions. 
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Organizational Goals and structures 
c> .' . II 

AI; local police chiefs and a significadt: proportion of ~ 
the, polIce manage::s espouse, a service orientd!d role for local 
polIce. The preVIously revIe.wed goals raflec't th'" h b 1 h' . ' . \;:: eavy ver-

a, emp aSIS some polIce m~n~gers place on service and order 
maI~te~ance ra~her t~an cr~mInal apprehension per se. l How-. 
eve.,! t~e serVIce orIentatIon does not receive the same em- -
phasIs:Ir; the departmental a;location of resources, operation­
al de~asIons, or the evaluatIon and rewarfr system of the police 
ag7ncIes: ,The portlan~ Police Bureau invests approximately 
~hIrty-sIx per~entof Its annual financial reSQurces in crim­
Inal al?prehen~Ion as compared to thirty-four pe,rcent in patrol 
operatIor;s W~1.ch has th7 basic responsibility fbr service and 
0~d7r. maIn~e~!anc7 functIons (Table 4). The Mu])tnomah Count 
DIvIsIon,of ~~blIC Safety uses approximately thirty-two per~ 
cent ~f Its, dnnual budget for criminal apprehen:sion compared 
to thIrty-nIne percent for patrol. 2 

,L~r;e s';fpervisors tend to, rely on citations and arrest 
sta~Is~Ics In evaluating police officers. 3 The Pottland 
pO~Ice Bureau patrol distribution'plan relies heavil~ on 
crIme related data,4 and the formal and informal priority 
systems o~ local police agencles tend to emphasize criminal 
apprehensIon. S Therefore, the emphasis police officials 
place on the provision of noncriminal serVices is not univer­
sa~ly shared by their subordinates. 

Staff study sug~ests that while police al~ost ~nanimously 

lsee Chapter III of this report. 

2 These,percentages.are of necessity subjective assess-
~ents b';tse~ on a comparIson of the proportion of funds invested 
In ~pecIalIZ;.~~ en~orcement functions as per general patrol. 
P~lIce ConsolIdatIon Project Staff, Study of Resource Alloca­
tIon: 1973.:-74 (July, 1974). This conclusion does l7I.ot a' 1 to 
Gresham Pol~ce Department or the Port Authority. ~~< pp y . 

II 
''> 

, '3The only information J?rovided supervisors about the quan­
tIty of work of each of theIr subordinates is citations and 
arrests. 

i, 

4?lanning and Research Division, Personnel D 1 
(P tl d 

ep oyment Plan 
or an: Police Bureau, December, 1970). 

5 ' See Yaden/Associates, Consultant Report: Police Clientela! 
~tUd~ (Por~~and: Police Consolidation Project, 1974) and Staff, 
PolIce Role Questionnaire Results," April, 1974. " 

" f, 
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Table 4 

OF POL' ICE FINANCIAt ALLOCl\TIONS COMPARISON 

,} 

" 

i 

!" 
I" 

MULTNOMAH COUNTY Ii 
PORTtAND POLICE BUREAU DIVISION OF PUBLIC SAFETY 

Purpose Budget Percent. ,', Projected Percent 
" 

Qf Allocation of Alloc.ation of .' 
Allocation (1973-74) Total (1974-75) Total 

t~) , 
I Administrativel & 1.\ 

$1 362,074 29 Iy,. Support Units $4,543,336 30 

crime units2 5,574,516 36 1,471,,464 32 , 

t' ,3 General Opera 10ns 5,229,537 34 1,827,815 39 
(Patrol) <. 

Totals $15,347,389 100 $4,661,352 100 

I 7· f 'Administration & Planning lAdministrative & Office 0 the Ch~e \ Services 
Support Units " Inspections I. 

. R rch Operat1ons: pJ,ann~ng & esea. I (1) Instructor Time 
I Fiscal. Administrat10n, (2) Fleet Maintenance ') I Personnel & Training . 
1 I (3) Building Ma:;ntenance 

Records I ii, (4) F st Serv~ce , Comrnunica tions ;1 ore ,., 
,', ' 'Internal Affairs III ___ ~____ :" 

L-------------rr------
----..... ------7\ I !IIntelligence . 

2crimeUnits ,Detective t cs 
Juvenile 1'1 Vice ~nd NarcQ 1 

I, Women's Protective !I Operations! . 
\' criminalistics II (1) Traff~c 
I Special Investigations' II (2) Investi~ations 
I Intelligence I, " (3) Court T~me () .', I Traffic ,. __ .,-~.:..._-___ --_-_----

::--3--:--:-----r-I,-----~-----() 'I District Patrol 
General'i.\ I 3 Precincts I Operations: 

operations I . I (1) Reserve 
I (2) Parks 

\1 I ... \ (3) Search & Rescue 
.1 I I (4) Leave Taken 
i;tll < "I • '. 

" " 

.f 

;, 
" 
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Internal Organization 

agree on law enforcement as a legitimate fUnctton in the police 
role, only about half of all respondants Would sUpport police 
involvement in t,lle rendering of services. l Thi;s ~ndicates that 
articulated goals are either not adequately und t

,
!9rstood by em­

ployees at lower levels of the hierarchy or the~ stated goals 
lack credibili ty arnon~ operational personnel. lSoth managers 
and street-level officers should be using organizational goals 
to guide their behavior; this appears not to be the Case. 

Both Portland and Multn,ornah County police organizational 
designs reflect a similar criminal apprehension orientati 
as reflected in their financial allocations. However, th on 

is not true in Gresham. The Greshrun police not only inve is 
st 
e 
al 

the major portion of their funds in patrol operations, th 
police organization is arranged for the delivery of gener 
services. 2 The Portland Police Bureau has approximately 
thirty-five percent of its personnel assigned primarily t 
law enforcement and criminal apprehen~ion as compared to 
thirty-four per,~ent in general patrol. The Diy~sion of 
public Safety has approximately twenty-six percent assigned 
to specialized law enforcement and apprehension units and 
thirty-eight percent to p·atrol. Gresham has eight percent 
assigned to criminal apprehension and fifty~four percent t6 

0 

patrol services (Table 5). , 
/. 

" 

As the preceding suggests, Portland's Police Bureau ~~ 
heavily specialized. This observation ,.;ras also made in, a 
previous study in 1947. 3 Al·though both Mul tnomah County 
Division of Public Safety and Gresham are less specialized, 
they hav~ been. taking steps 'which will increase the propor­
tion of specialists in their organization. The high degree 
of specialization currently eXisting in Portland and Multl10mah 
County is creatin-g problems related to dis;~emination of in­
formation, duplication of efforts, and employee morale. In 
addition, status systems associated with specialiZed police 
positions and units are workingagalnst the overall efficiehcy 
of the organizations. 

-----
lSee Chapter II)~,) and Staff f "Emplo~ee Opinions of Police Role Characteristics. II 

2It is interesting that the Yaden/Associates study of pOlice 
clientele revealed tnat ,;Gresham Police Clientele reported their 
officers responded faste-.r and they!;were m6re satisfied with the 
police service they received than were the police clientele of 
Portland or Multnomah County. 

3August Vollmer and .1\ddl.son FOrding " Police l~ureau Survey 
(p,Ol:'tland: Univer~,:ity of oregon, 1947)'n However", it, is 'only 
fair to point outefiat as this report is\~ being prepared the 
BUreau is taking steps to reduce some of its specialization. '.\ 
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Gresham ," 
, 'I', Police '::--' 

Department 

Multnomah 
Division 

of Public 
Safety 

Portland 
Police 
Bureau* 

County 
Totals 

" 

Table 5 

P' 0' LICE PERSONNEL A,,/,~LOCATIONS COMPAR1SON OF, 
<:!-;':--' 

Crime Gengral Services Adminis tr,a ti ve 
(Patrol) units Support 

§~ 

,Personnel Assigned Personnel Assigned Personnel As'signed 
. 

# % # % # % 

([ 

10 38% 2 't 8% 
~, 

14 54% 

". ," 

.-

101 36% 72 26% i05 '~<"'·3a% 

-? 

I:::, 

299 31"1; 342 35% 336 34% 
,'-,", 

., 
,.' 

.' 

410 32% 416 3c2% 455 36% 
-, 

" '. 
'," 

Q , 

do not include 13 employees on lec;tVe and *Figure~ could nbt be determ1ned. ;vJhose assignment 

(} 

I 

I 

Intern~l Organization 

,The organizational structure of police and other units 
of government are not adequately interfaced, therefore overall 
governmental ef:eorts suffer. 1 The police Administlt'ative, 
Activi ties duplicate the functions of similar uni d~ in the 
city and county.. The, relationships between the pojt.ice and 
other social service agencies are ill-defined and~s a result 
police officers do not'adequately understand or frequently 
utilize assistance from these a.gencies in achievA.l1g police goals. 

" 

Personnel allocation and utilization also contain ser­
ious problems. A large proportion of sworn personnel is 

I" assignedtQ overhead and specialist functions. The alloca­
- tion of personnel is based on either a "h'arrow definition of 
workload or sup~rficial information about the woll-kloads. 
Long.,...rang;e, accurate plann:i,.l1g is hampered because of the 
management data system sb:rlfcture. ,; Further details, relatE}9 
to some of these general observations will be discussed later. 

Management 

The./operations of the police systems are hampered by a 
number of management problems. They include (1) ,lack of 
under's,tanding of' their role by some managers, (2) a crisis, 
rathe'r"~~J.lali' goal, orientation by managers, (3) a reluctance 
to de,legate authority and responsibility to subordinates, and 
(,4) an inability to hold employees accountable for addressing 
and aChieving objectives. 

Management and supervision within the organizations are 
' based on a punitive philosophy. ~~his approach damages both 

the communication and' personnel development programs needed 
for the effective functioning of the police organizations. 
It results in unequal, inconsistent treatment of employeesf 
and it stifles innovation and decis±.on makil1gessential to 
organizational improvement.. .. "" ,.c.'" 

In a democratic society the PJ;:,ocedures and goals of 
government 'are considered to be of equal importance. Both 
citizens and police employees seek assuranc~ that police 
operational procedures will be both effective and fair. Cur­
rently the police agencies involve neither citizens nor police 

IStaff x:esearch indicate maj or communication problems 
within the local governments. In most instances employees 
ar'1 only aware10f their own activities and·they have almost 
ri9,linformation about their own let alone other agencies. 

- Dupl·ica.fion of efforts is very common. 
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operational personnei in the development of operational pro­
cedures~ Ther~foret neither the people who are served by , 
the police nor the police officer~. ,,:,ho actually carry o';1t_ 
procedures have adequate opportunl.t~es to evaluate or d~~ 
cuss the procedures in a systematic way.be~ore they are ~m­
pleluented. Many officer.s feel· that operat~onal procedu:-es 
'are usually inappropriate becau~e theY,were developed e~ther 
by a civilIan.,aide,. or a commano.:Lng '?ff~cer who has not handled 
an operational level field problem l.n several years. Members, 
of the public can offer little in the way of educated s~p~ort 
for police proc~durespecause they do not ha,:,e,qpportunl.t~es 
for being involved in the development of pol~cl.es an~ pro­
cedures ~nd in.all likelihood they can not even o~taln a 
copy of a police pro~,~dure or rule. 

The pro~edures ~hat 'do exist can,be criticize~.because 
they are not organized or catat9gued ~n a systemat7c or,c,?n­
veni'ent mannel:". ,Rules and procedures are, not readlly, ava~l­
able to.,police employees or citizens ..Th~s creates ml.sunder­
sta;'v,inlgs and, pro}:)lems which the procedures were developed 
to1?i-even t. 

The creation and updating of procedures ,has involved 
hapha.,zard efforts in re~p<?n~e to ,::rises., Often procedures 
do not provide the flex~bl11.ty WblCh poll.ceemployees n7ed 
to carry out their responsibilit~7s,~n ~ fas~ion that w~ll 
meet the requirements of' the speq~f~c sl.tuatl.on; ther7fore r 
officers frequently must ignore them to ::arr¥ out,the~r :e­
sponsibilities. Supervisors tolt\rrate, Hus Sl.tuatl.on un~~l 
a serious incident occurs, at wh:,lCh tlme the rule book l.S 
used asa basis for ~iscipline.l~ 

Ii 

Citizens who believe themsei,\ves abused, or neglected by 
the police or who feel a police procedure is improper 
generally have no, accesS tq polic~ rUles. 2 T~erefore! they 
must depend almost exclusively on'p~lice for,ln~ormat~on 
about their recourse., They frequE}ntly feel lt ~s more 

\ "trouble t'b get such information th'an it ~s w,?,~~h, so they 
'do not press for corrective action.. These c~tl.zens ha:bor 
ill feelings and the police agency suffers becausepol~ce 
managers are tlOt aware of the existance of a problem. 

lJ 
II 
I I 

II 
Ii 
"I q 
11 
If 
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!A Ipolice officers recognize this situation as one of the 'f 

hazards o.f their j op. They" frequently refer to the manual It 
"of rules and regulations as the "get 'em. book~ II .1,;,1 

,. 2Internal ~ffairssu~c0Il1I!'itte~ :', Reports of. the!'ubconmittee§. ff 
(Portland: Pol~ce con~~l~dat~on Pl:",o]ect, 1974) 1 p.0.68. 11 ~ 

.Another serious problem in all local police organizations 
is the,absence ?f racial minorities in the agencies, particu~ 
larly ~n operatl.onal and ~anagement positions (see Tables 6 
and 7~. ~t the present tl.me it appears none of the poJ.ice 
agen::l.es,~X; the cou:r:t:r meet court-established standards for 
nond~scrl.m~natory hl.r:-ng and promotional practices. Ali~( 
though efforts are bel.ng made to obtain minorities in entry­
lev7l positions, even if these efforts are successful, the 
basl.c problem created by a lack of minorities will not be 
solved.', One of the, reasons for· needing minority employees 
ona ~oll.ce agency,l.s to ensure that police policies and 
practl.ces are not discriminatory against minority citizens 
Management and operational pol~cies are established at t.op· 
ley~~s of management., The actl.ons of lower level personnel 
a~e ~nfluen::~d ~Y t~e~r supervisors and agency managers .. 
The::e~ore, ~f ml.nc;>rl.'ty member,s are not in police management 
p,?s~tl.ons, they w~ll have little impact on police organiza­
t~ons an4 the way police deal with minority citizens. 

Conclusion 

While the police ageJH:fies in Portland and Mul tnomah 
Cc;>unty have ':lell, deserved' reputation,s for integrity and' fore­
,s~ght, or~anl.zatl.on~lly there is substantial room for improve­
ment., Th:-s conclus1.on should not be c.onstrued to mean that 
organlzatl.onally local police agencies are either better or 
wor~e t;han t~e police in other areas. It simply means local 
pc;>LLce organl.~ations can be, improved. 9Pe.cific·rE;co~enda­
t~ons ::ox;cernl.ng,changeswhlChpolicy officials shou'1d support 
to ma~lm~z7 the lmprov~~ents in local police operations are 
contal.ned 1.n the fOllo~l.ng sectioh~ 

De;sign Recommendations 

The Police Consolidation Project staff' crit~ria for 
eValuating an orga.nizational change that will be an improve­
ment in police are related to quality, quantity, and side 
effects. These criteria are: 

}I 

t. 

2. 

The change should result in a better 12roduct. It 
should produce police service which be-tter meets !l 

the !l~eds and preferences of police clients cause 
the \poli~e o~~rations to be more ope~ to th~ public, 
more respons~ve to the public and,political leaders, 
or alJ,.ows more personal freedom, etc .. ,. 
"j " '. 

The change should i' resul t in a more effici'ient or­
ganizatic5l1. It should red-gce CO'St for a constant 
aI?oun t of serv~,ge, or it s'dould provide more ser­
v.~ce for the same resource expenditure, or both. [1 

,"I "", ,,~7 3-".~.;- ~~ .... ~.- ,&;;;~;;.;T:'~ ______________ ";JO'I __ "' ________ ~( ' .. _.a~ii\·I111111_ ••• ____ ..;._ ... _...;. ..... ________ ..;.. _____ ~ ___ -,--____ ~. 
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Chapter V 
Table 6 

" 

;., 

SWORN COMPOSITION OF POLICE AGENCIES BY RAeE 
" 

Race 

Police A<;rency BlacJc White Other 
:,,' 

~ # % # % # 

Gresham 0 0 19 100 0 

Multnomah 
county 

Division, /,1 0.4 226 99.2 1 
of Public 
Safetyl 

Portland 
Police '0 9 1.2 731 98.7 1 
Bureau 

, il 
Port .., 

Authority 2 5.9 ,,29 85.3 i' 3 
'. 

T.f)TAL lZ 1.2 1005 98.4 5 
" 

Table 7 
RACIAL'CO)Y1PO~ITION OF POLlCE BY SWORN RANK " 1--

Race , 

% 

0 

0.4 

0.1 

8.8 

0.4 

2 Black White Other 
Rank " /1 

# % # % # % 
4' 

Chief 0 0 4 100 0 0 , 

Deputy or Assistant 
Chiefs a 0 " 4 100 0 0 

Captains 0 0 17 100 
\\ 

0 0 

Lieutenants ", 0 0 48 
\~ J/ 
~:;-9,g-;(/ J> :2 

3 2.1 136 97.2 1 0.7 Serg*:ants .. 
c 

Detectives 0 0 88 100 0 0 
, , 

Patrol Officers 9 1.4 _ 646 98.2 3 0.4 

TOTAL 12 1.3 943 98.2 5 0.5 
" " 

IDoes not include corrections. off"icers 
',2Not all '"l, • ons OClr' r' anks ar"e"included pOS~:Pl, 

/' 

.:...74-

" 

3. 
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The change should ~ .E;'oduce deleterious side 
effects. It should not infringe on personal'free­
doms, increase inconvenience to the public, cause 
fear of police by Citizens, etc. 

