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FOREWORD

The productive use of public service employment funds depends on the
identification of appropriate jobs--jobs that represent a genuine increase
in employment opportunities and that can be filled quickly, improve services,
promote employee satisfaction and not displace workers or disrupt exisgting
personnel relationships. As discussed in this document, an area that meets
these criteria is the employment of civilians in tasks that traditionally
diverted police officers from more active law enforcement activities.

The document not only identifies several appropriate jobs for civilians
in police departments but also presents objective information on the compara-
tive advantages and disadvantages in having civilians perform them. Guide-
lines for developing and filling the civilian Jobs are also provided.

The experiences of police officers and their civiiian employees in 13
cities of varying size across the country are overwhelmingly favorable to the
use of civilians. Experienced police officers are satisfied that there are
cost savings, that officers are relieved for mbre specialized police duties,

-and that the benefits in selectively employing civilians far outweigh any

problems that have been #ncountered. An indication of this satisfaction is
the local maintenance of these jobs and programs even in those cises where
federal funds were initially utilized.

The information presented‘heie should be useful to local officials

bringing employees into nsw public service jobs. It provides a substantive

baﬁis for the effective investment of manpower funds.

et WILLIAM H. KOLBERG

Assistant Secretary for Manpower
U. S. Department of Labor

Washington, D. C.
May 1975
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- PREFACE

I feel sure this study will be useful to police administrators. The in-
formation is consistent with our department's experience, not only in the em~
ployment of civilians for the selected tasks described, but for others as well.

I personally and wholeheartedly endorse the hiring of civilians not only
in clerical positions, but in technical and professional ones as well. They
bring knowledge, ability, and expertise not generally available in the sworn
members since the civilian member's speciality is a chosen one &nd, in most
Instances, they have devoted many years of training, education and experience

to attain a high level of proficiency in their profession prior to their em-~
ployment by law enforcement agencies.

We have employed civilians in varied positions for over 30 years. Today
they represent 18 percent of all department personnel and are employed in al-
most every functional area. Civilians are considered a desired facet in the
every~day operation of the department.

MAURICE J. CULLINANE

Chief of Police

Metropolitan Police Department
Washington, D. C.
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ABSTRACT

The use of civilians in jobs normally performed by police officers has
increased rapidly in the past 25 years--particularly in larger cities--as po-
lice departments have sought to reduce costs and put more men on the beat.

This Urban Institute study descrihes the experiences of 13 palire de-
partments in cities of varying size across the country. It should be useful
to departments considering whether to hire civilians, to departments already
employing civilians but experiencing problems, and to federal, state and local
officials concerned with planning and funding police activities.

The findings are based largely on interviews in 13 cities with 158 peo-
ple, including police managers, officers in charge of civilian emplayees, and
the civilians themselves. Two types of activitiss were surveyed: (1) the
employment of civilians on jobs in communication, identification and deten-
tion facilities; and (2) the use of civilians in Community Service Officer

(CSO) programs. The CSOs are generally 18- to Z0-year-olds who assist po-
lice officers on the street.

As a whole, police managers and officers were favorably impressed with
the use of civillans because they relieved officers for more critical duties,
cut costs and improved service to the public. Many officers felt that ci-
vilians performed some tasks better than police, partly because civilians can

, concentrate on one Jjob since they are not subject to rotation and special as-

signment as officers are, and partly because officers tend to consider some
of the civilianized jobs confining, sedentary, a form of punishment and not
proper police work. Some problems exist, but most are related to police man-
agement practices and can be alleviated by improved training and supervision
of civilians. Other problems, described as "personality conflicts" by hoth
officers and civilians, result from mutual lack of knowledge and communica=-
tion which may bg overcome with the passage of time.

Officers generally believe the civilians want careers in poli¢e work, and
a very large proportion (85 percent) recommend that more be hired. Civilians
also say that they want to continue police work. Thelr assessments of bene-
fits and problems closely parallel those of the officers, but they desire im-
pbroved pay, job security and training. Also mentioned was the need fer more

stringent entrance requirements matching the qualifications of civilians for
a given job.

The use of civilians reduces overall costs., Salaries average 23 percent
less for civilians than for officers and overhead about 10 percent less--~
though in the larger cities, overhead costs tend to be equal for both.

The degree of a program's success depends on the quality of planning,
implementation and management., Even in the few unsuccessful efforty--where
civilian jobs were terminated--police managers had no doubt that civilians

~ could have fulfilled job requirements.
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I. INTRODUCTION

Civilians are being employed by police departments in rapidly growing

numbers and in an increasing varilety of activities. Moreover, the trend to-

ward grriter and more varied use of civilians is likely to continue, This

chapter identifies motivating factors for this use, growth pattern and trends,
and tasks being performed.

1S

A, MOTIVATING FACTIORS

The trend toward greater use of civilians results from four factors:
(1) the need to control costs yet improve service to citizens, (2) expert
opinion supporting the need to use civilians for low-skilled, "routine' tasks
and for specialized tasks, (3) federal and stdte encouragement of civilianiza-
tion, and (4) specific programs aimed at increasing the use of civilians.

Cost pressures can be tfaced back to the urban population boom after
World War II. ‘Though the rapidly growilng cities needed more services, par-
ticularly law enforcement, a growth in police personnel was often deterred

by tight city budgets and job cdmpetition from the private sector. In many

departments, nonsworn personnel began to replace sworn officers in special-

ized jobs--and the trend has continued at a steady pace ever since,

The use of civilians has also been encouraged by leaders in law enforce-
ment and ecriminal justice and by national commissions.

0. W. Wilson and R. C.
McLaren have written:

The practice of assigning police officers to record tasks,

clerical duties, reception desks, keypunch operations, and

so on is unsound from the point of view of both economy

and efficiency. Such positions can usually be filled by

civilian employees at a much lower salary than would be

paid to police officers. Also, civilians who perform these

jobs have usually had some experience or formal training
in typing, records and office procedurés.

At the highe} levels of department management, specialists
will be reguired to direct plarning, fipance, personr:l,
data processing and public information. Similarly, for
the greatest long-term economy and efficiency.,.crime lab-
oratory and...maintenance division (personnel} should be




highly trained and experienced persons. The necessary
skills for the accomplishment of these specialized tasks
are not usually found in the ranks of the police force.

The 1967 report of the President's Commission on Law Enforcement and Ad-

ministration of Justice gave particular impetus to civilianization. It sug-

gested that CSOs be used for such routine nonlaw enforcement duties as as-—

gisting stranded motorists, watching polls, and keeping in close contact with

Tt added the following:

: Communications, records, information retrieval, research,
planning, and laboratory analyris are vital parts of po—
1ice work that, as often as not, could be perfbrmed better
by civilians with specialized training than by sworn law
enforcement officers. And at higher administrative levels,
there is a great need for the development of police career-
igsts with professional qualifications in the law, in psy-
chology, in sociology, in systems analysis, and in business

management.

The comnission's report led to legisla
he Law Enforcement Assistance Admin-

Subsequently, 1EAA has sup-—

community needs.2

tion creating the office of Law En-

forcement Assistance, which later became t

igtration (LEAA) within the Department of Justice.
ported civilianization through grants for salary subsidies, training and tech—-

nlcal assilstance.

Other federal agencies hav
nd Urban Development designed and initially

e also helped. The Model Cities Administration

of the Department of Housing a

funded projects to relieve sworn officers of réutine duties, to improve PO~

1ice/community relations in Model City neighborhoods, and to develop career

opqutunities for neighborhood youths. gimilarly, the Department of Labor's

Pubiic Employment Program has provided funds to support the use of civilians

in police‘worka

Civilianization received continued support in national publications and

from other national commissions.
gsion on Criminal Justice Standards and Goals (1973) implicitly included the

{ncreased use of civilians by police agencies as a major recommendation.

1, 0. W. Wilson and R, C. McLaren. Police Adminispration, New York,

McGraw-Hill, InC., 1972, p. 249.
2. President's Commission on Law Enfo

tice. The Challenge of Crime in a Free Society,

rcement and Administration of Jus-
1967, pP. 108.

3, Ibid.
n Criminal Justice gtandards and Goals.

4. National Advisory Commission ©

A National Strategy to Reduce crime, 1973, P. 71.

N doubled--to 13,2 percent (Figure 1)

The report of the National Advisory Commis_*';

Every poli i 1

Bvery ﬁgthgi Zg;ef executive should insure that all

o e & th:gency provide maximum assistanc o

Cooperation to the p;trql officer and patrol offis e

e T T too minor tasks_.in order to i ~r
reduce crime.” (Emphasis aggzsaje

: B. GROWIH TRENDS AND POTENTIAL MARKET

FOR CIVILIANS IN POLICE WORK
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FIGURE 1:
1: CIVILIANS AS PERCENT OF TOTAL POLICE DEPARTMENT

EMPLOYEES: 1950, 1960, 1970 FOR TOTAL U. §

i AND EAST AND WE
3 sources Crime Rerorbe. 1950 ST OF THE MISSISSIPPI RIVER
| e Keports, » 1960 and 1970, F '
5 ‘ s Federal Bureau of I :
nvestigation,

U L] S . p .
- t Y .

! In 1970, the numb
. er of civilia in
; mated at 35,565_6 ns working for police departments was esti-

(Table 1).

5: Ibid', po 72.

6. Federal B
ureau of Inm
Report 1970, Washington, D, C‘.Testigation, U. S.
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The use of civili
ans in police work has grown steadily in th
e past quarter

I
n 1950, 7.5 percent of the 'persons employed

By 1972 the proportion had nearly

As can be

| rate increased s . noted from the fi "

4 omewhat in the 1960s, and the use of civilians i gure, the growth
s 1s greater in the

Based on th
that number sould reach 52 e trend shown in Figure 1 and on population growth
»000 to 55,000 by 1980 and 62,000 to 73,000 b it
! 23 v 2000

Department of Justice, Crime
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They do not include community police reserves—C
f peace officer status who are particularly

urists and coping with natural dis-

partment personnel only.
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yseful in handling geasonal influxes oﬁ to

aster.

TAN POLICE DEPARTMENT
~ ‘ AN POPULATION AND CIVIL
TABLE L ggﬁ;ﬁﬁﬁii;ﬁﬁBlgso, 1990 and 20007 (in thousands)

2) .
" ( Change Since 1970
' Estimated FD
Year Esgigiiiiigzéan Civilian Personnel Number Percent
(Census Serles F) B
1980 169,185 52,447 16,882 .
1990 187,795 58,216 22,651 iy
, .
2000 201,316 62,407 _E?,SAZ“_ ___________
T (Census geries C) .
1980 177,099 54,901 19,336 "
1990 206,497 64,014 28,449 o
’ -
2000 235,407 72,976 37,411

United States: 1973 (94th edition),

pata Source: Statistical Apstract of the c., 1973, Tables 5

U. S. Bureau of the Census, Washington, D.
and 18.

<7. The assump
will parallel national population growth.
culated as follows:
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C. CIVILIAN TASKS IN‘POLICE WORK

Police departments have long used civilians as paid employees in tasks
not directly connected with law enforcement-—from janitor and school crossing

guard to staff psychologist and computer analyst. But in the last ten years,

civilians have been hired increasingly for jobs that deal with law offenders

and law enforcement and in which most citizens still expect to find sworn of-

ficers. Such jobs include police communications, detention, fingerprinting,

community relations, warrant serving, and investigation of selected problems,
This study focuses on only a limited number of specialized police jobs

which have been and in many departments continue to be performed by police

officers. These jobs are in communications, identification and detention,

One new type of civilian program--the CSO--is also treated. Civilians in

communications generally receive calls from the public and direct them to po-
lice officers or other city agencies,

In some departments, they also serve
as dispatchers.

Civilians in identification sections generally serve as

fingerprint and photo technicians., Civilians in detention facilities (both

male and female) generally serve as jailers., CSOs perform some activities,

such as report writing or providing assistance to the public, commonly per-

formed by police officers or which officers would handle if time were avall-
able.

A large proportion of the approximately 6,000 municipal departments in

the U. S, have not vet decided whether it is a good idea to employ civilians

in these specialized tasks. But many of these tasks have been performed by

civilians in some departments for years. To provide the most useful informa-

tion for the largest number of departments, the study concentrates on the most

prevalent of the specialized jobs for civilians--in communications, identifica-

tion and detention, and in the CSO programs, These were found to be the ones

increasingly performed by civilians through a telephone survey of 80 municipal
police departments nationally.

The range of tasks performed by civilians within each job type and by

CSOs is given in Tables 2 and 3. The tasks were identified through an analy-

sis of field surveys conducted in 13 cities, Not all tasks under each civilian

Job are handled by civilians in all cities surveyed. In fact,'civilians may be
assigned tasks in one city that are forbidden in another. Appendix A includes

samples of police department job announcements and job descriptions used in
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selected cities, These can sgerve as a guide for other cities interested in questions were asked

employing civilians.

individuil responses were examined for

variations between groups of responses

Judgments were made as to whether

Sponse to each Question from ope city
thy variationg were found

important differences occurred in re

class to another, Since fey notewor

o

INFORMATION SOURCES AND
SAMPLE CHARACTERISTICS

pD.
s Tesponses to

Or each group across city classge The

s
es of groups were then analyzeq, Details

Thig study is primarily based on case studies conducted in 13 cities: S
Atlanta, Georgia; Denver, Colorado;

New Haven, Connecticut; East St, g

Detrolt, Michigan; Jacksonville, Florida;
Oakland, California; Huntsville, Alabama;
Louis, Illinoilg; Kansas City, Kansas; Compton, California; Scottsdale, Arizona;
High Point, North Carolinaj and Pittsburg, California. The cities were selected :

Even though responses were subs i
worthy exceptions are highlighted

lems are predominant in the employme

- occasional note
is may create the impression ¢

nt of civiliang;

hat prob~

following a screening survey that determined the extent to which civliians were
used in police departments and identified departments with experience in this

ared.,
Citles were selected for further study largely on the basis of geographic

and size distributions and length of experience in the use of civilians. Char-
acteristics of these cities relevant to this study are shown in Tables 4 and 5.

They represent large, medium and small police departments, east and west of the

Mississippi River.8 By design, the police departments in the 13 cities included

the jobs and programs most commonly mentioned during the screening survey as

using civilians. But the selected cities also had some unique job and program

types.
In this study, information from departments with broad experience in using
¢ivilians as paid employees was considered more useful than generalizations from

a randomly selected sample. Although data from such 3 purposively selected sam-

ple gannot be generalized upon with a known degree of statistical confidence,
the survey responses were so0 consistent that the authors believe that the re-

sults would be similar for most cities in the country,
Each city vigited was treated as a case study. Standardized, structured

questions were asked of a police manager, officers in charge of civilians and

geveral civiliang in each city. In total, 158 officers and civilians were in-

terviewed. The questions were largely open ended; relatively few forced-choice

8, large = more than 250,000; medium = 50,000 to 250,000;
small = less than 50,000, It was considered important to represent both eastern
and western citiles because western cities tend to include a larger proportion of
civilians in their police departments, In general, civilianization has occurred
at a more rapid rate in the West than the East since 1950.

Population size:

| TABL H
E 2: TASKs PERFORMED BY CIVILIANS WITHIN JOB

A.  COMMUNICATIONSH

TYPES

| Receives and/or transmitg Information

; Gives general inférmation to citizeng
Maintains‘location of all poljice units
Determines if situation requires police action
Notifies other emergency unitg

Operates switchboarg

Monitors inte:departmental radio

Performs clerical functions of above action
Trains new communications pPersonnel )

) *
‘ Telephone operators and/or dispatchers
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TASKS PERFORMED BY CIVILIANS WITHIN JOB TYPES
(continued)

B. TDENTIFICATION

TABLE 23

Fingerprint Technician

rakes fingerprints

1ifts latent prints

Classifies, searches, yerifies prints -
Communicates with other agencles

Operates microfilm reader

Performs clerical function of above actions

Photography Technician

Takes photographs

Gathers physical evidence at crime scene
performs field identification of disaster victims
Makes plastexr and rubber casts

Processes film

Prepares slides

Prepares pictorial evidence

Takes motion pictures

Operates video equipment .