In addition, the staff recommendations in this section 
are consistent with the following limitations: 

1. Recommendations are at a level consistent with 
the obligation of elected officials to establish 
policy without usurping police administrat,ors' 
authority to exercise management prerogatives in 
implementing the policies estab~ished. 

2. Recommended Changes are related~o problems eXisting 
at the time the data was collected (December, 19'73 
through June, 1974). 

3. Recommended changes are consistent V'Tith findings 
and conclusions related to the local environment, 
projected ~bcial changes, police goals, and police n responsibilities. 

I,',' 4. Recommendations are compatible with the consolida­
tion options presented in the previous chapter. 

Al,though tl:fese recommendations have' not been reviewed 
by police personnel, the staff has attempted to structure 
recommendations so that subcommittee suggestions concerning 
the actual operation of Staff Functions can be reflected in 
the final detailed prganizational designs. " 

Organization of Recommendations 

,.. In an attempt t:o facilitate understanding, the staff has 
developed a classification system f6r organizational functions 
which is summarized in Chart 2. Functions which are necessary 
to the effective operation of a police agency are divided into 
(1) Line Functions and (2) Staff Functions. Line Functions 
consist ';of General Operations and Specialized Operations. 
Staff Functions are divided into Administrative and Support 
Activities. 

Line Functions are those basic operations which are 
performed to achiev~ the basic mission or goals of the police. 
LineFu~ctions generally involve direct contact between police 
office~~~and members of the pUblic. Under this area General 
?peratio~~, are provic1"ed by unifo~med patrol officers. Special­
lzeq Operations,most frequently lnclude such operations as 
investigiation, intelligence, crime prevention; narcotics, vice, 
and~.-:iuvenilE,\. . . 
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Chapter, V 

I LINE 

I r' GENERAL I OPERATIONS 

PATROL I 

J/ 

CHART 2 

POLICE FUNCTIONAL CLASSIFICATION CHART 

\'" POLlCE 
R~SPONS IB I LI TI ES 

\' , 

• .- • 
FUNCTIoNs I .' ST'AFF FUNCTIONS I 
• . 

I 
I • • 

SPECIALIZED ADMINISTRATIVE SU,PPORT 
O'PERATIONS ACTIVITI ES ACTIVITIES 

r DETECT I VES 1- PLANNING ~OMMUNICATIONS J-

r JUVENILE r' PERSONNEL I RECORDS ..1-
., 

I TRAFF I el,j- TRAINING r DATA PRpCESSIN~l-

I VICE :)1-' , H INSPECTIONS I CRIME LAB J-
::/ll EVIDENCE ANIf } I NARCOT rcs 1- I,' 

l~TERNAL 
Ai=FAIRS PROPERTY CONTROL 

r Ci~ IME }-
'FINANCIAL J I D6rENTION } PREVENrION 

ADMINISTRATION " 

'IIDENTIF1CATION t I INTELL I GE~ICEJ-
PUBL,IC AND PHOTOGRAPHY ~ 

I NFORMATI ON 
(" 

'- LEGAL 
SERVICES 
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The second major category of activities; includes fUhc~ 
tions that are required to keep line police Qfficers opera­
tional. These are called Staff Functions. We have separated 
the most common Staff Functions into Adminis:l:rative Activities 
(planning, personnel, training, financial administration, 
public information, and legal services) and Support Activities 
(communications, records, evidence and property control, 
criminalistics, detention, identification and pl1ptography, 
equipment and facility acquif;:lition and maintenarice, and data u 
processing) • 

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 arrangements 
that can be utilized. In 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 r~lated to Staff Functions. 

Line Functions OrganiZation 

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

.'..-' 

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 
wi th all work actj~ vi ties. . 

IThese characteristics are described in greater detail 
earlier in this report and by R. Bendix, Max ~'Veber: An In'te1-
lectual Portrait (Garden City, N.J.: Doubleday, 1962); H. H.­
?erth and C. W. Mills (eds.), Fr,om ~ Weber: :Essays in Soc­
~ology (New York: Oxford University Press, 1958); H. Henderson 

. ~nd T. Parsons (eds.) ,The Theory .££ Social and Economic 9rgan­
.!..zation (Ne\t7 YO;Lk: Oxford Uniyersity Press, 1947); O. W. Wilson 
and R. C. McLaren" Police Administration (New York: McGrciw-Hill· 
Book, Company, 1972); and P. N. Whisenand and R. F. Fer,gus()n, 
~ M~nagement of !:91 ide Orgca:nizations (Englewood c1~ffs/. N. J.: 
Prent~ce-Hal1, Inc., 1973). 11 '-' 

/; 
II 
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.. 

,; r 
Administrative 

Branch 
s-55 c ... 56 

1 Cetltra1, 
Precinct 

, . 

s -327 
c,·9 rl East 

Precinct 
" 

i 

, ::Chart 3 ' ES 
EXISTING ORGAlNIZATIONAL STRUCTUR 

.' 

',Ii 

:\ 

1\ 
I 
II 

Portlan\~' J;>olice BureaU 
,'c" OJ " II Chief 

sll-14 c-8 
'I ''-

_ ... 
I -Field Operations 

Branch 
,~ 

s172 c-O 
I 

\ I 
\ Detecti \ Tr.a.ffi'c, J 

s-86 c-3 s"'107 

" 

" 

!i 
" 

i!li 
o t', ,t 1) 

./ ! I' J it f f! 
',I ~ "1 
:1 :,f jj 
:1 '!: II 
ij I! Ii 1·,"U .rj' 
';'1;;'1'.';:' 

v 

I 
" r 
I 

support Services 
Branch 

J 
t 

II 
I ,1 

s ... 54 c ... 137 

Intelligence 

Youth 

Strike 
Force 

s_83 1!1 
c-14i 

It 
It 
1 f 

Special ,!I 
. f Investigations ! I 

, " •••• 9 •••••••• ~'~a •••••••••••••••• ~ ......... ~ 
"-

North 
Precinct :, .,J<i 

•••••••• C! ••• o.e~ ••••••••••• ················(\1·· ,( ee ',1/ " n 
Multnomah County Division'of Public Safety ! I 

Director II 
s-12 c-7 1, 

1& t , 

r. .. .. =:: ' Corrections I f 
'1 Investigations~, 98 I:!. 

Serv~ces , s-57 c-10 s-10 c- ll'.',t" ' 
s-37 c-37 I ! 

=-_---L.2-~-,---::-:-:---.--:---,----:---:-, ~JI H 
. DiS~:~oi ~~r~ .. s-6 c_~~qUipment] II 

, i ,', ••••••••••••••••• O ••••• 4.~ .................... I~ 
••• 19 •• ".0 ••• 41.·········,,··················, . ' .' , f:,t 

Gresham pol~ce Department lit 
Chief" 

8-2 c.,.l 

'.:,: I 

I " 
, I 

Investigations ' Operations 
s-2 c-O ", s-14 c-7 

<l 
) 

d" 
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v 
\" 

4 •. Estct/blished routines,. that are learned iprimarily I 

througl::\ expe~ien.ces in the organizatid,~. 
,;:' ,',' / {.:, 

5. Impersonality ,in handling both employees and 
clientele. ' . 

This approach to organi~ation and management is considered 
ideal by m~ny police people beca~tse it (1) is straight.-forward 
and easy to understand, (2) provides a concise set of ,gen~ral, 
universally applicable organizati'on and management "principles" 
which dan be easIly memorized and utilized wit,hout the need 
for justificatiop, (3) insulates employees from citizen pres­
sure by limitin~ltheir,resPonsibiiities to specifically stated 
job definitions and supplementaryordei's 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 a<::::tivities, and (5) pro­
vides status and security for specialists and supervisors who 
are comfortable with the understanding that effective opera­
tionof the organization is depend~nt on their performance of 
a function which.only they are in a position to understand 
and discharge. In addition, police management courses otten 
indoctrinate and reinforce police managers with the valui of 
this approach. 

Va'st amounts of Ii teratureaT;~d re.search challenge the 
wisdom of rigid adherence to the Classical "principles" of 
organization. 1 Therefore, where problems identified by the 

":, staff appear to suggest a solution that is in conflict with 
one of theSe principles, the staff may choose to disregard 
the principle in the interest ofSQlving a problem. The 
al ternative to this approach is to disj::egard the problems 
and modif.}: th§. police structures to conform ~ close1:1. to 
bUreaucratic principles. This alternative might result in 
simpler organizational designs, but police problems would 
likely become more acute. 

The staff feels that, consis~ent wit~ bureaucratic 
theory, the chief police administrator or ad~inistrators 
should be given the authority for the internal organizational 
and managerial actions necessary for an effectiV'e pol;i.ce or­
ganization. However, policy officials have a respoh!:;;lbili t.y 
to establish limitations and guidelines for the management 
of police operations. 

'As mentioned previously, Line Functions in both the" 
Portland Police Bureau and the Multnomq.h County Division o:E 

./i' 
Y 

!,f? 

lchris Argyris, On Organizations of the Future (Beveirly 
Hills : Sage Publications, :~,,97 3') presents a ,review and dis-' 
cussion 6f some of the major criticisms. 
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public Safety1 suffer from (1) a lack of interaction and 
cooperation with members of'the public and other governmental 
agencites, (2) inadequate attention to the goals related to'" 
servi"ce and order maintenance, (3) overspecialization i.n such 
activities as traffic, ,investigation, evidence ,,(ollection, 
(4) e.}{cessive layers of hierarchy and unnecessar:ysupervisory 
and management personnel, and (5) inadequate manpower alloca­
tion and distribution procedures. 2 The basic reasons for 
the oCCUrrel'l.Ce of these problems need further explanation. 

A police agency's ability to respond to thel:'equests ,., 
of the people in a community 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 yariety of other factors 
including (1) the exte(nt to which the members of, };;.he organi­
zation are restricted from responding c~causecoromunications 
personnel fail to dispatch street officers and (2) the numb~.r 
of police officers available, to respond. " 

C" 
The most significant problems related to local police 

responsiveness ar& the highly centralized police organi~a­
tiona 1 arrangements and the universal police operatipnai (~ 
policies and procedures whic~ limit meaningfu.l relationshi.ps\>­
between police officers and the public. 'Police and citizen 
relations are further restricted by dispatch"prlorities which 
govern the transmission of requests for service to street. 
officers, time pressures that limit street officers I ability, 
to serve clients, and hierarchical' command structures that 
reduce opportunities for and legitimacy of officer-citizen 
contacts. Xn some instances~ rotation policies discourage 
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lGresham ~s not affected by these cori'ditions due to its II 
smallness and its lack of specialization. However, the trend It 
toward specialization in GX',esham is apparent and should be j t 
resisted. In addition, the- supervisor-subordinate ratio is If 
high, and even with potent,ial annexations'may fle excessive' I ~ 
overhead. 11 

~:,A. survey of the Portland Police Bureau by August Vollmer t~ 
and Addison Fording made many oft:hese same observations in ILl 
1946. See Police Bureau surve:y JPort:Jand: Uni versi ty of. 
Oregon, 1947). -~" ! t 

3See, Louis A. Radelet, The Police and the Community ,'of 
J.l~everly Hills: Glenooe Press, 1973); A+an Atshuler, Community i 

"Control (New York: Western Publishing I 1'970) i U. S. Commission Il 
on Causes and Prevention of Violence Reports (Washington, D.C.: ! t 
Government Printing Office, 1969 hi and President is Commission" on t:.~,".'" 'It 
Law:, Enforcement (Washington, D. C.\: Government Printing Office, 
1967) • e \\ ,.1: 
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familiarity between street officers and c~t4z':bn' s. ' t{on 11 d . ~ ~ ~ Organ~za-a y encourag~ ~mpersonal treatment of all c"t' 
further hampers office,rs' ability to QpII'iI11unicate ~i t~~~~e 
people they are obligated to serve. 

, " The scarcity of ~,treet offiders Who provide direct 
ass~sta~ce.to;the public is due primarily to ah ~vet-reliancel 
~~ the p~~~~~pl~s:r?f organiza~ion. Both the Portla,nd Police 

reau an ,e ~J..v~s~0r:- of Publ~c Safety conscientfousl' ob-
serve the,pr~nc~ple of a narrow span of control.l ThisYhas 
resulted ~n a s~x-level rank hierarchy in the City P :,1 ' 
Bureau and a fi:re-leyel hierarchy in the County. Tri~;.L~~~io 
of d tota,l, superv~sor~ at;d ~ommar;d positio'ns to patrol offAcers 
an ser!~ce lev?l spec~al~sts ~s approximately 1 to 4 5; 
thd iO~~c~ ~ureau ,~il to 2.7 in the Divisd.on of public' sa~~ty 
an 0 ~n the t.resham Police Departmr~nt.2 . , 

~, 

, Functional specic;tlization and the a~~cl~gnrr.ts,mt of patrol 
off7cers to sta:t;,f dutJ.es further rea.uce thertumber ,of officers 
ava~lable for str~et duty.3 ,Based on assignments ih early 1974, 

, lThe logic behit;d , the , concept of a narrow span of control 
~s that close superv~s~on ~s essential to high quality eff' , t 
work. The, staff, has not been able to l"oca te'~ one' piece,' of e~c~~~_ 
mental ~oc~al ,sc~ence research which confirms this assumpt' op 
A~l.aya~lable resear9h in this area suggests that close su~e~':' 
V~S:-OH ~eads to poorer rather than ~er work ex. sUbordin~tes. 
Ren-:-s L~k;rt has p:-epared an excellent.summary of this researc' 
ent~tl~d A~ Em~rg'~ng Th.eory of Organization, Leadership, and h 
Management, wh~ch wasl?:resente~ to a Symposium on Leadershi 
~nd InterpersonaL B~h:av~or, L?9,?::Et~l,ana Sta.te UniYersity, 1969: 
Also ,see Sven Lunds'tedt, "Soc~al' P;sychological Contributions 
to Management of La"" Enforcement lI:i presented at th '71~ , ., 

psych 1 ' 1 A " ' " e ~I~r~can 
'" 0 og~ca ss~cl.at~on, Philadelphia, 1963,. . 

I I 

21'olice 
StudYi .1974. 

Consolidation Project! s'ta;Ef, Personnel Comparison 

3Vollmer and Fording made this same observation in 1946. 
i The following gives the personnel assignment changes in the 
i( Portland Police Bureau over the years. 

1939 
1946 
1974 

Patrol 

48.7% 
37.7% 

" 34.4% 

Detective* 

"'JIB .l~ 
15.3% 
22.5% 

~, (WPD) 
T:raffic Juvenile Misc. 

~2~1%. 2.1%19.0% 
{3.3% 2.3% 20.5% 
~9 .1% 3.4% 30.6% 

*Includes Intelligence, Criminalistics, d S . vestigation. an pec~al In-
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the Pcd:;lt~and PoJ."ice 13u:r,~au '''with a total of 990 personnel, was 
maintainiilg-=-at( average ,,'Iof approximately 40 patrol vehicles 
,staffed by uniform gen~ralist'patrolmen on city str~ets at 
any" one tim~. ~The Mu11,r:.nomaho County Division of Public Safety 
-witl:t' 398 personnel maintained an average of 17 pabrol cars 
staffed by unifqrmed deputiE3s ,on the streets. l The mainten-:-

"ance of elaborate hierarchies and "a large number of specialized 
personnel requires the expenditure of funds that might other­

,.;wise be spent on personnel who would serve citizens directly. 

. ' Ohe final ,i~bservat~on regarding the current police hier.:..(J? 
archical structures shouild be made. The communication barriers" 

d
"1 I (J 

in 'these arranjements re$ul t in police employe~;s a.t .,the bottom 
of the, h"ierarc~iies being" insulated from not only the policies ~ 
established by~elected officials, 'but alsQ from the top manage­
ment personnel within their own organizations. As a result, 
street officers often do not receive accurate information. 
They are forced to operate on assumptions that bear little or 
no<~imilarity to the beliefs held by higher level officials. 
By the same token, important feedback about police field op­
erations t,hat sh9Uld be getting to top police ap,ministrators 
and elected officials is getting blocked and fi~teted in the 
overhead hierarchies. '1'he" chains of command Ii lare so ineffic­
.ient that even wlritten documents far ,too frequf2mtly are not 
distributed to intended employees. An organiz'ktional arrange­
'ment,pwhich is more conducive to efficient ovei-4all governmental 
oper~tions is needed. . I 

!' 
The information available persuades thet staff' q:r tpe 

<'- ~f ,t r; 

1/ 
11 

;\" ,. lThJ.S low ratio of stJ:'eet officers tOI;! total emp:Loyees 
should not be construed to mean that all uniform off:~Qers are 
qarryil'lg extremely heavy workloads. The ~'verage pati~ol I' unit 
in Portland receives apprbx~~mately' five d;ts,patcnes dqring an 
eight Hour period. A uniform deputy in the county is,\ dis­
patched an average of three times during' his eight hdurs on 
duty. However, due to the fact that there are varia U.Ol1S in 
the request patterns some officers receive substantially more 
dispa'tches than otl1e:t's. Therefore, some uniform officers do 
hc{v~, aisub~tantialworkload., In° fact/approximatelYo one per­
cent of the people who curr,ently call for police are refused 
service ,by the dispatcher ,/ostensibly because of" a lack of 
available p~troi officers~ In addition, if the dispatchers 
l(egan to qommunicate the citizen requests which they ar~ cur­
rentlyhandlilig, the \Vd"rkload of the a.yerag,6 street officer 

"could inqrease as Icmdh as thirty percent;. 
jf 

,j 

o 
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Interna:l Orga,nizat;i.on 

efficacy of the fOllowing reconunendations for improving local 
pol.ice operations~' J<' 

, ' . , 

Recommendation. . .The ratio ofmanag9)ment and super..., 
visOJ:y. personn,el to bot-tom~'level subordina;l;;.es ,.should ' 
be reduced. Spans of· control should be based qn the 
type. of wor~.,performed~ '" The prac'ticepf' usinghlgher 
ranking personnel to fill n0nsupe'rvis9ry P9sitions' 

. should be discontinued~ 
c 

t:ecommendation. The number of levels in the organ­
izational hie~archy should be reduced to 11..0 more 
th:3.11 four raI\)ks. "". , 

(i " ~ , , 
gecommendation.The amountofspecializa40nin . 
police line :functions sh(j~ld bered1icedby"incorpQJ;a­
ti:ng specialist. responsibilities intp patrol officer 
jobs, and returl'ling specialists to. uniformed generali;st 
patrol operations. -' ' 

Recommendation ,. Temporary spec ia](;..purpo se committees 
containing patrol officer,s should be useS1'j:o perform 
functions currently the exclusive respons;i.bili'ty of . 
overhead, personnel •. : 

Except for the informal varJ.;at:.J.:ons. in.policies and 
priorities, that· result from the exercise of discretion by 
individuals, local' police agencies currently"have their own 
universal priorities'a:nd policies with which officers are 
expected, to comply. The police literature and research, 
wh±ch has been verified. locally by. thePolic,e Consolidatiop 
Project'sconsultaht research, indicates distinct diffe:t;-:­
ences,among police· clientele in. terms of their needs, ex­
pectat±o'ns, ;,and priorities for the police attention.l 
Therefore, police organiz'ational .structures which permit 
appropriate' variations in priorities ,and operational 
policj,es .,would serve the. best interests ofa largepropor"':'. 
tion of citizens. " , 

i';·· r .. 

Patrol of·ficers can most effectively Eistablish rapport 
with and an understanding of citizens, community organJ.:za--:­
tions, and other social service agencies if .they are given 
stable aSSignments in community and heighborhood areas. Re .... 
sponsibility for the quality of policing can be placed more 
directly o~ police supervisors and officers when they are 
assigned to a specific geographic <;lrea. .Policeqfficers 
tend to-do the best job when they are given freedom to.work 

lSee Chapter III and Yaden/Associates. 
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with cOmI11unity peep1ete estab:t..ish priori~iesiand d~veloJ? 
.,' , k . th Ids' Their understand~ng and sk~1.lsUl 

.theJ r .own. wor . me .o~ .'~ . . . i· d if pelice 
dealing with their clients are turth~r ~ncrease ',l\.'d "d' 

,\ '\\ . "receive, training that~s<?e';lred to the nee s an 1 
~~f~~~~~es of,thepeople in a spe'9'J.f~c, hemogene.ous, area. , 

ce· '. 

" Recommendation'.' t)org~~iza~f.opal arra~lg~meI?-ts.· :shou:td 
be redesigned. ,to previde W'qr~gr,e~ps"of f:-rst,line d 

"supervisors and patrol.officersw~~h, terr~tor1a :n 
fun.ctionalresponsibil:-ty f<?r prOV~d1ng the appro 
priateservicestothe1.r cl~entele. . 

Tne Multnom~h County Division. ofl'ubli,? s~~ety is cur-
entl eoraph±cal1y divided into pat::el d1str~C!ts.unde:: , 

~he dlr~ctg- superV;.,ision Of their9pera~~ons . Headquarter7 ~n 
Gresham. The. patrol district boundar~es have bee? ~er1ved Cj 

'through a subj'ect·:tve proces7' based .on cc~ande'r eS~.l.mates 
.of wPllkloaas andcons'iderat10ns of ,terral,n, read m~l~age 
and, condfti:c:)l1s, ease~ of SUpervision, natur.al,boundar~es ~ 
estimates of. available. manpower I etc. The::e a::e n<7 pJ:'e 
cise me.thods or pro.ceduresf.or perso:r;nel d~str~but~oP: 
Recently' the Divisien has begun "lJ\oY'J:ng teward t:he d~ 
velopment of t;eams of ,police officers who;wouldcens~s­
tently .work together l.n the,., same geOgra,.ph1c area. 

The po~tland °police 'patr.ol .operations, a:e organized 
into three geegraphic precinctseach.conta1nJ:ngpa~rol . 
districts and .on eccasien walkin~ beats • The pr.ec~nct , 
beundarieswere.initially esta'bl~sf,1e~. as a result of the 
WillametteRiver's division et the CJ: ty of portl~nd. The. 
East Side· Precinct' was, establ~shed en the e~stS1de of the 
river and .the West Side Precinct was establ1shed west of 
the 'river. When the city .of ~ortlaz:d annexed st. Jehns, 
the thirdpre,einct was establ~s~e~ ~n the,n<7r~heastern 
art .of portland. Since the erJ:g~nal def~n7t~~n of th:se. 
~recincts, patr~l di~tricts ,have been organ1zed exclus1vely 
wit:tJ:in the preCInct beundar~es. 

'.' 

Several years ago/.portla.nd i?atr<7 l .d-istricts were re­
drawn. However, the new patrol'd~7tr~'?ts were devEaleped 

. by tapulating data by .old p~tr~l d~str~cts. 2,) The data Q"c1} 

u~ed in determiningpatr.'.ol eff~cer work load for 
\I 

ISe~ ""Report .of Training- and Educaticn ~ubcommitt7e/!' , 
Rep.orts 6£ the SUbc'enmti ttees (Pertland:. polJ.ce Consel1dat1en 
project,1974Y . for Cspecific recommendations related t.o local 
training needs. a 

2personnel Depl.oyment Plan. 
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'0 distributi.on purposes wer\9 "(1) pr.op.orti.on .of time'fr.onf re­

ceipt .ofci tizeri, request <, by dispatchers untilof.ficersc.om­
pleti.ons of assignmehtsas cqrnpared'Ot.o .. the total such· time .' 
fe~;;'the ent~:re, ci t¥ and ('2) pr<?p.ort:i,.on.of totalnurnber.o£ 
cr~lU~st.o.t9t~al' cr~me rep.orts u; en~ire ; city. This. ll1.eans 

~",that the P.o!J."ceByrea'll patreld~str~bu.t+.onplan is based 
/~:ne-;;::.rilY 'en reported crime. . , ..., . " . 

~~ Since the maj.or emphasis of the role and goals of the 
/~local pelice is on service areas, and stnce the maj.ority of '" il people' w~.o re~uest policea,psistance are, seeking service or 

.order ma~ntena.nce rather,than l.aw enforcement, 1 th,e dis­
tri:buticm' of policepatr.ol '. p~rsonrtel should· be bas~d .on " 
w.oJ?k l.oad d!iJ.ta reflected in per son:-h.ours ,rather than crime­
\v7J:gh~ed~a·l:a.. 'l'his approach weuldprovide more adequate ' 
d;Lstr~butJ:on .of patr.ol pers.onnel" 

The review efpa'trol d;i..stributiOh. revea.ls no sub-' 
stantial considerat;L.onowa.s given to ':c.onunupity b.o"anaar.ies 
eCOl;omic .or cultural, s1 tua,tions I school oQrpoli tic~I';'bou;l­
darJ:es" census. tracts, or other related information and 
di visio~s. :tncreased c~nsistency P7twe7n police pa'trOI 
boundarJ:es such a~ precJ:ncts or rad~o dJ:strictrs and the 
preceding geographical divisions woulCl rriake th~\police 
organization more mean.ingful' and rnanag.ea.ble.. " c, . 

\\ . 
. , . .'.' j.., '. 

In contrast to the patrol distribut:Lon plans o·f locaL,,' 
police,t~e Mu~tnomah ?ounty Human Services' D~partment has'i, 
decen~ral1zed ~ts servJ:ee delivery .operations into geo- . 
graphJ:c areas based not only .on w9rk load$ but also census· 
tracts, political and school boundarie\s, neighborheods and 
n~tural bourrdat:ies. This agency has also given consid~ra­
tJ:en to demographic characteristics, social trend indicators 
and social disorder and disease in.dicators. 2 Similar con...: ' 
sideratiens., have been madebyt.he _city in the organizati.on 
.of hUman services. It is the Pollee ConsolidatienProject' 
staff's jUdgment tl).at the .organization and distribution of ' 
po~ieepatrol .operations s~oUld be as compatible and c.om­
p~ementary te ,the geograph~calorganization pa.tte,rnso£ the 
CJ: ty Bureat;t of Human Resources and . the County Department of . 
Human ServJ:ces as is feasible. This would involve tabula­
tingwork load data by censu.straets rather than patrol 
districts and structuring precincts to correspond to com­
munity beundaries. Pat;r-ol districts within precincts should 
be organized to cor~espond as closely as pes'sible t.o.neighbor­
hood and -Human ServJ:ce Department Team areas . 

ISee Chapter !I1. 
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In addition, the' police service delivery ,,,operations" 
shOuld" be structured so as toinV'olveneighpothood and com~ 
munity groups and a.ctivities. Neighborhood and community 
policy develoP!JtE?ntgroup~ should be establisgt;d to assist 
and compleTI1~nt localpol.ice work groups or un~ts. Such 
integr,ationof police w~th local communities and";community 
as.sistance agencieq should facilitate the development of 
policy differentials a.nd increase.the rapport between 
police officers and their communities. 

Recommendation. "The General Operations of the 
police sho~ld be reorganized to facilitate(l) 
priority and operational policy difterentials that 
will render police services more relevant. to the 
needs and expectations of individual communities, 
(2) citizen participation, conUnunication, and 
influence with police officers in their cOlTlI'l'luni­
ties, (3) police office:!; familiarity with the 
cOl11ll\unities'and people whom they serv'e,and (4) 
cooperation between the policE~ and other city 
and county social service agerlcies. (See Chart 
4 for an illustration of the form such a structure 
might take.) 

H 

The preceding recommendation related to Line Functions 
is appropriate. whether Line Functions are consolida'ted or 
not. 

OrganiZation oE Administrative Activities 

Administrative Activities, consisting of planning activ­
ities,.pe:r:-sonnel services, trairling and personnel develop­
ment, financial administrat.i;bn"'publicinform~tion, legal 
services, inspectional functions, and internal investigative 
activities, directlY,.§\ffect the ab:i;.lity of an executive to 
manage a large "organiiation. Personnel in these areas have 
an obligation to perform these activities in a manner con­
sisteJ:),twith the style and expectations of the ;head of the 
police agency. If properly managed, these activities have 
c;rreat potential for improving the overall quality of polic­
ing. 

These activities are extremely difficult "toreorganize 
for several reasons. First " the fragmentation of efforts " 
and duplication of governmental Administrative Activities 
are extensive.' Not only is there duplication; between irt­
divid~al police agencies, there is fragmenta;tion of effot\ts 
as a result of police, agencies performing ttlesefunctions····c 

•• \\ 

independently of theri- superordinate governments. Reg,ional'\ 
J 
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Cha.pter V, 

, and state=agencies, such as the "Board on Police Standards 
and Training and CAAG, duplicate both local ,governmental 
~nd police effo~ts. Coopera~iv~ city-county units dupli­
cate' police, local governmentf-; ancl regiqnal agency activ-
ities. . ., 

il 

\ Second, 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. ,,' 

Third, the ,functions should be qlosely related to 
their cOunterpart functions at, the governmental level which 
have the responsibility for providing political and adminis­
tra t'i ve policy guide.lines for the, police organization. S)J.ch 
a ,close relationship J:)ei;:ween the.government and the police 
is ~ital if police operations are to consistently reflect 
the overall priorities of government. 

Fourth, police Administrative A.ctivities have tradi,... 
tionally be,en arranged both orgatlizatioilally and physically 
near the chief of police. Break±ngwith such tradition 
would be iconoclastic and it WOUld, lik,ely result in emo­
tional resistance. 

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 ·Funct.ions branch of the 
organi'zati'on.1" Since neither of the larger, police agencies 
has Administrative Act:ivities that are well' integrated with 
counterpart units at the governmental level ,'t~hese police 
organizations are relatively isolated from thei<; super ..... 
ordinate governments. 'I'he actions and research 'O,f these 
agencies are at times duplicative or in direct co:nflict 
with governmental Administrative Activities., This '~\itua­
ticm reduces the overall effectiveness of government\ 

Aside from the area of financ'ial adtninistration, nearly 
all police Administrative Activities are supervised and per­
fOrmed by sworn personnel. This practice 'of filling all 
managerial, nearly all supervisory, and most Administrative 
Activity positions with ,s'worn officers canno·t be justified 
by either cost or effectiveness criteria. From t.he standpoint 

IGresham has no specialized Administrative Activity units 
in the police department; ther,~forel this organization relies 
more heavily on Gresham city staff services than do the 
larger public agencies. 
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o~ c;o~t,wh~n salaries and ftingebenefits are ~alculated 
c~v~l~ans of comparable educational backg;rounds are sub.,. , 
stant~ally less ex~ensive than sworn officers. Even hi hI 
edUCated an~ exper~et;ced nonsw<?rns~aff and management ~er~~. 
sonnel at.t~mes requ1re less f~nanc~al investment than a ~ 
s~ornoff~ce:. , In. te:m~ of effectiveness, a nonsworn person I 

~~th p:ofess~onal tra~nlng, contacts, skills, and credentials 
~s log~c;a~ly better able to perform or supervise com etentl' 
and,eff~cx~ntly a function related to his specialtY~han a Y 
pol~ce offxc~r who has been trained to perform basically 
pol~ce functIons. 

'I'he desigl1c;tion of "sworn" is conferred· on police em­
ployeesto prov~de~h~m with arrest and legal powers not 
accorde~nonsworn,c~t~zens. If a police position is not 
respons~ble for d~rectly initiating arrests,' it is not 
nec;::essary to,sta~f that,position with a sworn police officer. 
Th~~ c;onclus~o~ ~s appl~cable to both management and staff .. 
pos~t~ons. Wh~le the fact that a position can be filled }:J 
a nonsworn ~er~on:should not pr~clude its being;staffed bY 
a s~o:n off~c.e:r, :-f a sworn off~cer is placeq in a staff. y 
p<;>slt~on, th~<;>ff~cer should be paid the safarY.i commensurate 
w~th the pos~t~on rather than the salary' of h~ . ' 'I' . 
vice rank. ~sc~v~ ser-

" 

While 'some general recommendations about the 
zation of Adminfstrative Activities can be made t~:organ~;, 
0f'.gc;niza,~ional de~igns must be based on the str~cture s;~c~ lC 
poilce,L~ne Funct~ons, particularly if Line Functions are 
consol~dated. , 

, The,followin~ general recommendations apply whether 
pol~ce L~ne Funct~ons are consolidated or continued a 
sep~rate operations. s 

R7c<?nunendatio~. A~ministrative Activity U;ilits with 
s~m~lar funct~ons ~n the City of Portland Ii Multnomah 
c~u~t~, the Port~and Police Bureau, and the County 
D~vls~<?n of Publ~c Safety should be physically lo­
cated ~n the same facility in close proximity to 
each other. 1 ' 

Sec;ommendation. Similar Administrf.£tive Activity 
un1ts of the city, county and police should hold 

, IThe location of police Administ~ative Activit . 
adJacent to each other was recommendedl .b 1 Y un~ts 
~Ubcoln!~ittees which dealt with Adminis~tr~t~~:rA~t!;ft~!s the 
u~~~~eft, ~~~~r w~~~sf~erfatr, as to include city and county . . a ~ons. 
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periodic, . joint staff meetings to ,ensure that their 
efforts al:'e cooperative and ·coO.rq~nated. 

Recornmendati6n. positio~s in Administrative Activity 
units, in6~;Ciding supervisqrypositions, s~ould b71 
classifiedlasnonsw'orn $.lthough sworn pol~ce off~c!ers 
should not;' be precl.ude1~}from fillir:g ,sucr;: a positton 
if a sworh officer seeking 'the pos~t~on ~s .the mOi,ot 
qua'lifie,d in 't:erms.' of 'skil~s, .~nowledg~, and cre-li·' 
dentials. However, sworn· off~cers ~sG~gne~ to s~lch 
positions should receive an appropr~ate ad]ustmen,t 
in their remuneration. . ,I 

, ~ I 1\ 
11 '" 

:Recommendation. Personnel for' Administrative. Act'ivity 
~nits, with the 'ex6eption'of PQlic~ offic~rs assi~ne~ 
temporarily to puch t;f,nits, .. for spec7a~, proJects, sho~1l.d 
be hired' by governmental staf'f ,adm~n~st:rators rat11er" 
than by· the police. " ! 