Operates drying, enlarging and copying equipment

Mixes chemicals
Stores and safeguards developing equipment

Minor camexa repalr
Tnstructs officers in use of equipment

Other
performs paraffin tests
Operates mobile crime {nvestigations

Uses Intoxometer for breath tests
Receives, catalogs and preserves property

Prepares property for disposition

Operates teletype

Packages and mails evidence

Gathers physical evidence of persons
Prepares court room evidence

Testifies in court

R A AT

pavelops and maintains training program

ot 82

PNBREE

— e e

| .

TABLE 2: TASKS PERFORM
' ED BY CIVILIANS W
ITH
(continued) IN JOB TYPES

C. DETENTION%

Receives inmates and
gransports nates a others awaiting trial
earches, fingerprints a
nd photogra
Regponsibility for well-being ofginigiei?mates

Allowing one teleph
Health phone call

Property saf

Feedingy eheeping

Rehabilitation

Educational programs

Recreational programs |

gcreens visitors
ecurity check of facili
tie
grgvides court security °
nforces discipline from
Processes release tnmaces
ggerates computer
ecks Identification De
art
Analyzes Intoxometer parEnent
Serves as witness in court
Investigates in facility:

Accidents

Deaths

Contraband evidence
Irregular incidences

Preserves evidence

Plans :

Train; :zgrgigizziassgzﬁrvises work assignments of Iinmates
er correc

Prepares records and reports tional officexs

R
ecommends new and revised policies and procedures

*Jaillers
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TABLE 4: PERSONNEL DATA FOR THE POLICE DEPARTMENTS INTERVIEWED DURING SITE VISITS .
Total Deparirent]
Sampled Police O Personnel . Civilians in Three Major Job Types Average Annual Salaries Origin of Job
Police geF“'“e:‘: No. Percent Number of Fmployees Percent of Total Civilians Civilians Number of Years City.
Departments sreeras Patrol Population
Surveyed | Sworn| Civ PD |Off) Civj Corm. | Ident. | Detent. | Comm.| Ident.] Detent. | Total | Officers |Comm. |Ident. | Detent. {Comm.|Ident.] Detent.
Y
Detroit, MI |5,517 782 6,299} 88} 12§ 100 27 36 13 3 5 21 13,000 QP1,719}11,675{ 10,802 2 25 10 1,511,482
¥ » *

Jacksonville,

. FL 814 451 1,255] 65] 35 58 15 38 13 3 9 25 | 9,531 | 6,408] 6,408] 7,056 6 6 528,865
}Auanta. GA 11,317 196 1,513 871 13 9 36 38 4 18 19 42 10,406 | 7,536)10,77¢) 7,680 9 55 496,973

TOTAL 7,648 1,619 | 9,067] 84] 16} 167 78 112 11 5 8 25

Large-East
Denver, CO 1,253 284 1,537} 82} 18 46 7 - 16 2 - 19 11,166 - - - 7 1 1 514,678
Qakland, CA 701 279 980] 72| 28 49 11 67 i8 4 24 45 14,328 {9,642} 9,420} 10,800 11 - 12 361,561

TOTAL 1,954 | se3 | z,517| 78] 221 95 | 18 67 18 3 12 33

Large-West
Huntsville,

AL 206 149 355| 58] 42 7 g 5 [ 5 16 8,322 |6,728) 6,760) 6,760 11 12 9 137,802
New Haven, CT| 421 140 561§ 75} 25] 11 - 3 8 - 2 10 10,641 7,750 6 - 35 137,707 }:
E. St. Louis,

1L 127 104 231} 55 45 7 4  [Terminated 7 4 - 11 9,903 {6,206{ 5,305 4 - - 69,996

TOTAL 7 -

Med.-East 54 393 1,147} 661 341 25 13 11 [ 3: 3 12
Kansas Cicy, : | ’

XS 300 115 415 72} 28} 15 [¢] 10 13 ] 9 22 9,600 | 7,700f 8,220{ 8,220 3 - 4 168,213
Comptaon, CA 137 89 226] 61} 39 g 1 9 g 1 10 20 8 5 - 78,611
Scottsdale,

AZ 83 38 121} 693 31 5 - - I35 13 10,422 | 7,938§10,422 - 2 - - 67,823

TOTAL

Med.~West 520 252 762] 68} 323 28 1 19 12 4 8 20
High Poinc,

NC 132 25 1571 84} 16] 10 40 4G 9,450 {6,966 - - 16 - - 41,010

Small-East i
Pitesburg, CA 13 § 25 66} 62F 38 4 1 - 16 4 20 13,693 |} 9,060 9,102 - 10 - - 20,651

. i Small-West

e g MO L T



DATA ON CSO-TYPE PROGRAM BY GEOGRAPHIC LOCATION

TABLE 5
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II. MAJOR FINDINGS

The police departments visited reported substantial benefits from using
civilians in jobs traditionally filled by uniformed officers, but mentioned
important considerations that should be weighed by police officials in de-
ciding whether to begin or continue using civilians.

Here are a few of thé major findings.

e Use of civilians for routine tasks frees uniformed 6fficers for

more critical duties. DPolice managers are generally enthusiastic

about their performance. The few problems reported center around
inadequate training and low pay for civilianms.

e Pay and training costs for civilians are lower (an average of 29
percent on salaries and overhead, and 96 percent on training and
other start-up costs) than for uniformed personnel, But the sav-
ings often lead to complaints of low pay and inadequate training
mentioned above. The savings also are offset by such intangible

costs as higher attrition rates and officer anxiety about civilian
reliability.

The CSO program, which most frequently uses young men as ‘'cadets"
or "community aides," has generally been successful. But the pro-

grams are experimental and their future probably depends on cities'
budgetary priorities.

Those findings related to civilian jobs in communications, identification
and detention facilities are discussed further in the following Sections A and

B. Section C discusses CSO programs. The detailed data and analyses on which
the major findings are based are in Appendix B, o

A. BENEFITS AND PROBLEMS

The police departments surveyed reported benefits in four areas as a re-
sult of using civilians:

e officers are relieved from such routine tasks as fingerprinting,
dispatching cars and handling prisonevs;

e costs are reduced;

e more uniformed manpower is available for more active law enforce-
ment duties; and

e service to the community is improved.

These findings are corroborated by the fact that almost half of the 13

departments have used civilians in communications, identification or detention
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work for three to 12 years--and even longer in another fourth of those depart-
ments. Further, all 13 cities intend to continue employing civilians. Police
managers held very positive views toward civilians, They felt the civilians
were well-qualified, exercised initiative, and helped improve civilian/officer
‘ 1

relations in general,

Most problems described by police managers were related to management is—
sues, particularly civilians' low pay, lack of knowledge of police work, and
inadequate training. The managers also expressed some concern about civilian
tardiness, lack of dedication, excessive use of sick leave, and personality

2
conflicts,

Officers in chazge of cilvilians also expressed a very high opinion of the
job performance of civilians,; The 33 officers said 75 percent of the tasks

performed were very well done; 22 percent were fairly well done; and 3 percent

were described as not so well done.

Seventy-two percent of those officers reported further that the civilians'

work was very beneficial to the department and 28 percent felt their work was
of gsome benefit; none reported very little or no benefit. Eighty-five percent
felt more civilians should be hired. They thought civilians were moazt helpful
by relieving officers for more critical duties; by assisting officers in vari-~
ous ways, including writing reports, fingerprinting and handling prisoners; by
providing information for action by the officers, and In communicating with
the public, ‘

1. In reviewing a draft of this study, an experienced officer suggested
that an additional benefit of using civilians is the "humanizing effect" it
has on both officers and citizens. Under civilianization, he commented, of-
ficersfbecome "more courteous and less abusive' toward citizens, although they

still feel that civilian emplovees '"would tend to side with the prigoners rather

than the officers.'" This problem can be solved, the reviewer adds, by making

clear to officers that excessive force will not be tolerated at any time and by
giving civilians an adequate orlentation to police work. He also notes that po-

lice managers tend to "order rather than ask" and, therefore, should receive
training in supervising civilians.

2. The term "personality conflicts" was used to describe responses from
offlcers and civilians that indicated they did not get along well with each
other, In some cases, there was reference to friction, ténslon or resentment
between officers and civilians, or that there was a class distinction with of-
ficers feeling superior. Such relationships probably affect performance ad-
versely, but no specific observations on that effect were elicited, Personal-
ity conflicts are not viewed as a crucial issue because they do not alter the
very positive views of both officers and civilians on hiring civilians.

TP SR
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One-third of the officers in charge said c&vilians had not caused prob-
lems for officers; but of those who acknowledged problems, 71 percent were at-
tributed to deficiencies in management practices, 19 percent to personality
conflicts and 10 percent to a lack of dedication on the part of the civilians.
Civilians held similar views but also complained of low pay.

Officers suggested that civilians might be more helpful if departmental
management practices were improved by providing additional training, permit-

ting them greater responsibility and reducing their workload.

B, COST CONSIDERATIONS '

1, GOALS AND RESULTS

In transferring jobs from officers to civilians, a common goal is to re-
duce costs. Nineteen percent of the police managers interviewed listed cost
saving as an objective and 58 percent identified it as a realized benefit,
Simi;ar views were expressed by officers in charge of civilians éﬁd by the
civilians themselves. »

‘Based on cost‘data and estimates provided by departments, fhere have been

significant savings. But these savings often are partially offset by intangi-~.
ble costs.

hY

2. LONG-RANGE .COST DIFFERENTIALS

a. SALARY DIFFERENTIALS

The average annual salary for patrolmeﬁ.was $10,872;.the comparable fig—
ure for civiliang in communications, identifications and detention jobs was
$8,348.3 But there are large local variations. For the 13 cities as a whole,
the average civilian salaries ranged from 22 to 25 percént less than that of
patrolmen, But within the cities, civilian salaries ranged from 10 to 34 per-

cent less than patrolmen salaries.

b. OVERHEAD COST DIFFERENTIALS

Savings in overhead costs~~generally meaning fringe benefits--also seem

3.' Average salary for patrolmen is the average starting police officer
salary for the 13 cities. For civilians, the average was obtained by adding
starting salaries for the three job types in all 13 cities and dividing by the
number of those jobs existing in the citiles.
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to be substantial in some citles but negligible or nonexistent in others.
Although variations in employee benefits and in budgeting and accounting pro-
cedures make detailed comparisons difficult, police managers have provided
estimates of overhead costs for officars agd civilians. In general, differ-
ences have diminished during the last ten years as cities, and particularly
the larger departments, have begun providing similar benefits for police and
civilian employees. Even so, overhead costs were estimated at 15 percent of
salary for civilians and at 25 percent for officers--a difference of about 10
percent of salary. Thus the total savings--considering salaries plus benefits-—-
from hiring civilians would be 29 percent rather than 23 percent when only sal-

aries are considered.

3., SHORT-RANGE START-UP COSTS

Making generalizations about the costs of training patrolmen and civilians
is also difficult, Size of classes, aumber of instructors and hours of in-
struction, and duration of training vary greatly. Nevertheless, average ini-
t4al training and equipment costs have been estimated.

Training costs for patrolmen include recruit salaries, instruction, ma-
terials, and employee benefits but exclude on-the-job training after the formal
Total costs range from $3,000 to $10,000, with additional

A reasonable aver-

training period.
special training occaslonally following recruit training.
age in the 13 cities is $6,500. In addition, new officers are often provided
with uniforms, weapons and peripheral gear such as belts and flashlights. The
average cost of such equipment ranged from $265 to $705 and averaged $500.

Civilian training costs far less. While police recruit classes last 12
to 23 weeks, civilians generally receive largely on-the-job training, with
close supervision for one month or less. Except for some specialized areas,
formal training averages about one week and costs-~including overhead--an es-
timated $289.

Thus, the average start-up cost for a patrolman, including formal train-

ing, fringe benefits and equipment, is $§7,000, TFor an average civilian, it is

$289--a savings of $6,711 or 96 percent. Small wonder that officers say ci-
. wilians know little about police work! Civilians have not been taught very
much, ‘

However, complaints of any kind from officers about civilians were few

and minor compared to the reported benefits. One, therefore, can ask how

i et st e e

ok
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A

Departments have continued to emiploy
civilians, with or without vigorous,'formal training programs. There is little

evidence to prove that civilians would benefit from training in police work
H

serious the training problem really is.

and even less is known about the comparative value of formal vs. on—the-job

training, It is conceivable that savings are great enough to warrant continu-

ation of current practices., Nevertheless, additional training specific to as-

signed tasks is recommended with the hope of improving morale and departmental
effectiveness,

4, LESS TANGIBLE AND INTANGIBLE COSTS

Police managers—-pursuing savings in dollars and men——appar;ntly have ig-
nored or deemphasized the fact that cost cutting can be expensive in the long
run, It was the officers in charge and their civilian employees who stressed
the intangibles, And while none considered the problems serious enough‘to out-

welgh the benefits, the problems do have cost ramifications.
When basic needs~-such as competitive salaries, adeqﬁate supervision and

. These include:

e lack of job knowledge (a major problem identified
officers and civilians); P entified by managers,

training--are not met, long-term costs result.

e officer anxieties about the reliabilit
y of civilians and the de~
gree to which officers can depend on them in emergencies;

e higher civilian attrition rates (causing start-up costs to be re-

peated more often in jobs filled by civili i
peate officers);4 y civilians than those filled by

o costs of job supervision;

e abuse of sick leave, tardiness or othe |
\er costs attributa -
desirable practices; and ble toun

e officer concern that the use of civilians threa i
: tens job securit
particularly when they £ill jobs traditionally available to offii
cers for light duty in case of physical disability.

4, Civilian attrition--the annual number of persons leaving their j
igzszny ;eason including retirement, divided by the number of peisozziﬁoigzig
che raizss—;varied greatly. Some of the ten departments providing information
1o perceng zero to 10 percent in 1972 and 1973; but pthers had rates of 40 to
ing per re1,tpgs§ibly because of low pay, poor job security, inadequate screen-
nione be o ated factors. Under similar circumstances, attrition among officers
Dostta oizresgondingly high., In 1972, however, the attrition rate among metro-
ol Pgr ce epartmgnts was only 5 percent, according to data calculated from
S sonnel.Practlces in Local and State Governments, written by the Inter-
onal Association of Chiefs of Police and Police Foundation in cooperation

with th
67-68. e Educational Testing Service, published by Police Foundation, 1973, pp.
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In weighing the cost advantages of using civilians, such intangible costs L ® Seventy-five percent £
‘ ent of ti
should be considered. Dollar estimates were not readily available, but indi- hired; most officers rec§;$e3§£§°§§§ thought more Csos should be
_ and responsibilities, S Tecelve additional training

vidual departments should be able to calculate such costs based on existing ex-

perience and refine the estimate after gaining more experience. B CSO performed very well over id
! a !
tasks were poorly perEorneg. wide variety of tasks., None felt

® CS0s enjoyed workin
8 with the officers:
the officers were very helpful and szséosi?zzt %0 percent fel

® Both officers and CSOs found colmun

C. COMMUNITY SERVICE OFFICERS

1. wnaAT €so'8 ARE
€S0s differ from other clvilians employed in that they generally are young

]

The CSOs--called "cadets" L ing. CSOs should hav
i other tasks. ¢ more practical training in report writing and

b e Vet e,

reere and of lmproving police/community relations.
or "community aldes' In some areas--assume some duties commonly handled by po- :
; [ ]

lice officers or that they would handle if time were available., (Tasks are |
listed 4n Table 3, page 10.) In all cities studied, CSOs were paid employees
who were unarmed, had different uniforms than police officers and had no spe- ,

‘ o The future of cso pPrograms is uncertain,

Generally, & high school degree was not required and i
o generally successfuyl by the participating offic

Advantages of the
program for the €S0s
police career and the educational oppoxzﬁzitigsthe training for a

® The average cost of enm
ploying CSO
for employing patrolmen, & § was 49

percent less than that

cial powers of arrest. .
Despite their being viewed as

candidates with misdemeanor records were accepted. ]
Many CSO programs are experimental and not integrated into long-range plans . ;  ST@WS are not being continued within police department 4
' S; and the
and objectives of those that are being institut ’ characteristics

Even a demonstration of job skills and satizfaction ? % fonalized with
‘ subject ¢t zed within departments a
0 modification. More detailed information on the CSO progr o re
‘ograms that

! \were reviewed
N I ed is given in Appendix B and an example of g successful €SO pro
2 ars in the following chapter, gram

ers and CS0s, some on-going pro-

of the pollce department.
of other entry requirements did not guarantee that the CSOs would become re-

erulte or offlecers; although in one pregram studied the department has the op-
tion of making them sworn officers without satisfying any additional formal en- .

trance requirements,

2. MAJOR FINDINGS
The following major findings related to the CSO program are discussed in

greater detall in Appendix B, .
e Police managers' objectives in hiring CSOs were to improve police/
conmunity relations, relieve officers of selected tasks and iden-
tify potential rec¢ruits. They believed that these objectives were
- met to a reasonable and, in some cases, a substantial degree. )

e Both officers in charge and C50s felt the major program benefits

- ‘were in police/cpmmunity relations, assistance to sworn officers,

L identifying vecriits, providing CSOs with educational opportuni-
ties and the possibility ef careers inKpcligg work.