Since the organizational design of, Admirtistrat~;ve .' .' 
Act±vity units will be different1;depend~ng 011 wheth7r ~rr 
not the police; L;tne Funptions are completely consol~~a1;:ed 
or maintained,,:runder separate governmehts, thefollow~.n~,g are 
comments and recoInl.tlendations regarding the arrangementfs 
under each of these opt±ons. , 

:1" 

With Consolidated Line Functions. If a decision:is 
made; to consolidate Line Functions, it is' es.sen~~al,t~\at an 
orgariizational arrangement. be' implemented that w~ll ketep th~ 
single police operation respo~s~ve to. both local gove~\nment~ 
and their policies. The trad~t~onal arrangement, of sL,mply 
placin~ ah Administrative Activi~y.unit ~ith ~h~ J?olice, 
agency f independent from the AdmJ.nJ.str.a t~ve ActJ. ':'J. ty UIU·tS 
of either of the governments, would keep the pol~ce ex- '. 
tremely independent of the governments. Placing the Adl1\in­
istrat:i:ve Activity units with either of the governments i; . 
would likely result in the government with control of the 
units being, favored by the police agency. An arrangement 
of splittin~g the Admihistr~tive Act~V'ity ,qhits .be~~een tpe 
two govern~lents (i. e. plac~ng plannl.ng w~ th ,the. c~ ty, . per­
sonnel. with the county, etc.)1 would resul t ~n a compl~cat:ed, 
difficult-i';o-supervise, inefj:icient arrangement, and ~t wot;tld 
reduce the possibility of ot:t~er police agencies els~where ~n 
the county entering into· COOf)erative arrangements,. There-;, 
fore a new arrangement which will permit. mutual influence 
and ~aximum cooperation in police Administrative Ac~ivities 
is needed. ' 

Ii 
Rediommendation. If police Line .Functions are com­
pl~~tely consolidated into one police agency, Admin­
:i.J:Jt.rativ.e Activities Should be placed under the 
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dire~t control of the police di~ector with Adminis­
trat~ve Activity personnel prov±:ded by the city and 
the county. (See Chart 5.) Q 

.T~e organi~at~on of Administrative Activities along 'the 
l~nes l.llustrated,~n Ch~rt 5 should ensure the~e services 
are:. (1 )responsl.bl~ t'? t~e J?olice director, '(2) responsive 
to the governm~nta~ Jur~sd~ct~ons, (3) cooperative with 
counterpart unl.~s l.nthe city and county, and (4) competent 
to perform quall.ty work. It should reduce duplication of 
effort~ and pro:ride releval1t, competent work while at the 
same . t~me ensur~l1g organizational rf-""sRons9~eness to the in­
dependel)t and" autonomo~s local governm~l).j;S being served by 
the poll.ce agency. Th~s arrangement is'~also compatible with 
future consolidations of governmental services. 

,With Separate Line Functions. There is considerable 
feel~ng am0l?-CJ,m~mbers,of the public' and governmental officials 
t~at many ~d~~n~~tra~~ve Act~viti~s should be merged even 
w~ t~out a cC~ls()l~dat~,?n of L~ne ~u~ctions. The reasoning 
b~hJ.nd such~tee~J.ngs ~a that tral.nfng, personnel, and pos­
s~b~y o~he~Ad~~nistrative Activities have enough in common 
~o ~ustl.f:( the~r ~omplete consolidation. Su<;:h .. a. conclusion 
~s . ~nc,?nsl.stEint Wl. ~h the local political philo'sophy which 
mal.nta~ns,t~at poll.ce should be responsive to the policies 
and p:~orl.t~e~ o£ ~heir own individua~,governments. It is 
~lso l.n cO~~l~ct w7th the need of the chief administrators 
~n ~h7 :rar~ous poll.ce agencies to have Administrative 
Act~vl.t~es that ref~ect thei::: own individual perceptions '\ 
of the needs of the~r operat~ons and their managerial styles. 

, ~h: ,s~aff has. conclude1 it is not in ~ best interest of the 
~nQ7v7d':lal <?overn~ents,to'conso1idate polrce-Administrative­
Act~vl.t~es ~f pol1..ce ~ Functions are kept. separate under 
each government. l --- ---- --~--~~ ~~~ 

. !;Imyever! the consolidati~n of police Administra~ive 
ActJ.v~t~es ~~th counterpart activities within the same 
government 1S a logical and sound move. Therefore--rn the 
even~ a.d~cision is made to maintain separate Line'Punctioris, 
the ~ndl.v~dual governments should take immediate steps to 
mertge p,?lice Administrative ActivitIes \'lith their counter­
part un~ts a~ the. g'overnmental level. Although such an 
ar~a~gement 1S ~n~que. for large police agencies, it has been 
j!l~J.I~zed extens~vely 'and successfully by military organiza­
tl.ons for many years. 

" ' ~:.: sh,?uld be, u~d~rstood we ar~ referring strictly to 
~\2.mJ.nl.stra:t~ye Actl.vl.t~es. ,(see prevl.ous classification, Chart 
2) and not ~ Staff Funct~ons when we make this observation. 
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Recol'nmendation. If police Line FUnctions are not con­
solidated into one police agency, Administrative Activ­
ities should be merged with their counterpart activ­
itfes in the respective city or dounty government (see Chart 6). 

In several instances police 'perform Administrative Activ­
ities that are not performed by the government to which they 
report. Two of these functions -- inspections and internal 
inVP-stigations -- are of a quality control nature. It can be 
argued that these functions are unique enougp to the police 
and require such a high degree of knowledge about the police 
operations that they should be maintained within the police 
structures. Although the staff SUpports the concept of . 
utilizing primarily SWorn police personnel to perform these 
fUnctions for police, the evid~nce suggests these fUnctions 
may also have value for the overall government. Therefore, 
the Police Consolidation Project staff makes the following suggestions: 

Recommendation. The local gove;rnmental officials 
should consider the possibility of establishing 
inspectional and citizen complaint units to per­
form quality control functions for their respective jurisdidtions. l 

Recorrunendation. The police inspectional functions 
should be staffed by both sworn and nonsworn per­
sonnel and organized as part of the planning unit. 2 If 

Recommendation. Police internal investigations 
should be staffed by sworn police personnel and 
the operation should be organized to be directly 
responsible to the chief police administrator. 3 

The preceding arrangements would facilitate aligning 
the police with their superordinate governments; facilitate 
police responsiveness to governmental problems, priorities, 
and policies; increase the overall competency of the police 
administrative staffj improve communication, coordination 

lIn the area of citizen complaints, the Internal Affairs 
Subcommittee assumed that such governmental agencies might exist, 
and they found such arrangements acceptable. See "Report of In­
ternal Affairs Subcommittee" in Ree~ 2f ~ Subcommittees. 

2The Inspections Subcommittee suggested the organiZation 
of planning and inspections in the same unit. "Report of the 
Inspections Subcommittee." 

3This arrangement is suggested by the Internal Affairs 
Subcommittee, "Report of Internal Affairs SUbcommit.tee." 
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Organization of Support Activiti,~ 

(/ 

InternJl Organization 
.;'1 

Actlvitie.s; reduce dupli­
overall efficiency and 
Activities. 

Locall?olice 0perations must have Support ,Activity assis­
tance to (1) receive requests from citizens, transfer those, 
requests to the appropriate party or dispatch the appropria'lie 
employee or '\lnit; (2) collect and process field reports; (3) 
process data an<;1 provide employees with operational and manage­
ment information; (4) receive, protect and process . .recovered 
and evidentiary property; (5) receive, protect and process 
people arrested by the police; and (6) ~erform criminali~tics 
functions. The objective of a ·SUPP9r·\;. Activity"unit is not 
to render a judgment about the management of police operations 
or achieve a primary police goal, rather it is to perfor.m 1m.". 
partially and mechanistically routine. housekeeping chorel for 

';police line personnel and operations. In" general,c:police 
Support Activities involve acquiring, maintain~ng or Pto­
cessing physica'l items, information I'.or pJ::.·isone:r,:s. The per­
formance of Support Activities enta.:hs basicaily pro,Qedur.al 
and custodial fUnctions which can be subjected to a high, 
degree of routinization. ~ 

In many instances governmental agenoies othert},':U~:r.ti·the 
police also have a need for Support Activities $lmi.l,.,ar~tk{~· ~ 
those needed by the police. For example, the regeit:it a~ld 
communication of citizen requ61sts for governmental, $eJ;\':·~.doe$ 
is as important to fire, anim;;tl oont:col, childr€ll'l ~s sel:v:iae,$ 
and a variety" of other agencies as to police -7 !t is i;r~ .... 
efficient and confusing to citizens for each 6fthese a9.~Qies 
to provide its own cominu,nications equipment and staff. U.th~ 
nature of these fUnctions :1,,$ such that if they acre separatE;d 
from complete police dominat.ion and expanded. to se:;veaQIli,'" 
tiona;!. governmental users, s),over1'lroental perfor.manc..e GoUl.d. 
be significantly improved. The routine natUr6: of these 
activities facili-I:ates their organization aS$ing-,le county 
or regional units which oah, be readily performe.u ~ l;,.y nPl'l .... 
police personnel. 

The current trena is toward such expan,F.lidrt. The CoIn. ... 
munications Proj ect is plan,ning a commur-;i.cati~1'ls.system 
that will eventually provide ernergel'lcy complaint:. reoeip't: . 
and dispatching to at least fire and possibly other agbncies.1 1 

lpublic Safety Syster:*s ~ncorp6rc;tted, Q£ta.ll ~~!2ef?.:t.$l 
of the Law ~£~ce~ end E'lre SerVl-ces Comrr~~rJ.l.cay.l.o.£ q~,.sE.~~ 
System (Proposal prepared for the City of Portland and i\1ul tnOIt'wlh 
County, Oregon), September 10, 1973 and P.S.S.I., tfask I-A 
£' inal Rep0x:.t: t!i:E.£.tes of RFP /Proposal S~Yi~ M~~ttin~ Jai1Uittt'Y 
14, 1974. 
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The police information system,is org~nized as a part,of a 
larger data processing operat1on, Wh1~h serves a var1ety of 
local governmental agencies. l The Cr1me Labora~ory S~udy 
recommends establishing a criminalistics operat10~ Wh1C~ 
will serve courts and PUblic.d~f~nders.2 The po11ce ~a1l 
distribution service respons1b1l1ty has been placed w1~h 
the City-County Central Services Bureau. A~d the acqu1-
sition of police vehicles has been placed w1th central 
service operations in both Portland and Multnomah County. 

Previous efforts t.o bring about mergers of Support 
Activities have been controversial and subject to much 
criticism. As previously mentioned, major,problems 7'elated 
to the methods utilized to date in attempt1ng to ach1eve 
the mergers of Support Activities must be corrected before 
future efforts will be any more successful than t~ose of 
the past. The high failure rate h~s been due,baS1callyt~ 
(1) weaknesses in long-range pl~nn1n~, (2~ fa1lure to ad~ 
quately consider systemic relat10nsh1ps w1th other f~nct10ns 
before beginning mergers, (3) failure to d~v~l~p sol1d, l~ng­
range commitments to the use of merged act1v1t1es, (4) fa1~­
ure to assign specific responsibilities and adequately d~f1ne 
authority in the merged areas, (5) the imposition,of elaborate, 
ill-defined committee and task force st7'uctures w1thout a 
division of respohsibilities and author1tY,between the com-­
mittees and project staff, and, (6) the c;tSs1gnmen~ ~fre­
sponsi'bi'li:ty for mergers to sk1ll7d pol~ce pract.1t:lc;ners 
who have not had sufficient exper1ence 1n the techn1cal 
areas of the Support Activities being organized. 

PlahS have alr~ady been made and action is being taken 
to consolida,te severa.l $upport Activity units. While the 
plans for these consolidations are for the most part logical 
and well conceived, implementation of the plans iS,suffering 
or will suffer either because the plans are not be1ng 
followed o~ because the plans were not SUfficiently encom­
passing to ensure the success of the prc;ject. Before pro­
ceedingwith specific recommendations, 1t may~be use~ul to 
review the'specific problems related to t':lc; strch prC;Jects 
communications and Crime Laboratory -- as 1llu~trat1ons. 

The Communications Project has been thoroughly re- . 
searched and study efforts are continuing as the implementat10n 

" 'j l"What is CRISS?" (Portland: Columbia (region Information 
Sharing System, 1974).9 

t, 

2n Report of the Metrop?litan Crime Laborat.ory Study 
Commissio{..\t (Portland: CRAG, 1~74). 
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begins. The plans laid to date are baSically sound. The 
problems which may cause major difficulty further along in 
the project are: 

1. The projec~ direc~or is basically a highly com­
P7tent pollce offlcer who has studied communica­
t10~S te~hnology from a police viewpoint. This 
off1cer 1S knowledgable of police needs and 
traditional police co~nunications procedures. 
howev~r; fire officials and the managers of ~ther 
<;tgenc1~s.that.are potential users do not feel he 
1~ f~m1l1ar Wl~h.the procedures of their opera­
t 7ons. In add7t~on, the fact that his career is 
t1ed to a. spe~~fic User agency could caU~.e 
problems 1f h1s own age,ncy attempts to impose 
its ~ishes on him. Regardless of his neu-
tra~~ ty t o'cher agencies may suspect that his 
a~tlons favor his own police organization. 
S1nce the officer in this position i.9 highly 
c9mpetent and Sincerely striving to overcome 
th~se problems r he can be Successful if he re­
C~1!eS adequate support from policy-level of-
f1c1als. ' 

2. No formal agreements regarding the obligations 
and re~pon~ibilities of the User agencies or the 
cor:rrnun1catlons unit have been initiated 'co date. 
Th1s means there will be no way of solving mis­
understandings and disagreements among users ex­
c~pt in the political arena.. In addition, com­
m7tment~ to the project are subject to recon­
slderatlon even befo~e the project is fully im­
ple~ented and operat1onal. The project director's 
bas1c option for maintaining support for his pro­
grams will be informal inflUence on people in 
positions of,authority and through the establish­
ment o~ commlttees of powerful persons Who will 
give h1m the support of consensus. 

3. 
/i 
/ 

The project is not suffici~ntly interfaced with 
other parts of the informat\i.bn system. 1the Com­
mun~cations Project depends' substantially'on 
pollce records and data processing. However 
since police records and data processing are' 
under the control of entirely separate officials 
the p~oject director is at their mercy and~in ' 
som~ 1nstanc~s th~y are at his. FUrther compli­
cat1ng the s~tuat1on, the Communications Project 
must compete with other components of the in­
formation system for funds. 

, . 
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The Crime Laboratory Project has different problems. The 
plan for the Crime Laboratory was ~evelope~ ~hrou~h a.syste~ 
m~tic and sound approach. Profess~onal cr~m~nal Just~ce op~n­
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 labo:r;atory system. The resulting,plan is . 
solid in nearly eve/i:y aspect. However, a few pol~ce agenclE~s, 
representing only a 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 la~d out by the Metropolitan Crime Laboratory Study 
Commission. 

The major premise of th~ Commission was that, first! 
an independent, professional project director would be h~red 
and, secon.d, the director would organize the laboratory in 
such a <way as to maximize its utility for all potential 
users. The polrce group1s actions will effectively ~surp 
the prerogatives of any person who is eventually designated 
as project director. These actions will, in ef~ect, sub­
vert the original study group's efforts in the ~nterests of 
the police. As a result, other potential users may not re­
ceive full benefit of the system --,a situation. the ~om­
~~ssion hoped to avoid. Even if the laboratory is s~ruc­
t.ured to provide services to, a broad range. of nonpol~ce 
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 Laboratory'''project illus­
trate the imporbance ,of ensuring that the implementation of 
Support Activity projects with interagency service potential 
is not (I) 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" po~ential for improving both local police 
and governments. Howevkr, such consolidations will continue 
to have a high failure rate unless preimplementation plan­
ning is systemiC and detailed and implementation of the 
plans is initiat~d in a systematic, objective, and well 
coordinated fashion. 

options 2 and 3 presented in Chapter IV are alternative 
approaches for handling the consolidation of Support Activities . 
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Option 2 wo~l~ ~stablish a Public Safety Support Agency with 
the respons~b~l~ty ~nd authO:ity to organize and coordinate 
all SuP~O:t,Act~v~t~es. Opt~on 3 is an ad hoc approach with 
res~ons~b~l~ty for ~ach merged unit decided on an individual 
bas~s. Re~ommendat~ons related to each of these ontions a e 
presented~n the follOWing discussions., '" r 

, Public Safety Support Agency. The most logical and 
~n.th7 ~taff's opinion, administratively sound method of're­
organ~z~n~ S~p~ort Activities is through the establishment 
ofa P~bl~c Safety Support Agency having responsibility and 
autho:~tY,to m~nage Support Activities for all public safety 
o~gan~~at~ons ~n the city and county. This approach is out­
IJ.ned ~h Chapter IV under option 2. 

Such an agency should be es~ablished by a contractual 
agreement involV'ing a~ least P<?rtland and Multnomah County. 
Gresham and other pol~ce agenc~es in the county should also 
be parties to the co:r;t:act, although their initial involve­
ment WQuld" not, be crxtxcal to the establishment of the 
age.ncy. 

Th~s P~blic Safety Support Agency should be managed by 
a coor~~nator Who would initially be responsible to the chief 
execut~ves of each of the participating jurisdictions Such 
an ar~angement cou~d be modified after the agency has'been 
organ~zed, but dur~ng the early stages of implementation 
the s~pport of these officials would be essential. The 
coord~nator should be provided with a personal services 
contract of sufficient dUration to ensure the. establishment 
of the Support Agency. 

The f<;>llow~ng Support Activities and personnel should 
be pla~e~ ~n th~s agency (see Chart 7) under the direct 
superv~s~on and control of the coordinator: 

1. 

2. 

3. 

4. 

Communications for police, fire and other emer­
ge~cY,an~ quasi-emergency governmental agencies. 
Th~~ ~s ~n essence the current Communications 
ProJect although the concept should be expanded 
to a CO~Plete "911 System" for Multnomah County. 

Records for police, fire and other emergency 
agencies. 

Data processing for emergency and criminal jus­
tice agencies. 

~vid7nce and pr9perty control for all criminal 
Just~ce agencies including police and corrections. 
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CONSOLIDATED PUBLIC SAFETY SUPPORT AGENCY 

CITY 

Coordination 
Branch 

Public Safety 

Support Agency 

soner 
tent ion and 
ocessing 

Equipment 
itiotl & 
enance 

COUNTY 

Direct Services 
Branch 

Records 
Unit 

Crime 
'Laboratory Communications' 

IF Unit, . " 
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5. Police identification records and activities. 

Ih addition, the Public Safety Support Agency should be 
responsible for coordinating the following activities to re­
duce ineffiGiency 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, m,anagement and maintenance. 

The agency would have only functional supervisory authority 
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 appropriate 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
d,iv±dual 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 authority £0 organize the activities and 
achieve reasonably stable operations. 

Second, it would make Support Activities separate from 
complete pol·ice domination and they could be organized to 
serve a large number of organizations. 

Third, it would provide an impartial coordinator who 
could devote full time to ensuring that activities competing 
for scarce resources receive appropriate allocatio~?is. This 
arrangement would facilitate more rational decisio~s about 
the funding .priorities of all Support Activities. Current 
conflicts over funds should be substantiallyreduc.ed. 

Foqrth, it would give governmental administrators .a 
single person with whom to dea:j..,,: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 
units' of police and fire communications, records, CRISS, 
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'dentification and evidence and property contr~l. They should 
~e organized u~der the supe7visionof~he coord~nator who shou~~ 
have the independent author~ty to appo~nt manage~s for ~he va:~ 
ous functional areas. These people $hould be,ne~ther c~ty nor 
county employees but rather under an occupat~onal arrangement 
similar to that' ~f the Columbia Region Council of Governments. 

The alternative to this organization of ~u~p~rt Acti~ities 
is option 3, the ad hoc merger of Support Act~v~ tJ.es .. Th~s ad 
hoc approach appears to be the most acceptable to pol~ce mana­
gers in Portland and Multnomah County.l 

Ad Hoc Mergers of Support Activities. ,The ad hoc merg7r, 
of Support Activities would consist of noth~ng more than el~m~na­
tion of duplicatior:s,o~ efforts through governmental agreem~~ts 
to trade responsib~l~t~es. The governments best able ~o pex 
form fllnctions for both the city and county w~uld b7 g~~en 
the appropriate ~esponsibilities. The follow~~g gu~del~neS 
should be observed to ensure.the success of th~s ad hoc 
approach. 

1. 

2. 

3. 

4 • 

" 5. 

,6. 

, 

The mergers should be consistent with eventual 
complete consolidation of police. 

The plans for eventual consolidation o~ police 
shotild be sufficiently defined to perm~~ long-, 
range planning of the sY9tems and funct~ons be~ng 
merged. 

The merged units should be attached to existing 
agencies and organiz~tio~s rather than established 
as independent organ~zat~ons. 

Contracts precisely defining r~sponsibilities, 
authority, and a positive commitment on t~e part 
of the individualc,r;gencies should be ini t~ated 
for each merger. ". 

' .. , 
Agencies:utilizing the me:::-ged services. shoyid ~e 
obligated to use the serv~ces ,of the m7r~~a unLts 
for a specific period of ~ime,and pro~~b:r:ted from 
developing their qJ;'ln dupl~cat~ve serv~c,es. 

Individual agencies should be obligatJ3d to 
statidardize their own functions andproced~res 
for;;cdtmtywide,~,uniformity and an adequate ~nter­
face~it~ the~m~~ged services. 

lSee Re'po'rts of t'he Subcommittees. 
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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 consolidation 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 anne~ county territory 
where irrational boundaries hamper the efficient 
provision of police servic~s by the county or 
natural communities are split by' jurisdictional 
boundaries. 

Even within these guidelines, successful mergers of 
Support Act:btities will be difficUlt to achieve and even more 
difficult t~ "maintain. Fragmented responsibility will create 
communication problems and conflicts.' The quality of services 
received will vary with projects and n~cessitate continual 
evaluation and intensive high-level administrative efforts 
to ensure quality control. The personnel of user agencies 
will probably bernore 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 b.r:eakdowns. However,in spite of these problems, if 
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 servic9s unit for the police and other govern­
mental agencies and placed under the City-County 
Data Processing Authority. 

/i/ 

The current separation of com:munications, records, andl) 
data process'ing is inefficient and will have a serious im­
pact on the ability to imple'rhent 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 ~itho';lt a 
single control mechanism, competition and conf17c~ w1ll 
hamper the effectiveness of tr,te ~y~tem. ~n add1t10n, the 
system should be placed in a gOS1t10n?f 1ndepe~dence from 
the police to ~nsure the broadest pOSS1ble serv1c~ to 
governmental agencies. The existing Data.P~ocess1ng 
Authority offers the most neutral and eff1c1ent structure 
for housing the system. 

Recommendation. police evi.dence .. and property con­
trol should be organized under records. 

Evidence and Property Contr{~l is currently in need, of 
reorganization. The major responsibility related to th1s 
area involves storage and disposal of property tha.t comes 
into police custody. The most critical aspe~ts of the oper­
ation entail processing and account1ng techn1ques. The , 
functions must be organized and controlled by an agency w1th \ 
countywide jurisdiction. It·is important that the,procedures 
be interfaced with police records and data process1ng, and 
the controlling unit be able to monitor both the own~rs of 
property and the property itself '7s they proce~d.thro';lgh 
the criminal justice system. It 1S also of cr1t1cal 1mpor­
tance that evidence in custody p.nd records of cases be 
co'prdinated to ensu.p,e their producti.on in c,?urt at the 
a.ppropriate time. 1 Hence, the reco:r:ds sect1,?n. of Data 
Processing Authority'will be in the best POS1t10n to pro­
vide an evidence and property control system. 

Rlaconu'nendation. Criminalistics support should 
be organized and implem~nted in a manner con­
sistent with the Metropolitan Crime Laboratory 
Commission and placed under the supervi~ion of 
the Oregon state police. 

The Metropolitan Crime Laboratory Commission has J?ro­
duced recommendations for . e~tablis1;i~g a. sy~t~m -th'7t '1,\'111 
provide effective and eff1c1ent. cr1m1n?-11st7C. se;:r~c~s to 
the local criminal justice system. 2 Tne cr1m7n~-J,:-::l.st7cs 
operation should be organized in accordance w1th the1r 
report. This arrangement should provide greatly ~mproved 
service to the Division of Public Safety and prov1de the 
Police Bureau a reduced cost. 

____ J 

lEvidence and Property Control Subcommittee, Reports 
of the Subcommi't-tees, p. 17. 

2Report of the Metropolitan Crime Laborator~ Facilities 
Study Commission~ortland: CRAG, 1973). 
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Recommendation. Police vehicles acquisition and 
maintenance fuhctions should be assumed by the 
Bureau of Fleet Management, City of portland. 

Police vehicle acquisition and maintenanc'e functions are 
currently 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 
cost.l Therefore, -chese functions should be assumed by the 
city. 

" 

Recommendation. Detection and identification 
functions should be placed under the Multnomah 
County Division of Public Safety. 

Currently the Division of Publ~c Safet:;.y is performing 
detention functions for the city and county. Both the 
Police Bur~au and the Division perform some identificat~on 
functions. Since ,identification operations must be c-losely 
interfaced with detention and since a minimal effort would 
be required on the part of the Division to develop a high 
quality identification operation that would serve all police 
agencies WOrking in the county, this operation should be 
assumed by the Division of Public Safety.2 

Recommendation. Warrant service and extradition 
functions should be assumed by the Multnomah 
County Division of Public Safety. 

The county is currently performing the majority of the 
warrant functions. Extradition is an obligation of the 
county. 3 Therefore, a minimal effort would be required for 
the Division of Public Safety tci assume these functions. 
Portland police personnel engaged in these activities 
should be reassigned after the county assumes responsibility 
for these activities. 

c.' 

lpolice ConElolidation Project staff, "Comparison of Police 
Vehicle Acquisition and Maintenance Costs" and Motor Pool and 
Transpo;ta.tion Subcommittee, Reports of the Subcommittees, p. 237. 

2The Identification and Scientific Investigation subc~rnrni'­
tee agreed that detention and identification need a close r~~ 
lationship; however, they cautioned against assigning" identi­
fication to corrections. Reports of the SUbcommittees, p. 99. 

3Records Subcommittee, Rep'ort of the Subcommittees, p. 348. 
," 

J 
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As previously indicated, this ad hoc approach a~pears to 
offer the least potential of any of the ~roposed opt10ns for, 
reducing overall costs. If this metQod 1S adopted, substant1a1, 
improvements in overall police e~f6c~~ven~ss ~i11 be,dependent 
on the line functions of the po11ce or'4ap,1zat70ns ~e1ng re­
organized in the manner suggested prev10u,lp1y 1n th1s chapter. 

.it 
; ~., 

Personnel 

Regardless of organizational design, the 7ffectiveness 
of a police agency is ultimately dependent on1ts employees. 
Police officers must be compatible both with the people they 
serve and the organization by which t~ey a~e em~loyed. They 
must be familiar enough with their c17ents att7tudes, ~a1ues, 
and needs that effective performance 1S automa~1c. The1r 
appearance and performance must meet wi~h pub11c approval 
and instill in citizens sufficient conf1dence that they, 
willingly assist police in handling the prob;ems of the1r 
comm,uni ties. 

The importance of a match between an organization a~d 
its employees is not often recognized; h~wever, many p.o1~ce 
management problems result f:om,incongru1tY,betwe~n employee 
and organizational characte:1st1cs., A serv1ce.-:-or1ented, 
police operation cannot aah1eve max1~um effect1venes~ w1~h 
apprehension-oriented .emp10yees or V1ce :rersa. Ega1 7tar7an 
employees will no'~ perform suc,?essfully 1n an a\1t~or1tar1an 
organization 6r V1ce versa. H1gh1~ ed~cated,and 7ndependent 
personnel are not suited for organ1zat10ns w7th h1~h1y 
routinized narrow divisions of labor. Cans~.derat10ns of 
these obse~vations 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 possib17 and 
desirable t9"e,stab1ish unifor.m police personn$31 prac;t1ces 
throughout t.l1le"county. Citizens expect that t~ey w111,be 
able to obtain a uniformly hitgh quality of p,?11.ce serV1ce 
from competent police officers at any p1ace,1n the county. 

. Therefore, the public will support sound un1f~rm standards 
for police person,~nel. In earJ<ier par~s of t~1~. report 
recommendations have been made that w111 fac111tate the 
establishment of uniform personnel techniquesi,an~ standards. 
For example, the adoption of 'a' -commox; set'>l')f p~~1,?e goals 
and the reorganization of line funct10ns 1n a s1ffi11ar , 
fashion ~i11 facilitate a uniformity of personnel pract1ces. 

There ~re numerous advantages to having standardized 
personnel operations for all police organizations in the 
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cou~t¥. A common personnel system would allow interagency 
mob111ty through lateral transfer. This would permit inter­
agen,?y,s~a:ing of personnel. ~he increased range of career 
poss1b111tl.es would make a po11ce career within the count,y 
more attractive, facilitating recruitment of high quality 
employees = Agencies wo~ld have an increased range of manage­
ment c;andl.dates from whl,ch to choose. Organizational in­
breed1ng would be reduced while broader job experience 
would be possible. 

The facilitation of the trend toward total conso1i­
~ation of police would be another advantage of a common 
~ersonne1 syste~. Employee fears, of inequitable treatment 
1n a conso11dat10n wquld be reduced, reducing also the 
resistance to consolidation. One of the most difficult 
problems of consolidation -- sorting out differing per­
sonnel arrangements -- would be eliminated. 

" 
Aside from the issue of consolidation, a common per­

sonnel system wo~l~ allow the separate police agencies to 
operate more eff1c1ently. Common recruitment and selection 
effort~ could ~esult in economies of scale. The quality 
of po11ce serV1ce would t~nd to be standardized countywide. 
The development of statew1de police standards and goals 
would be aided. 

R~c~mmendation. A uniform personnel system with 
s1m11ar standards, procedures, job descriptions, 
and,car7er paths should be established for the 
po11ce 1n Multnomah County. 

. Local police officers are probably as a whole more 
h1g~ly educated than officers in 'any other similar metro­
~011~an area ,?f the United States. The recommended organ-
1zat10n~1 des1gn for police line functions is based on'an 
assumpt10n that police 9;gencies will continue to employ 
educ;ated personnel: ... Hoyever, the existing systems are not 
des 7gned t~ effect1vel~futilize educated officers. Educated 
po17ce off1ce~s a78 cu~rently res~ricted from making their . 
max1murn contr1but10n tq the orgah1zations by career systems 
that conf~n7 ~~em t~ r~utine,duties and activities for 
ye~r~. C1v111ans w1th!! techn1cal competencies that are 
c~l,t1cally need~d by "ti,he police cannot be placed in posi-

, t10,nS ~h~r~ the1r knoy'ledge can be utilized. Sworn, rather 
t~9n c1v111an, comman~iers are placed in supervisory posi­
t10ns even though thei:Lr responsibilities. do not require 
sworn.s~atus~ The personnel system should be reorganized 
to el1ml:nate these prlDblems . 

. / 
I, 

Recommendation .. 1 Police career systems and. personnel 
practices shoul~ be redesigned to (1) make more 
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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 po~ersi 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 dispropor.tionate 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 nondiscriminatioh 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 ~ny agency prove that its current hiring 
anp) promotional prabtices select ~he most competent in­
diL'/iduals. '~he correction of thisQ situation lies., in a com­
plete remodeling of the existing personnel system. 

() 
("-, 

Recommendation. Police per sonnel procedures' should. 
be redeSigned to eliminate racial and sexual dis­
crimination as well as any appearance of r~cial and 
sexual discrimination." 

The area of p~rsonnel 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 an'ct,· recommenda>tions con­
talned inl this chapter were written primarily for policy 
officials. We have attempted to confine the report to 
those problems and recommendations which are most appro­
pri~tely subject to the attenti6n of policy level officials. 
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,The chapter ~uggests s~bstantial room exists for im­
prov~ng local p'oJ..~c~ operat~ons. Some conclusions will no 
doubt be controvers~al. However, the staff has made every 
ef~ort to h~ndl~ t~e data conservatively and the resulting 
ev~dence st~ll ~nd~cates: 

1. Police operate autonomously from their govern­
ments and, citizens. 

2. Po;ic~ ~re not effectively addressing their 
pr~or~t~es and goals. . 

3. Police agencies have a disproportionate amount 
of their resources invested in overhead activities. 

4. Police agencies have exces~ively specialized en­
fo);'cement units. 

5. polic7 pe~sonnel are not adequately organized 
and d~str~buted for best service to the public. 

6. Pol.ice personnel practices restrict the effective­
ness of the agencies. 

. ~nless t~e~e problems a~e addressed by taxpayers, 
pol~t~cal off~c~als, and police leaders, they are likely to 
~7come more rather tha~ less serious with the passage of 
t.~me. ;'he ~ecommenda~~ons ar::pear to the staff to offer the 
most pocent~al for ch~nging the situation. 

.' Ultimately the success of police consolidation will 
de~end on the effo:ts ~f police employees. The corollary is 
fa~lure of r~organ~~at~on attempts are often the result, of 
emplo~ee res~sta~ce or active sabo~age. It appears .. then" 
the s~ngle ~ost ~mp~rtant element ~n the successful improve­
ment of pol~ce serv~ces through merger is the implementation 
of a common personnel system. 

".,.., 
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. Chapter VI 

SUMMARY 

This report outlines the options for improving local, 
police operations, given the defeat of city-county consoli­
dation. Upon selection of the option that local policy 
officials find most acceptable, the. Police Consolidation 
Project staff will proceed to develop detailed plans and 
initiate implementation. Following is a summary of the 
recommendations contained in this report. 

Goals 

1. The following goals should be established for 
all police agencies in Multnomah Count~. 

a. Provide emergency actions and services, not 
readily available from other age~cies, that 
may save human life. 

b." Provide programs and actions directed at 
the causes .. and condi tlons of delinquency 
'and crime that will result in the preven­
tion of juvenile delinquency, criminal 
deviancy and crime. 

c. 

d. 

Provide programs and actions to acquire in­
formation about criminal behavior and re­
sponsibility and expeditiously handle that 
in~ormation in a manner consistent with 
~he best interests of involved persons, the 
bommuni,ty'" and soci~ety.' 

.. ·.'4· /, 

U 

Respond by direct involvement, advice, or 
referral to those situations which if left 
unattended would logically result in serious 
mental angui~h, disorder, injury, ~roperty 
damage, or 19s5 of individual rights for 
people within the jurisdiction. 
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provi~e actions· and programs for c,?ordina-' 
tion between and support for;agencleS that 
seek to facilitate social justice and jus-
tice 'processes. 

,f. pr~ovide order paintenance programs and 
actions to redtice danger and facil~tate 
normal community and social operatlons 
during periods of unu~u~l, disruptive 
occurrences such as C1Vll protest, nat~ 
ural disaster, riot, and war. 

2. 

3. 

4. 

g. Provide programs, proc~dures,a~d activi­
ties that will result lR efflclent, ef: 
fective and. fair nlanagement of the pollce 
organization and satisfaction of personnel 
career needs.' 

police organizational arrangements should be 
~odified to ensure greater congruence of goals, 
~~ructure, and police activities. ,This r~com­
mendation should be implemented wl~h or wlth­
out consolidation of police operatlons and , 
without regard to whether or not the preCedlng 
goals are adopted. 

Methods should be adopted by the poiice,to 
ensure continuous development and updat7ng 
of police objectives in a manner that wlll 
maint.ain their consistency with the organ­
izat.ional goals. 

I.',. 

Methods should be established for monitoring 
the extent of goal and objective accomplish­
ment and assessing the effectiveness of vari­
ous organizational strategies. 

Consolidationopti'ons 

A s·ingle police agency shQuld be'esta~lished for, the 
C:tty of Portlar~d and MUltnomahCou,;:;t¥,. (op~10n 1).. ThlS 
ag~ncy would be created by the conBolldatlon of t~e, , 
Portland police BUreau and the Multnomah County DJ.V1Slon 
of Public saf.·.e. 'tY'.ff It. WOUl. d be, admin .... ,istere~ by a director 
who would be.poth~chief.of po1. lce al!-d sherlff and would 
report to poth the Mayor and Ch.airman of the Board of 

. 'L' Jr County Comml.s::;ldne~rs. ' 

. Alternative: The most. preferable alternative (option 2) 
is the establishment of a Public Safety support , 
~gency for' communications, records, .data proceE>Slng, 
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crimina.~istics! evi~ence and property control functions, and 
reorganlze pollce Llne Functions and Administrative Activi­
ties for improved efficiency and effectiveness. 