@ Few problems were experienced with.0$6§ and most were considered
minos by their officer-supervisors. '

et et 5o P

%‘.mmmw.m%,w R

D




21

L
1
8

e S

III, SUCCESSFUL AND UNSUCCESSFUL EFFORTS

z§ A. INTRODUCTION

5% The generalizations in the previous chapter can be applied across job
L types and CSO programs,

The strong endorsement for civilians by police man-

E agers and officers were uniformly distributed (as were the infrequent com-
; plaints).

SO

fé However, some individual job types or programs were viewed as outstanding i

successes or fallures by the police managers. Outstanding successes were ide-

fined as those in which management objectives were fully met or exceeded, of~

Ly s i ik

ficers were enthusiastic about the support and wanted more civilians hired,

and the department assumed responsibility for paying the bills, Unsuccessful

efforts were defined as those jobs or programs that had been terminated and

were considered to have been of no benefit to the department. All had been
~ in effect at least a year and a half.

4 The key element in successful programs is the quality of police manage-

ment; i.e., managers carefully planned and implemented civilian employment in
accordance with the guidelines set forth in Chapter IV,

- Successes also were tied to.the larger personnel system of the department
' or city. Pay scales were competitive with other city salaries for employees

with similar qualifications. The department had a reasonabygxinput into can-
{

vassing, screening and selection criteria. Job descriptions ‘were unambiguous

% and-civilian and sworn officer responsibilities and prerogatives were carefully
A . ‘

differentiated, Career and educational opportunities were provided. TFormal

; training and close supervision were carefully planned and implemented.

In the case of the unsuccessful effortas, virtually none of the character-

istics of the outstanding successes were present, Training and supervision
were either absent or negligible.

Two cases of successful employment of civilian and two unsuccessful ef- ?
forts are described below.

it e St s et

The descriptions are brief but highlight points

believed helpful to departments considering hiring civilians or experiencing
problems in their utilization,

. , L
5 ,
[

- T
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B, A SUCCESS: COMMUNICATTONS

One department employs

refer them to appropriate city agencies, OT,
¢ollect and transmit information to officer dispatchers. They

14ce service,
also receive and transmit t
Many civilians are smp

yearss Thegdepartment prov
a competitive pay geale was established by the citys;

gurance,
a mutually beneficial tool

lations.

civilians as telephone operator

eletype messages.

s who screen calls,

in the case of requests for po-

loyed end the program has been operating for several

{des the qualifying requirements and job descriptions;
the job is part of a clty~-

wide Civil Service career program with periodic pay {ncrements and an attractive

gringe benefits package, including educational op
apnual and gick leave. A civilian union shop steward system serve

portunities, 1ife and health in- !

s as

for handling police management and employee work re-

Advanced training has been systematically scheduled,

ficer supervision is provided on each shift.
The attrition rate has been about 10 percent annually

were removed by police management action, 4 percent were ¥

request, and 2 percent left for further education.
but annoying (to management) problems, such as on-

There were some minox

call civilians failing to report in emergencies.

1{ce menagers were very sa

In one city, @ CSO program was ini
it was congsidered guccessful and important enough to be fun

yeqre,

and adequate of-

of that 4 percent

eassigned by employee

Generally, however, the po-

tisfied with the civilians in communications.

c. A SUCCESS: €SO PROGRAM

Nd e

by the city. The department’s main objsctive was to free

report takingy allowing the

and surveillance~-but at a lower total cost to the depa

jective was to sollcit prospective recrults by encouraging CS0s to consider a

police career.

The progfam design and planning stages evolved over

S0s were

duties were actually performed by offi
devoted to each, Cost/benefits were analyzed to determine whi
d be performed by the Cs0s. Basically, these con

time=consunming tasks coul

placed in the field, During that time, the department deter
cers and what proportion of their time was

of veport taking in nondangexous gituations that did not

or unusual technical or physical ability.

tiated with LEAA sug@ﬁft{ After several

ded entirely

officers from routine

m more time for public gervices, preventive patrol
rtment. A gecondary ob-

three years before any
mined what

ch of the most

require police powers

e
&

gisted

[ YR U S,

e A o 4

ot

i
Lok
&

1
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The entrance qualifdi
cations for CSOs we ¢
re the same as for r
ecruits except

for age (i.e., CSO
the traind ’ s are eligible at 18 years of age and recruit
ning was the standard basic training for recruit s at 21), and
uits,

The program began wi
th a small number of
CS0s., A careful d
emarcation of

€S0 duties fro
m those of police officers was made and emph

]

not only accepted their hel
elp but urged that more b
e hired. By that ti
me, there

were more than t
Employment of wozzzeczz many CSOs and they included both young men and women
ront emmecte to add o s was not resisted by the sworn officers. , The departl
050 dutden al veral CSOs per year for an indefinite period.
so have expanded from report writing to include, essentially
3

all duties performed b
y officers except thos
e requiring arrest
power or pertailn-

ing to homicide inv
estigations. Exce
. pt for weapons, CSO
L ’ s have all equi
pment

provided offi
cers, including a police car. They are completely int
egrated into

police field and office
operations and have the sam
e shift assignments a
s offi-

cers, Almost all are re
gularly in the field
shif ; » under supervisi
t sergeant who s‘tpervises sworn patrol officers on of the same

CSO candidat
es are canvassed, screened and selected jointly by the d
e depart-

of patrolmen th :
, the CSOs operate under the city Civil Service System and
- and recelve

y .

in their own depar Y
a y
partment. CSOs as a source of recruits, originally s secondar
\ a

objective, is now
considered as importan
‘ nt
public service. as cost savings and improvements in

-

Neither mana
gement nor the officer '
grem or the CSOs. s mentioned any problems with the pro-

It should b
e added, however, that there was neither a large poor
nor a

large minori
ty population in the city. Most residents were in the middl
e-—

income class. P
¢« Police management felt that police/community relatio
) iongs were good,

. St 1 . » a

the:’.ess ma ) P -
) nag‘._ment ' s careful attention to the details Of 1anning d i
( - an mple

mentation is
considered the major factor in the success of the CSO pr
ogram,

L .
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Reasonably simllar (€SO performance and police officer acceptance were experi-
enced in several larger cities with legs affluent and large minority popula-~

tiong where mamagers employ many of the same practices,

D, AN UNSUCCESSFUL EFFORT: COMMUNICATIONS

In this case, a modest number of civilian dispatchers had been hired over

Poldce officers were also employed as dispatchers and

a period of many years,
There were be-

considered the employment of civilian dispatchers a mistake.
lieved to be no benefits to the department, and the program was terminated by

not replacing retiring civilians.

Civilian dispatchers at that time were required to have a Federal Communi-
cations Commission license to operate the police radios; they were responsible
for receiving requests for police service and dispatching officers., Employed

under city Civil Service regulations, they received increments in pay and fringe

benaefits as any other city employees. But they were given no training, never

learned much about police operations, and operated essentially without super-
vision from thelr absentee supervisor--a captain who spent most of his time in
the fleld. Officers complained that the civilians took too long to communicate
needed information and did not have the officers' interests at heart. Officers
resented taking orders from civilians, and some civilians were fired because of
conflicts with officers.

In describing that past program, the pdlice manager, while feeling it was

an unquestionable failure then, had mixed feelings about the current prospects

for employing civilians as dispatchers.l Yet, he felt that with appropriate

trafning in police communications and procedures and with proper supervisiom,
That manager suggested two months of formal train-

civilians could do the job.
ing in communicatilons and police procedures, and six weeks of on-the~job serv-
ice under very close supervision.

E. AN UNSUCCESSFUL EFFORT: DETENTION

Civilian jailers were hired in one city to process prisoners, check theilr
state of health and feed them, respond to telephone inquiries and serve as

1. The dispatcher post has supervisory characteristics in that the dis-
patcher may instruct sergeants, lieutenants and captains to respond to, calls
for service; such "orders" might be resented by these mid-level sworn officers.

=

turnkeys,

W
as very low, but the Job was under Civi

1s
benefits as other city employees ervice and jailers recelyq

No training was provided,

d the same

which reduced the value of the Program
Because of a 100 percent attri
jailers, the civilian job was termt

ficers now serve as jailers,

t
ion rate and the Poor performance of the
nated after g year and a half, Police of-
Although dissatisfied with the experience, th
s the

hat
if there werq appropriate qualifying criteria

‘ and if dutieg wer "
civilians could do tne o e carefully defined apd explained,

police manager was convinced t
and selection Procedures,
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IV. GUIDELINES AND DECISION FACTORS
IN USING CIVILIANS

A. INTRODUCTION

Basic but critical guidelines for using civilians in police work can be

drawn from the experiences of departments visited during this study. One over-

riding guideline is that the introduction or modification of civilian roles
should be carefully planned, initiated and managed.

This chapter sets forth some considerations for deciding whether to hire

civilians., These are based on specific officer and civilian responses about

problems reported repeatedly. For departments experiencing problems with pres-

ent civilian employees, the guidelines should suggest ways of avoiding or re-
ducing them.

Giving equal emphasis to problems and benefits does not mean, however, that

employing civilians is risky. Both officer supervisors and police manaéers con-

sider the problems small in comparison with the benefits. The problems are

raised only to induce caution in deciding whether to hire civillans, and to help
avoid problems that have occurred occasionally in the past.

B. SHOULD CIVILIANS BE HIRED?

Planning should begin with an analysis of whether civilians should be

hired at all., This is a major policy decision requiring the attention of senior

department personnel and, frequently, policy makers outside the department.

Such an analysis should address questions of (1) the legality of using civilians
as planned, (2) potential disruption of service, (3) labor availability, and (4)
costs. (Cost analysis should not only focus on direct costs such as salarjes,

but also consider costs of overhead, fringe benefits and the effect on overall
department performance.)

All departments visited have persevered in their decisions to hire ecivilians
despite problems and occasional failures.

But most of the departuents had more
than 100 sworn officers.

Smaller departments need to consider whether they can

afford the level of supervision and training required, particularly in the early
stages of employing civilians.

e AL T T T




i i A

28

¢. THE NEED FOR PLANNING

In 1967 the President's Commission on Law Fnforcement and Administration

tice reported after extensive surveys the following:

Each study and every expert agreed that, with some notable
exceptions, city police forces are not well-organized and
managed. The same two failures were cited universally as
the crucial ones: The failure to develop caree€r adminis-
trators, and the failure to use the techniques and acquire
+he resources that experts on the gubject prescribe...the
commission believes that adeption in practice of the rec-
ognized principles of goodlorganization and management 1is

a matter of great urgency.

of Jus

Although our study found notable exceptions, there still appears ko be

much truth in those agsessments.

D. THE PLANNING PROCESS AT A GLANCE

- In brief, the planning process should:
e . formulate explicit statements on the goals and objectives motivat-
ing the move toward civilianization;

e identify tasks and duties that could be assigned to civilians; and

e set limits on the size and scope of the civilian activity.

These prerequisites provide the basic policy for detailed planning of such

matters as detailed job deseriptions, supervision and working arrangements to

integrate civilians into the department, and per
res,; pay schedules, benefit packages, employee organizations,

sonnel issues involving hiring

procedu

and development.

Tn implementing oY modifying plans to u
(2) screening and selection, (3) training,

se civilians, particular attention

&
should be given to (1) canvassing,

(4) initial acclimatization of civilians to officers and vice versa, and (5)

supervision. Finally, monitoring and evaluatio

How to think about and resolve such problem

the following guidelines.

1. President's Commission o
tice. The Challenge of Crime in a Free Society, Washington, D. C., Us S,

Government Printing Office, February 1967, p. 113.

st
3
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job training |

n activities should be instituted.”

s are among the issues treated i :

n Law Enforcement and Administration of Jus—“iﬂ;
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E. GUIDELINES

ij »
A

it should be carefull
Ly planned, .initiated and
managed. Most mana
gers are aware

1., PLANNING FOR THE USE OF CIYVILIANS

Planning i ,
civili g includes establishing the general policy to be followed in usi
& ueir
ians, developing specific designs for their use and analyzing the f ng
bility of actually using the civilians as proposed B the Reseis

a. ESTABLISHING GENERAL POLICIES

Si[\ - - y

¢ vwhat ar s ) ] v A \%
i e the department ¢ goals or objectives in using civilians;
3

o vwhich tasks should be considered appropriate or

civiliang; and inappropriate for

# how much of the de
artment's xes 4 C
vilians? P at's resources should be utilized by ci-

In general . i
e s the purpose and scope of employing civilians needs to be dete
ned before extensive planning should be initiated i
- (1) GOALS AND : . .
" OBJECTIVES: Common goals and objectives for utilizing ci-
dllans have been identified earlier and include: |
& freeing officers for other tagks;
® cost savings;
e improving community relations; and
 dmproving service.
Based on : i it
N 1_d on the experiences of cities employing civiliéns, these appear t
valid an i . .
o d achievable goals. It should be noted, however, that the stated
Jective 1
e s have frequently differed from perceived benefits. Also the d
- achievement i o , et
mewt varies when considered from the viewpoints of th
ment. or officers. | "o e
Identifi 1
e sout ication of goals need neot require extensive analysis or study
Oa S 3 " - ) ‘ .
o can be derived by considering how the use of civilians could reduce
or depart I
partmental pressures, In any case, the objectives should be stated

in a form th ]
at uses specific measures and permits the department to determine

N A N TP S
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to what extent they are achieved. For example, the first two goals mentioned

above could be stated In these forms:

s to Increase the number of officer manhours available for on-the-
street assignments by a certain amount; and

e to reduce total salary plus overhead costs by a certain percent-
age.
(2) DETERMINING TASKS TO BE PERFORMED: The goals or objectives selected

will dictate the tasks for civilians. A department should consider which tasks
are likely to support the adopted goals and objectives which are feasible for
civilians to perform and how much and what kind of training is required, For
example, the use of civilians in identification operations or detention facili-
tles may reduce costs, but may not help resolve an on-the-street commuaity re-
lations problem.

Several cilties have hired congultant firms to identify tasks that could be
performed by civilians. Other citles have convened special task forces for
this purpose, and still others hafm had police ox city officials perform the
review. The task analysis need not be exhausﬁiﬁh or time conmsuming. Experi-
enced officers can be asked to lint activitieé;5£he amount of time éhey take
and which tasks or parts of the tasks could be handled by civilians.,

1f only a few civilians and a single job type are involved, the task analy-

gls can normally be accomplished internally. But if a large number of positions

are affected, a comprehensive study of the entire department by outside person-

nel may be warranted.
(3) NUMBER OF CIVILIANS TO BE EMPLOYED: The number of civilians to be
used depends on such factors as:
. e task analysis results;
e energency requirements; and
s temporary duty requirement for officers.
A task analysis will identify the maximum number of civilians that could be
uged, But, for general policy reasons, the maximum may be unacceptable to the
department.