Alternative: A second alternative (option 3) would 
ent~i~ ~mproving the e~i~ting ad hoc consolidation of Support 
Actlvltles and reorganlzlng police Line Functions and Admin .... 
istrative Activities. ' 

Organization of Line Functions 

Regardless of whether police consolidation occurs, the 
following changes should be made in police Line Functions 
(see Chart 4). ,:' 

. 
1. The ratio of-management and supervisory personnel 

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 fill nonsuRerviso~y posi­
tions should be discontinued. ,./ 

2. 'llhe number of levels in the organizational hier­
archy should be reduced ,to no Jnor.e than four ranks. 

3. The a~ount of specialization in police Line Func­
tions should be reduced by incorporating specialist 
responsibilities into patrpl officer jobs, and re­
turning specialists to uniformed generalist patrol 
operations. 

4. Temporary special-purpose committees containing 
patrol officers should be used ~o perform fUnctions 
currently the exclUsive ,responsibility of overhead 
personnel. .. (;,' 

5. Organizational ar:r,7angements 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. 

6. The General Operations of the poi±ce should be re­
organized to facilitate (a) priority and operational 
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 

......... -~\~ 
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(d) cooperation be~tween the police and other city' 
and county'social ~ervice agencies. (See Chart 4 
for an illustration of the form such a structure 
itlight take.) 

f ,-
/Ji orga~ization of Administrative Activities 

li 

1. Administrative Activity units with similar functions 
in the City of Portland, Multnomah County, the 

'Portland police ijureau, and the County Divisiori of 
Public Safety sho'uld be physically located in the 
same facility in close proximity to each other. 

Ii ' 

2. Similar Administrativ! Activity units of the city, 
county, and police should 'hold periodic, joint 
staff meetings to' ensure that their efforts are 
cooperative and coordinated. 

3·IJ 
1/ 

4. 

5. 

. ' 
positions in Administrative Activity units, in­
cludiqg supervisory positions, Sh9Uld be classified 
as nonsworn although sworn police officers should 
not be precl~ded from filling such a position if a 
{~worn officer seeking the position is the most 
qualified in te;r:-ms of skills, knowledge, and cre­
dentials. However, sworn officers assign~d to such 
positions should receive an appropriate adjustment 
in their remun,eration. 

Personnel for Administrative Activity units; with 
the exception of police officers assigned temporarily 
to such. u,nits for special projects, ,_should be hired 
by gove~nmenta~ ftaff administrators rather than by 
the pol:Lce.' " 

,.' 

If police Line Functions are completely consolidated 
into one'police agency, Administrative Activities 
should be placed under the direct controL of the 
police directo(:~rli th Administrative AC~ivi ty per­
sonnel provided' by the city and the county. (See 
Chart 5.) ,) 

() 

If police Line Function~ are not consolidated into 
one police agency# Administrative Activities should 
'be merged with. their counterpart activities in the re­
spective city or ,county ,,,government'. (See Chart 6.) 

J' '-.) 

6. The local gove:r::nmentalCOfficials should consider the 
p0s:;;ibility of establishing inspectional and citizen 
complaint 1.:111i ts to pert,orm quality control functions 
for their respective jurisdictions. . 
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7. 

8. 

1. 

2. 

Summa;ry 

The police inspectional functions should be staffed 
by b,oth sworn and nonswo,rn' personn' e'l d ' a.n " organlzed 
as part of the planning unit. ":;:!' 

POlice internal invest±gations should be staffed 
by sworn police persc;mnel and the operatj;on should 
be organized to be dlrectly responsible to the 
chief police administrator. 

\ 
e Or'ganization of support;o;-Activities 

ACity-Co~nty Public S~fety Support Agency should 
be ~stabllshed to provlde or coordirtate the fol­
lowlng Support,Activities .. (See Chart 7.) 

a. 

b. 

d. 

e. 

f. 

g. 

h. 

Communications for pol.ice, fire and other 
emerg~ncy and,qu~si-emergency governmental 
agencl~s. ~ThlS lS! in essence, the current 
COmmUl1lcatlons ProJect although the concept 
s{lould be expanded to a complete "911 System H 

for Nul tnomah County.,. 
,t'l' 

Records for police, f"l're d h an ot e"r emergency 
agencies. ' 

Ii c 

~ata.processi~g for emergency and criminal 
Justlce agencles. ~ 

~vid~nce ahd J?roperty control for all criminal 
J~st1ge agenc1es including police and correc-
t10ns. ' 

Police identification, records and activities. 
1'1 

Crime laboratory services ,which would be located 
direq.;t,:ly under th~ State Police. 

Equipment acquisition and maintenance. 

Prisoner detention and processing. 

, I 

i. 

As 
be 

Facility acquisition,'management and maintenance. 

an aiternative option, Support Activities could 
consolidated on an'ad hoc basis in the following 

manner: 

a. Communications! records, ~nd data processing 
could be organlzed as ·a slngle informStion 
services unit for the police and other govern-
mental agencies and placed under the ' 
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2. 

3., 

--- --,--'-' ---' --

city-County Data Processing Authority. 

b.P,plice evidence and property control could be 
organized under records. 

c. 

d. 

, e. 

f. 

C;iminalistics support could be organized and 
implemented in .a manner consistent with the 
Metropolitan Crime Laboratory Commission and 
placed under the super.,(:,:l.e;ion of the Oregon 
8·ta te ):>olic.e.· "',., 

Police vehicle acquisition and maintenance 
functions cm:t'i.d be assumed by' the Bureau of 
Fleet Manag~ment, City of Portland. 

'-:'f.-: 

Detention and identification functions could 
be' placed under the Multnomah County.Division 
of Public Safety. 

Warran~service and extradition fUnctions 
; could be assumed by the Multnomah County 

Pivision of Public Safety. 

Persormel 

A uniforJTl per~;onnel system with similar standards; 
procedures, job descriptionS I and. carE;er paths 
sh'Ould be established for the pol~ce ~n Mul:tnomah 

~.-~. . , 

County. 

Police career systems and personnel practices should 
},)e designed tQ (a) make ,more extensive use of the 
knowledge and \'pkills. pf operational personnel I 
(1:» relate, selection methods specifically to all 
positions ,throughout the organ~zati~ni (c) ~i~it 
the, requirement of a sworn off~cer ~n a pos~t~pn 
to those positions which require arrest powers, 
and Cd) facil,itate the rewarding of goop" goal .... , 
ortt?nt,~d job performance. 

Pot ice personnel procedures 'shou~d b: '~ede~ign~,ed 
to eliminate racial and sexuald~scrIm~nat~on as 
well as any. appearance of racial and sexua'l dis­
crimination. 
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Chapter~VI I 

IMPLEMENTATION 

The expeqsive and time-consuming task of data collection 
and analysis has been completed. The critical question now 
is ~In ~hat ~ay will.thi~ information be used to improve local 
pc;>l~ce? Th7s quest~on must be,.ans:wered by policy officials 
wJ:th all del~berate speed so that the. accumulated information 
ca,n be used to its greatest advantageapd so that the Police 
Consolidation Project might cont.ribute tb."j:.he actual improve­
men~ of local pol~ce service~. To this egd~the staff suggests 
tak~ng the follow~ng sequent~'al steps as rapidly as possible. 

First SteE· The Police Consolid':ttion Project Policy Group 
~hou~d rev~ew this report, indicate the option 
rt WI$hes ~mplemented, and state its position 
on each. of the related recommendations. \ 

Second Step., Subject to ,the direction of the Policy Group, 
the Police Consolidation Project staff should 
be given the responsibility and authority to 
stop conflicting police planning and changes, 
to perform final detailed implementation 
planning, and to supervise the subsequent 
implementation of those plans. 

Third Step. The Policy Group should designate the order 
in wh~fch it wishes planning and implementation 
of th(~ following areas to proceed: 

,,' 

(1) !organizational Structure(s) 
(2) /1 Management System (s) 
(3) j Personnel Development (Training) System 
(4) ~ Information System (Communications, Records, 

I Dat~ Processing) 
(5)) Complaint System 
(6)/ Evidence and Property Control, System 
(7)5 Career System , 
(8)11 Other or Alternative Areas ;: 

Ii 
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Chapter VII 

Fourth step. 

Fifth step. 

sixth step. 

(~I 
f ' 

~he staff will then prepare a detailed imple-
menta.tion '};5'lan for each of those areas in 
the Qrder specified. 

~After approval by the Policy Group, the staff 
will supervise implementation of each plan, 
working directly with the agencies and employ-
ees '. involved. " 

Upon completion of work on the designated areas, 
(t.h.~, Police, Consolidation Project staff will pre­
pc:.~::\ a, police consolidation manual and, the re­
qu~~~d final r~ports. (The police.Conso~idation 
ProJect grant ~s scheduled to end ~n Apr~l, 1975.) 

::::,;:.' 

It should be emphasized that successful completion of 
the Police Consolidation Proj~ct will depend on both the 
government.s and the police agencies giving high priori:ty to 
the recommended steps above. .Any delays on decisions re .... 
lated to the project will sel:iously hamper efforts to ex­
pediently improv~ police services in Pe.rtland and Multnomah 
County. 

o 
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RECOMMENDATIONS AND GUIDELINES FOR CON\.lh~.ACTS 

Historically the police agencies in Multnomah pounty 
have made numerous attempts at improving the performp.nce of 
police s'ervices by establishing joint cooperative'ar'range­
ments. These arrangements have been primarily in the areas 
of Administrative and Support Activities. Generally they 
have been based on informal arrangements rather than formal 
contracts between~the involved parties. The absence of bind­
ing 60ntracfs has.created a number of problems for parties 
involved and particularly for the' IIresponsible" project 
directors, administrators or coordinators. 

The purpose of this Appendix is to: 

J.. Provide general information necessary for plan­
ning and c;leveloping contractual agreements unique 
to the police area. ' 

2. &stablish general planning methodologies and 
criteria for contract development. 

3. Establish conceptual ~uidelines and parametersl 
for minimal contractual provisions. 

The term IIcdhtract" as herein utilized relates to an 
agreement between governmental agenciep in Multnomah County. 
Such a contradt provides one of the least complicated means 
of accomplisfling coordinated or consolidated govern~ental 
services, including 'police s,ervices. 2 ~;::"'o , 

-' 

Among the most important areaS of asseSsmetJ.'t are present 

/lprotqtype gontracts are presented in Appendices Band 
C of this report. 

2President'~ Commission an Law Enforcement and Adminis­
tration of Justice, Task Force on the Police (Washington, D.C.: 
Government Printing Office, 1967),~ 108. 

l\ 
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police operations, crime problems, citizen expectations,· and 
projected needs for the future. l,f contractual costs are to 
be based on the scope and' level of services provided, it is 
particula.rly important to ascertain the specific needs of the 
affected community. ' . ; () 

Rather than formal contracts the governments in Multnomah 
county have relied on ad hoc,' informal rela,tionships. These 
informal arrangements have apparently resulted from a l~ck of 
research into contract development and enforcement and 1n­
sufficient planning prior to implementation of cooperative 
endeavor's. ,', 

Probably the most 'important planning needed prior to the 
development of co~tracts for police functions or ager;cies is 
r.elated to the level of service expected by contract1ng par­
tres.. ..-Response times-, -follow-up investigative support, work 
load patterns and a number'of personnel on a g:ographical and. 
chronological basis are examples of factors whl.chJ.can be con­
sidered separately or in combination to deftLne level of ser-­
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~ntracting parties 
must be determined. 

This identification of cO'sts is the second critical task 
in the development of contractual arrangements. It is diffi­
cult to prepare a fair and equitable formula of costs for (/ 
services. police corisolidation Project staff research in­
dicates that the more complex the cost arrangements in a 
contract, the grea"l:er the problems between cont:t;acting par­
ties. Costing ",arrangements should be made as Slmple as 
possible so that policy makers and bureauorats alike can 
understand and work with the agreed upon mod~l or formula. 
Alternative cOsting models can be compared by use of the 
follo~ing criteria: 

':''''-' 1.. All Ericing models should assume the contractual 
arrangementsagreed to will be maintained tor ~ 
reasonable .~~ of time. Minimu~ leyels":of 
services determined should be cons1stent w1th pro­
jected trends over the p~riod agreed to. Econo­
mies of scale aiid the effectiveness of the coordina-
ted effort shoUld b~ considered and projected. The 

co capability of the j'bint venture to maintain quali­
fied suppqrt or Admini'str~t~v~ Activities must be 
taken into account. Flex1b1l1ty to allow for 
libuying" more or less services must be inclug.ed_. q 

\'J Costs fQr different leve~,s may be included. ~~ 
f::.-.. 
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2. 'I'he model m~st, ~or:fo:t;m to, legal reQ1lirements. 
Sta~e law, Jur1sdl.ct10nal charters,'codes and 
ord1nan<;es and ('existing contracts must b,e int.er­
preted l.n ~rder to assureconformance~ Changes 
nece~sary 1n ,current legal r.equirement$\ may be :\1 

cans1dered and,the systemic effect of these" ' 
changes taken into account. 

3. The ,model I s, effect on' the I~g.overntnents I and the 
EO~l.Ce agencies ' policies, organization and-oper­
~t10~S, m~st be clearl~ u~derstood. All possible 
1mpl1cat10ns should be examined. 

'f 
4., The eff~ct on local governments' bUdget~)!£L and, 

ac<;o~nt1ng sy~t~m~ ~ust be .ex~m~n~d. ~ta avail­
ab711,ty and ':l.tl,.lb1l1 ty of actl.Vl.t1EiS and costs 
(d1rec~ ~nd 1ndirect) should be analyzed for each 

5. 

6. 

7. 

8. 

9. 

alternative. 
o 

'l?he model shoultl be fesponsive to specific or sub­
t~e changes ill level of service-. - Allocations for 
f7x~d overhead costs should be projected. fro­
~lS~~pS must be~~stablished within the model for 
~ncremental costs. 

~he model?,'\mst fa~ilitate control !?>,p'fe contract-; 
lng party or partl.es over the l.eve;X of service:;;--

. and cost. This control mu~~fuafu1 within the 
contracting parties I discret.iQ.~.J I' ., /5/ j;i h ./ {(I.\ 
r.l,' e mod~l I.!!£st provide the abfity to relate:b@{7~l 
of, s7.rVl.C,~ to ~ 2!. that ~ice. Data av\~?.a­
abl.l1 ty on work load and/or other factors utr\Lized 
in the model is critical. Measurement of service 

.... units must be agreed upon. 
<::i 

Ea~e '. of imp17menta~ion of the model should_ be "a 
prl.mary cons~deratl.on. The difficulty in reaching 
agreet;'ent among the parties as to the model must 
be wel.ghed carefully. ,ConSideration must be given 
to the time required and legal changes necessary. 

The model must provide for "same level of s:rvice 
at, a reduced cost or ~rove-uie serviceat a cost 
WhlCh is justi£iedo." 1 Contractual arrangementS- ' 

c lNational Advisory Commission ~n Criminal JUstice Standards 
and Goals, Police (Washington, D.C:: . Government printin,g .. Office, 
1973), p. 111. - " " 

o 
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may, in some cas,es. r(3quir.e "more funds than the-' com­
bined or contracting~Jencies are expending. How ...... 
ever, this increase must be consistent with the im­
p~:';)yementof oservice's ~ In many cases the optionlS' 
suggested in this report will create substant2al 
savings in e.limina.tioTI' 'Of, dUplicative command and 
supervisory personnel, pubstitution of lower cost 
nonsworn pos"ition's, rerdu,ctions in equipment and 
facility utilization ana ecbno~ies of scale. All 
";th~se things must be considered in comparing alter-
native modelsfto these criteria. ' 

In addition to determining tne",J;;e:Vel and costs of services 
to be provided, obligations of the contracting parties must be 
specifically stated in a legally binding way. Specificity in 
contrac"t,ualagreements is extremely important. ",The contract 
should be clear,; not only to jurists and lawyers but also to 
policy makers, bureaucrats' am~ police oadmini~trators . JiDefini­
tionof responsibility without specific vest~d authority ,to 
carry out ,those responsibiliti~~ will result in a variety of 
problems. 1" ,':':., , 

Directly related to matching responsibility with re­
quisite authority, an imperative to contractual arrangements 
is the relationship between personal services contracts for 
project managers and tl1,e contract for establishment of organ­
i:ze~~tional arrangements." These could either be combined into 
on~ all-encompassing contract or separate, depending on local 
environment,!. nature of service contracted for and tenure of 
agreements. L. D" " ' 

Contractual arrangements and relationships, as cited 
above; must conform to legal requirements. Oregon has de­
tailed statutes related to this area. 

\~ 

The statutes dealing with intergovernmentaL cooperation, 
0~S 190.010 and ORS 206.435" provide that: 

a unit of local government may enter into a written 
agreement with any other unit of local gov.ernment 
for the per,;formance of any or all functions and 
~ctivities that a party to the agreement, its of­
ficers or agencies, have authority to perform. The 
agreement may provid~ for the per10rmance of a 
fti~ction or activity: 

Chapter IV of this report for problem identification. 
,,) 7 

2 Appe~hd:i:ces B a.nd C separate these arrangements for pur­
poses of clarity, explanation and differentia'cion of the time 
frames imposed. This will permit the termination of a merger 
independently from the functional contract. 
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Appendi;K A 

By 1" \\ ,~ ~onso ldated department; 
By JOlntly providing for d " , 
By mean,s of fac~l't' a mlnlstratlve officers· , ~ l les or eqUip t'" , 
structed" owned leased' men JOlntly con-
B ' or operated' 
, y one of the parties on behalf f' 
party; or 0 \, any other 
By a combination of the methods des' ~c) r';be"d ';n 
seotion. ~ ~ this 

ORS 190.020. Contents of agreement. 

(1 ) 

(2 ) 

An ag~eement under ORS 190.010 shall 'f 
functlons or activities to be ' f specl y the 
what means they shall be perfo~~~d~rmed-~nd by . 
cable, the agreement shall 'd Whe""e appll-

(a) 

(b) 

1(c) 

(d) 

(e) 

(f) 

provl e for: 

The apportionment among the' parties to the 
agreement. 9,f the responsibili t f ,.. 
funds to p I) f h' , Y or provldlng :~, 
erf ay or te expenses incurred in the 

p ormance of the functions or act' 't', 
~ lVl~es. 

The, apportio'nment of fees or 
der.lved,from the function or 
manner In which such :crevenue 
for. 

other revenue 
activity and the 
shall be accounted 

The transfer of personnel and th 
tion of their employment benefit:.preserva-

Tne transfer of possess';on f 
1 ~ o. or titJe to rea or personal property. 

The term or d~ration of the '«;, 0) 

mQ~;Y be perpetual. ' ' a.greement, which 
,:; 

The rights of the parti~s to 
agreement~ ,terminat~ the 

~~~~i~~~i;~:r::~~e~hto ah agreement are unable! upOn 
transfer of • ""' e algreement;, to agree on the 
and liabfl't~ersbonne or th~ division of assets 

, l les e'tween the l parti th ' 
cour~ -~a~ jurisdiction to d~termi~!' tha~ ctlrcufit 
or dlvlslon. • rans er 

\~ 

Oregon,Revised Code, Section 190.030, deals with 
of an lnterg<?vernmental agreement. It states: the effect 

(1 ) 
" (/ 

When an agreement under ORS 190 010 h b . 
entere~ into, the unit of local'gover~~en~en 
consolldated department or adminis'tra.tive ' 
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officer designated therein to perform specified 
functions or activities is vested with all powers, 
right~, and duties relating to those f~nctions 
and activities that are vested by law J.n each 
s,eparate party to the agreement, its officers 
and 'ag'e:nq ie's' • 

,,' 
'~ -

(2 ) An dtficer designated in an agreement ,to perform 
specified duties, functions, or activities of two 
or more: pUblic Officers shall be considered to be 
holdingi!f'orily one of the offices. 

,) j(' 
"I ,~ 

Afi., eli6tive offic,e may nat. be terminated by 
agre~m~nt un~er ORS 190.010. 

r ," \' 

(3') 

, ,-

The policy,behind intergovernmental cooperation statutes 
as ,stated byORS 190.007 is that "in ,;t:he interes~ of further­
ing economy and'ef;ficienci in local government, J.ntergovern .... 
mental cqoperation is a matter of state\'lidia concern and that 
the "stat,utes will be liberally construed." II 

Based on the foregoing discussion on contracts and other J) 

research, the following guidelines have been compiled for con­
tract development. 

Guidelines for Police Service Contracts 

In conformance with ORS 190.020 contracts must include, 
but not be limited to the following contractual provisions: 

1. 

2. 

rature ,of the Arrangement. Identify parties in­
Ivolved, desc,ribe nature of service to be performed, 
ext;,lain nee'd for agreement and legal authority. 

Services to be Performed. Specify the level of 
service, specific actjLvities and functions to be 
performed, equipment t;o be used, other general 
service related factots. 

3. Limitations. State the precise limitations or re­
strictions. on performance of service or function 
(if any), liability of contracting parties for 
damage to persons or property. 

4. Financing. Give procedures for alloting oosts among 
contracting parties, personnel and equipIIJ.ent pro­
vided in, lieu of case payment (if applic.ible)! 
earnings, fees or charges that may resUlt, author­
ization for acceptance of~federal and state aid or 
grants arid contributions from other public or pri­
vate squrces. 

'" -126 .... o 
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5 .Adminis~r~t~on. Specify assigrl1:nent of administrative 
responsJ.bJ.l-:-ty and duty and c:tuthorityto make rules 
and regulatJ.ons. 

6. 

7. 

8 • 

9. 

10. 

Fiscal Procedures. Give provisions for accurate 
re,?ord k7l=ping ,. issuance of financia.l reports, 

, ~tJ.J?ulatJ.on of manner and time of payment, periodic 
l:evJ.ew of, cost allotments ,assignment of fiscal " 
responsibJ.lity for receipt, custody and disburse­
ment of funds, budget preparation and approval pro­
cess. 

Employee,R~ghts. State provisions to safeguard em­
ploY7e CJ.vJ.l service rights ,priyileg.es, immunities, 
,pensJ.on vestment, compensation and f~)nge benefits. 

Staffing. Designate the governmental unit 
{~iblefor serving as employer and handling 
ilsonn7l matters, terms of reimbursement for 
!"servJ.ces. 

respon­
of per ..... 
personal 

Faci~ity and Property Arrangements. Include title­
ho~dJ.ng ,provi~ion, ~e~siltg arrangements, joint owner­
shJ.p st-:-pulatJ.~n~j ~o-:-nt ,purchasing procedures, cost 
allocatJ.ons, dJ.sp~sJ.tJ.on of property if and when an 
agreement is termJ.nated and maintenance responsi~ilities. 

Duration, ,Termination and Amendment. Clearly state 
the duratJ.o~ of agreement, circumstances under which 
the contr~cting parties may withdraw, and procedure~ 
for amendJ.ng contract provisions. 

The prototype contracts in AppendiCes Band C conform to 
the guidelines listed above. These contracts have been develop­
ed as a starting point for formaLizing contractual agreements 
ne,?essary for the organizational arrangements recommended in 
thJ.s report'. ,T~e contr\\.ct~ serve a secondary purrf}se of 
furt~er explaJ.I:lJ.ng ~he optJ.on of total consolidation of police 
servJ.ces contaJ.ned J.n Chapter IV of this ;:report. 

, The ad:ranta~es of a contractual approach to improving 
polJ.ce servJ.ces J.n Multnomah County are as follows: 

1. Coordination between projects is incre'ased when 
interrelationships are specified. 

2. 

3. 

Competition among various projects, units organiza­
tions and governmental jurisdictions for scarce 
funds is reduced. ' 

The amount of time which legislators and policy 
makers must devote to administration of police 
services and projects is reduced. 
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5. 

6 . 

7. 

8 . 

,. 

The time consumed in committee work by various 
agency personnel can be reduced . 

Coordination requires a minimal investment of 
time once contracts are initiated. 

Inpl,lts to long-range planningLat,e improv~d and 
made more sophisticated. ' 

The contractual approach is',less complex than 
informal cooperai:,ive arrangements. 

Costs are reduced or services 'are improved at 
justitiable costs. 

Effi~dency is increased. 

10. There is high potential for increased, r.esponsive­
ness and effectiveness. 

Therefore, it is the staff's opinion that any future " 
police consolidatio~ or merger effotts in Portland and Multnomah 
County should be based on sound formal contractu!3-1 documents. '. 

o 
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ILLUSTRATIVE 
AGREEMENT FOR THE ESTABLISHMENT OF 

. CONSOLIDATEb POLItE AGENCY FOR 
THE CITY OF PORTLAND AND THE COUNTY OF 

MULTNOMAH, OREGON 

, ~JL 
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ILLUSTRATIVE 
AGRE.EMENT BOR THE ES'l1ABI-tISHMENT OF 

CONSOLIDATED POLICE AGE;,WCY FOR 
THE C1T? OF PORTLAND AND THE COUNTY OF 

MULTNOMAH,OREGON 

This agreement is ma~e and entered into this 
day of , 19.. ,by c;tnd: between the County of 
Multnomah, a political subdivi,sion of the state of Oregon, 
her~lnafter called the County, and the City of POrtland, a 
municipal corporation o~ the state of Oregon, ~ereinafter 
called the City. ~ 

WIT N E SSE. ,T H: 

WHEREAS, the parties h~reto mu£bally desire that the law 
enforcement function within their respective Jurisdictions be 
combined and that a joint consolidated police agency (herein­
after idell'tified as the Police Agency), performing police ad­
ministrative functions and delivery of police service be es­
tablished," acting by authority of the City Council and the 
County Board of Con,unissioners through a Director of Police 
Ser.vices, all as authorized under Chapter 1"90, Oregon Revised 
S,tatu,te$';' and 

WHEREAS, the governing. body of each of the parties hereto, 
being cognizant oithe duplication of police ,services present­
ly b~ingperformed, and in order to lower costs and in6rease 
the effectiveness and efficiency of " police services,finds 
that consolidation of pol"ice services will be greatly advanta­
geous economically to thJ,citizens of the City and County ana 
increase the effectiveness and efficiency of services to the 
City and County; and 

" WHEREAS, the parties hereto by their governing bodies 
have heretofore each adopted a resolution calling for the 
formation of a joint consolidated police agency; now, there-
fore . 

In consideration of the above premises and of the 
covenants, agreements' and payments hereinafter specified, 
the part±es hereto have agreed and promised as follows: 

I. General Provisions 

1.1., 'The Police Agency mission is hereby established· as 
follows: 
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:~ The PQ1ice. Agency will pr-;~ide the citizens and 
con11.nUni ties of the City of Portland and the County 
l'1u:8tnomah with the highest level of police service 
whi/kh can be delivered with available resources. 

)~~' 

:} Any person reg;uesting ~ service, assistanc7 or 
help from the Police Agency shall be treated ~n a 
forthright, honest and courteous manner. When l~mited 
resources, legal constraints or governmental ass~gn­
ment of function do not permit direct service delivery, 
help or assistance, the Police Agency s:tla11 make every 
effort to refer such persons to the proper and appro­
priate governmental agency .or other sotirce for aid. 

The P01iceAgepcy as a component of the social 
justice system shall at all times seek to cooperate 
fully with and of~er feasible solution to problems of 
'that system in' ane.ffbrt 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 sha11}:)e organ­
ized accordingly. It is the duty and respbnsibi1ity, 
of every Police Agency employee not only to protect . 
individuals living within the Police Agency's juris­
d±ction from physical harm as a result of criminal 
assault, civil disorder, natural disaster 00r accident, 
but also to protect and defend the rights of all citi­
zens guaranteed under our democratic form of govern~ 
men,t whether they be residents of 'the jurisdiction or 

. ,·>·~tra3/eling w:j.thin or through the jurisdiction. The 
~£::;Lice AgenCy shall allocate e'\l~ery res~ource. ava~lable 
~n a wholehearted effort to pro\ect and support the 
doctrine of individual rights ~~le providing for the 
security of pe!;,sons and property}in the jprisdiction. 

1. 2'-~}j? Po~ice Ag~;nCy goals are here!?l} established in order 
tcf~' real'l.ze the aforementioned P1ice, Agency mission. 
The seven goals .are as follows: Ij I', 

1.2.1 Provide emer-gency actions and services, not 
readily available from other agencies, that 
may save human life. II ' 

1.2.2 Provide programs and actions directed at the 
causes and conditions of delinquency and crime 
that wi1J result, in the prevention of. juvenile 
delinquency, criminal deviancy and crime. 

I:; 

1.2.3 Provide programs and actions to acquire infor­
mation about criminal behavior and responsibility 

'" ,-"." 
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and expeditiously handle that information in a 
manner consistent with the best interests of 
involved persons, the community and society. \.~ 

1.3 

1.4 

1. 2.4 

1. 2.5 

1. 2.6 

Respond by direct involvement, advice, o;t~e­
fer~~l to those situations which if'left u~-
attended would logically result in serious 
mental anguish, disorder, injury, property 
damage, or loss of individual rights for a 
perso::~ or persons within the. jur,if:sdictioh. 

Provide actions .and programs foro coordination 
between and support for agencies that seek to 
facilitate social justice and justice processes. 

Provide order maintenance.prbgrams·and actions 
to redu~e danger and facilitate normal community 
a~d soc7al operations during periods of unu,pual, 
d1$rupt~ve occurrences such as civil protes~ 
natural disaster, riot, and war. ' 

1.2.7 P:-ovide programs., procedures and activities th:t 
w~ll result in,efficient'oeffective and fair 
mana~ement of the police organization and satis­
fact~on of personnel crareer needs. 

This Agreement establishing the Police 'Agency will take 
effect on .'. ~nd will- be in effect at least 
four year~ at wh~ch ~~me ~t can be cancelled by majority 
vote of e~ther the c~ty Councilor County CommisSion. 

This Agr,e~;ent shall no~ be terminated prior to 
-:-;---- __ --,-. _ by e~ ther . the City or the Cou:::'n"7't--y-a-n~d--
then only upon s~x months wr~tten notice of intent to 
terminate. 

1.5 This ~greement may be amended at anytime during tHe 
dura~~on of the Agreement when agreed to by both 
part~es. 

1.6 This ~greement.constitutes the entire agreement between 
the C~ty a~d the County and may be modified only by 
further~w:1tt7n agre.ement between the parties hereto 
as spe;af 1ed 1n 1. 3 and 1.4 above. 

II.0 statement of Organization 

2.1 The Mayor of the City of Portland, hereinafter referred 
to as the Mayor, and Chairman of the Board of County 
Co~iss~oners, hereinafter referred to as the Chairman 
are des1gnated as the administrative representatives ' 

it 
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of their respective jurisdicti~ns to ,the ~olice Agency 0 

and shall be responsible for 'review and advice as to the 
general policy. for the opera~iomi of the Police Agency . 

The Director of the Police Agency (hereinafter referred 
to as theOirector) will re~6rt d~rectly to the Mayo~ 
and the Chairman. ,'I' 

,. 
/1 

The Mayor .. and the Chairman I'w-ill formulate and adopt 
general g~idelines for th~deli~~ry of police services 
provided by the Police Age,mcy which shall be consistent 
wi·th the following requirlaments: 

2.3.2 

Reasonable prioriiy and operational poli6y dif­
ferentials shall be established~o as to render 
police service delivery more responsive ,to. the 
needs and expeqtations of individual communit~es 
located within the jurisdictions of the City and 
County.< 

Citizen participation, communication and in­
fltience with the police officers working in thei~ 
communities shall be facilitated. 

2.3.3 Police officer work assignment criteria and 
training emphasis shall be familiarity with the 
commu.nities and people whom they serve and shall 
be considered an overri?ing factor. 

2.3.4 Cooperation, intra-agency assignments, and formal 
liaison arrangements shall bees~ablished between 
the police and other City ahd CDunty governmental 
social service delivery agencies so as to facili­
tate the achievement of mission and goals of the 
Police Agency established herein. ~ 

The specific 'powers and duties of Mayor and chafrman as 
administrativerepreseritatives of ~heir respective 
jurisdictions to the Police Agency are est~l.bli(fhed:;q.,,~ 
follows: ' :/ . . . 

2.4.1 To reach agreement as to the contracts and 
arrangements necessary for the provision of 
required support services to the Police Agency 
from other governmental units in the City, 
County and ,State. 

2.4.2 To rev;i.ewthe budget requests of t,1,le Director 
for the P~lice Agen9Y and to recomn~nd a budget, 
and any ~~cessary b~'flget amendments or transfers, 
for the b,peration of the Police Agency. '" 

. IJ 
'; J,' 
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2.4.3 
( .> 

To submit the propos d 1 ' b dr. . e annua Pollce Agency 
u getkto tl}el.r'respective legislative bodies 

for approval. 

Appendix B 

2.4.4" "To det~~rmine the a1loca.tion of costs for the 
operatl0n o~ the Police Agency between the Cit 
and Coun~y ln accordance with the stipulationsY 
and CO~ltments established herein. 

2.4.5 To deve1l?p and.teqOrnn'lend to the City Council 
and the Boa~d of,County Commissioners amendments 
or changes ln thls Agreement. 

2.4~6 .~o give general policy diredtion to the Director 
ln areas relating to their resp t' 
jurisdictions. 0 ec lve governmental 

Th~ internal organizational arrangemen'c, administration 
aI?-thmatnhCigement <;f the, Po1~ce Agency shall be consistent 
Wl e fo1lowlng gUlde1lnes: 

2.5.1 

2.5.2 

2.5.3 

2.5.4 

The afore~entioned requirements stipulated in 
2.3 of thlS' Agreement equally apply herein. 

All nece~sary steps wi~l be -taken to insure 
thi3,t J?OllC~ ~gency empLoyee pompositionreflects 
the communltles served. 

Po~iti?e af~itmative action strategies shall be 
malntalned ln strict compliance with Federal 
State and Local guidelines. ' 

P~lice service ~e1iv7ry districts shall be de­
flned and organlzed ln a fashion consistent with 
federal censu~ tra<?t bd~daries and shall faci1i­
£ate a <?ompatlb1e lnterfaee with the geograp}<'ic 

. ~undar~,es of other social agencies such as ~he 
C;]:.,ty Nelghborh~:R7d Planning Organization and the 

\\ CQunty Pepartment of HumaI):' Services. 
". ,/" ; 

2.5. 5;", O~ganizationa1 a~raI?-geme~ts shall ensure con­
,Sl,st7l1cy among mlSSlqJ'iS and goals included 
~erelq"structure, ~nd police ~dtivities of 
the Po1lce Agency ~ / 

,(',' 

2.5~6 The'budCfetaryp£tcedure for the formulation of 
the,Pollce ASJ~ncy budget shall conform to Count 
bUdgeta~Yl?'5pcedur7s ';1P to and including the y 

.. ~tep "prl~r~):co subml~s10n of the proposed Qudget 
~ the ~DGLrd ,.of C~unty Commissioners. At this 

t~me ~pe b';1dget wll1 be presented to both the 
Clty ""ouncl1 and the Board of County Commission'ers 
for approval and adoption as established herein. 
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III. police Agency Director:, ii 
Selection, Responsibility and Atlthor~ty 

3.1 
("', h D' t r sub)' ect to~ th,i=, ap-The Mayor will appo~nt t e ~re: ,,0., " 

proval ,. of the Chairma~l· . (\ 
1/ . ,0 ~ 'I)~ '\ 

The ]):i!rector will be responsible,~o the Mayor and 
Chairman and report to them as d~rected. 

3.2 

3.3 

3.4 

3.6 

I') 

3,,7 

3.8 

3.9 

'Any.· pe'rs"on selec.ted as ,the, birector., sha;Ll meet the 
, th P tl nO. city, mihimum requir7ments spe<?ified ~n)e ~r a 

Charter for Ch~ef of po11ce·w 

A personal ~ervices contra'?t betweent~e City: th~ 't .... 
County and'the Director pr~<?r to the D~rector s aJ?po~n 
ment will be developed. Th~s contr':lct shall spe<?l.~? thr; 
obligations of the contracting ,part)~es and the D~reptor s 
tehure, rate of pay, and conditipns and proced':lre~ for 
removal from office. This contract shall :ema~n u: force 
for a period of two years at the ·end of wh~ch It w7ll be 
sub' ect for renewal. Only those conditions, est~bl~sh,e~ 
wit~in Said contract §hall be grounds for the D~rector s 
removal from off1ce. 

subsequent to appoi~tment and approval and before taking 
office the Director shall be sworn in as the;.;Mul tnomah 

;) 

County Sheriff. 
II 

lil "communicate The D±r~'htor shall have the authority to , 
with and report directly to the Mayor ax;d the Cha~rman. 
No intermediary positions may. be establ~shed 1';;'so as to 
inhibit or weakenthiE;;, authorl.ty~, 

~~e Director shShl have the aut~bXl.t:y to ,direct the 
administrabion and operations of the,Poll.ce Agency, and 
in addition to policieso transmitted by the Mayor,qnd the 
Chairman and 't.he g'uidelines, "param~ters and r 7q':ll.rements 
established herein;' shall establisH other po17c ::-es , , 
directives, rules "and regtl1ations for the adm~n~~trat~on 
and operations ofi,;Jthe police Agency as, he sees f~t. 

The Director 'rshall b~\~::;onsible· for assuring tha~ no 
identity distlinction ~ "m':lde betweex; 7ml?10yees as~~gned 
to the police Agency. '](~~s respons~b~l~ty shall 7nclu~e 
the standardj"zation of url:i;forms worn '0, badges aX;d. ~dent~­
fication markings of vehicles and equ~pment ut~l~z~d by 
the police Agency. 

The Director shall have direct re:ispons:tbili ty f<;>r the 
efficierl'tand effective d,elivery of police serv~ces to 

,the citizens of Multnomah Coun'i:y. 
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The Director shall serve as appointing authority for 
positions within the Police Agency other than :nis"Q\·in 
and shall have the authority to dismiss~any'employee, 
consistent with the provisions of Oregon State law, 
County civil Serv'ice Board regulations, and applicable 
union contracts. 

The Director shall trans,fer, promote or di'sc1p1.ine 
personnel of "the Police Agency consiste,nt with Oregon 
State law, County Civil Service Boal;'d regulati'ons, 
and applicable unibn contracts. 

The Director shall,aut.horize expenditures of appro-
, priated. fUhds for the adm±niEl'tration and ope'ration of 
the Police Agency and this authority: shall b~,limited 
to only the Director. ".', 

1\ , )\ 

The Director shall have the authority to make organ­
±zational changes within the Police Agency whioh are 
cons±stent and in compliance with this Agreement. 

J"'" '-.::' ~ 
The,Director shall be rE)sponsible for the achievement 
of the mission and goal{3 established herein and such 
other responsibilities~n~ obli~ation imposed by the 
United Sta.tes Constitution and Code/, state of Oregon 
Constitution and'Statutes, County of Multnomah Ordin­
ances, ,and ci,ty of Portland Charter and or.dinances. - . 

" 

IV.,Ejnployees 

All e):nployees presently ei.nployed by the Portland Police 
Bureau and the Multnomah County Division of Public 

cSafety, shall be transferr~d to the Police Service 
Agency' except: as excluded, herein and all employees 
hired hers~fter will be considered County employees 
and subject ,to the Count yip Civil Service sy,stem. 

o ' 

Each transferred employee, whether Portland Police 
Bureau or Multnomah County Division of'Public Safety 
employee, shall}. be integrated j,ptQ._.the Police Agency 
without examination, and no CitYfi6,;}J County employee 
transferred to the Agency shall suffer reduction of 
salary, suspension, layoff or discharge as a result 
of this Agree~ent. 

~ ~ 

~~resel1t Portland Police BureaU or Mui tnomah County 
If(ivisipn of Public Safety~\ employees sharIl be trans-

"ferred without loss of accrued fringe benefits, in­
cludingaccrued vacatiop, and sick /i,leav¢ allowances, 
and each transferred City employee shall, se:rve ill a 
rank which is at least equivalel':lrtto that held at the 
time of the transfer. .~ ,;:,'/ 
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4.5 

1J:.6 

4.7 

4.8 

409 

4.10 

-... ;,\ 

Employees'excluded and not transf~rred 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. 

Employee .,service with the City sh,:-ll count ~s ~ervicEC 
for the County in all cases relatlng to senlorlty, 
vacations and promotion in the Police Agency. 

'rher~ shll 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. jJ 

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 ,tran~\fer , recruitment, recruit­
ment advertising, layoff, -termination, raise of payor 
other forms of compensation, and selectionofor train­
ing, including sabbatical leaves or leaves of absence. 

Nothing contained herein shall be construed to limit 
or set aside employee rights under the County Merit 
system, the County Civil Service system or anycollec­
tive bargaining agreement covering City or County em­
ployees. 

Police officers of the Portland Police Bureau trans­
ferred to the Police Agency shall ~e maintained by the 
Portland Fire and Police Disability, Retirement and 
Death Benefit ~lan under Chapter V of the Charter' of 
the City of Portland. 

Police officers hired by the Police Agency subs~quent 
to the transfer of City and County employees to the 
Agency shall be given the opt~on, 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. 

4.11 All" sworn police officers in the Portland police Bureau 
, transferred to the Police Agency shall be deputized 

as Mul tnomah County Depu.ty Sheriffs. 

o 
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Employees <;,f the City and County will be transferred 
to ~h~ Po17ce Agency according to the filled budgeted 
posltl0ns lI'l the Multnomah County Division of Public 
Safety and ~he Portland Police Bureau and all such 
e~p~oyees ':1111 have permanent status' under the County 
C1Vll servlc~ ~oard~rules and regulations. Filled' 
budgeted posltlons for the City and the County to 
~e ~ransferred to the Agency will be determined b~ 
Can lnvl~dntto~y of,p~rsonnel administered by the Pol~ce 

onso 1 a 10n ProJect staff. 0 

T~e Coun~y Co~ptroller shall act as agent for the :7ty Audltor ln the collection and payment of por­
,-,l<;,ns of future salaries previously withheld and 
pald to ~he Portland Employees Credit Union for 
o~~standlng loans by order of the employees. For 
thlS purpose, salaries paid by the County shall be 
deemed salaries paid by the City. 

The ~ounty Comptroller shall act as agent for with­
h?ldlng taxe~ of ~mployees, contributions to Portland 
Flre c;.nd Pollce Dlsabili ty, Ret.irement and Death 
Benef7t P~an and County agrees to pay the employer 
contrlbutl0ns as required by the Benefit Plan. 

V. County Commitments 

The County agrees to assume the responsibility for 
the personnel administration of the Police Agency 
including all future hiring. 

The county agrees to assume the responsibility for 
the financial administration of the Police Agency~ 

T~e County a<?rees to appropriate'for personal ser­
vlces, mat~rlals and services and capital outlays for 
th~ operatl0n of Rocky Butte Jail and the Court House 
Jal1 separately from appropriated funds from City and 
County for the Police Agency fiscal budget. 

T~e Cou~ty agrees to administer and m~hage all facili­
tles utlllzed by the Police Agency. If additional per­
sonnel a~e ne~essary for this responsibility, the 
Co~n~y wll1 flr~t determine which personnel could be 
utlllzed . f?r thlS. pt;trpose vlho are employed by th8'~' City 
bef<;,re hlr~ng addl~10nal personnel. If personnel are 
avallable ln the Clty, for the required functions an 
Agreem~nt as to their transfer or utilization wiLL' be 
estab~lshed between the City and County as an Addendum 
to thls Agreement. 
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The County agrees" to maintain at least tl~e curre~t 
level bf service within the City of Portland. T~~s 
will include at least the following specific in-'~ 
dicators: 

5.5.1 Av.erage sworn personnel assigned within the 
City boundaries. 

5.5.2 Average response time per type of citizen re­
quest for police assistance. 

VI. city Commitments 

The City agrees to assume the responsibility for 
vehicle purchasing and maintenance for the Police 
Agency. 

The City agrees to lease vehicles purchasedsubse­
quent to this Agreement for the exclusive use of the 
Police Agency (excluding vehicle use for the operation 
of R.ocky 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 Bur,eau to the County to be de­
ployed exclusively by the Police Agency (excluding the 
ope~ation of the Rocky Butte Jail and Court House Jail). 

The City agrees to lease (~ll vehicles assigned to the 
Portland Police Bureau at -the consummation oft-he Agree­
ment'to the County for the exclusive use of the p6lice 
Agency, excluding ~he operation of Rocky Butte and 
Court House Jails. A determination of all vehicles 
assigned to tAe 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 Allocation 

Funds ~ecessary to maintain the personal services, 
materials and services, and capital outlay o£ the Police 
Agency budget, for purposes of cost al16cation between 
the City and County, shal~ be limited tO,the General 
Fund only. " 
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The allocation o~ ",~_?sts to. the City and County for the 
funding of the P,O,:,'I1C(:, Servi,ce Agency based u th ' budget will' be pon e f0J,.lov{ing: ' 

7.2.1 

7.2.2 

'.:1 . 

The ratio of expenditures f" ' 
Bureau 1973-1974 fiscal b dorttheportland Police 
tures for the M ' '. uge to the expendi-
Saf~ty 1973-l97~1~~~~:~ ~o~nt~ ~iVisio~ of Public 