For example, since civilians cannot legally or adequately respond to some
law enforcement emergencies, departments should establish the minimum number of
officers required to handle such contingencies and set a specific limit on the
number of jobs that can be filled by civilians. One department said it con-
siders 25 percent a "safe" proportion of civilians to total personnel, but what

1s appropriate for one city may not be for another. Departments should also

ot S et e
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Y

i g y v ) .
seriously consider the need for a sworn officer reser

“ ve
gencies,

An agency should consider its experience

to employ, and thus make a decision only after ¢
able information.

arefully weighing all obtai
. (See Tables 4 and 5 in Chapter T for data on how many ci-
vilians the 13 cities employ and in what jobs,) ‘

a h . . .

For exam
ple, several departments use such positions for officers Trecovering

fron juri
t injuries or otherwise unsuited for on-the-street assignments

Tt ;
he following table presents an overview of the policy issues and co
siderationg helpful to the planning procedure )

TABLE 6: PLANNING SUMMARY

Poli
cy Issues Considerations

1. Goal i i '
s and Objectives . 8. Treeing officers for other tasks
b. Cost savings
¢. Improving community relations
d. Improving service

2, Tasks to be Performed a, Goals §e1ected
b. Task analysis
3. gzmger gf Civilians to be a. Task analysis results
)
ploye | b, Emergencies

¢. Temporary duty for officers

b. SPECIFICS OF PLANNING
Th -
tovet e general policiesyon objectives, tasks and numbers provide a basis for
[ e Y
X i0ping detailed plaqg;for using civilians, Such plans help avoid diffi
cult dapa y )
€S experienced by departments that did not think shead to how civilians
would ' | - |
. ze obtained gpd integrated into the department, or how they would per
orm t i N ‘b )
eir duties, Specific items to consider include the following:
(1) JOB DESCRIPTTON: .
' ¢ Detailed job descriptions should be developed for

use in
canvassing and screening potential employees, They should specify the

I

R
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idates,. ;j .

jes, criteria to be used in sereening, selecting and evaluating candidates, Cy superiors. A few concise words of imstruction are not adequate

duties, O ite requized Appendix A provides ceveral sample job descrip- BE for such a major institutional change.4 However, monitoring ci-
and special skills reds

i ' riences and ose of thei T
£ dutd igned to civilians in the 13 cities was given in - \_»: experlie s and th £
tions; the range © utles ass vilian

mits top-level officials to determine whether the program is pro=-
e 1. ks woc be noted by comparing the job descriptions and 1lists of . ;i ceeding as intended, Monitoring guidelines appear later in this

chapter.
i city to city. | ’
e nomior A ——— varyCiizzIANSyIN‘THE DEPARTMENT: One of . (3) EMPLOYEE CONSIDERATION: A varilety of personnel and job-related is-
; PERVISION OF C! ' : ,
(2) INTEGRATION AND SU

o sues must be considered in developing a plan for using civilians
. . interact with the de- o |
w civilians will in are the following:

the most critical factors to weigh is ho

partment's other operations and employees.

Among these

Examples of this kind of comnsidera-

e Hiring Procedures: The department should review established pro-

| ro1lome A cedures for hiring civilians to ensure that its needs will be met.
tion are as L@ ) , integral 1ink in law enforcement ac- ? Several departments have had to alter established procedures to en-
s Since the Cizilianz i;ieizciiongwith ivilians will be a mew or o sure qualified applicants are obtained and adequate quality control
tivities, and sinc I

, -en needed
rare experience for most of ficers, new procedures are often

over the selection process is maintained. Where city procedures are
to allow them to carry out their joint business.,

lacking, they must be developed.

8 Pay Schedules: Pay schedules should reflect local labor market con-
ditions, as well as rates in other departments, and not be estab-
lished on a plecemeal basis., As noted earlier, low pay is a fre-

quent complaint of civilians and identified as a source of high at-
trition rates,

ture to the officers must
sedures that may be second na | )
* Zzligzlgngcut for civilians to avoid initial and unnecessary con

flicts.2

‘ )

The hierarchial command relationships among offigerzegzﬁzzzligoi

’ not 1nélude civilians and, consequently, cannot ia ihﬁs d upon_
to resolve problems. New supervison proceduresf y s e el
essary, and officers may need additional skills for wl Speche
erzisorial training should be provided. For exampde:hat teer

| suzd that it tock more time to supervise civiligns and £ - sueh »
~sa ent matters as scheduling were more difficult becagae c ] T
‘3?2?522 operated under a different set of personnel procedures.

e it g

e bt i R

Employee Categories and Organizations: In most cities, civilians
and officers operate under different persomnmnel structures. One group
is under a Civil Service structure or Merit System and the other is
not; or one has a union and the other not.> The department needs to

Over the years, many instructions have been given to officers with a

sdelines, which b wink, interpreted as: "This is a pro forma instruction which you don't have to
Tmplementing the recommendations in the training gu s ; « take too seriously." If top-level officials are seriously interested in bring-

follow, will reduce such problems. . i,} ing civilians into the%r department, they mugt make 1t clear all down the line
d implementing programs for civilians are ? that they are not winking. Given the incentives, rewards and punishment systems
e DProblems in deve}oping an 'adl management . Officers directly be- | in police departments, most officers will be responsive if they understand the
‘most likely to center in mlft . find it difficult to interpret the i! real intent, If top-level officials are not serious about hiring civil’ans in
low top~1eve1 management O inss there is extensive contact be- g‘ » the types of jobs and program desc¢ribed in this paper, they should not try. It
desizes of theirTizpigigzsa¥2 isually such a radical departure from! is likely to cost too much in departmental disruption to warrant the savings.
tween the two,

FRPRESRINPE S S

' likely to i?; 5. The contrasting experiences of two departments with unionized civili
iddle-level managers are [ D o P ents , unionized ¢ ans
“ those commonly igpigyZi’aggagnitructions. They in turn then trans"; should be instructive. Both cases involved relatively minor problems related to
- P ntard
misinterpret £ Zelznes and instructions to the officers and ci- - pdv:

1 4 o ilian tardiness, excessive absences or break periods, or reading nonwork-re-
mit erroneous. gu be invelved an n-1 %

-level managers must
vilians below them. Middle

% lated materials during slack periods. The civilians were unhappy with management
h int that they understand clearly the intent of thell decisions and actions and contacted their union representatives, In one depart-
formed to the poin .

. i— "nt management and civilians discussed the issues openly and, after some give
11 not have the squad car experi men g esent ’ g
2., For giémpteﬂ ;iv%iiiz iisiizcg2§5;§§, therefore, must be thoroughly and take, reached a satisfactory solution.

ence officer dispatche

p 2 In the other city, management's views
5 iled, but the manager apparently did not realize or was not told that the em~-
techniques, characteristics of preva , g PP y
familiarized with types of calls, interrogation ques, o ?loyees, after understanding the facts, agreed that his decisions and actions were
different areas of the citg, iggie level management are purposely ambiguous g8 justified. He .is probably stiil concerned about the union threat to management
- m - : Lo

3, The terus =oP 1an‘di£o a concept of hierarchial structure. The exact<% ; prerocgatives. |
here, The terms are relate for example, is part of top- or middle- | These two examples demonstrate the importance of feedback. In the early stages -
identification of whether 2 captain, =0 e ds tment's size and theory ;

on the depar - of ugion/management relations, both groups benefit from feedback that clarifies and
level management depends to some degree tly on the kinds of policy decisions ' permits an understaunding of each other's perceptions and needs, The use of struc-
of operations, but probably more imp°‘§ag irtment that has not had a major ; tured interviews by persons outside the police departments may be helfpul as long
the officer is empowered to make. Egc mteinow who is considered in top~ and - as both management and civilians are satisfied the approach is objective and fair.
reorganization in the iaStlie:;zzazz gg:bt, the chief. decides. 2 Not all feedback will support both management and civilian views, but at least
middie~level management. ' -

: each will know more precisely what the problem is. Often problems tend to feed
i on anxiety and ignorance.

i
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be aware of these differences and acconmodate them to avoid con~
flicts and to effectively manage civilian activities.

The guidelines for pay schedules should apply

e Benefit Packages:
tirement and other fringe benefits.

to gick leave, vacation, re

Training should not be restricted to the tasks

but should extend into other law enforcement
more effec-

e Job Development:

being performed,
areas to allow civilians to i{nteract with those areas

tively. As noted previously, lack of knowledge concerning thelr
job is a major problenm associated with the use of c¢ivilians.
While many of these problems can be resolved by improved screen-
ing, selection and initial training procedures, it appears es-
gential to provide continued job training. At present, most de-
partments provide on-going training only for officers.

c., FEASIBILITY ANALYSIS
After plans for using civilians are develop

sure they will work and achieve the department's objectives.
t's own resources, should consider

ed, they should be reviewed to

make The review,

which can usually be handled by the departmen

the following issues:

e ILegality: Plans should be reviewed by legal staffs to ensure that
use of ,civilians will not conflict with established laws or pol-
jcies. Several cities restrict the type of police activities
that eivilians can perform. For example, some city codes state
that a civilian cannot give an order to a sworn officer, elimina-
ting the use of civilians as dispatchers.

Officers and police managers should review
of potential disruptions in service or
In particular, potential supervisors and
ify that proposed

e Potential Disruptions:
the plan to identify areas
personnel relationships.
lateral employees should review the plans to Ver
job procedures appear appropriate.

Departments should determine if potential em-

Because of special skills required or the
d difficulty ob-

e Labor Availability:
ployees are available.
low salaries offered, several departments have ha
taining qualified candidates.

At a minimum, a cost analysis should be done com=

benefits, supervision, training and equipment
a policy objective is to

e Cost Analysis:
paring salaries,
costs for civilians and particularly if

reduce overall costs O
al officers. Items that can be considered in a cost analysis are

discussed in Chapter IL. As discussed previously, using civilians
can result in reductions in salary, overhead and start-up costs,
but intangible costs may offset some of these savings.

6. An officer reviewer suggested in reviewing a draft of this report that
a sworn officer should always be on duty in precinct houses since citizens of-
ten come in to surrender--or circumstances otcur that could lead to their ar-

rest--and civilians could not legally take action.

r make more money available to hire additdion-

i
i
{
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2. IMPLEMENTATION

process and presents guidance on how it can be carried out

a. HIRING CIVILIANS

Hiring procedures will va
ry from city to eity and fr j
om
erally, there are three steps: . o8 fo dob fe

1) CANVA :
&) SSING: Local labor market conditions tend to determine how much

e q P *
<

ures, which departments have used successfully, include the following
¥ s 3 ng:

ployees, duties to be perfor
given in Appendix A.) P med and perspunel benefits, (Samples

e Identifying target
groups to receive the annou s
neighborhoods, ethnic groups or skill categorizgements’ such as

e Usi istd
‘ menzgpzizirlni employment channels, such as city or police depart
ment pers nnel, to c1;culate job announcements., This reducespcr
) on personnel familiar with hiring procedures este

i- 'y . J

In on i i
e city where there were insufficient candidates for an identification

job requiri i i
quiring certain skills, the department organized a training session to de

‘'velop the needed skills in potential candidates.
on identifying people who could be trained.

(2) SCREENING: Job a
31 nnouncements usually are designed i
candidates than required. e o meabiish oo

Canvassing then concentrated

R It may be necessary, therefore, to establish gross
g criteria, such as general ability tests, job experience d
strated skills, P
At
a minimum, police records should be examined to verify that the candi

3 “ .

backgr
t ground checks sometimes resulted in hiring personnel who were later found
0 have unacceptable records and were subsequently firéa

officer confidence in the newly hired civilianms,

This undermines

A second or more d
o etailed
ening can then be used to select among qualified applicants

eening Criteria Should be Stated unambiguousl 'Y related directl to Ob
re uir eme —
q_ nts and be administered uniformly . Where Criteria dO not exist a de
partment el ¢ ’ y
has Q basis for eliminating unqualified Candidates and Subsequentl

experie
nces performance problems and high attrition rates. Even some civilians

fiec hapebiaigint

PN,
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Supervisors should provide detailed descriptio f what h job
{ther . P P scriptions of what each jo
feel that more civilians should be hired only if job qualifications are e entails, with major emphasis on operations the civilians will per-
form,
' r better enforced. :
ralsed or be . found that it is useful to do the following: % e Civililans should be introduced to the materials they will work with
Most departments have o1 department to conduct the initial % aﬁd traiged to use them. For example, forms should not on;? be
e Allow a police or city personn : Toved by the police depart- ; shown and their importance explained, but an idea about xhe“fre-
or gross screening using criteria app i quency with which they are used should be given. Completion of
ment. ; formg should be demonstrated, and the civilians should practice
‘ onnel participate in the final screen- i obtaining the required information and filling out the forms. In
o Have POliceldEPazigiztdz::itment Eriteria. The screening could ‘ the case of communications, civilians should be given practice with
ing and employ i to or interviews by officers. g real taped examples of the most common types of inquiries and the
involve elther te heck | appropriate responses. They need to be instructed about those con-
e Conduct & standard background and securilty check. 1 ! ditions under which they should or need not check with their super-
d candidates to draw upon as rep ace- i visors, The same principle of demonstration and practice applies
e Maintain a Pooi Zg screened C ; to each job type. The fingerprint technician needs to see a demon-
ments are required. Liet of acceptable candidates % stration of fingerprinting techniques, classification and search
(3) SELECTION: Sereening should produce a lis 3 procedures and be given practice in them; the civilian jailer needs
b jected. The immediate supervisor should at least | | similar coaching and practice in processing, searching and subduing
from which employees will be se . to1e. responsibility for all % subjects representing prisoners. Thgse are all areas where officers
have authority to reject candidates and, if poss ) ; complain about civilian inadequacy and in which civilians complain
‘ hould have preestablished ! that they receilved no initial training.
final selections. As in screening, the supervisor s :
né ed } e Training with testing is necessary for situations where employees
criteria related to job needs. ! are performing duties unique to the job and law enforcement. Most
NING ! people can lock a door, but locking a cell block is not a common
b. TRAINING - i experience.
i{s one of the most commonly identified weaknesses of current ci : P .
Training is ymal amount of pre-job or class- | e On-the-job training should be supervised by experienced personnel
yilian programs. Most departments offer a minimal a s i with back-up support available in case of emergencies.,
' ~the~job train- :
m training--from none to less than a week--and depend on on-the-jo ] ; e On-the-job training should continue until the employee can demon-
roe ipnitially, but in some cases the long-range deficiencies { ' strate total command ‘of the job in a wide range of situations.
~ save money ’ {
ing. This may Initial training should be geared to the com= i e Training should be directed towards achieving testable skills and
may offset the initial savings. © ceveral daye to several nonths might be % should result in some form of formal recognition or certification.
plexity of the tasks to be izriorme ;h job training. Some fundamental guide- é . zroieiures should exist for periodically updating and extending the
h cou e on-the- all . i raining.
required, part of whic ?
as follows: . |
linei e Explicit job orientation is normally required to acquaint newcié— i c éggRggggiNG TgEAggEngngVILIANS TO
” * ith administrative and organizational procedures, & fic |
zioﬁziifzty measures. All employees need to be told the specific % Departments have found both resistance to, and disruption from, the intro-
things they can and cannot do.

. Lo duction of civilians into police work.
e Initial training cshould cover two areas: general background in !

formation about police work and tichgical ;;3izin§°§;ietngizgés
‘ r should include: descriptions O 3

ggeaizrﬁiw the civilians' work relate to other unitidigetzzegil i

partment and outside agencies (riding on patrol wo:i o s

to acquaint civilians with on-thg—stzietnzziizzfzgtizg civiiians'

1, state and local laws and or na s

ggiifatée differences between thelr functions and thoie ogigif;e

cers: a preview of the physical conditions in which t eyortunity

wnrking; and special scheduling requi:ements. Ample opp

should be provided for discussion questions.

As noted in Chapter II, officers may

initially resent elimination of job slots and feel uncomfortable in dealing

with civilians. Citizens have sometimes had the latter reaction when encounter-

ing a civilian where they expected to find a police officer. However, these

problems decrease as people become more accustomed to the situation. From per-

sonnel interviews, it appears to take 6 to 18 months for officers and civilian
employees to accept each other,

Several departments have found that by phasing and publicizing the intro-

duction of civilians, many start-up problems can be eliminated.

Among the

< vt bRy o BT o Y A
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possibilities are:

e Using news medla, community organizations and existing institutions
to publicize the program,

¢ Informing officers of plans to use civilians, the reasons for using
them and how offilcers can benefit from their use.

¢ Introducing civilians to officers with whom they will deal prior to
thelr assuming assigned duties.

¢ Introducing civilians singly or in small groups so as not to over-
whelm the officers or indicate a larger influx of civilians than

is occurring.

d. SUPERVISING CIVILIANS
Even after civilians are certified to perform their duties on an indepen-
dent basis, offilcer supervision and backup is essential because:

e emergencies call for additional law enforcement skills that civil-
lans may not have or be empowered to exercise;

e situations occur in which a person-~citizen or other officer--re-
fuses to cooperate with the civilian, and a supervising officer
may be needed to carry out the duty or arbitrate the problem; and

e by maintaining officer supervision, the department maintains pri-
mary control and responsibility for the function and maintains a

reserve capability to perform the job.

3. MONITORING AND EVALUATION
Close monitoring and evaluation are essential during the first year or two

of using civilians to detect problems, verify that program designs are being

implemented and determine if objectives and goals are being achiewved.

a. MONITORING

Regular monitoring of employee activities and opinions provides an excel-
lent source of information for a continuing review of the use of civilians.
Among measures that departments can use for monitoring are: costs, job capa-
bility, observed performance, job satisfaction, supervisory satisfaction and
frequency and intensity of problems. Such information can be obtained from
exlsting records or random interviews with supervisors, civilians and officers
working with other civilians., Pertinent records include: payrolls, overhead
costs, logs used to record office activity or problems—-particularly citizen
complaints or personnel grievances and duty assiygnments., For example, the
personmel records can be used to monitor job stability and attrition rates.

Another source of useful information is the exwit interview with employees

leaving the department. Procedural suggestions for the interview include:

i L e s

39

® Have a management re
: Presentative, id
tive perscn outside the departme;t o g dhsere
by everyorne involved, debrief them,

e Find
wi:h g;ﬁiyzzn:hsz iggii:avingé wgat problems they have experilenced
rs an
improving conditions in the dep:¥:£e;:?ommendations chey have for

et and objec-

in the study for the officer—in—charge and civilian job surveys

sh
own in Appendix C. Surveys based on such inquiries provide needed

information quickly and economically, They should be modified for

a department's specific need

. s, but 3
tion at the end to obeain staéemu should include an omnibus ques-—
previously. '

inquiries ére too brief and general, the responses are likely to be few and b
:tract. If questions are too detailed, the response is so great that it can: ;
e digested. What one needs are a few (perhaps 6 to 12) specific questions i
::asiito:espo:sei can be grouped, labeled and illustrated numerically and p;ef~

a8 single sheet of paper. Table 14 in A ‘
the need for training--as a typical area of cdnceiﬁfijj;’:ei:o::t::::pleIo: o
mation came from asking a single question of officers and civilians thc: e
essentially: '"What additional training do civilians need in order ;o b ?as
helpful to officers?" The respondents recommended not only the areas ie ot
training was needed, but what form. it should take, e
A traditional monitoring method is to request employees to identify prob-

lems and ‘
suggest improvements. In general, a department should encourage the

filing of complaints, both anonymous and signed; the procedure expands intelli-
geﬁce Systems and avoids the need for depending unduly on colleagues who have
too}much respect for top management's opinion or power to be totally frank

Some departments even use a "hotline™ telephone for anonymous comments, '

b. EVALUATION

. co:gzcj::angzzzj i:;roducing civilians, an evaluation of the program éhould

o e o cally. The frequency and extent of evaluation should depend

e nd costs. Evaluations should probably be made after the first six

. mo:ea:zpz:t:he end of the first year and annually thereafter, They seem to
nt in departments with hundreds or thousands of employees than in

Small de
Partments where interpersonal contact and observation are sufficient to

who would be likely to be trusted

ents covering any views not expressed
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Such evaluation requires prior identification of the objectives and issues
in employing civillans. Objectives discussed earlier and examples of measures
and comparisons that could be used in evaluating a program are shown in Table 7.

TABLE 7: OBJECTIVES, MEASURES AND COMPARISONS
Objectives Potential Evaluation Measures
and Comparisons

Number of officer-hours expended on
each taslk and percent of total per-
sonnel time expended by month and
year prlor to and after the employ~
ment of civilians,

Freeing officers for other tasks

Total department costs and costs by
tasks for personnel groups~-includ-
ing selection, training, equipgment,
operations, benefits and overhead.

Citizens' satisfaction with serv-
ices provided by civilians as com-
pared with officers, using measures
such as timeliness, completeness
and the courtesy with which serv-
ices are provided.

Comparison of the number of trans-
actions per unit of time, complete-
ness and error rate when the same
services are provided by officers
and civilians, Examples of trans-~
actions are reports processed, fin-
gerprints taken, message units
handled or prisoners processed.

Cost savings

Improving community relations

Improving services

&
Much of the data for the above measures can be obtained from routinely main-

tained records on personnel agsignments, costs, department operations, and

citizen and officer complaints. In order to resolve questions of quality and

satisfaction with the use of civilians and incorporate subjective opinions

on whether the objectives are being achieved, it will be necessary to utilize

personal interviews similar to those conducted for this study. Questions that

could be utilized in such interviews are given in Appendix C.

The specific evaluation methodology used will depend on the objectivéé

selected and available information., An example of how an evaluation could

proceed relative to the objectives of "freelng officers for other tasks" is

as follows. Filrst, the department should verify that civilians have, in fact,

T iy o e . s e o

S

41

.

been expending time on the planned tagks, As notied earlier, many depart
, rtments

have had difficulty in hiring and keeping civilians for selected tasks. Als
. 0,

In cases where the workl
| oad changes, 1
will be necessary to incorporate the changes into the analysis e

P
rovided it can be determined that less officer time 1is being spent on

the t
asks to which civilians are being assigned, the critiecal question becomes

one of how the time ig being utilized, If the "other" tasks expected to b
o bene-

fit from freeing the officers have been specified, then the analysis be
::sedhonlzh: officer hours actually expended on those tasks, Again't;zg;n:ly

s shou e normalized for changes in workloads, D )
work force should also be analyzed to distinguish whe:;:ro:h:h:xzzsaii;:ficez
to the addition of neyw officer positions in the department or the addi P
civilians, o et

When the tasks invoived in the transfer to civilians are quite disti:

from those expected to benefit from freeing the officers (such as commu inCt
Fions and pattol activity), a department's time allocation records éan : c:“
ly provide the data needed for the' evaluation comparisons, However whe:pt:al~
tasks are closely related (such as different tasks in a detention f;cility o:

glven in Appendix C and used for this analysis,

Evaluations aimed at determiﬁing«the extent of cost savings must incor-
::::;:nzot ::z: th; direct personnel costs, but also costs of supervision,
o thr, ph nnel benefits and equipment, Such Information should be availl-
. commu::ﬁy z:j i:rsonnel and eccounting offices, However, testing for changes
ot domeney ef:i :ns or improvements in service typically requires measures
o detys © clency and quality of service for which it may be necé&e&rv

pecial data collection efforts,
Shoulgb::ezzze?:thodo1ogy is used, sampling procedures and evaluation designs
| ped in detail before information from representatives of the
groups involved ig collected and analyzed, Problems and their causes can be

identif :
ied, insofar ag possible, using techniques ranging from those that are

e



42

highly complex and mathematical to the most straightforward interpretation

(as employed in this study). Conclusions resulting from analysis and inter-

pretations should also be weighed by the decision maker along with other avail-

able infermation that might affect decisions about continued employment of

civilians.

APPENDIX A

Examples of Job Announcements and Descriptions
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Examples of Job Announcements and Descriptions

Samples of selected police department job announcements or job descrip-

tions for civilians
are included here as
lustrate the variety
ples are provided as
Communications
Exhibit 1:
Exhibit 2:
Identification
Exhibit 3:
Exhibit 4:
Detention
Exhibit 5:
Exhibit 6:

in communications, identification and detenticn activities
well as C50 job announcements and descriptions. They il-
of content among the cities visited. The following sam-
an aid to departments considering writing their own,
v
Police Communication Dispatcher (announcement)

Communications Operator (announcement)

Identification Clerk (announcement)

Identification Technician (description)

Police Matron (description)“

Detention Officer (announcement)

Community Service Officer

Exhibit 7:

Police Assistant (announcement and description)

8
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Pittsburg, California

Duties of Communications Personnel

1. Communications personnel shall be under the direct control of the Rec-
ords and Service Division Commander.

2. In matters relating to the dispatching of officers, the dispatcher
shall recelve orders directly from the Uniformed Division Commander. He shall
relay instructions via radio to their subordinates that are received from any
superlor officer,

3. He shall dispatch immediately, without waiting for specific instruc-
tions, such officers, ambulances, patrol wagons, and other equipment as may be
needed to deal with any complaint, requests for police assistance, or other po-
lice incident. When in doubt as to the procedure to follow in dealing with a
call, he shall consult the chief, division commander, or watch commander -in
charge of the shift. -

4. Either a sound-recorded or written radio log shall be maintained in
accordance with FCC specifications. Such other records as assignment reports
shall be malntained in accordance with departmental pracedure.

5. It shall be the dispatcher's duty to inform officers of the nature of
the call on which he is dispatching them so as to enable them to take suitable

precautions. He shall so advise the officers when such information is not availch;

able.

6. When informed by other officers of the description of persons wanted
and their stolen vehicles, or other information on which officers in the field
should be informed in order to take some form of police action, he shall imme-

‘dlately broadcast the information to all cars.

7. He shall be particularly alert to calls for assistance by an officer
in the fleld, and shall; without delay, dispatch assistance to that officer.

8, The dispatcher shall make regular time checks at designated intervals.

9. When the dispatcher is to be relieved, he should personally inform the
relief of any unfinished work on his tour of duty, including any orders or mes-
sages €6 be transmitted to officers reporting by telephone or call box, and
shall brief him on the action that has been taken on any call where the cars
assigned are still out of service.

10, Communication clerks will perform such duties as may be required of
them in their respective offices.|

11. During his tour of'duty,‘%he communications clerk is responsible for
the receipt of all telephone messages, their proper entry in the telephone rec-
ord and necessary action thereon.

12, The communications clerk shall call the attention of the chief of po-
lice to all matters of importance, such as unusual occurrences and important
wessages or conditions requiring his attention.

b
13, The communications clerk shall properly enter on the authoﬁized books
and forms a vecord of all police business affecting the command of “the depart-
ment, occurving or reported during his tour of duty.

Exhibit 1
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Compton, California

Announcing an Examination for Communications Operator

Open-Competitive Examination No, 00l: Open to Com :

: . : pton Residents Onl
Final Filing Date: Friday, January 11, 1973, 5:00 p.m. Y
Salary: $620-$723 per month

Definition

Under direction, to receive and transmit general city and police depart-
men? telephone calls; to dispatch personnel and equipment; to do miscellaneous
typing and clerical work; and to do related work as required. Principally op~-
erates a multiple telephone switchboard Ffor incoming and oﬁtgoing calls to the
police department, giving general information to callers and making necessary
switchboard connections; also uses a radio microphone to maintain contact with
police and other mobile units in the field, and do related work.

Distinguishing Characteristics

Individuals employed in this class will be a ¢
I part of the police department.
Individuals will operate within an established procedure and are expected to
exercise extreme judgment in evaluating emergency calls, Communications oper-

ators may be required to work day, evening or morning shift
ators may be . g ing s, any seven (7) days

Minimum Qualifications
Education: Graduation from high school or equivalent GED.

Experience: 8ix months of recent experience in the operation of a multi-~
ple switchboard or private branch exchange or radio-telephone base unit; or

six months of recent experience in general office clerical work, or a combina-
tion of equivalent experience.

Lic?nse Requirement: Appointees shall be required to obtain a third class
operator’'s permit issued by the Federal Communications Commission or whatever

necessary requirement as may be imposed for the operation of police and general
city radio equipment.

Knowledges and Abilities: Knowledge of office methods, procedures and
equip?ent; ability to type accurately at the rate of not less than 30 net words
ber minute; a general knowledge of telephone switchboard operations and tech-
niques; ability to understand and follow oral and written directions; ability
to keep accurate records neatly and legibly; ability to work cooperatively with
others; ability to retain presence of mind in emergency siltuations and exercise
extr?me good judgment; ability to speak clearly and concisely; ability to es~
tablish effective relationships with other employees and with the public; and

ziher knowledges, skills, personality traits and abilities necessary for this
ass,

Examination: The purpose of this examination is to establish an eligible
list. The written test will measure knowledge of office methods, ability to
understand and follow directions, and other related abilities and is welghted
30 percent, - The skills test will measure ability to type not less than 30 net
words per minute and is qualifying only. Certification of the ability to type

Exhibit 2
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] ' {ded said certifica-
40 NWPM will be accepted in ldeu of the skills test, prov | a
tion was 1ssued subsequent to June 30, 1973, by a recognlzed educational in
Bnitution. The oral interview will evaluate background, personality, adapt-

ability and interest, and is weighted 50 percent,
ants v ; ’ ! dit should present proof of serv-
Applicants who wish to claim Veterans' cre
ice anﬁ honotable discharge (Form DD/414) at the time of application.
i he Personnel Department,
Information and applications may be obtained from t i
Compton City Hall, 600 North Alameda Street, Compton, California, Telephone
537-8000, Ext. 241.
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|CITY OF ATLANTA CAREERS IN GOVERNMENT
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_backgrounds,
work is performed under direct supervision with detailed instructions, but as

Identification Clerk (D)*

Starting Salary: $476 Range to: $587
Applications will be received until 5:00 p.m., Tuesday, October 9, 1973.

Written Examination: Applicants may take the written examination on any week-
day at 10:00 a.m. or 2 p.m.

Minimum Regquirements: Age eighteen (18). Valid Georgia driver's license.
Identification clerks are required to type 25 words per minute., Some general
office experience and/or education beyond high school highly desirable,

Duties: This is specialized clerical work involving police identification rec-
ords, including elementary work in fingerprinting and photographing of city
prisoners along with the recording of pertinent data relative to arrests and
Fingerprinting of job applicants is also performed. Initially

‘employees become familiar with the work, they are under general supervision
and are responsible for accurate performance of their duties. Employees in

. this class work either at the city or at the county jail and due to the require-

ments of 24-hour a day coverage, they may be asigned to any one of three eight-
hour shifts. Normally, weekend work is required. Employees in this class do
not supervise other employees.

Examination will consist of: Written examination--50 percent; Rating of train-
ing and experience--50 percent.

*Pay differential for shift work authorized.
shift--$518-$638.

NOTE:

Second shift--$497-$612. Third

Applicants must be able to work any of the three shifts.,

CITY OF ATLANTA PERSONMEL DEPARTMENT ,
CITY HALL ANNEX
260 Central Avenue, S, W., Atlanta, Georgia 30303 ‘ i

7/30/73

EQUAL OPPORTUNITY EMPLOYER

Exhibit 3
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EQUAL OPPORTUNITY

EQUAL OPPORTUNITY: The City of Atlanta is an equal opportunity employer and invites
applications from all citizens of the United States without regard to race, sex, religion, national
origin, or political affiliation,

EMPLOYEE BENEFITS

PROMOTION: The City of Atlanta offers a genuine merit program for its civil service employees.
Promotional examinations are open to all permanent employees.