~~~!e~ff~~~k~e~~~:! !~~dt~:~~ndep~~d~~~ ;~~~:_ 
;~fi~~C~~~!~fo~fes~:i~r~ea~d'~~~7f~~~S~fJ~~!S 
of costs allocated to the c~~ntal~ed as the ratio 
Police Agency fiscal bud . y an County for the 
which this Agreement is r~te~f~c~~e periOd during 

Monies received by th C t 
utilized by the POlic: Aoun y to be sp~cifically 
of, from or as a result ~~n~~~t~~cportlons there­
records, fees or gifts (excludin ts, sale of 
monies from grants redu' g grants, unless 
be prorated according t~et~~d~e~,catefori~s) will 
herein (Section 7 2 1) and d d a 10 es abllshed 
allocation of costs: e ucted from the City 

M?nies to be paid to the Count b ' 
lxshed herein and b the y y the CltYJ as estab-
established herein Yfor t~~O~ed~res of budget approval 
budget will be paiJ in th' t ollce Agency annual fiscal 
the beginning of each of ~~ee~~,efual p~yments, one at 
c?unting periods as establishedl~ye~~ef~~~~l year ac-
Flscal Management System. ' 1 y-County 

VIII. Employe~s Excluded 

Per~o~s hol~ing the following Portland Police Bureau 
poslt~ons wlll be excluded from this,. Ag,reement and 
shall not be transferred to the 
of the Police Service Agency". Coun·ty~ as employees 

a. 
b. 
c. 
d. 
e. 
f. 
g. 

Maintenance Supervisor 
Operating Engineer 
Utility Worker 
Chief Custodian 
Lead Custodian 
Senior Custodian 
CUstodian 

'. ~ 

Prior to the initiation f tt' 
party, agreed to by the 0, 11S Agreement an independent 
determination of the numbCe1rty and County, shall make a 

of clerical personnel 
necessary for the twenty-four hour operation of the 
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9.1 

'.."-'.J 

10.1 

10.2 

Police Ag~ncy records operation. If the determined 
number of clerical personnel is less than the com­
bined clerical personnel working in the Portland 
Police Bureau Records Division and the Multn0x;tah 
County Division of Fublic Safety Records Sectl.on, 
those,,,,,excess personnel will be transferred t~ ~he 
police Agency '""to be utilized in clerical posl.tl.ons 
other than records and to replace sworn personnel 
workin~ clerical positions aSddetermined by the 
Directo:):,. 

IX. Laws 

Compliance with Federal, State law and City ordinances 
regarding enforce~ent of Civil Rights. 

to' 
(0 Tl'iePolice Service Agency mus.t comply and act. in accord .... \" 

altoe with all Federal C'ode and Federal Executl.ve Orders 
r~lating to the enforcement of Civil ~ights. In addi­
tion Ehe Police Agency-must comply wl.th Oregon State 
$tat~tes and City of Portland or~inances and Mu~t~omah 
County ordinances. The Agency wl.ll comply specl.fl.cally 
'wi th ,t.he following: 

9.1.1 

9.1. 2 

9.1. 3 

Federal Code, Title 5 VSCA 7152, Subchapter 
II - Antidisc:lrimination in Employment. 

Executive Order No. 11246, Equal Opportunity 
in Federal Employment. 

o;egon Statutes, Enforcement-of Civil Rights: 
659.010, 659.015, 659.020, 659.026, and 659.030. 

X. Termination 

This Agreement can be terminated by either party ~ere­
to with six months written notio~ after four (4) ,c~len­
dar years froUt the date ·of the Agreement as specl.fl.ed 
in Section 1.3 of this Agreement. 

o 

Upon termination of the Agreement, if'it is not sub":';:'" 
sequently replaced by a like Agreement, the parties 
hereto shall be entitled to a. transfer back to the 
respective parties of allprop~rty that has been trans­
ferred hereunder, or in the event the property has been 
replaced, then by the replacement for the property trans­
ferred hereunder. The parties shall mutually agree upon 
a division of assets and liabilities and if they can~ot 
so mutually agree, . thE7n the di:r~~i(::m of assets, and, ll.a­
bilities shall be subJect to dl.vl.sl.on by the Cl.rpul.t 
Court in accordance with State law. 
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10.3' Upon, termination of this Agreement the disposition of 
employees will be based upon the following: 

11.1 

10. 3.1 ,;;, A, fraction of the total number of employees 
w711 b7 transferred to the City. This frac­
tl.on wl.ll be equal to the ratio of City em­
ployees, which were originCilly transf~'rred to 
the County, to the total i~itial number of 
Police Agency employees. 

10.3.2 The remaining employees not transferred to 
the City vvill remain County employees. 

10.3.3 I. 

T~e,p~rties shall mutually agree upon this 
dl.vl.sl.on of employees to l:.he City and County 
and if they cannot so mutually agree then 
the division and status of employees'shall 
be subject to division by the Circuit Court 
in ~9cordance with State law. 

XI. Limitation 

Nothing contained in this Agreement shall be construed 
as a ~rant of any legislative power by either the City 
Councl.l or the Boar.d of C9unty Commissioners. 

// 
XII. C&nstruction 

This Agreement shall be liberally construed to ef:£:ectuate 
the purposes expressed herein. 

I~ WITNESS WHEREOF, the County, acting by and thrOUgh 
i ~s ~hal.rman, pursuant to Order of the Board of County .. Com­
ml.ssl.oners, has,executed this Agreement, and the City, 'acting 
by and through l.ts Mayor, pursuant to Ordinance No 
has caused th~S l~greement to be executed this ''''''''_''-o. __ • ___ day ~f 

o 

APPROVED AS TO FORM: 

BY 
County Counsel 

BY 
City Attorney 

MULTNOMAH COUNTY', OREGON 
~OARD OF COUNTY COMMISSIONERS 

BY 
--~C~h~a-l.~'r-m-a-n~--------------

CITY OF PORTLAND 

BY 
Mayor 

BY 
Auditor 
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ILLUSTRATIVE CONTRACT FOR EMPLOYMENT 
BY AND BETWEEN THE CITY OF PORTLAND, 

MULTNOMAH COUNTY, 
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ILLUSTRATIVE CONTRACT FOR EMPLOYMENT 
BY AND BETWEEN THE CITY OF PORTLAND, 

MULTNOMAH COUNTY, . 
AND THE DIRECTOR OF THE CONSOl.IDATED POLICE AGENCY 

THIS AGREEMENT entered into this day of 
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 pol:itical subdivision of the State of Oregon, and 
(name of d~'sIJ.gnated Director), hereinafter referred to as the 
Director. 

WIT N'E SSE T H : 

" WHEREAS, the City and the County have entered into an 
Agreement on , 19 , for 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 xequirement~ set forth in 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 conunencing .< 

, 19 , and shall to the best of his --..,..-;-:;-......,..---ability perform duties as established in t1:).e Agreement 
between the City and the County establishing a con-
solidated Police Agency dated , 19 ___ _ 

(i 

1.2 The Director's position shall not be classified under 
County or City Civil Service. 
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1.3 

2.1 

2.2 

2.3 

The Director shall have 'the responsibilities and 
authority as specifie~ in the Charter Agreement dated 

, 19 "1 for the esta,blishment of the 
-c-o-n-s-o':;""l ..... id-::O-at':""-e-d ..... Police Agency for the,f'cit.y 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 
Agenl?y vehicle for th~ 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 Offiq/e 

3.1 The Director may be removed from offfbe only on one of 
the following conditions: 

3.1.1 Upon criminal 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 Bq,ard of County Commissioners 'and any 

'other two Board members vote for removal. 

3.2 The Director's recourse, for removal from, office for 
cause shall be through civil process .. :' 

IV. Term of Employment 

4.1 This contract of employment will b,e for a period of 
two years commencing on , , 19 , to and 
including , 19 ____ _ 

4.2 This contract of employment shall terminate at the 
end of the two-year period if not renewed by the con­
tracting parties. 
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