TUITION REFUND: Permanent employees may receive reimbursement, up t 100 per quarter,
for basic mandatory fees incurred while taking courses at an accredited coliege or university.

VACATION, SICK LEAVE, HOLIDAYS: Employees accrue vacation at a rate which affords a
iwo weeks' vacation per year for the first ten years of service; a three weeks' vacation per year for
pleven to twenty years' service; and a four weeks’ vacation for over twenty years' service, Sick leave
is accrued at the rate of % day for each five days of paid service {13 days per year), Accumulation
is unlimited. Eight paid holidays are allowed per year. There is also pay for jury duty and military
fpave.

RETIREMENT: Employees and the City share costs of a retirement fund which permits generous
pengion benefits, Most employees with 25 years' service may retire at age 55 and receive partial
benefits or at age 60 and receive full benefits.

GROUP INSURANCE, HOSPITALIZATION: Employees and the City share costs of group and
hospitalization insurance which provide life insurance and hospitalization for the employee and
dependents. This includes a major medical hospitalization plan,

CREDIT UNION: City of Atlanta employees are eligible for membership in a credit union which
encourages savings and permits foans by authorized employee payroll deductions.

BASIC JOB REQUIREMENTS
CITIZENSHIP; Applicants must be citizens of the United States,
PHYSICAL ABILITY: A routine physical examination by the Examining Physician is required.
CHARACTER: Applicants are required to be fingerprinted.
VETERAN'S PREFERENCE: Honorable discharged wartime veterans who pass all phases of the
exomination are allowed additional credit-five points for regular veterans; ten points for disabled
voterans who present proof of disability. Discharge papers must be presented.

GENERAL INFORMATION

CERTIFICATION: Salary increments are automatic over a five-year period. Annual salary is divided
among twenty-six (26) pay periods. Names of candidates passing all examination phases will be

placed on an cligible register in rank order of attained grade. This list is good for six months.

PROBATIONARY PERIOD: An initial probationary period of six months, which may be extended
to nine manths, 15 required of all City employees.

DRIVER'S LICENSE: When driving a City or personal vehicle is a neces§ary job requirement,
a drwver's hoense s required.

LN A D DYYH

Electric Intoximeter machine.

tectives of this department,
on the streets and these units
€ss a crime scene. We also are
Partments with investigations,
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J. F. INMAN
Chief

Job Description of an Identification Technician

After completion of extensive
: on~the~job t
examination, our identification employees gre eiiinin
position of identification technician,

g and passing a written
gible to be promoted to the

13

=il llarion,

The duties of an identification techrician are as follows:

1. All phases of crime scene i
nvestigations such a
scene for latent prints and other physical evidence. °

processiﬁg the crime
2. Making plaster casts of tire and footprints.

3. Making rubber casts of tool marks, etc,

4. Photographing crime scenes,

5. Making diagrams or charts of crime scenes,

6. Using video equipment to tover demonstrations and riot scenes,

7, Use of all types of equipment and chemicals to Process crime scenes.
8., Classifying and searching of fingerprints.

9. Fingerprinting of Prisoners and deceased persons.

10. Performing breath tests on persons booked on charges of DUI on a Photo-

Identification technicians work directly with the police officers and de-

We have men assigned to Mobile Crime Scene Units
are equipped with any type of equipment to proc-
called on from time to time to assist other de-

Identification technicilans are qualified to obtain and preserve and pre-

Sent in a court of law, ph
an expert witness, » Physical evidence, and each time having to qualify as

¥
¥

& Y
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Ssome evidence that we are not equipped to analyze is submitted to the
Georgla Crime Laboratory for analysis.

‘ {ons as instructors at
techniclans also participate in training sess i
the Aggsnta Police Department's training division and the Georgia Police Acad

omy's

/s/ R. E. Sheppard

Captain, Identification Section
Records Division

1974

3

R L T L

b e e DA it S A i T TR

s

]

i

,
¢
i
5
H
{
;

k H
i
€
3

j
¢
-
2
: i
i
:
i%
i

53
Detroit, Michigan

Police Matron (Civilian)

Duties Statement: Under supervision, to perform responsible tasks in-
volved in the custody, care and discipline of women prisoners at the Women's

Detention Quarters of the police department; and to perform related work as
required.

Typical Examples of Work Performed: Subject to departmental rules and reg-
ulations and to orders and assignments by superilor: Searching and examining the
prisoners on entrance; receiving, receipting for and having custody of prisoners'
personal property; taking fingerprints and making registration; issuing clothes;
assigning prisoners to cells; maintaining discipline and orderly conduct; seeing
that prisoners do not escape or hide; seeing that quarters are kept clean and sani-
tary; overseeing visitor-prisoner interviews; caring for prisoners until medical
attention is received; accompanying prisoners to court or show-up rooms,

Minimum Entrance Qualifications: Sufficient practical or academic educa-
tion or training to warrant the presumption of succegsful handling of assigned
duties; some experience in work involving the custody of persons; some knowl-
edge of police custodial regulations; ability to size up persons and situations;
good powers of observation; physical strength and endurance; courage; firmness
and failrness in dealing with prisoners; industry, willingness to learn and to
perform any assigned tasks; no disabling impairments of vision, hearing or mem-

bers.
Age Limits: 25-40

$7,857-%8,179

Exhibit 5
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CITY OF ATLANTA CAREERS IN GOVERNMENT|

Detention Officer I (D)*

Starting Salary: $638 Range to: §722

Applications will be recelved until 5:00 p.m., Friday, March 15, 1974.
Written oxamination will be given weekdays at 10:00 a.m, and 2:00 p.m.

The City of Atlanta Police Department is restaffing its detention facility
with clvilian correction officers, These responsible positions within the crim-
inal justice system will be open te qualified applicants who can meet mental and
moral standards similar to those required for police officers. Those selected
will receive formal and in-service training in basic skills of detention opera-
tion, psychology, and city and state laws.

Age 25, Driver's license required for some jobs.

Degirable Qualifications: Ability to learn laws and regulations of the State
Criminal Code; legal terminology, and court procedures. Ability to establish
and malntain effective working relationships with other employees, officilals,
and the public. Ability to understand and follow oral and written instructdions
and to keep records and prepare reports.

Duties: This is responsible work in processing and supervising prisoners as
they are roeceived in the eity jail, and maintaining their custody by enforcing
prescribed regulations and procedures. Personal property of prisoners must be
put iIn' safekeeping, and care must be exercised to see that the prisoners do not
harm themselves or others. Physical strength is sometimes necessary to carry

out this last duty.

Examinatian will consist of: Written examination and/or evaluation of training
and experience~-50 percent; Evaluation interview--50 percent.

*0fficial class title is Correction Officer I (D). Salary differential for
shift work authorized.

NOTE: See page 50 of this appendix for a complete description of equal employ-

Minimum Requirements:

ment opportunities, employee benefits, basic job requirements and general infor- ;gy‘

mation.

Exhibit 6
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DALE C. CARTER
CITY MANAGER

Police Assistant
(Promotional) '

$611-$780

Luties: This position will involve the res
ponsibility for investigati
vehicle accidents, writing routine police reports, such as bUrglarg, m2§d2322§-

ors, missing persons, stolen automobiles, prepa
ri
sentations to civic groups and related t;sgs.p ng and delivering safety pre-

Education:

Salary:

Graduation from a standard high school or completion of GED.

¥6cis§ary Special Requirements: Minimum Age--18 years, Minimum Height-~5'8"
welght in proportion). Must possess a valid Arizona Motor Vehicle Operator's

License., Must h
duting. ave sufficlent correctable vision to adequately perform assigned
Examination: To be announced,

Filing Date: Applications should
b yoate; Appld ould be in the Personnel Office no later than 5:00

Applications and further informati;
n may be obtained from the P
City Hall, 3939 Civil Center Plaza, Scottsdale, Arizona. ereonnel Office,

® % %k

Distinguishing Features of Work: This is general duty police work in the per=-

formance of tasks th ' .
ficer, at do not necessarily require the expertise of a sworn of-

The police assistant must

possess the aptitude, integrity, and stability t -
iozm parapolice functions, but maintain sufficient restraint not to becg’meoisSr
olved in matters requiring a sworn police officer.

Work is performed in accordance with departmental rules and re
ulati -
ﬁi;ﬁe:s:isiants recelve assignments and instructions from polige off:gzr:ngfpo
o of;zn ; inrk normaliy consists of report taking, preliminary investiga-
ton. g e; ain criminai matters, accident investigation, and traffic regula-
de -d mpLoyees must be able to act without direct supervision and exercise in-
Peéndent judgment in meeting emergencies, Work methods and results are checked

by superi p
Sions? or officers through personal inspections, review of reports and discus-

Examples of Work Performed: An
: y one position may not include all of the d
listed, nor do the listed e feh nay be fourd
3 xamples include all of the ¢t 3 ‘
in positions of this class. Exhibit 7 acks which may be found

Vg
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?: N . 55 | .
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S ween Mot iaat



"

-

s 8 5 A e 50 e et o s

56

Inventigates reports of blcycle theft, stolen autos, malicious mischief, miss-
ing persons, routine type burglary calls, frauds and embezzlements, thefts,
delayed assault cases, motor vehilcle accidents, R

The police agsistant will also handle calls relating to found property, bicycle

impounds, He will also be responsible for the serving of summonses and sub-
peonag, the giving of safety talks in schools, before PTA and other civic groups,

“gdving tours of the police building and any other assignments as the on-duty
“wakeh commander may deem necessary,

Required Knowledge, Skills and Abilitlies: Emphasis shall be placed on appli-
cant's writing ability; especially in regard to grammar, clarity of thought,
meaning and accuracy,

Ability to remember names, faces and details of accidents.

AbL14ty to understund and carry out oral and written instructions.

Abdility to deal courteously, but firmly, with the general public.

Abilivty to analyze situations and to adopt quick, effective and reasonable
sourges of action with due regard to surrounding hazards and circumstances.

Ability to prepare clear and comprehensive reports. .

bducation: Graduation from a standard high schbql or GED, Registered at, or
plaming to register at, one of the community colleges or Arizona State Uni-

versity,

i
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Information Supporting Major Findings
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A. TINTRODUCTION {

This appendix provides details of the survey results on which many of the s
findings summarized in Chapter II are based,

The information was primarily de- i

rived through personal interviews with officers and civilians in the 13 cities %

visited during the course of this study, - ' |
The following section discusses and illustrates the results of interviews

with officers and civilians regardlng civilian jobs in communications, identi-

fication and detention. Section C discusses’ findings related to the CSO pro-
grams. !

B. EXPERIENCES WITH CIVILIANS IN
SPECIFIC JOB CATEGORIES
The proportion of all civilian employees (including clerks, typists, jani-
tors, etc.) in the 13 visited police departments varied from 12 to 45 percent
of the total strength of departments. The avefage‘was 24 percent. Civilians
in the job types under consideration (communications, identification and de- 1
tention) comprised 10 to 45 percent of the total number of civilian employees,

with the average Being 24 percent, Table 1 presents these data for each of
the police departments visited. ’

)

1. VIEWS OF POLICE MANAGERS

a, OBJECTIVES AND BENEFITS

‘Almost two-thirds of the police managers' responses (Tab;“ 2) were that
their obgective in employing civilians was to free officers for more critical
police functions. Another 20 percent of their responses mentioned cost savings
and 16 pércent mentioned improved service to citizens.

The table also shows whether and how they believed the city, the police de-
partment and police officers themselves benefited from empl%yment of civillians,

#

Relleving officers for other duties was considered the greétest benefit for all
three groups. Reducing costs was considered more important to the city than to

the department and no benefit to police officers themselves. The managersg also

~felt the city benefited from improved service, the department from superior ci-

Vilian performance, and officers from civilian assistance. ‘ . 7 %

e
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' \ TMENT STRENGTH
: CIVILIANS AS A PROPORTION OF TOTAL DEPAR
TABLE & AND PROPORTION OF ALL CILVILIANS IN SPECIALIZED JOBS

STUDIED IN 13 DEPARTMENTS VISITED

Clties Visited

Civilians as a Percent
of All Police
Department Employees

Civilians in
Communications, Iden-
tification and
Detention (Combined)
as Percent of All
Civilian Employees

Detroit, Michigan
Jacksonville, Florida
Atlanta, Georgila
Denver, Colorado
Oakland, California
Huntsville, Alabama
Rew Haven, Connecticut

hast St. Louis,
Illinols

Kansas Clty, Kansas
Gomptdn, California
Scottadale, Arizona

High Point,
North Carolina

Pittsburg, California

12
35
13
18
28
42
25

45
28
39
31

32
16

21
25
42
19
45
16
10

11
22
20
13

40
20
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TABLE 2: POLICE MANAGERS' VIEWS ABOUT CIVILIAN EMPLOYMENT

A. Police Managers' objectives in

: B. Perceived benefits to city,‘@gyart~
hiring civilians (Percent Responses)* ‘

ment and Officers (Percent Responses)

City|Dept.| Officers

Relieve Officers 64 |Relieve Officers | 46 | 52 69
Cost Savings 20 | Cost Savings 39 31 0
Increase Manpower/Improve i, Improve Public
Service 16 Relations 15 0 0
| Civilians Per-
form Better 0 17 0
Assist Officers 0 0 31
- A. Police Manager Responses N=26 B. Police Manager Responses
Police Managers Responding N=23 N=26 23 16
Police Managers Responding
N=21 22 16
Police Managers with No Comment
N=5 4 10

*This table and those to follow show aggregated responses to interview questions
appearing in Appendix C. When forced-choice questions were asked, there was
only one response per person, and the percentages used refer to the respondents.
But more than half of the questions were open-ended; and in those cases, some
persons volunteered more than one response., Tables showing the results of open-
ended questions, as does Table 2, use percentages based on the number of respon-
ses. However, since both the number of responses and respondents are indicated,
the actual number of responses and percentage of respondents, who responded in
each category, can be calculated from the presented data.

b. PROBLEMS ENCOUNTERED

When asked about problems with civilians (Table 3), ten (38 percent) of
the managers indicated that there were none. Among the 16 who indicated prob-
lems exist, 51 percent of their responses referred to management-related ilssues,
particularly low civilian pay and civilians' inadequate knowledge of police work.
Another 35 percent reléted to civilians' attitudes or practices, such as tardi-
ness, lack of dedication and excessive use of sick leave. Fourteen percent in-
dicated personality conflicts between civilians and police officers were a prob-
lem. At a subsequent point in the interview, managers were again asked about
their problems with civilians. At that time, 20 officers responded and the re-
maining six had no comment. Of those responding, eight (40 percent) stated

Specifically that there were no problems. The remaining 12 officers identified
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TABLE 3: TPOLICE MANAGERS' PERCEPTIONS OF PROBLEMS WITH CIVILIANS

- e When First Asked | When Later Asked
Problem Areas (Percent Responses)|(Percent Responses)
 Managementw-ralated dssues 51 60
Civilian attitudes and practices 35 13
Conflicts between officers and .
elviliang | 14
No, of PM Problem Responses N=37 Nfig
No, of PM Stating Problems N=16 N:S
No. of PM Responding "No P-blem" N=10 N:6
Ho, of PM Makiag No Commént N=0 N=

problems related to management fssues, civilian attitudes or practices and con-
flicts between clvilians and officers as shown in Table 3,

¢+ GENERAL ATTITUDES

When asked about their general attitudes toward civiliams, 12 of the po-
lice managers made no comment and the remaining 14 (56 percent) provided 19
responses, Eighteen were very positive (civilians reldieved officers of rou-
tine duties, were well-qualified, took initiative, improved community relatioms
and so on). One manager indicated some police officers were bitter because
thoy felt responsibilities had been taken away from them.

2« VIENS OF OFFICERS IN CHARGR AND CIVILIANS
Interviews were conducted with each officer in charge of the civilian jobs
analyzed and in most cases with two civilians in each job. In all, the 33 of-
fieerg:inﬁerviewad supervise about 700 civilians, The civilians range in age
fyrom 18 to 67, but most are'in their 20s and 30s, and 56 percent are female.
In nearly half of the departments, civilians have been employed for three
to 12 years, and in 26 percent for more than 12 years. Of the 64 civilians in-

terviewed, 13 percent had less than one year's experience at their jobs, 25 per- f.

cent had less than three years, 51 percent three to 12 years, and 14 percent
more than 12 vears, Thus the sampled officers are responsible for a large num-

ber of joba involving many years of experience. The civilians are representa-

tive from the standpoints of age, experience, race and sex.
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a. QUALITY OF CIVILTANS' WORK

Officers were first asked whether civilians were doing a good job., Some
ten minutes later, they were asked how beneficial civilians were to the office.
Civilians were asked only how beneficial they were.
sponses from both groups.

Table 4 represents re-
Clearly c¢ivilians and their officer-supervisors both

believe the civilians benefit the department greatly, Similar responses dis-

cussed later in this appendix were obtained when officers were asked to rate
civilian performance in specific tasks.

TABLE 4: QUALITY AND BENEFITS OF CIVILIANS' WORK AS REPORTED
BY OFFICERS IN CHARGE AND CIVILTANS

A, Civilians are doing a B. How beneficial to police department
0IC 0IC C1v

(Percent Respondents) (Percent Respondents)
“Very Good Job 63 Very Beneficial 72 89
Good Job 37 Some Benefit 28 11

Bad Job 0 Very Little or No

Benefit 0 0
Total Respondents N=30 Total Respondents N=30 N=64

Table 5 shows the diétribution of officers' responses by civilian job type
"and specific tasks. ' )

b. HOW CIVILIANS HELP

Police supervisors felt that civilians have been most helpful in:
e relieving officers for more critical duties;

e assisting officers (in such matters as handling warrants, process-
ing evidence, fingerprinting, and instructing new officers); and

® providing adequate information for action (such as receiving re-
quests for service and dispatching officers quickly, processing
of reports rapidly and using computers effectively).

Thirty percent of the civilian responses indicated that they had been most
helpful by relieving officers of clerical duties for field asgsignments, but a

greater proportion (36 percent) stated gheir_greatest'valde‘was in providing

- adequate information for action by officers. . The civilians also felt that they
were helpful in assisting officers»through fingerprinting, booking prisoners,

and training officers for specialiéed tasks, preparing reports, bfeserving evi-

dence, being responsible for property, serving as witnesses and handling pris-

bders--including booking them, caring for them, preparing them for court, and
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TABLE 5: OFFICER/SUPERVISOR EVALUATIONS OF CIVILIANS'
JOB PERFORMANCE RY JOB TYPE AND TASK
Evaluation®
Job Type Tasks Very | Fairly | Not So
Well | Well Weli
Communications Receives Mesgsages 9 1
Transmits Messages 10 4
Prepares Reports 5 1
Operates Computer 2 2
Secretarial/Clerical Duties 6
TOTAL 32 8 0
Identification Recelves and Catalogs Evidence 11 )
Photographs and Processes Prints | 11 3
Fingerprint Verify and Search 12 9
Testify in Court 2
Clerical 8 2 4
Operate Teletype 2 1
TOTAL 46 20 4
Detention Process Prisoners 14 1
Transport Priscners 5 1
Welfare of Prisoners 14 2
Serve as Witnesses 1
Operate Computer 2
Clerical 3
TOTAL 39 ) 0

ful in 6Bmmunicating with emotionally upset citizens.

#The numbers below represent the number of officers responding in each category.

searching female prisoners. About one in 13 responses was that they were help-

Comparison of officer and civilian responses on how civilians have been

most helpful is shown in Table 6.

c. HOW COULD CIVILTANS BE MORE HELPFUL?

When officers in charge were questioned about how civilians could be made

ment practices (Table 7); These were about equally divided among:

movre helpful, 86 percent of their responses recommended improvements in manage-

e reducing the civilian workload (by such means as lessening house-
keeping duties, processing prisoners in another department and re-
ducing paperwork);

TR
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TABLE 6:

[N

HOW HAVE CIVILIANS BEEN MOST HELPFUL TO OFFICERS?*

0IC CiVv
CIV 8 t -

o uppor (Percent Responses) (Percent Responses)
Relieve Officers 46 30
Assist Officers 27 23
Provide Information for Action 24 36
Comnunicate with Gitizens 3 11
Total Responses N=33 N=81
Total Respondents =30 N=64

*(Responses of officers in charge and civilians)

TABLE 7:

SUGGESTIONS OF HOW CIVILIANS COULD BE

MORE HELPFUL TO OFFICERS

A. OIC Suggestions (Percent Responses)

B, CIV Suggestions (Percent Responses)

Improve Management Practices 86

Improve Equipment 14

Total Responses
Total Responding

N=21
N=17

Improve Management Practices 83
Improve Equipment 11
Better Cooperation between

Officers and Civilians 6
Total Responées N=46
Total Responding N=44

e permitting greater responsibility for civilians (in such matters
as preparing reports, assisting on telephones and working with

citizens; and

® providing specialized training.

The remaining 14 percent of the responses were to improve equipment.

Of the civilians, 83 percent of their responses suggested they could be

more helpful if management practices were improved.

Of those:

e almost 60 percent were for additional technical training;

e 30 percent were for greater responsibility in such areas as lift-
ing fingerprints at the crime scene, processing extradition pa~
pers, training officers in somé technical areas, ete.; and

e 10 percent urged improving screening and selection procedures,

giving civilians Civil Service status and improving control over
radio practices during emergencies.
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The remaining suggestions were for improved equipment and better cooperation
between officers and eivilians.

(Ironicaliy, a reduced civilian workload was recommended by seven of 17
responding officers, but by none of the 44 responding civilians.)

d. PROBLEMS :

Two-thirds of the 32 officers interviewed acknowledged that civilians had
caugsed problems. Of those whe acknowledged problems (Table 8), 71 perceant of
the responses mentioned management problems, particularly civilians' unfamili-
arlity with police work and procedures; another 19 percent personality conflicts;
and 10 percent a lack of dedication. (When asked about any complaints or res-
ervations offlcers had expressed about civilians, the officers in charge pro-
vided similar responses to those above.)

TABLE 8: PROBLEMS QFFICERS IN CHARGE AND
CIVILIANS CAUSE EACH OTHER

B, Ways Officers Cause Civilians
Problems

A, Ways Civilians Cause Officers
Problems

0IC CIVv
(Percent Responses) (Percent Responses)

Management~related
problems: heavy work-

,Hanagement~re1ated
" problems: unfamil-

jarity with work;
overwork/heavy work-
load; low pay 71

Attitudes or practices:

load; officers don't
understand civilian
job 26

Attitudes or practices:

lack of dedicatisn 10 lack of officer re-
« t; lack of officer
Pergonality conflicts spects
with officers . 19 confidence 38 |
ol Personality conflicts /
L with civilians 36 :
L
Total responses N=31 Total responses N=39
Total responding N=21 Total responding N=38

0f the civilians, two-ﬁﬁirds felt the officers had caused problems for
civilians, Mentioned most frequently were personality conflicts and a lack
of respect and confidence toward civilians., Civilians also felt that officers
did not understand the civilians' -jobs, Forty-two percent of the civilians
were awvare that officers had expressed comﬁlaints or reservationg about ci-
viliéné; the civilians attributed this to officersf feelings that they should

- be doing the civilians' work.
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e. TYPES OF TASKS AND QUALITY OF WORK

The officers in charge and civilians were asked what specific duties were‘h

performed by civiliansg; officers were also asked how well each task was per-
formed. The results are summarized in Tables 9 through 12 and in the follow-

ing discussion. (Specific tasks associated with each job type are listed in
Table 2 of Chapter I.)

TABLE 9: SUMMARY OF TYPES OF DUTIES CIVILIANS PERFORM
REPORTED BY OFFICERS IN CHARGE AND CIVILIANS

Duties 0IC CIV
(Percent Responses) | (Percent Responses)
Technical support 39 33
Reports/records 23 12
Receives and handles information/

evidence 22 - 20
Custodial (priesoners/equipment) 13 32
Court witness 3 3

Total responses N=143 N=231
Total respondents N= 33 N= 64

As one would suspect, both the officers in charge and the civilians per-
ceived the civilians' principal role to be one of technical support (e.g.,
photographic and fingerprinting, operating equipment--communications, intoxi-
meter and paraffin tests). But in regard to secondary duties, officers stressed
preparation of reports, records and evidence while the civilians stressed cué—

tody of equipment and prisoners,

f. QUALITY OF TASK PERFQORMANCE

8ince quality of civilian performance is a critical criterion for decid-
ing whether to employ civilians, officers in charge were asked to evaluate the
performance of each task carried out by civilians under their supervision. Re-
sults are shown in Table 10. :

The officers' evaluation thus strongly supports the employment of civil-
ians,

g. SHOULD MORE CIVILIANS BE HIRED?
Both the officers in charge and the civilians felt overwhelmingly that

more civilians should be hired if additional personnel were needed, as shown
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TABLE 10: SUMMARY OF HOW WELL CIVILIANS PERFORM THEIR
TASKS ACCORDING TO OFFICERS IN CHARGE
Rating Percent Tasks Evaluated

Very Well 75‘
Fairly Well 22
Not So Well 3

Total Tasks N=155
Total Respondents N= 33

in Table 11.

However, three civililians said their recommendation was condition-

al upon elther improved training or more rigorous employment standards.,
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i. WHY SHOULD CIVILIANS NOT BE HIRED?

0f the five officers (15 percent of the total) recommending that no more
civilians be hired, three gave reasons which included: civilians allowed work
to accumulate, they were security risks, because they released police data in-
discriminately, and they had a poor attitude toward taking orders. The single
civilian who recommended against employing additional civilians thought they

should not be hired if training remained the same,

J. TRAINING
The officer supervisors were asked to estimate the average time it takes
to train civilians; civilians were asked to estimate the amount of training

they actually received. The responses are compared in Table 13,

TABLE 13: AMOUNT OF TRAINING CIVILIANS NEED AND RECEIVE: RESPONSES

FROM OFFICERS IN CHARGE AND CIVILIANS

A, Average Amount of Training Needed

B, Amount of Training Received

TABLE 11: SHOULD MORE CIVILIANS BE HIRED?
‘ 0IC C1v
Response (Percent Respondents) (Percent Respondents)
Yes 85 94
No 15 6
Total Respondents N=32 N=64

h. WHY HIRE MORE CIVILIANS?

The reasons officers gave for hiring more civilians were that c¢ivilians

were capable, they relieve officers and there are cost savings (Table 12),

The civilians gave similar reasons.

* TABLE 12:

WHY HIRE MORE CIVILIANS? -REASONS GIVEN
BY OFFICERS IN CHARGE AND CIVILIANS

01C

CIV

Civilians are capable
Relieve officers
Cost savings

56
25
19

(Percent Responses)

(Percent Responses)

Civilians are capable
Relieve officers

Cost savings

" Gpportunity to become

officer

49
36
10

Total responses
Total respondents

N=32
N=28

Total responses
Total respondents

N=39
N=34

0IC CIV
(Percent Respondents) (Percent Kespondents)
Less than one month 23 Less than one month 67
Ote to three months 23 One to three months 16
Three to six months 37 Three to six months 9
More than six months 17 More than six months 8

—

Total respondents N=30 Total respondents , N=64

In the aggregate, 77 percent of the officers felt civilians needed a
month or more of training, while 67 percent of the civilians from the same
offices reported they had received less than one month. However, much of
the difference relates to the fact that civilians apparently did not consider
on-the-job instruction as important to their training as officers did. In
the éggregate, 88 percent of the officers indicated that the training re-
ceived by the civilians was on-the-job training, Several answered that some
formal training in local police facilities both in and outside the department
was provided. Only 20 percent of the civilians responded that they had had
classroom training, usually for about a week, from a police or sheriff's acad-
emy, a police training facilﬁpy, the FBI, an academic institution or an LEAA-

sponsored group,
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Honethelens, 70 percent of the officers thought civiifans could be more
helpful 4Ff they hod further training. More than half of the officers’ re-
sponses (Table 14) suggest specialized technical training, including report
préparat@dﬂ, fingerprinting, computer training, ballistics and minor camera
repaly,  Almest half recommended general background training in poiice work,
including police procedures, public relations and civil law,

" TABLE 14: TRAINING NEEDS AS VIEWED BY OFFICERS
IN CHARGE AND CIVILIANS

! & Areag in whi¢h'eivilians should

B, Improvements in training suggested
have more trafolng ta be help- by civilians

ful to officers

0IC CIV.

~ (Percent Responsea) (Percent Responses)
Teehnienl training . 53 Technical training - 56
Boekpround An police Background in police
work 47 work 23
- Inprove quality and Improve quality and
quanﬁity 0 quantity 21
ot s 43 -
Ha. of QIC responses N=34 No, of CIV responses N=73

No. of OIC responding N=23 No., of CIV regponding  N=48

Sinilarly, more than half of the civilians' responses emphasized the need
for formal technical training related directly to thelr jobs; they stressed

 the need for demonatrations~how to take fingerprints; how to use equipment;

how to process, eearch and subdue prisoners. The remaining responses were
divided between geneval background trainding {in law, in officer-type training

-and in péliéﬂ and administrative structure and procedures) and improved train-

ing Clengoer perieds, better instructors).

k, WHAT CIVILIANS DON'T LIKE ABOUT

THRIR JOBS |

Civilinne were agked what they did not especially like about their job
(atle 15). OF 55 responwes, almost a third cited low pay. About 10 percent
were in each of the following categories: ersonality conflicts beiween offi-
cors and edvilians; understaffing (workload too heavy); lack of interest by
admyndotratdrs; ond limited opportunities for promotion and advancement.
Another 9 poereent (from jailers) concerned the lack of physical security while
cacorting prisonersg,
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- TABLE 15: WHAT CIVILIANS DON'T LIKE ABOUT THEIR
JOBS IN PP”?CE DEPARTMENTS

Dislikes Percent Civilian Responses

Low Pay ‘ 31
Personality conflicts with officers . 11
Career advancement/promotion system - 11
Heavy workload/understaffed 9 ,
Lack of management interest , 9 '
Lack of physical security (jailers) : ' 9
Lack of respect from prisoners and public . 5
Locking peodple up and smell of drunks 5
Miscellaneous: Knowledge of citizen mis-

fortunes, no hazardous duty pay (jailer);

and too many clerical duties . 9
Total responses N=55
Total respondents N=46

1. CIVILIAN CAREFR INTEREST

. As an indicator of civilian interest in continued employment, officer
?upervisors and the civilians were asked whether they thought civilians wanted
careers with the police departmenf. As. shown in Table 16, 69 percent of the
officers and 82 percent of the civilians thought that about half or more wanted
to have a career in the police department. A few officers who answered "a few
want to" mentioned, as examples, that women did not stay’ and that‘detehtien
work was considered a dead-end job. The lone civilian who answered "ncne"
gave low pay as the reason.

TABLE 16: DO CIVILIANS WANT TO HAVE A CAREER
IN POLICE DEPARTMENTS?*

Response 0IC c1y
sponse (Percent Respondents){ (Percent Respondents)
Most want to 53 ‘ 65
About half want to ‘ , 16 ‘ 17
A few want to - 28 16
None want to 3 ' 2
Total respondents N=32 - N=64

*(Responses of officers in charge and civilians)

D)
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. WHAT CONTRIBUTES TO BEITER OR i
WORSE OFFICE CONDITIONS? ]

To obtaln an impression of what helps or harms office conditions, both
officers and cdvilians were asked to compare the conditions at the time of
the interview with six months before. Those indicating an improved or wors-— j
ened situation Qere then asked how their office had changed in that period.

0f the 30 officers responding, 47 percent reported that conditions were
better or much better and 10 percent described them as worse (Table 17). The
improved conditions were attributed to additional and better trained personnel
ag well ps better equipment., The three officers who said conditions were %
worge referred to the departure of experienced personnel and changes in laws ?
which required more work for theilr offices. f

TABLE 17: OFFICERS IN CHARGE AND GIVILIANS COMPARING PRESENT
OFFICE CONDITIONS WITH CONDITIONS SIX MONTHS AGO

Conditions 016 ’ CIv :

(Percent Respondents) | (Percent Respondents) L

Much better BN ‘ 17 14 %
Botter 30 31
About the same . 43 37 %
Worse ' ’ 10 16 f
Much worse 0 ‘ 2 ]
Total respondents N=30 N=62 §

0f the 62 civilians, 45 percent indicated that conditions were better or
much better and 18 percent reported conditions were worse or much worse. Half
of the oxplanations for improvements concerned better organization of their
of ficesi most obher comments parélleled those of the officers (better train-
ing, better equipment), though some attributed the improvement to recent perma-
nent pergonnel assignments, Those who said conditious were worse or much worse
rveferred to undevstaffing, inadequate equipment and recent changes in their
shifzs,

3.  OVERVIEW OF BENEFITS ANDR PROBLEMS

At the end of the interview each police manager, officer in charge and i
civilian was asked for any additional comments or suggestions on civilians

ek

73
Working in their department or office. The pdrpose was to obtain ideas about
subjects not discussed in the interviews and to obtain impressions about sub- %
jects they felt strongly enough about to comment further. |
Of the 123 people questioned, 100 (81 percent) chose to make 225 additional
comments (Table‘18). The 225 responses included 67 about benefits (30 percent)

and 153 (68 percent) about problems. Three managers said there were no benefits
and two said there were no problems.

TABLE 18: ADDITIONAL COMMENTS ABOUT CIVILIAN EMPLOYEES VOLUNTEERED
BY POLICE MANAGERS, OFFICERS IN CHARGE AND CIVILIANS

AY

‘ PM 0IC CILV Total
Category (Percent (Percent (Percent (Percent
Responses) Responses) Responses) Responses)
Benefits 56 15 9 30
Problems 38" 85 91 68 7
Total responses N=92 N=53 N=80 N=225
Total responding N=26 . N=23 N=51 N=100

The table indicates that management focused on the benefits of employing

civilians, and the officer supervisors and their civilian employees with the
p?oblems. Managers are attracted by the idea that officers will be relieved '
for field duty, that costs may be léss, and that service will increase and .
improve.’ Problems were considgred to be largely related to management ilssues
such as divilian training, personnel qualifications, excessive workload and
insufficient pay.

More detailed information on benefits and problems is shown in Table 19
which lists'rgspcnse.categories, the number of respondents and their responses,
and percentages for respondents and responses. Percentages were calculated as
follows:' |

e responses per category were divided by the number of respondents
and the quotient was multiplied by 100;

e responses per category were divided by the total of all responses
and the quotient was multiplied by 100;

il

where: n_ number of respondents by personnel classification; and

n
y

Four primary response categories are included: (1) benefits, (2) problems, . A

number of responses by rzsponse category.

(3) no benefits and (4) no problems. The total (nv) for each category by
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The fow problems that the managers described were the initial resentment
of officers (which reduced markedly within a year), the failure of most CSOs
to complite academic courges, and--in the view of one officer--a lack of pub-
b5 £ cnthﬁﬁimsm for the program.

2. . OPPICERS IN CHARGE AND CSO VIEWS

The edght c¢ities have a total of 143 CS0s, almost all age 17 to 21 and
predominantly male. Minority groups constiltuted 55 percent of the total (67
blacks, 11 with Spanish surnames and one American Indian). The officer in
charge and several CS0s were interviewed in each city.

a. DBENEFICIAL CHARACTERISTICS
All eight officers in charge stated that their CSO programs were very
beneficial tot '
e police/community relations and general social conditions {e.g.,
¢80 interaction with the public, especially with young people
in the communlty, the chance for participants to work within the

“gystem, CS50 contributilons in referring citizens to appropriate
gources of Information or assistance);

e the police department (e.g., CSO support to sworn officers, a
helpful recruiting mechanism, cost savings); and

e the C80s (e.g., educational assistance, the awareness of the pos-
gibility of career police work).

G50 perceptions were similar. They specifically emphasized the value of
understanding and receiving training in police work. They also mentioned
feelings of brotherhood with the officers.

O0fficers rated CS0s most helpful in police/community relations and CSO

'ussiaﬁancé to officers., Improving community relations included meeting the

publie, 51$tributing crime prevention information, patrolling schools and

- poaching sporting events. Assistance to officers took variocus forms: reliev-

ing them for field duties by assuming clerical functions, writing parking tic-
kets and sovving as dispatchers and jaillers when needed.

The officers suld CSOs could be more helpful with additional training in
preparing reports and coping with citizen complaints. They also could handle
such routine ttems as traffic patrol and reports of lost children, the offi-

cers sald.
Fourteen of the 18 C80s intexviewed said that the officers were very help-

ful and supportive, Three vated them fairly supportive and only one not very

hvlpful and supportive,

.
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b. PROBLEMS

Five of the eight offlcers in charge sald that offlcers had expressed

complaints or reservations. about CSOs. These were few and cons1dered minor:

"'excesslve Cso epsenCes, inadequate selection criteria, the desirability of a

longer probationary period (ome year rather than the standard six months),
and»an improved relatidnship between line officers and CSOs.

CS0s. felt ‘that they were given too many clerical dutles and not enough

‘.field work needed more police training, more officer supervision and, in

', somé cases, radios for contacting police officers when working alone. Dis-

satisfaction was expressed about performing too many personal duties for of-
flcers, low pay ‘and no provision for overtime pay. CSOs also indicated they

wanted additional responsibiliﬁies, such as wrifing traffic citations, and

that departments should pay more attention to.the general welfare of citizens,

The most difficult parts of thelr jobs were described as communicating with

- irate citizens, trying to satisfy citizen needs, preventing disturbances, and

- communicating with peers and trying to recruit others.

c. TYPES OF DUTIES AND QUALITY
. OF PERFORMANCE

Seventeen CSO tasks were identified, The list included:
o traffic--detail, writing tickets, handling accidents;

o work in communications section, identification section, detention
facilities; bicycle bureau, car pound:

© assist officers in contacts with citizens, lectures, patrolling
parks, crime prevention campaigns;

e conduct tours in police department;
® report on and patrol vacant homes;
e report abandoned automobiles;

® clerical duties; and

_ e refer citizens to other agencies.

CSO performance of these tasks (based on 31 evaluations by eight officers)
was rated "very well" in 27 cases (87 percent) and "fairly well" in four. No
officer indicated that a task was '"not so well' performed.

When the CSOs rated their own performance on a scale of one to five, 12
(75 percent) of the 16 responding rated their performance as level one (high~
est), three as level two and one as level three. Like the officers, the CSOs

felt they were doing weéll at their jobs.
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Six of the eight officers in charge said more CSOs should be hired, One
of the two, who salid "no," felt CSOs should all be recruits,

~d. (SO TRAINING -
Both officers and CSOs thought training was deficietit, Most officers rec~
6mmenéed training in report writing, public relations, field work with offi-

cors and drugs,

The £S0s recommended more and deeper c¢lassroom work, more contact with
officers, and more field expérience. They also would have liked additional
training in the police department's organizatiom and function, traffic, safety,
clerical duties and dispatching.

e. ADVANTAGES 70 €SO'S

Both officers and CSOg felt the most important advantages of the program
to the CSOs were the training it offered for becoming a police officer, the
educational opportunities and the orientation toward a career, Most CSOs are
thought to want a police career by seven out of eight of their supervisors.
All CSOs said they had given thought to a police career before they enteréd
the program and all are interested in pursuing such a career now that they

have had experience.

£, REACTIONS TO CSO'S

Both groups found community reaction to CSOs very positive. More than
half the CSOs thought that their families, friends and neighbors approved of
police work as a career. They found that people, on the whole, cooperated
with them in their police work. And their personal relafionships on off-duty
hours had not changed. Although a majority of the responses were very posi-
tive, 30 percent felt that reactions of famiiyy friends or neighbors were
mixed~-gome approved and some disapproved. Ghly two CSOs among the 18 inter-
viewed felt that family, friends or n&ighbors‘disapproved after they started
police work.

g. COMPARING COSTS OF CSO'S

Comparing the costs of patrolmen and CSOs is difficult, The CSO programs
are experimental and were established not just to relieve patrolmen, but among
other goals, to improwe police/community relations and interest ghetto youths
in police work ag a career, Initially almost all CSO programs were heavily
subsidized by federal or state grants; the cities usually contributed 30 to
40 percent of the total cost. Usually about one month of formal training plus

gy 3
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educational opportunities were provided as part of the federal or state supQ
port,

In any case, as of early 1974, the average cost differentials between
patrolmen's and CSOs' salaries are larger than those for the civilians in
jobs described earlier. Where the average civilian salary was $8,348, the

average CSO salary was $5,505--or $5,367 (49 percent)‘less than the $10,872
for the average patrolman.2

.

h. THE FUTURE OF C$0'S

Prospects for continuation, except in one city where the program was un-
usually successful, are not clear. One program terminated in 1974 and another
two are likely to be terminated in 1975. To continue in the leng run, both
the city and the police department must consider CSOs useful enough to warrant
funding against competition from other city programs, The decisions will prob-
ably depend on general budgetary priorities, And since the programs are ex-
perimental and small (averaging 1 percent of total police departmeﬂt personnel),
they are vulnerable when budgets are being cut,

Since thiw is a transitional period, past procedures--many of which were
related to Model Cities Agency or LEAA requirements~--are expected to change.
Changes are likely in selection and training procedures, in duties assigred
t9 CS0s, and probably in the objectives and costs of the programs,

2. Details of cost and performance experiences in four CSO programs in
California are discussed in an evaluation, "Final Report on Community Service
Officer Cluster Evaluation," Booz, Allen and Hamilton, Inc., 555 California
Street, San Francisce, California 94104, April 1974,
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1Questibns.Asked‘of Police Department Personnel

This appendix lists in abbreviated form the queétions asked of police
department personnel regarding civilian jdbé in the 13 cities visited during
the preparatioﬁ of this prescriptive package. Similar questions were employed ‘
in obtainingAdata about the CSO programs. Many of the major findingé summa-
rized in Chapter II, and discussed and illustrated in greater detail in Ap—
pendix B, are based on an analysis of responsesvtb these questions.'

The questions are presented as an aid in understanding how much of the
basic information for this study was obtainéd. Moreover, many of the ques-—
tions are generaily applicable for‘monitoring and evaluating civilian employ-
ment efforts in any police department. The underlying issues addressed are
common to all departments (e.g., goal, satisfaction, .the identificgtion of

benefits, problems, costs and efficiency of procedures),

Three sets of questions are presented,

They include those asked of:

police managers (senior personnel)——Exhibit 1;

)
e officers in éharge of civilians--Exhibit 2; and
e civilians working directly under the supervision of those offi-

cers—-Exhibit 3,
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Interview Questions for Police Managers

The following gquestions were asked of police managers to obtain manage-

ment's perspective and experienc¢s regarding civilian jobs of interest.

Goals

What avre the objectives of each civilian job or program?

Planning Preceding Adoption of Civilian Aétivity

[}
o
[ ]

How and when was activity originated?

How many officers and civilians were involved in planning?

What special training and formal orientation was received by of-
ficers? ‘

Did you employ civilian consultants?

Prehiring Procedures

™
®
®

General

What methods were used in canvassing, publicity, screening and
selection of applicants?

What were the qualifications of applicants?

What were the planned duties of applicants?

Process Information

What police unit was responsible for management of each activity?
What were the costs for equipment and personnel?

How many civilians were employed in each activity by age range,
predominant sex and race?

What were the funding sources?

What type of training was received by the civilians?

Operating Conditions

&

How are the civilians in each activity assigned?

What department is responsible for civilian supervision?

What are the civilians' actual duties?

. Are the civilians in each activity receiving continuing training?

e  What problems have been experienced?

Benefits to Civilians

What are the fringe benefits to civilians in each activity (health
and life insurance, annual and sick leave)?

Are there career-potential benefits to civilians in each activity?
What are they? (Pay increments, educational opportunities, Civil

Service pr Merit System.)

Monitoring and Evaluation

Has an evaluation been conducted related to civilians in these ac-
tivities?

Who conducted this evaluation?

What is the purpose of your monitoring and/or evaluation efforts?
Are the products being used? How?

e e

85

Are any of the activities terminated?

What is the attrition rate for each activity?
Have these activities benefited the department,
the city? . How? o k

sworn officers and
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Exhibit 2

Interview Questions for Officers in Charge of Civilians
The following questions were asked of police officers supervising civil-
ians in their departments.

1. What are the duties of the civilians in your office? List all duties
you have observed and indicate generally how well each duty was perfoimed.
(very well, fairly well or not so well.)

2. Regarding civilians in your office as a whole, are they doing a very

.good job, a good job, a bad job or a very bad job?

3. In what ways have the civilians been most helpful to the officers in
your office? '

4, In what ways could the current duties be modified so that the civilians
could be more helpful to the officers in your office?

- 5, What new duties do you feel could be assigned to the civilians so that
they could be more helpful to the officers in your office?

6. In what ways have the civilians causéd problems to the officers in
your office?

. 7. How many civilians are assigned in this office? (Male, female and age
range.)

8. What is the average amount of time it takes to train the civilians in
this office? (Weeks, months, where and by whom.)

9, Are there areas in which you think the (civilian classification) should
have more training to be more helpful to the officers in this office? What are
these areas?

10. Considering the civilians assigned in your office, have the officers
expressed any complaints or reservations about them? What are they?

11, If additional personnel were needed in your office, would you recom—
mend that more civilians be hired? Why?

12, Genérally, do you think civilians would want to have a career with the
police department? (Most would want to, about half would want to, a few would
want to, or none would want to.)

13, Do you think the community is aware of the fact that civilians are
working in-your office? (Yes, no or don't know.)

14, All things considered, how beneficial do you feel the civilians are to
this office? (Very beneficial, some benefit, or very little or no benefit.)

15. When did civilians first start working in this office?

16. (If civilians were working longer than six months), in general, com-
paring this office today with six months ago, is it much better, better, about
the same, worse or much worse? Explain how your office has changed in the last
six months. .

17. Please list any additional comments or suggestions you have on ci-
vilians working in your office,

.0fficers in the future? (List as many as possible.)
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Exhibit 3

Interview Questions for Civilians in S;ecific Jobs

The following questions were asked of civilians performing tasks in a po-
lice department.

1. 1In what ways do you feel that the civilians in your office have been
most helpful to the officers? (List as many as possible.)

2. In what ways do you feel that civilians could be more helpful to the

t

3. What is there about this job that you like especially well?
4, What is there about this job that you do not especially like?

5. In what ways have officers caused problems for civilians in this of-
fice?

6. To your knowledge, have the officers expressed any complaints or res-
servations about civilians working in your office? What are they?

7. What are your duties?

8. How much time did you spend in training for what you are doing? (Weeks,
months, where and by whom.)

9. Thinking about the training, what things would you do to change it?

10. If additional personnel were needed in your office, would you recom-
mend that more civilians be hired? Why?

A

11. Generally, do you think the civilians would want to have a career with
the police department? (Most would wanl to, about half would want to, a few
would“ﬁant to or none would want to.)

12, }{Do you think the community is aware of the fact that civilians are

work}ng/in the police department?
N

137 How beneficial do you feel the civilians have been to the police de-
partment? (Very beneficial, some benefit or very little or no benefit.)

14, When_did you first start working in this office? (Months, years.)

15. (If longef'than six months), in general, comparing your office today
with six months ago, is it much better, better, about the same, worse or much
worse? Explain how your office conditions have changed in the last six months.

16. How many civilians are assigned to your office? (Male, female and
age range.)

17. Please list any additional comments or suggestions you have on civil-
ians working in your office.
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